Golden House Viét Nam: Téi Uu Hao Hut Go
& Lgi Nhuan Nh3 ERP

Xuat khau ndi that gb cao cap sang chiu Au va M§ — Golden House Viét Nam d3 chuyén ddi toan bd van hanh san xuat trong
3 thang véi Workflow ERP iGP cua Digiwin, dat do chinh xac ton kho 95% va giam 30% chi phi san xuat.

CASE STUDY WORKFLOW ERP IGP NGANH NOI THAT efo)
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Ket Qua Noi Bat
Ba con s6 dudc xac nhan bgi Phé Téng Gidam d6c Golden House Viét Nam — phan anh tac dong thuc té sau khi trién khai ERP.

95% 30% 3

Do chinh xac ton kho Giam chi phi san xuat Thang trién khai

Tang tl 70% — cai thién 25 diém phan  T6i uu nguyén liéu go, giam hao hut va TU ky hgp dong dén go-live — nhanh
tram ngay sau go-live chi phisan phu hdn benchmark nganh 6-12 thang
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Boi Canh Doanh Nghiép

30 ndm kinh nghiém — va bai toan nguyén liéu gé chua dudc giai

Golden House Viét Nam dudgc thanh lap nam 1994 ti Cong ty Kim Phu Dai Loan, xay dung nén mé hinh san xuat tich hdp doc
hi€m c6 trong nganh ndi that: tir cat gb thd, gia cdng cau kién, san phd hoan thién dén van chuyén xuat khau — tat cad nam
trong mot chudi kiém soat n6i bo. San pham ban ghé an, giudng td va ndi that go cao cap cua Golden House c6 mat tai thi
trudng chau Au va My — hai thi trudng doi hoi tiéu chudn chat lugng va d6 tin cdy giao hang cao nhat.

Nhung trong nganh ndi that go, cé mot dac thu ma khdng nganh san xuat nao khac gap phai theo cach tuong tu: nguyén liéu
g0 khong dong nhat. Ciing mot loai gb, cling kich thudc danh nghia — nhung khéi lugng thuc té, ty [& hao hut khi cdt va
lugng son phi can thiét déu thay déi theo tiing 16, tiing dd day, tiing phudng phép gia cdng. Quan ly bang Excel khéng bat
dudc su phic tap nay, dan dén sai léch chi phi tich liiy theo tiing d6n hang va anh hudng truc ti€p dén kha nang canh tranh
trén thi trudng xuat khau.

Thanh Iap
1994 — tUr Cong ty Kim Phu, Bai Loan

Thi truéng

Xuat kh3u chiu Au & M§ — tiéu chuan cao cap

Mo hinh

San pham

Ban ghé an, giudng td, n6i that go cao cap

San xuat tich hdp doc: cat go - gia cong > son > xuat
khau
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Piém Gidi Han

Khi nguyén liéu dat nhat khéng dudc kiém soat chinh xac

GO la nguyén liéu chiém ty trong [n nhat trong cg cau chi phi san xuat ndi that. Vi Golden House, day khéng chi la van deé ké

todn — ma la van dé sinh tén canh tranh khi xut khau sang thi trudng chau Au va My, ngi margin bi ép chat va khach hang

yéu cau bao gia chinh xac tif dau. Bon diém gigi han dugi day hinh thanh mot vong luan quan khong 16i thoat khi van van

hanh bang Excel.

Tén kho go sai léch 25%

Excel khéng phan biét dugc loai go, cap do, kich thudc
va khéi lugng thuc té. 6 chinh xac ton kho chi dat 70%
— tlic [a ¢ 10 16 g6 thi 316 c6 s6 liéu sai. Doanh nghiép
khong biét minh dang thira hay thi€u, khong biét bao
nhiéu von dang bi giam trong kho.

Khéng c6 BOM c6 dinh

Quy trinh tUr cat go dén gia cong a bién s6: moi san
pham, méi d6 day lai c6 hao hut khac nhau. Khéng cé
BOM chuan déng nghia vGi khdng cé nén tang dé tinh
MRP — nhan vién lap ké hoach dat hang theo kinh
nghiém va cam tinh.

1 <

Tinh khéi lugng go thu cdng

Khoi lugng gb thuc té clia tiing san pham anh hudng
truc ti€p dén lugng sdn phd can dung. Khi tinh toan thu
cong, sai so tich lliy theo tiing don hang — bao gia thap
han chi phi thuc té, hodac mua du nguyén liéu va giam
von vo ly.

Hé qua day chuyén: tré giao hang

TU ton kho sai - khong biét thiéu nguyén liéu > mua
gap gia cao hodc tré san xuat - tré giao hang cho khach
chau Au/My. Trong nganh ndi that xuat khau, mét lan
tré container c6 thé mat ca mua dat hang.
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Tai Sao Chon Workflow ERP iGP cua
Digiwin?

Golden House danh gia nhiéu giai phap trugc khi quyét dinh. Nam yéu t6 then chot da dan dén lua chon Digiwin — khéng chi

vi tinh ndng phan mém, ma vi su pht hgp toan dién vdi dac thu van hanh cla doanh nghiép ndi that go xuat khau FDI Dai

Loan tai Viét Nam.

wle

=

San pham day du

Workflow ERP iGP bao gom tat
ca module can thiét: quan ly
kho nguyén liéu dac thu theo
loai/cap/kich thudc gb, BOM
linh hoat, tinh toan tu dong
khoi lugng, lap ké hoach san
xuat va mua sam tich hop.

Thai dé chuyén @,
nghiép

Doi tu van Digiwin cam két
dong hanh xuyén su6t tif phan
tich yéu cau dén go-live va ho
trg sau trién khai — khéng bd
lai khach hang sau khi ky hgp
dong.

Hiéu nganh go
Digiwin c6 kinh nghiém trién
khai cho doanh nghiép san
xuat ndi that — hiéu dac thu
BOM gb theo do day tiéu
chuan, khdng can customize
tU d4u, rat ngan dang ké thoi
gian cau hinh.

Dich vu ho trg tét

SLArG rang, d6i IT ndi bo cua
Golden House dugc dao tao
dé tu xd ly cadc van dé van
hanh thong thudng — giam
phu thudc vao nha cung cap
trong dai han.
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Phu hgp thi truéng
Viét Nam

Giao dién va ho trg tiéng Viét,
am hiéu quy dinh ké toan va
van hanh doanh nghiép FDI
Dai Loan tai Viét Nam — gidm
thiéu rui ro phép ly va van
hanh.
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Hanh Trinh Trién Khai 3 Thang

Golden House hoan thanh toan bd trién khai trong 3 thang — nhanh hon dang ké so vdi benchmark nganh ERP thudng la 6-
12 thang. Yéu t6 quyét dinh khéng phai cong nghé ma la su dong thudn va ho trg toan dién tif ban lanh dao cip cao ngay tu
ngay dau. Bén giai doan dudc thuc thi chat ché theo thif tu, moi giai doan xay dung nén tang cho giai doan tiép theo.

Thang 1— Tuan1-3

Khao st & Thiét lap BOM go

Phan tich danh muc san pham, xac dinh bién s6
dac thu: loai go, cap do, do day tiéu chuan. Lap
bang BOM, thiét lap cong thiic tinh khoi lugng tu
dong.

Thang 2-3 — Tuan 6-10

DPao tao md phong thuc té

Nhiéu vong dao tao v@i tinh huong thuc té tu dif
liu lich sUf cia Golden House. Nhan vién dugc
dao tao dén khi tu tin van hanh ddc lap.

Thang 1-2 — Tuan 3-6

Cau hinh hé thong & tich hgp kho

Thiét [ap bédo cao ton kho da diéu kién. Cai dat tra
ctu khéi lugng gb theo ma san pham. Tuy chinh
module mua hang tich hdp MRP tu déng.

Thang 3 — Tuan 11-12

Go-live toan hé thong

Chuyén doi hoan toan tuf Excel sang ERP. D{f liéu
ton kho lich sif dugc migrate va chuan hda. Hé
thong van hanh 6n dinh ngay ti tudn dau.

) Yéu td thanh cong then chét: Cam két tif [3nh dao cap cao ngay tif ngdy dau — khong phai cdng nghé ma (3 quyét

tam t6 chiic quyét dinh téc d6 trién khai.
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Ba Dot Pha Ky Thuat Cho Bac Thu Nganh
Go

Workflow ERP iGP cla Digiwin giai quyét ba bai toan ki thuat c6t 16i ma cac giai phap ERP tong quat khdng thé xuf ly tét cho
nganh ndi that go. DAy la nén tang tao ra toan bo cai thién van hanh ma Golden House dat dugc.

(@ BOM G6 Chuan Héa Theo @ Tinh Toan Tu Pdng Khéi Lugng Go & Chi Phi Son
Ma San Pham & Db Day

Hé thong nhan thong s6 chiéu dai x chiéu rong x chiéu cao khi tao ma san
biém khac biét [6n nhat ctia nganh go: pham, tu ddng tinh khai lugng gb theo cdng thiic chuan. TU khéi lugng go,
khong c6 BOM nao hoan toan c6 dinh vi chi phi son phu dudc tinh tu dong — loai bd hoan toan khau tinh tay von
hao hut khi cat phu thudc vao phucng phép la ngudn gbc clia sai léch chi phi san xuat.

gia cong va do day nguyén liéu. Digiwin , ‘

Khi cé don hang mdi, hé thong tu dong aggregate toan bé nhu cau nguyén

thiét lp BOM linh hoat theo m3 san pham

o3 véi d6 day tidu chudn — cho phép hé lieu va dé xuat ké hoach mua sam — khong con phu thudc vao kinh

théng tinh chinh xac lugng gob thd can thiét nghiem ca nhan cua nhan vien lap ke hoach.

choting ddn hang, bao gomica hé so hao 3 Quan Ly Ton Kho Pa Chiéu Theo Pic Tinh Go
hut theo tiing nhém san pham.

, , \\ Ton kho gb phai theo dai theo loai go, cap do chat lugng, kich thudc va
K&t qua: nhan vién lap ké hoach lan délﬂ khéi lugng thuc té. Workflow ERP iGP thiét lap bao cao tuy chinh cho
tién c6 thé tra clfu "can bao nhiéu m* go phép tra ciiu theo bt ky t8 hdp diu kién nao — phat hién 1ach ngay khi

loai A do day X cho dan hang Y" trong vai xay ra thay vi chd cudi thang kiém ké.

giay thay vi tinh tay hang gid.
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Két Qua Pat budc

Con so thuc té — dugc xac nhan bdi Phé Tong Giam doéc Golden House Viét Nam

Sau khi go-live, ba nhdm két qua dugc ghi nhan rd rang va c6 thé do ludng. Day khong phai udc tinh ly thuyét ma 1a thuc té
van hanh dugc Ong Hoang Van Thang, Phé Téng Gidm déc, xac nhan truc tiép.

Kiém Soat Ton Kho: 70%
2> 95%

Moi lan nhap xuat kho déu dudc
ghi nhan theo dldng loai, cap do va
khoi lugng thuc té. Kiém ké tif "su
kién thang mot lan" thanh "xac
nhan thudng xuyén" vi hé théng da
ddng tu dau.

Chi Phi San Xuat Giam
30%

Ba nguon cong hudng: (1) giam
hao hut g6 nhd BOM chinh xac; (2)
loai bd mua du do tinh toan sai —
buffer giam tU 15-20% xudng muc
t6i thiéu dua trén dii liéu thuc; (3)
chi phi son dugc tinh ddng tu dau.

Tich Hgp D Liéu 100%

Khi khach hang chiu Au hoi vé
nang luc cung cap, cau tra I3i dén
trong vai phat. Tra c(fu ton kho,
tinh toan lugng gb can bé sung va
UGc tinh thai gian san xuat ngay
lap tlic — nang cao dang ké kha
nang phan hoéi quoc té.

"Sau khi trién khai hé thong ERP cua Digiwin Viét Nam, viéc kiém soat thong sé nguyén liéu va lugng ton kho trd nén

nghiém ngat hon, tdc d6 va dd chinh xac trong viéc tra cliu dif liéu don hang va mua sam tang dang ké, cac bo phéan lién

quan cling lam viéc chat ché han."

— Ong Hoang Van Thing, Phé Tong Gidam ddc, Golden House Viét Nam
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So Sanh Trudc & Sau ERP

Cung nha may, cung san pham — van hanh hoan toan khac

Bang dudi day tom tat su khac biét trudc va sau trién khai Workflow ERP iGP trén tiing khia canh van hanh then chét cua
Golden House.

Ton kho Excel: 70% chinh xac, sai léch phat hién cudi ERP da chiéu: 95% chinh xac, sai léch phat hién ngay lap

thang tuc

Khong c6 BOM c6 dinh — dat hang theo kinh nghiém ca BOM chuan theo ma san pham + d6 day: MRP tu déng

nhan tinh nhu cau

Khai lugng go tinh tay - chi phi sgn sai léch theo ting Tinh tu dong 100% tur thong s6 - chi phi chinh xac tU dau

dan

Mua du 15-20% dé bu sai s6 — vén ket trong kho Mua ding lugng can + buffer téi thiéu dua trén dif liéu
thuc

Tra c(fu ton kho: héi thd kho, dgi téng hgp Excel Tra c(fu real-time theo loai/cap/kich thudc/khoi lugng: vai
giay

Cac bo phan lam viéc rdi rac, thong tin khong khdp nhau D{i liéu tich hgp: kho, san xuat, mua hang, tai chinh lién
mach
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Udc Tinh Tac BPong Tai Chinh

30% giam chi phi san xuat — con s6 dé tri gia bao nhiéu?

Phan dudi day lugng hda tac dong tai chinh dua trén assumption quy mé doanh nghiép noi that go xuat khau tugng duong

Golden House. Pay la udc tinh tham khao — con s6 thuc té cia ting doanh nghi€p phu thudc vao quy mé va cd cau chi phi cu
thé. Assumption: Doanh thu ~80-120 ty VND/nam | Chi phi nguyén liéu go: ~45-55% doanh thu | Chi phi son phi: ~8-12%

doanh thu.

Giam chi phi nguyén
liéu & hao hut go (30%)
~1,5 - 3 ty VND / ndm (Udc tinh)
Chi phi san xuat ~50% doanh thu
(g6 + son + nhan céng). 30% giam
= ~15% téng doanh thu dudc tiét
kiém. V8i doanh thu 80-120 ty »
tiét kiém 1,5-3 ty/nam ti nguyén
liéu va hao hut.

Do chinh xac ton kho
tang » von dudc giai
phong

~500 triéu - 1 ty VND v6n luu
dong (udc tinh)

Ton kho go trung binh ~20%
doanh thu = 16-24 ty. Sai léch
25% trudc day = 4-6 ty VND bi
giam hodc thiéu hut khong kiém
soéat. Sau khi chuan héa, buffer
mua du giam - giai phéng von
dang ké.

Loai bo sai Iéch bao gia
> bao vé margin xuat
khau

~300 - 500 triéu VND / nam (udc
tinh)

Khi chi phi sdn va nguyén liéu
dudc tinh dlng tir dau, bao gia
cho khach chau Au/M§ phan anh
chi phi thuc. Trudc day moi don
hang sai léch 3-5% margin — vdi
doanh thu xuat khau 4n, day la
con s6 dang keé.

Nguon cai thién

Giam chi phi nguyén liéu & hao hut go (30%)

Giai phdng von ton kho du thifa

Bao vé margin tu bao gia chinh xac

TONG UGC TiNH / NAM

Udc tinh tac dong [ ndm
1,5- 3ty VND

500 tr— 1ty VND

300 - 500 triéu VND

~2,5-5ty VND

Loai tac dong

Chi phi san xuat
Von luu dong
Doanh thu/Igi nhuan

Chi phi +t6n kho

[ (*) USc tinh dua trén benchmark nganh ndi that go xuat khau tai Viét Nam va con s6 30% giam chi phi dudc xac

nhan bdi Golden House. Phan von luu dong va margin bao vé la tinh toan tham khao. Digiwin khuyén nghi danh gia

thuc trang trudc khi cam két con sé cu thé.
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Budc Tiép Theo

Nén tang ERP vitng — Golden House hudng dén muc tiéu tiép theo

Sau khi hoan thanh trién khai va én dinh van hanh, Golden House dang tiép tuc khai thac nén tang ERP dé hudng dén ba muc
tiéu chién lugc ti€p theo — md rong pham vi kiém soat ti nguyén liéu sang toan bd chudi gia tri san xuat xuat khau.

.
_ Kiém Soat Chat Ludgng &
Nang Cao Lap K& Hoach Truy Xuat Nguon Goéc

Toi Uu Chi Phi Theo SKU San Xuat FSC

& Thi Trudng Tich hgp du bao nhu cau tir don M3 rong pham vi kiém soat chat
Tiép tuc toi vu hda tinh toan chi hang khach hang quoc té vao lugng tif nguyén liéu dau vao dén
phi san xuat chinh xac han — MPS/MRP tu dong — giam thgi gian thanh pham xuat khau, dap tng
nham dén margin management phan hoi va tang d6 chinh xac yéu cau truy xuat nguén géc go
theo ting SKU va tuing thi trudng trong cam két giao hang vé8i doi tac (FSC) ngay cang chat ché tu thi
xuat khau dé téi da héa lgi nhuan chau Au/My. trugng EU.

tung dan hang.
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LIEN HE TU VAN TRUC TIEP VGI CHUNG TOI
- NHA CUNG CAP GIAI PHAP SO HANG PAU

CHAU A.

Golden House Viét Nam da chiing minh: véi ding giai phap va diing déi tac, doanh nghiép ndi that go xuat khau c6 thé kiém
soat hoan toan bai toan nguyén liéu — tit BOM gb dén ton kho thuc té€ — va chuyén hda sai léch chi phi thanh Igi nhuan bén
viing. Néu doanh nghiép Quy DN dang d6i mat vdi ton kho sai léch, hao hut gb khéng kiém soat dudc hodc bao gia khong
phan anh ddng chi phi thuc té€, day la thgi diém phl hop dé danh gia thuc trang.

DPang ky budi Chan Doan Mién Phi — chuyén gia Digiwin lam viéc truc ti€p tai nha may cla ban, xac dinh diém dut gay thuc té

va dé xuat 3 uu tién cd thé trién khai ngay trong 60 ngay dau.

b N ———
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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 s6 la hanh trinh gidi phong
. con ngudi khoi nhiing rao can cua gidi han
Hotline: 091 470 2138 . oA 2 g s Ay iR bt 2
ca nhan, dé kién tao mot to chuc co nang

luc tu hoc hdi va tu'thich dng."

= Email: info_vn@digiwin.com

Website: www.digiwin.com.vn — Digiwin Software Vietnam

= Tel: 028-7307 0788
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