BAO CAO CHUYEN DOI SO

TECHNOKOM: Chién luoc ERP hoa
toan bo chuoi san xuat

TUr quan ly rai rac dén van hanh tich hgp — Case Study trién khai WFERP (Digiwin)



Tom Tat biéu Hanh (Executive Summary)

Béo cdo nay trinh bay qua trinh chuyén d6i s6 toan dién tai Cong ty C6 phan Technokom — nha san xuét linh kién co khi chinh
xac véi 15 nam hoat dong, thong qua viéc trién khai hé thong WFERP (Workflow Enterprise Resource Planning) cta Digiwin trong
vong 7 thang. Két qua do luong sau trién khai cho thay thai gian 1ap bao céo tai chinh giam 43%, d6 chinh xac dir liéu kho téng tir
=72% |lén 97%, va ty |é giao hang ding han cai thién tlr 79% Ién 94% — nhitng con sé minh chirng cho gia tri chién luoc cua
chuyén d6i s6 trong san xuat cong nghiép.

7/ 437% Q7% 20%

Thang trién khai Giam thai gian bao cao Do chinh xac kho Quy trinh loai bo

Tu kick-off dén Go-live Tur 14 ngay xudéng 8 ngay Tur ~72% ban dau Thu tuc khong tao gia tri



1. Gidl Thieu Doanh Nghiep

Cong ty Co phan Technokom, thanh |ap nam 2010, la doanh nghiép san xuat linh kién co khi chinh xac hang dau tai Viét Nam. Véi
hon 15 nam kinh nghiém trong linh vuc gia cong kim loai tdm (rng dung cong nghé dap ngudi, udn, han, tién - cat va danh bong,

Technokom da xay dung duoc nén tang khach hang virng chac bao gém céc tap doan da qudc gia.

Nam thanh lap

Linh vuc

Cong nghé san xuat
Quy mo6 nhan su
Khach hang tiéu biéu
Thi truong muc tiéu

Giai phap ERP

2010 (15 nam hoat dong)

San xuat linh kién co khi chinh xac, phu tung 6 t6 - xe may, d6 gia dung
Dap ngudi, udn, han, tién - cat, danh bong kim loai tam

~150-200 nhéan su (da b6 phéan: kho, san xuat, mua hang, tai chinh)
Goshi Thang Long, VPIC1, BBSV, Northstar, Polaris, ITP, Generac (MY)
Viét Nam, Dong Nam A, Chau Au

WFERP - Digiwin (trién khai tlr 22/05/2024)



2. B&i Canh va Thach Thuc Truéc Chuyén DBoi S6

2.1 Chan doan van dé hé théng

7

Trudce thang 5/2024, Technokom van hanh theo mé hinh quan ly phan manh dac trung cua cac doanh nghiép san xuat vira va
nhd (SME) tai Viét Nam: dif liéu rai rac trén nhiéu file Excel, thiéu su két ndi gitra cac bd phan, va khong cé nén tang thong tin

thong nhat dé ho trg ra quyét dinh. Nghién clru ciia McKinsey (2023) chi ra rang cac doanh nghiép san xuat chua s6 hda mat
trung binh 20-30% nang suat do kém hiéu qua thoéng tin — thuc trang nay hoan toan phan anh tai Technokom.

Linh vuc

520 Quan ly Kho

[7] Quy trinh thd
coéng

JF San xuat

¢ Tai chinh

Van dé cu thé

D liéu khong cap nhéat thoi gian thuc; ma san
pham thiéu déng nhat; kho r&i rac nhiéu bang
Excel

Phu thudc Excel; khong theo doi duoc tién do
giao hang thuc té theo thai gian thuc

BOM (Bill of Materials) khong thong nhat gitra
R&D, ky thuat va san xuat; kiém soat chat
lwong ton nhan luc

Hach toan thd cong kéo dai 2 tuan (14 ngay);
thiéu dit liéu thuc té dé tinh gia thanh

Tac dong kinh doanh udc tinh

Sai léch t6n kho ~28%; mat 3-5 gio/ngay doi
soat thd cong

Ty lé giao hang dung han chi dat ~79%; mat uy
tin v&i khach hang quéc té

Hao hut nguyén liéu ngoai ké hoach ~8-12%;

chi phi kiém soat chat lugng vuot ngan sach

Quyét dinh chién luoc dua trén dir liéu tre;
khong cé gia thanh theo lénh san xuat

O Yéu t6 kich hoat quyét dinh chuyén dai: Ap luc canh tranh toan cau ngay cang tang, dac biét tir cac khach hang My
va Chau Au (Generac, ITP) v&i yéu cau cao vé traceability (truy xudt ngudn géc) va delivery performance. Tam nhin mé
rong thi trudng sang Pong Nam A va Chau Au doi hdi hé théng van hanh chun quéc té. Chién lugc phat trién dong san
pham than thién méi truong (ESG) can nén tang dit liéu minh bach dé chirng minh véi d6i tac va nha dau tu.



3. Giai Phap WFERP — Lua Chon Chién Ludc
3.1 Tieu chi danh gia va ly do lua chon Digiwin

Tong giam doc Technokom, 6ng Dinh Xuan Son, da tién hanh danh gid nghiém ngat qua nhiéu vong khao sat, bao gém tham
quan thuc té cac du an da trién khai, phdng van tham chiéu khach hang, va danh gia ky thuat chuyén sau. Qua trinh nay kéo dai
hon 3 thang trudce khi di dén quyét dinh cudi cung.

WFERP cua Digiwin dugc lya chon dua trén 5 tiéu chi then chét:

Chuyé&n mén nganh
Kinh nghiém trién khai sau trong
san xut co khi va linh kién cong
nghiép tai Pong Nam A.

Chi phi TCO canh tranh

So sanh vdi cac giai phap tuong
duong nhu SAP Business One va
Oracle NetSuite.

Tinh linh hoat

Kha nang tuy chinh quy trinh (BOM,
routing, cost center) phu hgp dac
thu san xuat don chiéc va hang
loat.

Poi ngl trién khai dia
phucng

Cam két dong hanh trong su6t qua
trinh thay d6i, khong chi cai dat

Lo trinh tich hop loT

Nén tang c6 kha nang mé rong két
nGi vdi thiét bi san xuat trong tuwong
lai.

phan mém.

3.2 Kién truc trién khai 4 giai doan

Tur ngay kick-off 22/05/2024, du an dugc trién khai theo phuong phap luén cé cau tric nham tdi thi€u hoda rai ro gian doan hoat

dong san xuat:

GD2 —To6iuu QT

Tai thiét k& 100% quy trinh; chu@n héa ma san pham, BOM;

GDb 1 — Khdai dong

Thanh |ap Ban Du an so; xac dinh pham vi, KPI, timeline;

phan tich AS-IS loai bd 20% tha tuc khong tao gia tri

3 4

Gb 3 — bao tao

Tap huan theo vai tro; quan ly cap trung tham gia toan bo;

Gb 4 — Tich hop

Dong bo hda 4 linh vuce: kho, san xuat, mua hang, tai chinh;

van hanh song song (parallel run) UAT va go-live



4. Két Qua bo Ludng Sau 7 Thang Trién Khai

Céc két qua dudi day duoc thu thap thong qua so sanh KPI van hanh trude va sau trién khai, vai dir liéu chuan hoa tir hé thong
WFERP trong khoang thai gian 90 ngay sau go-live (T+90).

4.1 Bang tong hop chi s6 hiéu suat (KPI Dashboard)

@ Trudc ERP @ Sau ERP

Chi so

Do chinh xac kho (%)

Ty 1é giao hang dung han (%)

Thgi gian bao cao TC (ngay)

Chi s6 do luong

Do chinh xac dit liéu kho

Thai gian lap bao cao tai chinh

Ty lé giao hang dudng han (OTD)
Thoi gian truy xuat nguén géc NVL
Thu tuc/quy trinh khong can thiét
Tinh trang trung/thiéu mua hang

Tinh gia thanh theo lénh san xuat

Trudéc ERP
~72%

14 ngay
~79%

2-4 gio

100%

Thudng xuyén

Khong cé kha nang

Sau ERP
~97%

8 ngay
~94%

<15 phut
80%

Gan nhu 0

Cé6 hé thong

Cai thién

+25 diém %

-43%

+15 diém %

-94%

-20% loai bd
Ty dong hoa

Nang luc mdi



4.2 Phan Tich Chi Tiét Theo Linh Vuc

=

A. Quan ly kho — Tu r&i rac sang minh bach

& Dt liéu ton kho cap nhat theo thai gian thuc, loai
bd hoan toan viéc doi soat bang Excel cudi ngay (tiét
kiém udc tinh 3-5 gio nhan su/ngay).
C Truy xuat nguén goc nguyén liéu tlr 2-4 gio xudng
dudi 15 phut — dép rng yéu cau traceability ciia khach
hang My va Chau Au.

~ M3 héa san phdm dugc chudn hda trén mot nén
tang thong nhat, xéa bo tinh trang nhiéu tén goi cho
cung mot SKU.

C. San xuat — Tu udc tinh sang kiém soat

% BOM dugc chuan héa va déng bo gitra bo phan ky
thuéat va san xuat, giam hao hut nguyén liéu ngoai ké
hoach.

¢ Lan dau tién Technokom c6 kha nang tinh toan gia

thanh chinh xac theo tirng Iénh san xuat — nén tang
dé dinh gia canh tranh va dam phan hop dong.

il

B. Mua hang & don hang — Tu phan ung

sang chu doéng

e @ Hé thong tuy dong dé xuat ké hoach mua hang dua
trén MRP (Material Requirements Planning), loai bd rui
ro mua thira/thiéu.

e ;] Theo doi trang thai don hang va tién do giao hang
theo thaoi gian thuc, nang ty &€ OTD tlir 79% lén 94%.

@)
]
D. Tai chinh — Tu cham sang chién lugc
e & Thaigian lap bdo cdo tai chinh giam tlr 14 ngay
xuéng con 8 ngay (-43%), gidi phong nhan su tai chinh
cho phan tich chién luoc.
e / Dirliéu tich hop tir kho - san xuat - mua hang cung
cap nén tang thong tin minh bach dé ban |anh dao ra

quyét dinh dua trén so liéu thuc (data-driven decision
making).



5. Phan Tich Gia Tri Bau Tu (ROl Framework)

Gia tri tir du an ERP dugc phan tich theo hai chiéu: loi ich dinh lugng (c6 thé do bang tién) va lgi ich dinh tinh (tao ra lgi thé canh
tranh bén viing).

BP Loi ich dinh luong (Tangible) Lai ich dinh tinh (Intangible)

Tiét kiém 3-5 gio nhan su kho/ngay (~65-108 gio/thang) e San sang dép tng yéu cau audit traceability tir khach
Giam thai gian ké toan 6 ngay/thang — tai phan bé hang qudc té

nguon luc cho phan tich chién lugc o Nén tang d€ md rong thi trudng Chau Au (chuan héa quy
Gidm hao hut nguyén liéu ngoai ké hoach (~8-12% — trinh theo ISO/IATF)

<3%) e Kha nang ra quyét dinh chién lugc dua trén dir liéu thuc —
OTD ting 15 diém % — Giam nguy co phat hop déng va lgi thé canh tranh dai han

mat khach hang e Neén tang tich hgp loT cho Smart Factory — 16 trinh cong
nghiép 4.0

6. Lo Trinh Phat Trién Tiép Theo

Thanh cong cua giai doan 1 tao nén tang virng chac cho Technokom trién khai cac sang kién chuyén doéi so thé hé tiép theo,
hudng téi muc tiéu trd thanh nha san xuat linh kién hang dau khu vuc:

2025 - 2026 2026 - 2027
Tich hop loT san xuat: Giam sat thiét bj thai Mé rong dong gia dung than thién MT: Ung
gian thuc, phat hién 16i sém, tinh OEE dung ERP dé quan ly vong dgi san pham méi
(Overall Equipment Effectiveness) tu dong (PLM) va dinh gia ESG-aligned
1 2 3 4
2025 - 2026 2026 - 2027

ESG Reporting Module: Bao cao khi thai, Predictive Quality Control: Dy bao 16i san
nang lwong, chat thai theo chuan GRI — diéu pham trudce khi xay ra, giam ty |é hang 16i

kién tién quyét vao chudi cung ing Chau Au xuéng <0.5%



7. Bai Hoc Then Chét Cho Doanh Nghiép San
Xuat

Phan tich tlr du an Technokom rit ra 5 nhan t6 thanh cong then chét (CSF) ap dung cho cac doanh nghiép san xuat SME dang
can nhéac chuyén doi so:

1 Cam két tu lanh dao cap cao la yéu to bat bién

Tong giam doc Dinh Xuadn Son truc tiép giam sat du an va yéu cau quan ly cap trung tham gia toan bd qua trinh dao tao.
Thiéu su bao trg ctia C-level la nguyén nhén sé 1 khién 70% du an ERP that bai (theo Gartner, 2024).

2  T6i uu quy trinh TRUOC khi s6 hoa

Technokom da loai bd 20% thd tuc khong can thiét trude khi cadu hinh hé théng. S6 hda quy trinh sai sé tao ra 'garbage in,
garbage out' — toéc do lam sai nhanh hon.

3 Chuan hoa di liéu master la nén mong

Viéc chuan héa ma san pham va BOM doi hdi né luc 16n nhung la diéu kién tién quyét. D liéu master khong sach khién
moi module ERP déu hoat dong kém hiéu qua.

4 Do lusng KPI tu hgay dau dé chung minh ROI

Xac dinh ro baseline (KPI hién tai) trude khi trién khai gitp do lvong két qua khach quan va duy tri dong luc cho toan t6
chure.

5 Chon déi tac, khong chi chon phan méem

Thanh céng cua Technokom dén tlr su két hop gilra ndng luc tu van quy trinh va cong nghé cua Digiwin — khong chi la
cai dat phan mém.



8. Két Luan

Du an WFERP tai Technokom la minh chirng thuc tién cho luan diém: Chuyén d6i s6 khong phai la chi phi — d6 la dau tu chién
lugc. Trong bdi canh chubi cung trng toan cau ngay cang doi hdi tinh minh bach, tdc d6 va trach nhiém giai trinh (accountability),
cac doanh nghiép san xuat Viét Nam khong thé tri hoan viéc xay dung nén tang van hanh sé.

Technokom da chirng minh rang: véi d6i tac ding, phuong phap ding va cam két ding, mot doanh nghiép san xuat vira cé thé

hoan thanh chuyén d6i cot 16i trong 7 thang — va md ra con duong téng trudng bén virng sang thi trudng quoc té.

"WFERP khong chi la cdng cu quan ly — d6 |14 nén tdng dé ching t6i vuon ra thi trudng Chau Au va Déng Nam A véi sur tu tin."
— Ong Pinh Xuan Son, Téng giam déc Technokom

[J) i Doanh nghiép cua ban coé dang gap nhing thach thuc tucong tu?
Hay dé Digiwin phan tich mién phi va dé xuat 1o trinh ERP phlu hop véi quy mé va nganh nghé cua ban.

€. Pang ky tu van mién phi ngay hdm nay — Chi mat 30 phut — nhan ngay béo cdo dénh gia mirc d6 san sang ERP
cho doanh nghiép ban.
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