[DE CUONG CHUONG TRINH DA HOC]

PHAN I: QUI TRINH BAN HANG CUA SREP

. INPUT

™

™
™
™
™

™

. STEPS

™
™

™

™

. OUTPUT

™

™

™

Nhiém vu cap trén giao:
f Chi tiéu ban hang trong thang/qui
- Nhiing thdng tin can thu thap
- Nhitng b&o céo can ghi nhan va nop cho cép trén
Chién luoc ban hang do cip trén phé bién
Bang gia san pham
Noi dung chuong trinh khuyén mai trong thang (néu c6)
Théng tin vé thi trudng, d6i thu canh tranh (thu thap qua cac budi hop sales)
Khoé huan luyén Srep cua Cong ty
f  Kién thirc san pham
f Kién thuc vé kénh phan phéi
f Kién thuc vé Cong ty
f  Kién thuc vé thi truong Nudc giai khat
- Céccongty
- Dic diém thi truong dugc phan cong
f Ky nang ban hang
f Céc Form:
- Bao céo ngay
- Bao céo dac bié
- Bang danh gia k¥ nang
- Bang nhan xét thuc hién cbéng viéc

Chuén bi va 1én ké hoach
M& dau
Trinh bay

- bam phén

- Giai quyét phan dbi
Két thic

Bang tu danh gia
Bang nhan xét cudc viéng tham cua cap trén/Field trainer
Pon dat hang cua khach hang cho dai ly C2 hoac C3 (tuy khu vuc kinh doanh)
f Khi hé théng phan phéi dugc thay doi trong tuong lai, Cong ty s& sir
dung don dit hang.
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™ Pon dit hang cho dai ly cap 1 cua cap 2
™  B&o cdo ngay

™  Th¢ khach hang

™ B4o cao dic biét

™ Bang dé nghi/Sang kién cai tién cong viéc
™ Lich viéng tham sép t6i

!

Sau qui ban hang dau tién, SREP phai lap mot danh sach nhitng khéch
hang trong tam, dé co thé Ién lich theo hinh thirc PJP (Permannent Journey
Plan), nghia 1a: PUng ngay dd, gio d6 phai dén dang khach hang dé.
Cong ty dang nghién ciru mot qui trinh ban hang leu dong, du kién tung

ra trong qui 4. Ldc d6 s€ co qui trinh riéng.

Dé dap ung muc tiéu kinh doanh, céng ty c6 thé &p dung mét qui trinh

dac biét cia Nhom ban hang luu dong. Nhém nay sé thuc hién theo mot

qui trinh riéng.

. BIEN PHAP KIEM SOAT/KIEM TRA THU'C HIEN

Hoat dong cua Srep duoc kiém tra bang céc hoat dong sau:
™ Huan luyén

f
f

f

f

Doc Qui trinh Gigi thidu khi mai bat dau gia nhap Coéng ty.

Khi vua gia nhap cong ty bang qui trinh induchuong trinhion program cho
SREP

Thuong xuyén on luyén Tai liéu huan luyén vao nhiing gio ranh (tranh thu
nhitng gio khdng gap duogc khach hang, VD nhu sdng sém, 1dc cho doi
khéch hang vi khéach hang di ving).

Huén luyén ngay tai hién truong caa ASM, SM, Field Trainer,

Training Manager va c4c cap cao hon.

n Pénh gia chat luong viéng tham theo Qui trinh danh gia cugc viéng tham
™ Béo c4o doanh sé ban hang/San luong ban hang so véi chi tiéu:

™ Bang ké hoach dao tao nhan vién PDP

(Chi tiét Qui trinh kiém tra néu trén xin xem tai liéu dinh kém)

. HFO'NG DAN CHI TIET QUI TRINH LAM VIEC CUA SREP

0. Chuan bi:
™ Muc tiéu ban hang trong thang/qui/nam
™ Kién thirc san pham
Dy kién kich ban ban hang: Str dung cau hoi cac loai Mao/Dong/Lyua chon
va dan dit cudc néi chuyén dé:

f

Thu thap thong tin caa khach hang dé nam tinh hinh hién tai caa ho:

- Anh chi cd thiy hai 16ng véi tinh hinh kinh doanh hién tai?
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Anh chi ¢6 dang 4p u vai y tuong ndo dé cai tién céng viéc hién nay
trong quan, VD:... dé ting doanh thu? Cong ty em c6 nghién ciu ca
nudce va dua ra mot sb bién phap rat thi vi. Néu anh chi chia sé véi em
mot s6 thdng tin, em s& tu van cho anh chi d& dang hon.

San lugng céc loai bia trung binh/thang?

San luong cac loai nugc twong ty véi san pham Cong ty

trung binh/thang?

f Tu nhitng théng tin d6, phét hién nhitng van dé ma khach hang phai

quan tam dé giai quyét, thuong thi né bao gom:

Lam sao dé khach hang déng hon?

Lam sao dé quéan noi tiéng hon?

Lam sao dé nhan duoc tién tai tro nhiéu hon?
Lam sao dé quan c6 sirc song hon?

Lam sao quan ly quan tét hon?

f Néutinhy, ban cd thé chuyén nhitng van dé nay thanh nhiing co hoi

kinh doanh cho Cdng ty ching ta. VD:

Em s& giri may cd PG duoc dao tao bai ban dén gitp anh chi chao cho
khach nhu sau: “Thay mat chu quan, em moi anh chi dung thu moét loai
bia noi tiéng trén thé gioi hién nay: d6 1a bia tuoi Laser”,...

Néu anh chi dit hang 30 két ngay hdm nay, em s& tang anh chi 10 két

mién phi & moi cac khach hang thuong xuyén lui téi quan, nhu vy s&

thit chit quan hé gitra quan va céc anh chi.

Thay vi ky hop dong doc quyén véi hang Heineken, Cong ty em dé nghi

anh chi xem xét ki hop ddng véi didu khoan thoang hon va sb tién cao

hon nhu sau:

150 triéu thay vi 100 triéu

Khéng can doc quyén

Chi c0 gui vao quan 3 ¢6 PG

Huan luyén ky ning cho cac PG cua quan hién nay

Nguoi cua em sé& thuong xuyén dén quén, quan sat va gop v, tang

thuong mot khoan thu lao nho cho céac ¢6 PG hién nay cua chi

tich cuc cham séc khéch.

o Lién hé véi cac séch, tap chi Du lich dang quang cao cho quén
cua chi (chi phi hai bén thoa thuan, tuy theo doanh s chi ung
ho cho Cong ty bén em).

o Chi uu tién cho Cong ty ciia em vao nhitng ngay thir 5 d¢én CN.

o Chi uu tién cho em trong 3 thang dau tién

o Céc Cong ty khac s& duoc Cong ty em? (thiéu)

o

o O O O

f Can luu y nang van dé tir chd ho thay né khdng I6n cho dén khi ho phai
that sy quan tam, chi dén luc d6 mai dua ra giai phap c6 kem theo di€u kign
san pham cua minh. VVD:
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™

f
f

Doc dudng nay em thay cac quan khac dau tu vao viéc trang tri mat tién
rat nhiéu. Anh chi ¢ nghi ring minh can phai theo duéi ho khéng? (chia
hinh cho ho xem).

Gan day céac quéan dang dc sirc vao viéc tang cudng cung cach phuc vu
vé6i nhiéu san pham va trd choi méi. Anh chi ¢ muén thuc hién nhiing
chuong trinh sau day do Céng ty em thuc hién khong?

Qua d6, cac ban s& dé dang ban duoc hang ma khdng can phai thuc
hién nhirng dong tac phuc tap nhu Tai trg bang hiéu,. ..
Két thac budi viéng tham:
Chét lai nhirng cam két
Thuce hién (phdi hop voi cac bo phan) cac cam két d6 trong thoi
gian nhanh nhét.
Ghi nhan nhiing y kién caa khach hang
Trinh bay trong nhitng cudc hop Sales dinh ky hang thang/qui vé nhitng
kinh nghiém ban hang cua minh.

Ly y:

f
f

e

Phai thuan thuc cach néi va ling nghe cho dugc y chinh, suy nghi
ctia khéch hang (Iam ldc ho khéng nai ra).
Budc phai hoc cac khoa sau ciua Cong ty:

Communication skills

Selling skills

San phamin Selling skills

Target Account selling skills

Negotiation skills

Time management skills
Va di thyc té theo qui trinh huan luyén cua Cong ty.
Xem thém Cam nang giai quyét nhitng phan doi
Nho Field Trainer / ASM/ SM / danh gié, nhan xét.
Tuy tinh hudng cu thé ddi véi cac quan, s& mau chong chuyén tir Gigi
thiéu sang Bam phén.
Nén thuc tap voi dong nghiép va cap trén ¢ nha truoc khi ra duong (Luu
y: cac quan thudng ma cira rat tré do tdi ho ban khuya, cha quan ngu day
muon).
Tham khao Cam nang Kinh nghiém ban hang cua THP va Giai quét
phan doi thanh cf)pg do Field Trainer va Training Manager bién soan (c6
bang video cang tot).
Xem kich ban mau dinh kém.
Xem Dinh nghia Ky nang ban hang va nhitng vi du dinh kém.
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1. Lén ké hoach:
e Nam viing dia ly
n Trong vai ngay dau, di thir mot vong khu vuc va nim bét nhiing diém sau:

f

R

2. Steps:

Cu ly di chuyén hop ly

S6 cudc viéng tham cd thé thuc hién

Puong di hop ly nhat

Caéc loai hinh khach hang

Noi c6 tiém ning doanh sb cao nhat

Cach dam phan, ban hang hiéu qua nhat

Sau do6 rat kinh nghiém cai tién nang cao hiéu qua, sé lan viéng tham, déi
tuong viéng tham, duong di hop ly nhat trong nhitng tuan ké tiép

Dan dan tién téi viéng tham khéach hang ddng lich: Permanent Journey
Planning: Tham ddng khach hang X vao ngay Y, gio Z.

2.0 Opening/Chao moi:

f
f
f

f

Phé v& tang bang xa la véi khach hang néu 1a 1an dau ban dén viéng tham.
Nhéc lai nhitng cau chuyén ly thi ma khéach hang quan tam

Trénh 1ap di lap lai nhirng céu hai thanh théng 1€ gay nham chén cho
khéch hang. VD: ban dit khong?. ..

Tuan thu tuyét d6i nguyén tic dac nhan tam: cudi tuoi, vui vé, ludn

quan tam giup da ho.

Phan cau héi sau day trung véi phan Chuan bi -> xem lai nén dé phan nao
f Thu thap thong tin cua khach hang dé nam tinh hinh hién tai caa ho:

Anh chi c6 thay hai 1ong vei tinh hinh kinh doanh hién tai?

Anh chi c6 y tuong nao dé cai tién vai yéu trong quan, VD:... dé ting
doanh thu? Céng ty em c6 nghién ctru ca nuéc va dua ra mot sé bién
phép rat tha vi. Néu anh chi cho tui em biét mot sé thong tin, em s&
tu van cho anh chi d& dang hon.

San lugng céc loai bia trung binh/thang?

San lwong cac loai nudc twong ty véi san pham Cong ty

trung binh/thang?

f T nhiing théng tin d6, phét hién nhitng van d& ma khach hang phai

quan tam dé giai quyét, thuong thi n6 bao gom:
Lam sao d¢ khach hang déng hon?
Lam sao dé quan noi tiéng hon?
Lam sao dé nhan dugc tién tai tro nhidu hon?
Lam sao dé quan co stic séng hon?
Lam sao quan ly quan tét hon?
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fNéu tinhy, ban c6 thé chuyén nhiing van dé nay thanh nhiing co hoi

kinh doanh cho Cdng ty chung ta. VD:

Em s& giri may ¢d PG duoc dao tao bai ban dén gitp anh chi chao cho
khéach nhu sau: “Thay mat chu quan, em moi anh chi dung thu moét loai
bia noi tiéng trén thé gici hién nay: do 1a bia tuoi Laser”,. ..

Néu anh chi dat hang 30 két ngay hdm nay, em s& ting anh chij 10 két

mién phi dé mai cac khach hang thuong xuyén lui téi quan, nhu vay s&

thit chat quan hé giira quan va céc anh chi.

Thay vi ky hop dong doc quyén vai hang Heineken, Cong ty em dé nghi

anh chi xem xét ki hop dong véi diéu khoan thoang hon va sé tién cao

hon nhu sau:

150 triéu thay vi 100 triéu
Khong can doc quyén

Chi c0 gui vao quan 3 ¢6 PG

Huan luyén ky nang cho cac PG cia quén hién nay

Nguoi ciia em sé thuong xuyén dén quan, quan sat va gop v, ting
thuong mot khoan thu lao nhoé cho céc ¢6 PG hién nay cuaa chi
tich cuc cham séc khach.

o Lién hé véi cac séch, tap chi Du lich dang quang céo cho quén
ctia chi (chi phi hai bén thoa thuan, tuy theo doanh sé chi ung
ho cho Cong ty bén em).

o Chi uu tién cho Cong ty ciia em vao nhitng ngay thir 5 &én CN.

o Chi uu tién cho em trong 3 thang déu tién

o Céc Cong ty khéc s& dugc Cong ty em? (thiéu)

O

O O O O

f Cén lyu y nang van dé tr chd ho thay né khong lon cho dén khi ho phai
that sy quan tdm, chi dén luc dé mai dua ra giai phap c6 kem theo dicu kién

san pham ctia minh. VD:

Doc dudng nay em thiy céc quan khéac dau tu vao viéc trang tri mat tién
rat nhiéu. Anh chi ¢ nghi rang minh can phai theo duoi ho knéng? (chia
hinh cho ho xem).

Gan day céc quéan dang dc sirc vao viéc tang cudng cung cach phuc vu
vé6i nhiéu san pham va trd choi mai. Anh chi c6 mudn thuc hién nhiing
chuong trinh sau day do Céng ty em thuc hién khéng?

f Qua d6, cac ban s& d& dang ban duoc hang ma khéng can phai thuc

hién nhirng dong tac phuc tap nhu Tai trg bang hiéu,. ..

f Két thic budi viéng tham:

Chét lai nhitng cam két

Thuc hién (phdi hop véi cac bo phan) cac cam két @6 trong thoi
gian nhanh nhat.

Ghi nhan nhitng y kién caa khach hang
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o Trinh bay trong nhitng cudc hop Sales dinh ky hang thang/qui
vé nhitng kinh nghiém ban hang caa minh.

2.0 Phin loai khach hang thanh cac loai dé xac dinh chién lwg'c ban hang thich
hop:

3.2.1 Loai kho (VD céc quéan c6 tai tro cua doi tha canh tranh)

™ Chuyén y dé dan dit cAu chuyén theo huéng sau:

f Nam bit tinh hinh ciia khach hang

f Van dé caa khach hang

f Hiéu rd Nhu cau

f Luuy sir dung thuan thuc cach thtc dat cu hoi: mé, dong, lya chon (don
va da dang — single and multiple choice)

™ Pua ra Giai phap giai quyét van dé caa ho:
- Thuong thi khach hang it khi nao chiu ngay lap tic
- Béan ma khong tai tro

f Bancb taitro:

- Poc quyén hinh anh va PG (goi tit 12 Boc quyén hinh anh)

f Béanchung

f Bén ty chay (tu ho mudn ban thé nao thi tay)

™ Pién vao Form D& nghi mé quén, trong d6 phan tich:

f Doanh sb cia quan nay cac loai san pham tuong tu cia céng ty 1a bao
nhiéu?

f Luong dinh kha nang t6i da san pham cua cong ty ban duogc 1a bao nhiéu
& quan nay?

f Dau lanhiing hoat dong ho tro dé ho ban duoc hang trong nhiing lan/
tuan/ thang ban hang dau tién? Chi phi? Bao nhiéu PG? Chi phi PG? Bang
hiéu (C6 that su can bang hiéu ¢ day khoéng?)

f Tinh dugc sau bao lau thi cong ty dat doanh s6 tdi da véi s6 l1an viéng
tham it nhat va chi phi it nhat (nhung gia tri dong gop y tuong dé giai
quyét van dé cia quan dugc khach hang danh gia cao nhat)

™ Chuyén y sang nhic ho mua hang héa ban hang dé dam bao lugng stock luén
& mirc cao nhat ma ho c6 thé dau tu va chd dé, gia tri tien.
2.1.1 Ban hang cho dbi tweng la quan loai dé:

f Tuwong tu nhu trén nhung voi mac dau tu gan nhu khéng co.

f Luuy cé nén ap dung chuong trinh trung bay ¢ day hay khéng?

f Hoi ho vé nhitng cach gilp ho ban duoc hang cua cong ty nhat?

f  Luu y c6 thé dat cho ho mot khoan thuong bat ngo hozc khoan thusng
tly theo doanh sé ho dat dugc.

f  Luu y nguyén tac ngudi ban hang ludn luén mudn ban hang loi nhiéu nhat
bang céch:

- Ban loi it nhung mat hang ban chay

10
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- s s

- = =

- Bén loi nhiéu nhung mat hang méi kho béan

- Ban 1oi nhiéu nhung mat hang béan chay (cong ty nao ciing khdng muébn
lam diéu nay lau dai)

Ban hang cho dbi twong 1a Pai ly:

Tham hoi ho lugng hang ton kho

Tham hoi ho cach thirc ho van chuyén, chi phi ho chuyén ché (phai hét

sic té nhi, chi hoi khi da da than quen hozc 1am cho ho tin rang, ta chi

mudn gidp ho giam thiéu chi phi ma thdi)

Van dung nhitng nguyén tic tuong tu nhu trén.

Béan hang cho déi tweng la NPP (trong twong lai)

Xem mau hop dong NPP cua cong ty

Nam vitng kha ning tai chinh cua ho

Nam ving luc lwong xe tai, kho bi, con nguoi va cach thie ho quan ly

kinh doanh

Nam vitng dao duc tu cach gia dinh ho (khéng c6 nguoi danh bai, ma

tly, trong nha hoa thuan)

Van dung nhitng nguyén tac tuong tu nhu trén.

Nén chi chép véi mot quyén sé tay

Phan déng Srep nao néi chuyén nhiéu hon 1a khach hang 1a ... khdng

hiéu duoc khach hang, va it c6 co may thanh cong. (xem lai?)

3. Trinh bay/ Presentation:

n Chi sau khi da xac dinh chién luoc, sir dung nhirng cau dé nghi theo mau dé
giai quyét 1an luot nhitng nhu cau caa ho, dugc sap xép lai mot cach gy gon va
thuyét phyc. VD:

™

f
f

f
f

f

Vay bang céach Trang tri lai cong chao cua quan, cong ty s& gidp anh chi

16i kéo dugc nhiéu khach hon? Laser c6 thé lam duoc diéu nay.

Vay bang cach dua Chuong trinh udng thir Bia tuoi cao cap tai Viét Nam,
khéch hang s& thich hon va tao dugc 1ong trung thanh, nhé dén quén anh
chi nhiéu hon.

Vay viéc tang cuong PG sé giup phuc vu khéach chu dao hon?

Vay anh chi c6 thé dam phan lai voi cong ty Tiger, dé thay doi cac

diéu khoan trong hop déng tai tro trugc day?

Vay anh chi cd thé ky truéc vai cong ty Laser mot hop dong, ¢6 gia tri hiéu
lyc vao nam tdi, trong khi cho doi dam phan véi cong ty XXX?

Tuy chu quéan khdng phai 1a dbi twong tiéu dung tryuc tiép, ¢b ging trinh bay cho
ho thay loi ich ma san pham va cac dich vi trg giip ma cong ty mang dén cho
ho. Hay dung Tinh ning san pham ma ban hoc dwgc dé dién dich thanh loi ich,
loi ich va lgi ich cho ho!

f

Vi du:
Khong néi: Bia tuoi Laser duoc 1am bang phuong phép tiét tring, 1a bia
tuoi cao cap duy nhat & VN hién nay. Khach hang s& nghi: Ké anh chi!

11
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£ Nén néi: Cac loai bia khac sau khi ndu xong phai qua céng doan nau & nhiét
d6 cao trong mot thoi gian dai, dan dén mat di nhiéu chat dinh dudng va
mui thom dic trung caa bia tuoi. Laser con gii nhiéu chat dinh dudng va
mui thom dic trung. Do d6 néu khach hang uéng mét thoi gian ngan, ho sé
mau chong cam nhan duoc su khac biét va thich thd mdi khi dén quén cua
anh chi, dac biét khi dugc tan trang theo ban vé ma em dang gitp anh chi
va nhitng y tuéng méi dé kinh doanh trong méi truang lién tuc canh tranh
hién nay.

4, Két thuc:

™ Chi khi thay khach hang c6 “tin hiéu” dong y, hdy cb gang két thuc bing
cach ban that nhiéu hang:
f Don dat hang phai da I6n: vai chuc két
f Cothé dé nghi giam gia dic bigt cho don hang I6n va dau tién khi ma hang
lam an vai Cong ty (chi dugc mot lan duy nhat cho Bon hang dau tién hoac
san pham méi caa Cong ty)
f Cb gang thu xép vai dai ly vé khoan tin dung cho ho
f Nén chuan bi sin & nha ltc Ién chién luoc nhitng y tuong tao ra chuong
trinh gidi thiéu sao chp khach hjmg ta,}i quan yéu thich quan hon (chi phi
Cong ty bo ra cang thap cang tot - dieu nay doi hoi ky nang dam phan caa
ban)
™ Ghi lai nhitng thoa thuan, nhac lai dé khach hang nhé
™ Thyc hién theo nhiing thoa than ding han d4 cam két

Phdn sau ddy chwa dworc dat tén: C6 thé ddt tén la “Thwc trang va dé nghi”

Khi bo phan Trade Marketing ra doi, luu y phan cong nhiém vu gitra hai bo phan Sales va
Trade Marketing:

f Hién nay Sales phai vira ban hang, vira quan ly PG, vira lam nhiém vu déan
bich chuong biéu ngir, vira thiét ké chuong trinh khuyén mai, vira lam luén
khau tuyén dung caa nhan su, dan dén qua tai va hang loat nhiém vu khong
duoc thuc hién nhu dd cam két hozc phai thuc hién dang han.

f Khi Cong ty phét trién, cac nhiém vu nay phai dugc chuyén mén hoa, tuy
nhién ciing s& dan dén mot s6 chéch choac:

- Phéi hop khong an y
- Hop hanh ra quyét dinh bi cham chap

f Diéu cbt I8i 1a cac nhan vién phai luyén K§ ning Team working ngay tir lic
nay (va mai vé sau)

f Trade Marketing sé& thién vé 1ap chién lugc, di tham cing Sales hoic doc
lap nhung khong lién quan gi dén viéc ban hang, giao hang, thu tién, cong
no (trir khi 1 hd tro)

f Sales c6 trach nhiém dam phén (phéi hop cung Trade Marketing) I&n chién
luoc tong thé nhung van dung linh hoat tai mdi dia diém theo thoa thuan.

f Bang sau day cho thdy nhiém vu nao l1a chuyén trach, nhiém vu nao la
hd tro qua lai; trong d6 bo phan nao chiu trach nhiém chinh
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Cbng viéc Sales Trade Third Party |Phong
Marketing Buying
Lén chién luoc cho toan Phéi hop Chuyén Khong Khong
kénh, bo phan trach
Thyc hién Iap dat, phat, mau | Phéi hop Phi hop Chuyén Khong
bam phan khach hang ve Kiém tra Kiém tra trach (tuy
gio giac thuc hién, xin giay noi dung
phép thoa thuan
trong hop
ddng)
- Thuc hién chién lugc cho | Chuyén Phoi hop Khong Khoéng
moi khach hang cu thé trong | trach kiem tra
kénh tai khu vuc phén cong/
Chuong trinh khuyén mai
- Bam phén khéch hang vé
gio giac, noi dung hop dong,
lay don hang, sap xep giao
hang (s€ thay doi khi cai
céch co ché phan phoi)
bam phan véi Third party Nhan xét, Nhan xét, Khéng Chuyén trach
giai thiéu giai thiéu
cho Buying | cho Buying
va Sales
Ky Bién ban nghiém thu Chuyén Khéng Chuyén Phéi hop
trach trach

Trong qua trinh 1am viéc, Sales can sir dung thuan thuc mot s6 form mau sau:

f Baéo cao ngay

f BA&o céo tuan (tam thoi khi Admin chua du va Cong ty chua trang bi cong
cu IT cting nhu lich trinh khach hang chwua 6n dinh dé trién khai tu dong

hoa bang I1T)

bon dat hang

g T

Béao cao dac biét

Bang Bé nghi mé quén
Mau hop dong Pai ly

Mau hop ddng Tai tro quan
Bang Bé nghi nha may hd trg cuoc vo cho Pai ly (cho dai Iy ng vo chai)

(Xem VD vé céch dién cac form nay trong phan Phy luc)
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Qui trinh ban hang

Luu V:
Doanh s¢ ciia mgt nhan vién ciing chua han néi 1én diéu gi. Piéu quan trong ¢ mét nhan
vién la cach ho 1am nhur thé ndo dé dat dwoc két qua do.

PHAN II: QUI TRINH BAN HANG CUA PG

. INPUT:
n Chi tiéu ban hang cua cap trén
n Khéa huan luyén PG caa Cong ty
f  Kién thirc san pham
f K§¥ nang ban hang tai quan
f  Form:
Bao cao ngay
- Bé&o cao dac biét
- Bang danh gia ky nang
Bang nhan xét thuc hién céng viéc

. STEPS:

n Chuan bi
™ Béan hang

. OUTPUT:
™ B&o c4o ngay PG (xem mau)
™ Bang dé nghi hd tro (néu co)
f Kién nghi vé giai phéap gilp ban tang doanh sé
f Céac van dé kho khan ban gap phai trong khi 1am viéc

. BIEN PHAP KIEM SOAT/KIEM TRA THU'C HIEN
™ Hoat dong cua PG duoc kiém tra bang céc phuong phép sau:
f Huén luyeén:
- Khi vira gia nhap Cong ty bang Qui trinh Introduction cho PG
- Thuong xuyén 6n luyén Tai liéu huan luyén vao nhitng gio ranh (tranh
thu nhirng gio ranh trong ngay)
- Huén luyén ngay tai hién truong cua PGL, Srep, ASM, SM,
Field Trainer, Training Manager va cac cap cao hon.
f Péanh gia chat luong viéng tham theo Qui trinh danh gia cudc viéng tham
f Béo cao doanh sé ban hang/San luong béan hang so véi chi tiéu
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f Bang Ké& hoach dao tao nhan vién PDP (d6i vé6i nhitng nhan vién cé
tiém nang)
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Qui trinh ban hang

(Chi tiét Qui trinh kiém tra néu trén xem tai liéu dinh kém)

. HWO'NG DAN CHI TIET

0. Chuan bi:
™  Lam quang duong di dén quan
™ Lam quen chi quéan va cac nhan vat c6 anh huong dén viéc ban hang:

- s

Chu quan

Thu kho

Truong Quan ly nhan vién phuc vu (néu cd)
Dau bép va cac mon an

S¢ thich cua cac nhan vat trén

™ Lam quen dic diém cua quan:

f
f
f
f

buong di trong quan
Vi tri tot nhat

Gid khach dong nhat
S¢ thich cua khéach

™ Chuan bi dung cy:

f

e

Kiém tra tinh hinh ton kho san pham cua Cong ty
Du kién kich ban chao moi

Chi tiéu phan dau trong ngay

Kinh nghiém nhitng lan trugc

Kinh nghiém cua dong nghiép

1. M¢& dau:
™  Tuoi cuoi don khach
™ Ping & vi tri thuan loi nhat

f
f

T

=

T

=

Gan nguoi ra quyét dinh chon bia
Gan ngudi dé thuyét phuc nhat (du doan nhiing lan dau, vé sau sé c6 kinh
nghiém)

Hoi khach di may nguoi
Hoi khach da dat ban chua

™ Miéng noi, tay lam:

e

Cuoi tuoi

Moi khach di theo minh, tién 1én phia truéc dan duong

Kéo ghé mai khéach

Hoi khach thich an mon gi hay kéu nuéc udng d khét truge
Pap khan, liy da, lay menu



[DE CUONG CHUONG TRINH DA HOC]

Qui trinh ban hang

™

f Khéo 1éo chuyén y dua khéach vao cau chuyén vé san pham Cong ty.
Xem VD vé nhiing ca ban hang hay nhat trong cam nang ban hang PG do
Training Manager va PGL bién soan.

Cb giang chao mai cho an tugng, khéc la, tranh lap lai gdy nham chan.

1. Trinh bay

™

™

™

™

™

™

™

™

Dung nhitng cau chuyén, di vao trinh bay loi ich cua san pham bang nhiing
tinh niang d4 duoc hoc trong khoé huéan luyén vé Kién thirc san pham/K§ ning
ban hang.

Ngén gon, di vao loi ich ciia san pham, gay su ngac nhién, td mo cho

khéch hang.

C6 thé dé xuit nhitng vat dung hd tro ban hang: Hop quet, brochure, . ..

NGi dén loi ich san pham, chi ddng tinh nang, dac diém san pham dé

chang minh cho loi ich ma san pham mang lai.

Luu y ching ta khéng chi ban bia Laser, ching ta ban ca bia Bén Thanh, nudc

ngot N1 cac loai (Cola, Cam,...), nudc tang luc N1, stra dau nanh N1, nudc tinh

khiét N1 (sip tung).

Khéng nhat thiét phai giai thich véi ho vé tit ca cac san pham trén ciing do

Cong ty Bén Thanh, hay néi véi khach hang d6 déu 1a nhirng san pham tét,

st dung c6ng nghé san xuét hién dai nhat trén thé gioi.

Ngay ca khi khach hang khdng st dung (ma ban chua hiéu nguyén nhan) nén

thuong xuyén ghé tham nhirng lic ban déng khach va c6 kha niang uéng nhiéu

nhét dé cham soc ho: 1y khan, dap da, thinh thoang tim cach khéo Iéo mai ho
ding thir théng qua viéc trinh bay nhitng tién ich va dac diém san pham cua

Cong ty.

Vi du: Tring mét it véi phan trén

f Khéng néi: Bia tuoi Laser dugc lam bang phuong phép tiét tring, 1a bia
tuoi cao cap duy nhat & VN hién nay. Khach hang s& nghi: Ké anh chi!

f Nén ndi: Cac loai bia khac sau khi ndu xong phai qua céng doan niu &
nhiét do cao trong mot thoi gian dai, dan dén mat di nhiéu chat dinh dudng
va mui thom dic trung cia bia tuoi. Udng Laser, anh chi:

- Puoc thuong thic loai bia hién dai nhat hién nay

- C6 huong vi thom dic trung cua bia twoi nhat nho gitr nguyén duoc
nhiéu mui thom tu nhién sinh ra trong qua trinh nau bia.

- Giir nhiéu chit dinh dudng do khdng bi phan huy & nhiét d6 cao nhu cac
loai bia khac.

- Khéng nhtc dau vi ham luongAldehyd thip hon cac loai bia khac.

2. Két thuc:

™

C6 gang ban dat va vuot chi tieu dé ra. Dung voi hai 1ong véi viec khach hang
udng thir mot chai. Biéu Cong ty can 1a ban 1am cho ho thuc sy hiéu ré va cam
thdy gi4 tri khi st dung san pham cia Cong ty. Bang cach d6, doanh sé cua
ban s& tang lién tuc va bén viing.
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Qui trinh ban hang

™ Vi du miu (sau khi da kéo ghé mai khach):
f (Bao dam rang ho dang & trang théi co thé nghe ta n6i chuyén: khong on
a0, khéng bi phan tam vi cho nguoi khéc,..):
“Chao anh chi, hdm nay thay mqt chu quéan cho phép em moi anh chi thuo
ng thurc mét logi thirc uong r dt dac sdc dang diret quAng CA0 ram ré va
nhiéu nguoi yéu thich, dé la...”
f (Dung lai quan sat tim hiéu khach hang c6 nghe hay ho dang lo d&nh)
f Day laloai san pham sir dung cdng nghé hién dai nhat trén thé gigi
hién nay, gitp cho:

Bia c6 mui thom y nhu méi nau trong nha may

Bia giau chat dinh dudng hon cac loai bia khac

Udng bao nhiéu ciing khdng gay nhirc dau vi lugng Aldehyd rét thap.
(Lueu y Tiger gay nhirc dau vi ¢6 ham lieong aldehyd cao hon)

Rat sang trong vi rat kho san xuét nhung lai dugc ban véi gia ré hon

mot s6 loai bia sang trong khac. (Ngu y ché Heineken, Carlsberg)

Bao dam vé sinh hon céc loai bia tuoi khac. (Ngu y ché cac loai bia tuwoi
khac mgt cach kheo 1€0)

Chi khi khach hang thic mac hoi thém hay dung kién thac san pham cua
ban ra dé giai thich vai khach hang.

Diéu kho nhét va ciing 1a thach thirc cia ban 1a suy doan loai khéach

hang, so thich caa ho va phan doan nén dung cau na thi thuyét phuc duoc
ho.

Doi khi d6i tha canh trnah tung ra chuong trinh khuyén mai, ban dung vi
vay ma hoang mang, hay giai thich ti 1¢ tring thuang rat thap caa nhiing
chuong trinh d6, va mau chéng dé nghi Cong ty c6 nhitng hanh dong dap
tra (VD nhitng chuong trinh khuyén mai nho nhung ti I¢ tring cao hon).
Cong ty s& cung cap mot s cong cu hd tro cac ban trinh bay y tuéng:
mét hinh anh bang ngan 11 noi.

n  Laeu y: Doanh sé ciia mot nhan vién ciing chua han néi 1én diéu gi. Diéu quan
trong & mot nhan vién 1a cach ho 1am nhu thé nao dé dat dugc két qua do.

PHAN IIL. QUI TRINH GIAM SAT CUA ASM

. INPUT:

™
™
™

™

Chi tiéu ban hang trong thang

Ho so ghi k¥ nang, nang luc cua nhan vién

Khu vyc phan cong

Danh séch khach hang trong khu vyc (néu c6). (Néu chura co, ban can cd mét
khodng thoi gian ban dau, chgm nhat 1a mét qui phai thec hign xong bang nay.
Vura lgp danh sach vira ban hang)
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Qui trinh ban hang

™ Tai liéu huan luyén vé ki niang giam sat (supervisory skills).

. STEPS:

T

=

Chon khéach hang trong tam

™ Lén lich viéng tham

™ Huan luyén nhan vién:

Tai hién truong

Cac budi hop

Guri di hoc tap trung tai cac khoa cua Cong ty do Training Manager lap
Kiém tra

f
f
f
f

. OUTPUT:

™ Bo c4o tong hop cua cac Srep trong khu vuc
™ B&o cao phan tich hiéu qua ban hang

™ BA0 c4o tinh hinh phat trién ki nang nhan vién
n Kién nghi giai phap dé tang doanh s6

. BIEN PHAP KIEM SOAT/KIEM TRA THUC HIEN

Hoat dong ciia ASM dugc kiém tra bang cac phuong phap sau:
™ Huan luyén:
f Khi vira gia nhap Cong ty bang Qui trinh Introduction cho ASM
f  Thuong xuyén 6n luyén Tai liéu huan luyén vao nhitng gid ranh (tranh tha
nhitng gio khdng gap dugc khach hang VD nhu sang sém, lic cho doi
khéch hang vi khach hang di ving)
f  Huan luyén ngay tai hién truong caa ASM, SM, Field Trainer,
Training Manager va c4c cap cao hon.
n Pénh gia chat luong viéng tham theo Qui trinh danh gia Chat luong quan
ly (gdm du hop va giam sat viéng tham tai hién truong)
™ Béo c4o doanh sé ban hang/San luong béan hang so véi chi tiéu
™ Bang Ké hoach dao tao nhan vién PDP
(Chi tiét Qui trinh kiém tra néu trén, xem tai liéu dinh kém)

. HWO'NG DAN CHI TIET

La mot ASM, nhiém vu cua ban 12 ban hang théng qua quan 1y, cu thé:
™ Phéan tich, 1am mau cho nhan vién

n  Huan luyén nhiing k¥ nang can thiét cho nhan vién

n Chi ra cho ho phuong phép khic phuc
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Qui trinh ban hang

™

™

™

™

™

™

™

™

Ban can kién nhan vi khong thé c6 mot nhan vién gioi trong mot thoi gian

ngén, dac biét trong bdi canh nén gi4o duc hién nay.

- Tuy nhién can kién quyét loai bo nhitng ngudi khong ¢ nang luc. Bung
lra di minh 1 ban s& c6 thoi gian dao tao ho.

- Hay trong dung va thu hat nhitng nhan tai thuc sy dén vai Cong ty.
Tuong lai cia ban va cac ddng nghiép s& chim xudng hay tién 1én, tit ca
tuy thudc vao viéc qéc ban thyc hién nhitng nhiém vu chién luoc caa
Cong ty hay nhu thé nao.

Lén ké hoach, dyu doan doanh s, chi phi cho hop ly

Sang tao nhiing bién phap gilp ting doanh so.

Kiém soat dé nhirng rai ro vé du bao sao hoac thit thoét tai san, doanh sb

dugc mau chong phat hién va cé bién phap khic phuc.

Xem bang dinh nghia ky nang, nang luc va cac khoa dao tao gitp ban phat

trién k§ nang nay.

Cong ty s& td chuc thuong xuyén nhitng budi Hoi thao gitp céc ban trao

doi kinh nghiém, nang cao ky nang va thanh tich.

Déi vai Tan Hiép Phat hién nay, mic dau Ban Giam dbc da cé gang hét sic,

cac ban nén hiéu rang: Hay vi Cong ty, Cong ty sé& vi cac ban dé hai bén cling

di dén mot moi truong 1am viéc that su thoai mai, binh dang, hanh phuc. Viéc

nay doi hoi cac ban phai xay dung thai do tich cuc, tin tuéng, gép y thang thin

va xay dung.

Kiém tra hanh dong cua nhan vién:

f Voi muc dich xem nhan vién yéu & chd nao, ki nang nao, nang luc nao:

- Huén luyén tai chd

- Giri di hoc khoa huan luyén tap trung

- Pao tao thay thé minh trong tuong lai. (Lueu ¥: chi khi @6 ban méi cé thé
thang tién dueoc)

f Voi myc dich giam sat, bao dam moi viéc xay ra theo dung nhu ké hoach.

£ Véi myc dich tim céch cai tién qui trinh, dua ra nhiing giai phap sang tao
dé giai quyét nhitng tinh hudng khong luong trudge dugc trong khi lap ké
hoach.

f Ban than ban phai thuc hién mot s cudc ban hang ma:

Trinh d6 nhan vién chua thé 1am néi trong khi ké hoach kinh doanh c6

kha nang khong thuc hién duoc.

Lam mau cho nhan vién hoc tap

f Vilydo té nhi, ban duoc Cong ty tin tuéng di chi tién cho quan. Lay bién
nhan giao cho Admin.

f Mot sb dia phuong kha xa ma Cong ty chua c6 diéu kién to chiic hoan
chinh, ASM cé thé phai kiém nhiém lam nhu 1 Srep ma khdng c6 nhan
vién. Khi doanh sé khu vuc phat trién, ban s& duoc Cong ty cho phép
tuyén dung nhan vién gidp viéc cho minh theo yéu cau.
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Qui trinh ban hang

f Luuy trong qué trinh kinh doanh, mét sb chirc danh mai sé dugc dat ra
nhu:
ASM Horeca
ASM thuong
Srep Horeca
Srep thuong
Nhung ban chit céng viéc 1a nhu nhau, chi 1a doi hoi ki nang & cip cao hon
ma thoi.
£ Lam mot sé bao cao (néu chua c6 Admin hd tro hodc khong thé co vi diéu
kién cu thé). Ban s& dugc tap huan vé cach lam nhiing béo céo tong hop néu
can.
f Doanh s cia mot nhan vién ciing chua han néi 18n diéu gi. Diéu quan trong
& mot nhan vién 1a cach ho 1am nhu thé nao dé dat duoc két qua do.

PHAN IV. QUI TRINH GIAM SAT CUA PGL

. INPUT:

™  Chi tiéu ban hang trong ngay/tuan/thang caa quéan (Phdi hop véi Sales)
Vi chi tiéu ban hang la con sb wéc doan dé phan da u, trong thoi gian
dau c6 thé khdng kha thi. Nén luu y dé diéu chinh mic thu nhap bang
tién thuang cho hop 1y.

™ Hb so ghi ki nang, nang lyc cua nhan vién sau khi tét nghiép khoa huan

luyén cta Cong ty.
™ Tai liéu huan luyén vé ki nang giam sat (supervisory skills)

. STEPS:

nt Phong van tuyén dung (Phéi hop véi Nhan sy va Field Trainer)
n  Huan luyén nhan vién:
f  Tai hién truong
f  Cé&c budi hop
f G di hoc tap trung tai cac khoa cua Cong ty do Training Manager lap.
f Kiémtra

. OUTPUT:
™ Bo c4o tong hop cua cac PG cap dudi
™ BA&o cdo phan tich hiéu qua ban hang
™ B&0 c4o tinh hinh phat trién ki nang nhan vién
n  Kién nghi giai phap dé tang doanh sé
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Qui trinh ban hang

. BIEN PHAP KIEM SOAT/KIEM TRA THUC HIEN

Hoat dong cua PGL duogc kiém tra bing cac phuong phap sau:

™

™

™

™

Huén luyén:

f  Khi vira gia nhap Cong ty bang Qui trinh Introduction cho PGL

f  Thuong xuyén 6n luyén Tai liéu huan luyén vao nhitng gid ranh (tranh tha
nhitng gio khong gap dugc khach hang VD nhu sang sém, luc cho doi
khéch hang vi khach hang di vang)

f Huéan luyén ngay tai hién truong caa SM, Field Trainer, Training
Manager va cac cap cao hon.

Dénh gia chét luong viéng tham theo Qui trinh danh gia cudc viéng tham

Béo c4o doanh sb ban hang/San lugng ban hang so véi chi tiéu

Bang Ké hoach dao tao nhan vién PDP

(Chi tiét Qui trinh kiém tra néu trén xem tai liéu dinh kém)

. HWO'NG DAN CHI TIET

™

™

™

Do dic diém nganh hang thiee udng, PG 1a luc lugng c6 vai tro rat 16n

trong viéc ban ra san pham.

Tuy nhién, nhitng nhan vién ¢ nang luc it khi chiu lam nghé nay. La

PG leader, ban can thdng cam va kién nhin dao tao ho.

f L& di nhién, nhitng nguoi thuc sy khong phi hop thi khéng nén tuyén
dung, ban dung hra déi minh 1a s& dao tao ho trong mét thoi gian ngan.

f Doanh sé ciia mot nhan vién ciing chua han néi 1&n diéu gi. Piéu quan trong
& mot nhan vién 1a cach ho 1am nhu thé nao dé dat duoc két qua dé.

f  Thuyc té hién nay, mot PGL phai quan ly dén 40 nhén vién, va do van d¢
kinh phi, Cong ty khéng thé chiu dung noi luong nhan vién giam sat theo
ty 16 mot nguoi quan 1y 6 ngudi. Cac ban phai phéi hop véi luc luong Srep,
ASM, Field trainer dé gilp cac ban phét hién nhiing diém yéu can khic
phuc ciia PG (trong diéu kién ky nang PG vén di yéu nhu da phan tich &
trén)

La mot PGL, cbng viéc cua ban gom:

f  Tuyén dung (phdi hop véi bo phan Nhan su)

f Huén luyén (phdi hop véi Training Manager), trong d6 huan luyén tai hién
truong rt quan trong vi khéng cé gi c6 thé thay thé duoc kinh nghiém.

f Kiém tra:

- Vi muc dich xem ¢ong viéc c6 duogc thuc hién nhu y ban mudn
- Vi muc dich phét hién k§ niang nao caa nhan vién can huan luyén:
o Ly tuéng ma néi, chi nén huan luyén mot ky nang vao mot lan
(lva k¥ nang wu tién nhat va trong mot moi truong an toan
truéc khi cho ra thuc té)
o Viéc huan luyén doi hoi phai kién nhan
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Qui trinh ban hang

- Vi muc dich phé}t hién nhirng co hgf)i sang tao, dua ra giai phép méi dé
cai thién nang suat ban hang, day doi thu canh tranh vao thé bi dong hoac
dap tra dich dang.

f Trong qué trinh 1am viéc, PGL phai thuan thuc mot sé form mau sau day:

- Béo céo ngay

- Bé&o céo tong hop tuan (trong truong hop khong ¢ admin trg gidp)

- Bang cham cong

PHAN V. QUI TRINH GIAM SAT CUA SM

. INPUT:

™ Chi tiéu ban hang trong nam/qui/thang

™ HJ so ghi k§ nang, nang luc cua ASM

™ Khu vygc phan cong

i Danh sach khach hang trong khu vuc (néu c6). Néu chura 6, ban can ¢ mat
khodng thoi gian ban dau, chgm nhat 1a mét qui phai theec hign xong bang nay
(Vera Idp danh sach vira ban hang)

n Tai ligu huan luyén vé ki nang giam sat (supervisory skills)

™ Tai liéu huan luyén vé lap Sales Plan.

. STEPS:
™  Chon khach hang trong tam
™  Lén lich viéng tham: di cung ASM, di véi Srep
n Huan luyén ASM va nhan vién Srep:
f  Tai hién truong
f  Cé&c budi hop
f Giri di hoc tap trung tai cac khoa cua Cong ty do Training Manager lap
™ Kiém tra

. OUTPUT:
™  B&0 céo téng hop cua cac Srep trong khu virc
™ BA&o cdo phan tich hiéu qua ban hang
™ B&o c4o phan tich tinh hinh phat trién k§ nang nhan vién
™ Sales Plan

. BIEN PHAP KIEM SOAT/KIEM TRA THU'C HIEN

Hoat dong ciia SM duoc kiém tra bang cac phuong phép sau:
f  Huén luyén:



[DE CUONG CHUONG TRINH DAI HOC]

- Khi vira gia nhap Cong ty bang Qui trinh Introduction cho PGL
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™

™

™

- Thudng xuyén dn luyén Tai liéu huan luyén vao nhiing gid ranh (tranh
tha nhirng gio khéng gap duoc khach hang VD nhu sang sém, lac cho
doi khach hang vi khach hang di ving)

- Huin luyén ngay tai hi¢n truong cua SM, Field Trainer,

Training Manager va céc cp cao hon.
Dénh gia chat leong viéng tham theo Qui trinh danh gia cudc viéng tham
B4o céo doanh sé ban hang/San lugng ban hang so vai chi tiéu
Bang Ké hoach dao tao nhan vién PDP

Ghi ch: cac nhan vién cip cao hon s& duoc danh gia bang LGP, s& duoc trinh
bay sau.

(Chi tiét Qui trinh kiém tra néu trén xem tai liéu dinh kém)

. HWO'NG DAN CHI TIET

™

™

™

™

™

™

™

™

V& thuc chat, cong viéc caa ban ciing nhu caa ASM, nhung khac & chd

ban phai thuc hién qua nhitng nguoi gidp viéc la cac ASM.

La mot SM, ban phai c6 tim nhin bao quéat ca khu vuc dugc phan cong, huan
luyén cho ASM dé ho c6 thé huan luyén lai Srep.

Ban phai danh mat thoi gian thich dang dé 1am viéc truc tiép 1am guong

cho Srep, ASM, dic biét khi ho chua gioi nhu ban mong muén.

Ban phai truc tiép dam duong maot s6 khach hang, nhat 1a khi muc tiéu doanh
s6 ¢6 thé khéng dat duoc.

Théach thiic 16n nhat vai ban 1a cach ding ngudi: bé tri ddng nguai, dung viéc.
Vé mat kiém tra: xem phan mé ta vé cong tac kiém tra cia ASM & trén.

Can trao d6i thém k¥ ning Train the Trainer, Coaching Skills.

Vi tinh phuc tap caa Sales plan, qui trinh 1am sales plan dugc viét riéng duéi
day.

PHAN VI. QUI TRINH LAM SALES PLAN

. INPUT:

™

™
™
™
™

™

Marketing Objectives

f Doanh sb

f San lugng (Sales VVolume)

f  Chi phi tam tinh

f Nhitng hoat dong yéu cau tir phia marketing
binh nghia phan loai khach hang

S6 lugng khéch hang trong khu vuc

Doanh sé udc tinh cho mdi SKU/Loai khéch hang
Ban d6, dan s6, mac thu nhap

Hinh anh minh hoa
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Qui trinh ban hang

™ S0 |

. Steps:

uong nhén vién va trinh d6 ky nang, nang luc ctia moi nguoi.

™  Step 1:

f
f

f
f

Nhan théng tin Marketing Objectives tir cap quan 1y (ASM tré 18n)
Théng nhat dinh nghia vé phan loai khach hang/Luu y théng nhat véi
toan québc va IT/Bo phan cap nhat soan thao qui trinh.

Xéc dinh sé luong khach hang theo loai trong khu vuc

Nhap vao bang Excel theo mau (C6 thé cai tién trong tuong lai khi trinh
do Excel gioi hon)

™  Step 2:

f
f
f

Tinh doanh s tiém niang cho mdi khu vuc
Xép thir tu wu tién cho ting san pham/brand/category/channel/DBia phwong
Hop Sales Operation Meeting:
Xac dinh thtr te Kénh ban hang wu tién
Xéc dinh chién lugc ban hang: nhitng hoat dong ban hang nén thuc
hién trong tirng kénh. (Chuong trinh khuyén mai néu cd)
U6c lugng chi phi thyc hién nhirng hoat dong nay:
o T trén xubng
o Tu dudilén
o Théng nhat hoa
Xac dinh chién lugc phan phoi:
Xac dinh k§ nang va nang lyc nhan vién c6 thé dam nhan cong viéc
Tam phan céng nhan vién theo céng viéc du dinh
Xéc dinh nang suat viéng tham cua cac nhan vién
Xéc dinh tan suat viéng tham dé dat muc tiéu
Phén cong nhan sy
Dé ra noi dung va chuong trinh huan luyén (giri cho Training Manager)
Xéc dinh nhu cau nhan sy thiéu (néu co)
T&i bb tri nhan su cho ph hop vai chién luoc (néu co)
Du toén chi phi:
o Xac dinh tan suét viéng tham dé dat muc tiéu
o Phéan cdng nhéan su
o Bé ranoi dung va chuong trinh huan luyén (giri cho Training
Manager)
Xéc dinh nhu cau nhan sy thiéu (néu co)
Tai bd tri nhan su cho phi hop vai chién luoc (néu co)
Du toan chi phi:
f Nhan su (luong co ban)

(@]
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. OUTPUT:

™

™

™

™

™

™

™

™

™

™

™

™

f Cobng tac phi
f Ché a6 thuong
f Trang thiét bi lam viéc: van phong, may moc thiét bi (vi
tinh, dién thoai,...)
f  Xaéc dinh kinh phi dy tr trong truong hop khan cap, ¢6
luong trude kha nang phan tng cua ddi thu canh tranh
- Lap ban Sales Plan theo file Sales.doc dinh kem
- Lap ban Tong hop Sales Plan (xem file Sales Plan.xls template dinh kém)

Sales Plan

Sales Form

Céc form khac caa Cong ty ¢ lién quan dén bo phan Sales
Céc form mai néu c6

Hé thdng cac report

KPI

Meeting minutes (xem thém How to ... file template va Minute /Fax
template toan Cong ty)

Phiéu yéu cau nhan sy

Bang dé nghi huan luyén

Ban dé nghi hd tro cua cac phong khac (néu co):

f Schem/TPR proposal

f Project request (VD: Sales Automation with IT)

Qui trinh cai tién dé thuc hién néu cé

File .ppt dé trinh bay

. BIEN PHAP KIEM SOAT/KIEM TRA THU'C HIEN

™

Sales Plan la mot cong viéc doi hoi phai lam viéc theo nhom. Cac nhan vién cé
tham gia vao cong tac sales plan phai dugc dao tao vé nhing ki nang team
building, effect leadership, effect meeting, How to run a brainstorming
session, Project Management va ki nang vi tinh phai dat & mac d6 thong thao
Excel, Word, Microsoft Project.

(Chi tiét, xem tai liéu How to...va Project Management dinh kém)

. DE NGHI CAI TIEN

Théng nhét véi Ké toan quan tri:

0. Pinh nghia thuat ngir K€ toan quan tri va phwong phap tinh toan

™

Gross Sales: 1a gia ma Cong ty ban ra, c6 thé la trong mot trong nhitng mic gia
sau day, tuy theo Cong ty cd thé kiém soét duoc & mic do nao:
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Qui trinh ban hang

f
f

!

Consumer price: Gia ban cho NTD, ké ca VAT

Retailer Price: Gia Cong ty ban cho dai Iy (ma ho ban ra cho NTD), ké ca
VAT

Wholesaler price: Gia ban cho dai ly (ma doanh sé cua ho chii yéu 1a do ban
cho retailer), ké ca VAT

Trong tinh hinh hién nay (thang 8 nam 2004), Gross Sales la gia ma Cong ty

ban cho dai 1y ngay tai nha may, chua trir hd tro van chuyén.

™ VAT: la thué VAT cta nha nuge

n  Net Proceed of Sales (NPS): Doanh sb sau khi trir moi khoan hang tra vé, va
cac khoan giam gia tam thoi (TPR: temporary Price reduction: gom giam gia
theo VVolume, cho dai 1y,...)

™ SCC (Supply Chain Cost): Bao gom tat ca cac gia thanh tir viéc mua san
pham dén viéc giao san pham cho khach hang, tic 1a tong cong cua Gia thanh
san pham va Chi phi van chuyén:

!

Gia thanh san pham Product Cost: gom nguyén vt liéu (nguyén liéu,
bao bi, ...), chi phi san xuét (chi phi san xuét cia nha may) va cac san
pham mua ngoai.

Chi phi cung cap Supply Cost: Mua va Ién ké hoach (Chi phi lién quan
dén con nguoi va cac qui trinh cua he thong Supply Chain), chi phi phan
phdi (Tdn kho va phan phéi thanh pham), Khiu hao nha may, thiét bi, xe
o VA céc tai san dung trong hé thong cung cap san pham, IWC (Inflation
on Working Capital: lam phéat trén vén luu dong)

™  GP: Gross Profit = NPS — SCC.

™  GM: Gross margin (Ty ¢ % GP/NPS)

™ MDC: Marketing Development Cost: Bao gdm moi chi phi dé yém tro truc tiép
cho san pham trén thi truong:

f

L s

Quang cao, VD: chi phi media, san xuat/phat séng/ tién cong cua cac
Cong ty quang cao

Royality: ban quyén thuong hiéu (néu cé ap dung)

Consumer relations: Cac hoat dong lién quan dén NTD

Chi phi khuyén mai

Nghién cuu thi truong

Chi phi nghién ctru va phat trién san pham

CR (Cprporate resgarch): trong tuong Iqi, khi CQng ty phat trién th@nh cap
da quoc gia, mot so research sé lam & cap chau A, khi do6 sé phan bo
nhitng chi phi nay.

PBO (Profit before Overhead)= GP- MDC

Overheads: Gom tat ca cac loai chi phi ¢& Cong ty hoat dong ma chua
duoc liét ké & trén. N6 bao gom:
- Tét ca nhitng chi phi marketing khac vai chi phi quang cao/khuyén mai
- Chi phi ban hang
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™

™

™

™

™

™

™

- Céc chi phi cua cac phong ban khéac nhu: Ban Giam déc, phong Nhan su,
Hanh chinh, Huén Iuyen . Khi Céng ty 16n 18n va vuon tim ra chau A,
s& phai cong thém mot sé khoan chi phl cyho S:ong ty me véi su diéu
chinh tuy theo ty I¢ dong gop doanh s6 cua moi nudc.
f TRBEI = PBO — Overheads
f TM: Trading Margin = TRBEI/NPS
f Trading tax:
- Thué thu nhap doanh nghiép
- Thué tiéu thu dac biét Special Consumption Tax
- Va cac khoan thué khéc theo qui dinh cua nha nudc
f Chi phi tai chinh Financing Charge:
bé phén~ anh dung tinh trang doanh nghiép, cac Giam déc pha i xem nhu minh
dug ¢ ho tro tai chinh tir C@ng ty. Chuong trinh qui dinh trong Bang péo cép
ket qua kinh doanh phai thé hi¢n 7% ctua Gross Capital Employed (Tong von
st dung — GCE):
GCE = Fixed assets+ Working Capital
Fixed asset: Tai san c6 dinh
Working capital (Vén luu dong) = Stock+ Debtors- Creditor (Ton kho
+ Nog phai tra — Cac khoan phai thu)
f Trading Contribution: TC = TRBEI — Trading tax — Financing charge
Sales VVolume
Company Hierarchy
Country report Hierarchy
Product Hierarchy
Customer / Channel Hierarchy
Product Standard Cost
f RM (Raw Material): tinh ca Buying Department
f PM: tinh ca Buying Department
f FES:
-S4 gio may/khau hao may
- Phan bé chi phi sira chira dai/trung/tiéu tu
- Contingenc
- Céc chi phi phan bé khéac
f IWC (Inflation Working Capital)
Cost Center cac loai

1. Cac thuat ngir str dung trong bao cao dinh ky:

™

™

™

MUF: Monthly Updated Forecast
PUF: Previous Monthly Update Forecast
IOP: Internal Operation Plan
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™  AP: Annual Plan
™ LE: Last Estimate

™

1. Cac loai bao cao quan tri: format, cacn tinh toan

(Xem tai lieu Monthly report Hard copy)

Dé hd tro SM ¢ trinh d6 vi tinh chua cao hién nay, ciing nhu dé c6 thOI gian tap
trung nhiéu hon vao vi éc huan luyén nhan vién, Céng ty b tri mot s 6 admin
duoc dao tao tét vé ki nang vi tinh Excel, Access va trinh d6 ké toan nhat dinh.
Hay str dung ngudn lyc ndy mot cach hiéu qua nhat.

PHAN VII. QUI TRINH BAN HANG PAC BIET

0. B4n hang qua dién thoai
B4 tri mot nguoi huan luyén ky nang Tele Sales

0. Ban hang qua mang
Bo6 phan IT sé& viét 2 web site:
f Intranet dé cap nhat nhiing thdng tin noi bd trong Cong ty
f Website Tanhiepphat dé gigi thiéu vé Cong ty, giai dap thac mac
IT s& lya chon gi ai phap thich hop dé c6 thé gitp tién hanh mua ban qua mang,
tuy nhién khéng phai la wu tién trong l0c nay.

0. Ban hang tai cac Hoi cho trién 1dm quang céo
f  Khi can ban hang trong Hoi cho, Cong ty s& lién hé véi mot sb dai ly o
gidy phép kinh doanh ngay tai dia phuong té chuc hoi cho hoac dich than
cha hang di trién 1am. Truong phong Trade Marketing s& quyét dinh
chuyén nay.
f Cong ty s& hd tro mot s6 vat dung nhu trang tri quay hang, hosc thué
mot Cong ty quang cao lam cdng viéc nay.

0. Ban hang cho cac Tiéc cwéi
Trong khi chd doi nghién ciru ki ludng vé chién luoc ban vao tiéc cudi, Trade
Marketing s¢€ thict ké cac chuong trinh khuyén mai ban hang théng qua cac
tiéc cudi.

PHAN VIII. QUI TRINH PAO TAO NHAN VIEN

Do Phong Nhan sy viét:
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. Input
™
™
™
™
™
™

™

. Steps
™
™
™
™
™
™

™

. Output
™
™
™
™
™

™

Phiéu yéu cau nhan sy

Bang mé ta cong viéc

Bang dinh nghia ky nang

Ché d6 lwong thuéng

Noi qui Céng ty

PDP format

Chép file .ppt cua Jacqueline Yew vé qui trinh danh gia nhan vién

Dé nghi bd sung nhan sy nhu thé nao

Phéi hop Qui trinh tuyén dung caa phong nhan su nhu thé nao

Phéi hop huan luyén véi phong nhan su/Training manager nhu thé nao
Dénh gia mac do thuc hién cong viéc nhu thé nao

Dé nghj dao tao bd sung cho nhan vién nhu thé nao

Bé tri cong tac nhu thé nao

Giao viéc ntn

Bao dam c6 du ngudn luc nhan su ¢ ki niang yéu cau dé thuc hién cong viéc
Bao dam nhan vién vui vé thuc hién céng viéc

Bao d¢am nhan vién co thé nghi ém,...

Bao dam nhén vién dugc nghi viéc theo nguyén vong

Bao dam ky luat nhan vién khi ho ¢ tinh pham 15i

Bao d¢am tim ra nguyén nhan, cé bién phap ngan ngira cho nhiing lan két tiép va
ngan ngira nhitng sai pham dan dén hau qua nghiém trong.

Dé nghi cai tién:

™

™

™

Tuy theo tinh hinh kinh doanh va kha nang dau tu cho phép, nén lap Bo phan
Holine chuyén giai dap nhitng thic mic caa khach hang

Lap Websile N1 tu van tiéu ding

Hang thang c6 mat bao céo chinh thirc cua bo phan nay vé nhiing tinh huéng
da xtr ly, c6 phan loai, sip xép nguyén nhan

PHAN IX. QUI TRINH LAM VIEC LIEN PHONG BAN

Hop voi Uyen Phuong de chot cac van de sau:
f Lich Lam Annual Plan hang nam
f Lich hop giua cac Truong Phong ban
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f Lich Hop giua cac Marketing Manager / Brand manager voi cac Key person trong
Phong
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f Cac Form phai co chu ky cua cac truong phong

f Uy nhiem chu ky thanh toan cua cac truong Phong.

f  Thong nhat mot so Format la dau ra cua Phong nay nhung cung la dau vo cua
Phong kia sau cho cac Format la it nhat

Chu y mem deo, linh hoat torng gia doan dau.

Qui trinh Projechuong trinh management, dac biet la Innovation process
cua Marketing

Logistic

Ke toan

Kinh doanh (Admin ? Trade Marketing?)

Nhan su

Marketing

IT

QA (check lai voi QA xem da co qui trinh hay chua)

Tham khao voi Cam nang nhan vien de xem con qui trinh nao nua hay khong?

f
f

1. Qui trinh Bang ky di choi / hoc tap:
Phong Nhan su viet.
Input
Step
Output:
2. Qui trinh thu hoi san pham hét han sir dung:
f Input:
fQui trinh lien phong ban do Logistic viet..
. Dich nguyen phan cua Unilever write off procedure neu co thoi

gian
f Step:

f Output:
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