CHIEN LU'QC VA CO CAU

TO CHUC LUC LUONG BAN HANG CONG TY

Chién lugc ban hang trong chién lugc tdng thé cua cong ty

Thiét k& md hinh téd chic luc lugng ban hang

Thay ddi cg cdu td chirc luc lugng ban hang

Vi du dién hinh vé su thay déi cd cdu luc lugng ban hang cla cdng ty Xerox

D WNRF

Bai tap tinh hudng: Cong ty Schmitt Meats

Tom tat

Muc dich cta chuong nay la cung cdp nhitng hiéu biét vé hoat ddng ban hang
cad nhan va quan tri ban hang thich hgp trong chién Iugc va té chirc ciia Céng ty. Dau
chuong thao luédn sc qua vé chién lugc tdng thé va mdi quan hé cla nd véi chién lugc
kinh doanh va chién ludgc marketing. Nhirng ndi dung quan trong nay sé tao nén tang
cho phan tiép theo vé viéc xdy dung diéu hanh mot cd cdu té chic luc lugng ban
hang cu thé. Phan cudi cla chudng dua ra nhifng nguyén tdc danh gid, nhiing
phuong an t6 chic luc lugng ban hang, mé ta khai quat tai sao céng ty thiét bi van
phong Xerox thay ddi cach t& chirc luc lugng ban hang cda ho

Diéu gi da khién cho moét trong s8 nhitng cdng ty manh va néi tiéng hang dau
thé€ gidi nh&n manh vai trd cla bdn hang cd nhan trong chién lugc téng thé cla
minh? Tai sao viéc ban hang cd nhan dgc xem la mét trong nhitng cach t6t nhat dé
tai thiét 1ap va duy tri quan hé vdéi khach hang?

L&i gidi dap cho nhitng cau hoéi trén va nhirng van dé khac lién quan dén ban
hang c& nhén va quan tri ban hang trong chién ludc va cd cdu té chic cia Cong ty la
nhi{tng muc tiéu ctia chucng nay

1. Chién lwoc ban hang trong chién lwoc tong thé cua cong ty
DE hiéu dudc viéc quan ly ban hang va ban hang cd nhan cé anh hudng va vi
tri nhu thé nao trong co cdu va chién lugc cla cong ty ching ta cling phai ndm dugc

nhitng hiéu biét co ban vé viéc xay dung chién lugc va thuc hién chién Iuge 8y cua
cong ty.

Tinh th bac trong viéc xay dwng chién lwoc
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Nhu dugc mé ta trong hinh 2.1, cdu tric té chlic cia Cong ty thudng la mang
hinh kim tu thap. Binh cua kim tu thap nay chinh la H6i dong gidam doc va Chu tich
HOi dong quan tri (CEO) va mot s6 chuyén vién diéu hanh khac nira. B6i v8i cong ty
du 18n hay nho thi hinh dang cla s6 d6 nay thdng thudng la giéng nhau. Piém khac
biét, cdé chang, 1a  quy mo, kich thudc clua sd d6 ma thoi. Dudi quyén cua nhiing
chuyén vién cao cdp nay la hang loat nhithg can bd thira hanh c6 trach nhiém diéu
hanh hoat dong cua nhitng thanh t6 trong cong ty sao cho c6 nhiéu Igi nhuan nhat.

A Chui tich, Téng giam
Y doc

tirng ban

kY 2 - ]
/ \ | Trung cap quan Iy cla
_‘&:.-'

\(: Nhan vién

Hinh 2.1. Co cau c6 tinh cap bac téng hop

Trong dang té chilic nay, Chua tich Héi ddng quan tri (CEO), cung vdi Ban gidm
d6c va nhitng chuyén vién quan ly cdp cao dat ra nhitng muc tiéu va chién lugc cho
toan cong ty. Cap thura hanh ké ti€p sé lan lugt can cir vao nhitng muc tiéu da dugc
cap trén dé ra nhu da néu trén, dua ra nhitng muc tiéu & cap do thira hanh cua
minh. Vi vay, nhitng muc tiéu va chién lugc tdng thé sé& la cdn c d& nhitng cdp thira
hanh thap hon dat ra muc tiéu va xay dung chién Iugc & cap cua ho. Viéc tuan tha va
thuc hién ding nhirng muc tiéu chién lugc do cédp trén dé ra trong viéc xay dung
chién lugec va dat ra muc tiéu cla cac cap ti€p theo sé bdo dam rdang nhitng chién
luge kinh doanh va ti€p thi cua tirng cdp thira hanh sé cung c6 han nira chién lugc
téng thé ch khéng phai gay can trg cho nd.

Do vay, muc tiéu va chién lugc tdng thé cudi cung sé& anh hudng dén co ciu

cua luc lugng ban hang va thdm chi dén tung hanh vi hang ngay cua giam d6c quan
ly ban hang cling nhu ngudi dai dién ban hang.
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Xay dwng chién lwoc tong thé

Nhirng chuyén vién thira hanh & cdp tdng thé s& danh gid xem xét vé diéu kién
moi trudng xung quanh, danh giad nhitng nguodn luc cla céng ty, dat ra nhitrng muc
tiéu tong thé va xay dung chién ludc tdng thé dua ra hudng phat trién cia Cdng ty.

Ban can xac dinh dudc minh phai di dén dau, phai dat dugc nhitng thanh cong
trong viéc 8y hay cé thé hoan thanh dudc hay khdéng. Cac céng ty cling can phai c6
nhitng muc tiéu rd rang dé phan ddu dat dudc. Chang han Gidm ddc ciia mot cdng ty
héa chat nhat tri theo dudi ba muc tiéu chinh yéu:

1. Thay déi cd cdu san phdm hda chét tdng hop co thé tai ch& dugc hién nay dua
trén cd s mé rong vén sang moét cd cdu mdi véi nhitng san phdm héda chét
dac biét co thé dem lai t8i thi€u 25% thu nhép trudc thué.

2. Phan dau dat dudc vi tri cao nhat trong nganh vé ca hai mat téc
do gia tang Igi nhuan binh quan va thi phan trong nam ay.
3. T8i thi€u phai dat dugc mot diém cb y nghia nao do.

Nhifng muc tiéu trén da tao ra nhitng hudng di cu thé cho nhitng cép thira hanh
trung gian. Hon nira, nhitng muc tiéu trén day cé lién hé truc ti€p véi nhitng muc tiéu
kinh doanh hang nam cua tirng bé phan trong céng ty va ciing lién hé mat thiét vdi
nhitng khoan tién thudng cho nhitng nhan vién phan dau dat dugc muc tiéu cua
Cong ty dé ra. MGi quan hé truc ti€p gilta nhitng muc tiéu va nhitng khoan tién
thudng cho nhitng can bé diéu hanh nhitng bé phén clia cong ty cho thdy rdang nhiing
muc tiéu téng thé d3 dugc cac cap thiu hiéu va thi hanh ding dan.

Chién lworc tong thé
Chién lugc 1& "Mot loat nhitng quy dinh, quyét tdm hudng dan hay chi dao

nhitng nha quan ly ciia mot xi nghiép dat dén nhirng muc tiéu dai han cta ho". Chién
lude sé tao ra:

- Hudng phat trién ma cong ty phai tuan theo trong méi trudng da dudc xac dinh.
- Hudng dan, chi dao viéc tinh todn phan bé cac ngudn luc.

- N6 ciling dua ra logic d€ hdp nhat nhitng xu thé& phat trién mang tinh cuc bd
cua tung bo phan trong Céng ty, theo cung moét hudng di.

Trong viéc xac dinh hudng phéat trién cling nhu hudng dan danh gid cac ngudn
luc, chién luge tdng thé da tao ra mot nén tang, moét khudn thudc cho tirng bd phan
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san xudt kinh doanh trong céng ty dé xay dung nhitng k&€ hoach va chién lugc cua
ho.

M6t khi nhitng muc tiéu va chién ludc téng thé cua cdng ty da dudc xac dinh,
tat cd nhitng don vi kinh doanh chién lugc (SBU) trong cong ty phai phoi hgp vdi
nhau trong viéc thuc hién. M6t don vi kinh doanh chién lugc (SBU) la mét "nhom
nhitng hoat ddng kinh doanh hay san phdm nao d4 hdp thanh nhitng thuc thé cé té
chilrc @0 I18n va tuong d6i ddng nhat dé thuc hién viéc quan ly nhitng nhan t8 chién
lugc nhdt anh hudng dén hoat dong cua ho". Trong hinh 2.2., m6t Cong ty dugc
phdm d3 té chirc ndm bd phan cla ho thanh nhitng SBU. Trong s& ndm bd phan nay,
c6 nhitng bd phan con cé nhitng Cong ty con hay nhitng chi nhadnh khac ma mbi bd
phan nay tao ra hang tram triéu do6 la thu nhap.

Chién Iugc téng thé va quan tri ban hang

Chién Iugc tdng hop phan dnh nhitng ddnh gid ctia céng ty vé diéu kién, cd hoi
thi truéng va kha nang Igi dung nhitng co hoi kinh doanh 8y cua Cong ty. Trong viéc
danh gid 8y, moi dan vi kinh doanh chién lugc (SBU) dugc xem xét nhu mét thanh &
clia Coéng ty. Can c’ vao két qua danh gid 8y, céng ty quyét dinh c6 thé€ md réng
hoat dong han, thu hep lai, duy tri nhu trudc hay chuyén mon héa & mot dan vi
chién lugc ndo dd. Quyét dinh 8y cé thé roi vao mot trong bdn chién lugc thi phan cé
thé xay ra ddi vGi don vi kinh doanh chién lugc (SBU) nhu sau: Xay dung, duy tri,
thu hoach va gat bé.

C6 rat nhiéu céng ty khéng thé thdng tin vé chién lugc tdng thé dén cdp ban
hang. That bai ndy van xay ra mac du nhimng ké&t qua nghién cru da chi ra rang co
nhitng ma6i lién hé truc ti€p gilta chién lugc marketing va nhitng muc tiéu va chinh
sach ban hang. MGi quan hé nhu thé da dugc minh hoa trong bang 2.1.

Nhifng chinh Nhitng chién Iugc thi phan

sach va muc

Xay dung Duy tri Thu hoach Gat bo
tiéu ban hang
Nhitng muc tiéu Xay dung Duy tri doanh Cit gidm chi Giam t&i thiéu chi
ban hang cd doanh sé s6 phi ban hang phi ban hang

ban Quan hé chét|- Cung cd vi tri Chi nh&m vao |Gidm hang du tri

ché véi nhirng trong thi nhi'ng  khach
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phan phai trudng hang quan
- Quan hé|trong, mang lai
thém vdi mot|lgi nhuan cao
s6 diém ban ma théi
khac nita
Nhitng  nhiém Dén ti€p xuc Ti€p xtc cé chu Ti€p xic va Cat hadn du trlr
vu chinh yéu véi khac hang|dich mot s6 phuc vu mot s6
cua hoat dong méi va khach khach hang khach hang
ban hang hang tiém |hién co guan trong
nang nhat, mang Igi
nhuan nhat ma
thoi

Cung (ng dich |Gia tang mdc Loai bd nhitng Cat han dich vu
vu & mic cao |cung Ung dich khach hang

vu & mot sob |khdng may

khach hang |quan trong.

hién cé Gidm dich wvu

Giam du trir

Thu thap [Ti€p xuc khach
thong tin phan lhang mdi
héi cla san

pham/thi

trudng
Cung cach daiLuong va mot |Luong cdng Ludng (cod thé |Lucng
ngéd dugc dé|so khuyén hoa hong va cong thém tién
nghi khich khac tién thudng thudng nao do)

Bang 2.1: Chién ludc thi phan va nhifrng chinh sach vé luc lugng ban hang

Xay dung

Chién lugc "xay dung" 1a chién lugc ma rdng, phan anh chién Iugec phat trién
cua mot dan vi kinh doanh chién ludc (SBU) trong mot thi truGng hodac mot s6 hoac
thi trudng cu thé. Cén c( trén nhitng két qua diéu tra thi trudng thé hién rang diéu
kién thi trudng la thuén Igi va cong ty cd thé thanh céng vdéi moét thi phan nao dé,
ban quan tri md&i quyét dinh danh nhitng ngudn luc quan trong, cd ban cua Cong ty
(tién v8n, thdi gian, nhan luc) vao thj trudng nay dé gia tang thi phan va Igi nhuén.
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L8y vi du nhu Céng ty thuc phdm Nestles, 18 mot cdng ty qudc té€ cd v6n 1én dén
nhidu ty do la, hién nay dang tdp trung ndé luc dé gia tdng thi phan & nhitng thi
trudng chinh yéu trén thé gidi. Chién lugc phat trién nay ciing tuong tu nhu giai doan
"gidi thiéu" va "phat trién" ctia vong ddi san pham.

Muc tiéu cua "chién lugc xay dung" la lam sao véi s6 khach hang hién c6 ma
cong ty van gia tdng dudc doanh s6, ddng thdi md rong mang ludi trung gian dai ly
hon nira. Dai dién ban hang phai hoat dong rat chat ché véi nhirng trung gian dai ly
vé mat gid ca, k& hoach chiéu thi, c6 déng va gilf vitng mulc tdng trudng doanh sé.
Trong giai doan cla "chién lugc xay dung" nay, san phdm mdi cua Cdng ty doi hoi
nhiéu nd luc hon tr phia bén hang, dich vu ban hang & nhitng trinh dd cao, ngoai ra
con can nhiéu hoat ddng yém trg, quang cdo dac biét khac.

M6t méi trudng phat trién nhanh nhay thudng doi héi nhan vién ban hang phai
c6 dudc thdng tin, am hiéu thi trudng, tinh hinh canh tranh cang day du cang tét. Do
nhitng nd luc ban hang bao gid ciing di trudc két qua vé doanh s8, nhitng nhan vién,
dai dién ban hang phai c6 nhirng muc luong can ban. Ngoai ra, cong ty can phai cé
nhitng khuyé&n khich ddi ngd khac dé kich thich nhan vién ban hang ddy manh qua
trinh ban hang gidi thiéu san phdm mdi, dic biét 1a trong trudng hogp nhitng nhén
vién ban hang 8y duoc giao ban nhitng san pham da dudc gidi thiéu va thdm nhép tir
trudc vé8i moét mic doanh sé khoan dugc giao.

Duy tri

Trong chién luge "duy tri" nay, b may quan tri quyét dinh khdng con ndng né
theo dudi muc tiéu gia tdng doanh s6 va Igi nhuédn cua mdt san phdm nao dé hay
trong mot thi trudng nao doé nira. Cong ty dy budc phai duy tri trong thi trudng ay, co
I€ trong mot thdi gian dai ti€p theo. Nhung viéc tdn dung cac ngudn luc ctia Cong ty
cho san pham/thi trudng 8y gid day phai dugc can nhac than trong dé gilt cAn bang
v@i muc gia tang cham, tham chi khéng tang. Ching ta chi dung nhirng ngudén nhan
tai vat luc cha cdng ty & mirc vira du dé€ duy tri cing c¢6 mdc Igi nhudn va thi phan
ma théi. Day la chién lugc thu ddng diéu tiét nhitng hoat ddng phén phéi, cd dong va
ban hang.

Giai doan "duy tri" & day cb thé so sanh dudc véi giai doan mdi trudng thanh
trong vong ddi san pham. Luc lugng ban hang tap trung giit gin thi phan va Igi nhuén
thong qua viéc ti€p xuc vdi nhitng khach hang hién c6 ma céng ty da hoan toan co
uu thé canh tranh. Nhitng khach hang hién cé nay dudc cung U'ng dich vu ¢ muic do
cao dé€ hoan toan loai bé kha ndng canh tranh tir cac d6i thd cua Cdng ty. Céng ty
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chi con quan tdm mot cach rat chat loc dén mét s6 khach hang tiém nang khi nhitng
khach hang tiém néng &y bi€u hién s& mang lai mot trién vong nhiéu Igi nhuén hodc
nhiéu vu thé cho cong ty.

Thu hoach nhanh

Trong giai doan ap dung chién lugc "thu hoach nhanh" nay, nhithg danh gia
marketing clia cong ty cho thdy rang mac du tinh hinh Igi nhuén clda ho trong giai
doan nay van con rat dang ké nhung theo danh gid dai han thi co hoi kinh doanh cla
ho trong thi trudng dy sadp di qua. Do vay, Ban quan tri cia Céng ty phai dan déan
giam bdt viéc tdn dung ngudn luc cua Cong ty trong thi trudng nay. Chién lugc
marketing trong giai doan nay la phai lam sao gia tang dudc cang nhiéu doanh s6
cang tét trong lic cdng ty tir tlr rat khoi thi trudng. Ngoai ra, céng ty con phai kiém
tra quan ly chi phi that chat ché dé dat dudc cang nhiéu Igi ich tai chinh.

Ldc nay, vong ddi san phdm da dat dén diém cuc dai va bat dau suy giam. Luc
lugng ban hang giG day chi tap trung vao nhitng khach hang I6n nhat, cé Igi nhat ma
thoi. Nhitng khach hang nhoé khac sé dan dan it dugc quan tdm va phuc vu hon nira.
Cong ty s& quan ly chi phi rdt chat ch&, sé& ra sic khai thac san phdm nay dé thu
dugc dong Igi nhuan cudi cung. Luong s€ la chinh sach d&i ngd nhan vién co ban
nhéat, cung vdi mot sd khoan tién thudng cho viéc nhan vién thuc hién cat gidm chi
phi hoac dudc Igi nhuan cao trong khu vuc dia ly do minh phu trach .

Gat bo

Do nhiéu nguyén nhan, Ban quan tri Cong ty nhan dinh rdang & thi trudng nay,
ho khéng con cd hdi quyét dinh chién Iudgc téng thé, théng thudng Ia do hoat ddng
canh tranh va thudng xay ra gan day la do nhitng quyét dinh cia Chinh phu. Cho du
do quyét dinh nao, Céng ty cd thé budc phai rat lui khdi hoat ddng kinh doanh, canh
tranh tich cuc hodc tham chi phai phai ban tai san va ngung hoat déng cua Cong ty
tai vung, 18nh thé &y.

D6 chinh 1a giai doan két thic clia vong d&i san phdm. V3i nhén vién ban hang
phu trach nhiéu mat hang, trong s6 nhitng mat hang dy sé& c6 mét mat hang cé
dudng biéu dién "tdt dan" va céng ty dang mudn két thic né mot cadch nhanh chéng.
Khi ti€p xuc vdi khach hang, nhan vién ban hang cd gdng giam lugng hang ton kho
va du trir xudng, va thdm chi trong moét sé truéng hop, ho con phai tim nguén cung
cdp mdi cho nhitng khach hang con can loai san phdm nay. Trong giai doan nay,
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nhan vién ban hang gan nhu chi hudng luagng ma théi, khong cé nhitng dang khuyén
khich khac.

Chién lugc tdng thé va ngudi dai dién ban hang theo linh vuc

Nhitng chién lugc va k& hoach kinh doanh dugc ap dung va thi hanh hang ngay
qua hoat déng cta ho nhu thé nao. Cudi cung, & cap giam doc quan ly ban hang va
nhitng dai dién ban hang, nhitng muc tiéu 8y dudc xac dinh rat cu thé bao gom
nhi{tng muc tiéu doanh s6 phai dat dugc trong vung hodc déi vai tirng khach hang.
Bén canh dd, hoat ddng clia nhan vién ban hang cling dudc gidi han cu thé dé dat
dudc nhitng muc tiéu néu trén. Vi thé&, nhitng k& hoach va chién ludc téng hgp cua
Cong ty mdi dugc thuc hién théng qua hoat déng hang ngay cla luc lugng ban hang
theo linh vuc.

Chién lugc marketing khong phai lGc ndo cling hd trg, b6 sung cho hoat dong
cua luc lugng ban hang. Trong thuc té, d6i khi chién lugc marketing con ngan trg
hoat déng cua luc lugng ban hang nira. Chang han, Céng ty Bristol - Myers quyét
dinh quang cdo loai dugc phdm mdi cho tré em truc tiép dén céng chidng chlr khéng
thong qua su gidi thiéu cua cac bac si nhu tu trudc dén gid. Rat nhiéu bac si nhi khoa
va nhitng bénh vién gianh cho sinh vién y khoa thuc tap da ngung khdéng gidi thiéu
tat ca san phdm cla Cdng ty Bristol - Myers. Ngudi ta con k€ lai rang cé mot bac si
da mdi dai dién ban hang cla hang trén ra khoi bénh vién ciia 6ng ngay va yéu cau
c6 dy khong dugc lam phién 6ng thém tai bat ky tu gia nao ciia 6ng.
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Hé hogok ohide leoe deg e XAm nhdp thi tredéng mdi bdng wide
tung ra =3n phidm méi wa d3thang trong tim wio chit luwng ki thudt
Muc tidu tdng quat Ph3i dat dugc t 1€ gia ting lei nhudn thudn 13
15%/ndm trang 5 ndm tifp Tén

}

Hé kogok chidn lume & oo oo cac Ad phdn chdo mdmy Xacdinh i ti
trong thi tredng cha hai nganh &8 wa gidy wivi nhikng edng thive mi.
Mluc tidu thi tredng: WM& réng thi phdn c¢ia Céng ty ching ta trong hai
nganh nay 1én d&n 5% vwdo ndm teivd 13% trong 2 ndm tdp theo

Chiér leon ban kamy: Tap trung lwe lreng ban hang wio nhirng khach
hing trong yéu wa phin J&u dat doanh =6 25 tridu d& |2 ddi v&i nganh
&t w320 tidu dé la ddi wivi nganh gidy.

hduc tidu bin hing: Ban hang phuc wu mdt khach hing chinh trang
mét khu vive trang wing 5 thang d3u i wéi méi khich hing

l

ik de wide han karo: Tidp =0c w3 gidi thidu 23n pham dén wii céing ty
gidy Wilzon w3 edng ty thigt bi & t6 ACME trong thang t&i. 83t trong
tdm dich w phue wy Wilzon w3 gidm chi phi i wii ACME, B8t muc
tieu by dwec Jon dat hang wii ACME ngay wa v Wilson sau B0 ngay

Hinh 2.3. Thwe hién chién lwoc tong thé

2. Thiét ké mé hinh té chirc lwc lwong ban hang

M3c du chién ludc marketing va phan phdi cia Cong ty thé hién dudc méi quan
hé gilta cong ty va thi trudng nhung viéc ap dung nhitng chién lugc 4y hoan toan la
trach nhiém cua ting ca nhan dai dién ban hang. Van dé con lai la Cong ty phai xay
dung moét mé hinh t& chic luc lugng ban hang ciia minh thé hién dudc chinh sach
marketing va phan phdi ctia ho, ddng thdi tao diéu kién dé Iuc Iugng ban hang thuc
hién dudc chién ludc cdng ty. Viéc xdy dung md hinh t6 chilic 8y ddi hdi phai cd su
th&u hiéu tirng loai luc lugng ban hang, nhitng chi tiéu cua chién lugc phén phdi va
nhirng phuong an mé hinh td chirc khac nhau & cdp dia phuang.

Phan loai Iwc Iwong ban hang

Luc lugng ban hang la cau ndi co ban nhéat giltra Cong ty va thi trudng. Luc
lugng ban hang dudc chia lam ba loai: luc lugng cua Cong ty, dai ly cé hgp dong va
luc lugng hon hgp.

Luc luogng ban hang cua Céng ty
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Luc lugng ban hang cua moét Cong ty bao géom tat ca nhitng nhan vién cé trach
nhiém truc ti€p dén hoat ddng ban hang. Luc lugng nay lai c6 thé dugc chia thanh
hai loai: Bén trong va bén ngoai.

Luc lugng ban hang bén trong (tai chd): Hau hét, luc lugng ban hang bén trong
thudng tap trung 8 mot cd quan, & van phong va lién hé vdi khach hang cha yéu
thong qua dién thoai. TUng ca nhan nhan vién ban hang hiém khi ti€p xuc truc tiép
v@i khach hang. Loai luc Iugng ban hang nay cé thé dugc dung nhu Iuc lugng chinh
y&u cla Coéng ty hodc la luc lugng hd trg cho luc lugng ban hang hoat dong bén
ngoai Cong ty. Luc lugng ban hang tai chd hay bén trong nay khéng phai Ia mét hién
tugng mdi xuat hién. Trong lich s cling da ting tén tai luc lugng ban hang nay
nhung vdi trach nhiém va hoat dong chd yéu mang tinh xuc tién cho hoat déng ban
hang hay theo sau mdt hoat ddng ban hang nhu theo ddi nhitng don dat hang, kiém
soat du trit, ton kho, gidi thiéu san phdm thay th&. Gan day, trach nhiém cua khéi
Iuc lugng ban hang bén trong nay da dudc md réng xa hon va ngay nay nhiéu Cong
ty phu thubc rat nhiéu vao nhirng chuyén gia ti€p thi qua dién thoai cua ho.

Luc lugng ban hang hoat déng bén ngoai Coéng ty (van phong).

Luc lugng ban hang bén ngoai cong ty thong thudng dudgc trai ra theo vung dia
ly. D€ luc lugng ban hang bén ngoai céng ty nay hoat ddng dudc hiéu qua, diéu kién
can cb la trong vung 1&nh thd 8y phai c6 mét s6 lugng khach hang du 16n. Ngudi dai
dién ban hang nay sé cé trach nhiém ban hang hoac cung 'ng dich vu thong qua
giao dich truc ti€p vdi khach hang, thong thudng tai dia ban kinh doanh cla khach
hang. Ngoai trir hoat dong ban I&, da sé luc lugng ban hang hoat dong & bén ngoai.
Luc lugng ban hang bén ngoai dugc st dung rat rong rai trong nhirng doanh nghiép
nho va Ién tir nhitng céng ty san xuat tiéu dung va hang cong nghiép, céng ty dich
vu nhu hang hang khéng, khach san dén Céng ty ban buén. M6t trong nhirng trong
tam chd yéu nhung khéng phai duy nhat cda chudng nay la lam sao xay dung va
quan ly dudc luc lugng ban hang hoat déng bén ngoai ciia Cong ty.

Luc lugng ban hang hoat déng bén ngoai 8y hang ngay trinh bay san phdm cla
Cong ty cho khach hang va khach hang tiém nang. Vd&i su dao tao va quan ly dung
dén, cong ty cb thé tin tudng vao s6 nhan vién ban hang clda ho vé kha nang gii
thiéu va ban san pham dang tiéu thu hodc san phdm mdi theo ding yéu cau cla
Cong ty. Ngoai ra, vi 1a nhan vién clia Cong ty, ho cé thé dugc huéng dan dé thuc
hién nhitng nghiép vu khong phai la ban hang nhu thu thap thong tin, cung ng dich
vu khach hang, dao tao nhan vién ban hang va giai quyét nhiing vuéng mac cla
khach hang. Luc lugng ban hang con la khoi 6c vé tri thirc quan ly. Nhitng dai dién
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ban hang véi nhitng thanh tich xudt sdc cé thé dugc bdi dudng, phat trién thém va
thang ti€n Ién nhitng dia vi nhu giam dbéc quan ly ban hang, giam dbc san xuat hay
nhirng dia vi quan trong khac trong cong ty.

Nudi dudng mét s lugng luc lugng ban hang bén ngoai cdng ty cd thé tén
nhiéu chi phi, tham chi mot quy mo luc lugng ban hang tudgng d6i nhé cling doi hoi
mot khoan dinh phi dang k&. Ngoai ra, trong cdng ty con phai cd mdt luc lugng 18n
khac, chu yéu chi hudng luong, dé lam céng tac du bédo va hd trg cho luc lugng ban
hang bén ngoai. Khi lyc lugng ban hang gia tang vé quy md, s6 lugng nhan vién
quan ly va ho trg ho ciing gia tdng theo, kéo theo su gia tdng thém vé dinh phi ma
khoéng lién quan truc ti€p dén hoat dong ban hang.

Dai ly theo hgp déng

Loai dai ly theo hgp ddng phd bién nhét 1a Pai dién nha san xudt. Ho 1a nhitng
ca nhan, hiép hoi, h6i buén hoat déng doc lap, dai dién cho hai hay nhiéu nha san
xudt hodc cung Ung dich vu, trong mdt vung |anh thé quy dinh, hudng hoa hdng dai
ly (commission) va kinh doanh vé&i nhau. Nhitng dai ly doc lap nay thudng con dugc
goi la dai ly hoa hong, dai ly tiéu thu hay dai ly ban hang, hay moéi gidi. Thuc ra
nhitng tén goi nay phan anh nhitng diém khac nhau vé mat nao d4, nhung dé phan
biét dugc ching can k&, chung ta phai di vao rat chi ti€t vé chuyén mon. Chuong 4
sé& dé cap dén dai ly cia nha san xuat va ban hang cd nhan mét cach sau séc haon.

M6t dai ly cha nha san xudt cé thé 1a mot bd phan trong kénh phan phdi cua
cong ty mot cach lau dai hay tam thgi. Cho du s6 dai ly cua ting cong ty cd khac
nhau, nhitng dai ly déu mang nhitng dac diém chung nhu sau:

1. Hoa hong, chi phi va doanh s6 déu lién hé truc ti€p vd@i nhau. Chinh vi vay,
nhitng cdng ty khdng thé trang trai dugc khoan dinh phi cua Iuc lugng bén
hang truc ti€p ma phai thué nhirng dai ly.

2. Nhirng dai ly nay cung cap mot luc lugng ban hang thudng
xuyén, cling nhu su phan chia khu vuc dia ly rat 6n dinh, dam bao phuc vu sé
khach hang trong vung moét cach nhanh chdéng. Néu tu than cbng ty xam
nhap vao nhiing thi trudng nhu vay, ho sé phai mat nhiéu nam, dac biét la
d6i véi san pham mdi.

3. Théng thudng ho kinh doanh rdt nhiéu san phdm tudng ddi
giong nhau, nhung khong mang tinh canh tranh. Diéu nay dac biét quan trong
khi Cong ty chi kinh doanh mét nganh hang han hep, dang nd luc xd&m nhap
va0 vung thi trudng cé mdt s6 lugng 16n khach hang ma mdi ngudi lai chi tiéu
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thu mét s6 lugng it 6i san pham cla cdng ty dén ndi cong ty khong thé chiu
nGi phi thué mét Iluc lugng ban hang cua ho.

Rat nhiéu céng ty cung cdp hang hda thay that kho long chdp nhan dugc quan
diém nhitng dai ly 1a nhitng t6 chic kinh doanh ddc 18p, c6 muc tiéu va chién lugc
riéng cla ho, ma khdng chiu su diéu khién truc tiép cua céng ty. R&t nhiéu cdng ty
doi hoi dai ly phai luén luén "mot long" véi ho (chi ban hang cho ho) nhu sé nhan
vién ban hang clia ho, nhung ho khdng thé tim dugc dang dai ly ndy. D&i véi nhitng
dai ly cé nhiéu hang cung cap va vdi long trung thanh da bi chia xé nay, ho sé khéng
va khdng thé tap trung quan tdm thoa man nhitng yéu ciu clia mdt nha cung cép
nao do.

Ngoai ra, nhitng hoat dong khéng mang tinh ban hang sé it dudc uu tién haon,
do nhitng hoat dong dy khéng dem lai muic gia tang doanh s6 va do dé khbéng gia
tang khoan hoa hong dai ly cia ho mot cach truc ti€p nhu hoat dong ban hang. Cudi
cling, viéc quan ly mét mang ludi dai ly doc Iap trén toan qudc vira khéng dé dang
vlira khéng phai 1a khdng dat. Pai dién nha san xudt dudc sir dung nhiéu nhat dé tiéu
thu nhitng san phadm céng nghiép. Mét s6 doanh nghiép san xudt dugc s dung nhiéu
nhat dé tiéu thu nhitng san phdm cdng nghiép. Mot s8 doanh nghiép san xuat hang
tiéu dung nhu nhitng hdng nit trang nho thudng dung dai ly d€ cung c8p dén nhiing
mang |udi ban lé. Hodc nhu cong ty Cosning Glass Works, ngoai luc lugng ban hang
clia c6ng ty, ho con dung 31 mdi gidi thuc phdm lam dai ly cho ho dé dua san pham
clia ho dén nhitng hé théng clra hang tap phdm & nhitng thi trudng trung tam.

Luc Iugng ban hang hén hop

Cong ty cb thé sir dung nhiéu loai luc Iwgng ban hang dé chiém linh thj trudng.
Cong ty cé thé str dung hdn hgp luc lugng ban hang clia céng ty va mang Iudi dai ly
dé xa4m nhéap nhiéu loai thj trudng khac nhau.

M6t nha tiép thi cho san phdm dd dung lam bép loai dé ché bién déc san da
dung mdt s6 lugng nhd nhan vién ban hang cua hdng dé tiép xuc ban hang cho
nhitng trung tam cua nhitng cra hang ban Ié dung cu gia dinh, d6i véi nhitng dang
thi trudng con lai ho giao cho nhitng dai ly doc lap.

Mot nha san xuat I16n vé thiét bi nganh nang Iugng st dung luc lugng ban hang
clia nhitng Céng ty khéc nhau dé€ ti€p xic, ban hang cho nhitng dai ly va nhitng nha
may cong nghiép quen thudc, cung vdéi mot s6 dai ly dugc phan cong trén nhirng thi
trudng déc biét. Chinh vi vdy, chdng c6 gi 1a la khi mdt Céng ty duy tri cung Iic
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nhitng loai luc lugng ban hang phu thubc vao dac tinh cla loai khach hang va nhitng
moi quan hé can thi€t ma céng ty phai duy tri. Su da dang va su phs6i hgp nhitng
ching loai luc lugng ban hang sé do nhitng yéu cau cua khach hang quyét dinh, déng
thdi cling bi gidi han bdi su quan tdm va kha nang dap Uung nhirng nhu cau ay tir phia
cong ty.

Lwa chon kénh phan phéi

Kénh phan phdoi truc tiép

Theo cau truc cua kénh phan phéi nay, cong ty thiét 1ap nhitng quan hé truc
ti€p vdi khach hang hién tai cling nhu tiém nang thong qua Iuc lugng ban hang caa
cac dai ly hoac cua chinh cong ty. Thong thudng nhithg mé6i quan hé dy dugc hinh
thanh t&r nhirng giao dich truc ti€p (gap gd) gilra nhitng dai dién ban hang ngoai van
phong cdng ty vdi khach hang. Tuy vy, dbi khi giao dich nay cling cé thé dugc bd
sung, hd trg tir luc lugng ban hang bén trong van phong cdng ty, chu yé&u théng qua
thu tin va dién thoai.

True tiép céng ty | Daily | Khiach
hang
- Cuc luwong Bam hang &
(_'_q___ i
Gian tiép
Congty . Daily .| Cac trung . Khach
| gian hang
il . ko
~—_ _ Lwc lwong ban hangcuacéngty
Hén hdp congty | Daily . Khich
hang loai |
4
/
|/ Trung gian . Khach
{ khac hang loai Il
".". I.\'\.
R N

— ’,

Hinh 2.4: Nhitng phudng an kénh phan phoi

Luc lugng ban hang
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Viéc giao dich ban hang truc ti€p v8i khach hang ddc biét quan trong va phd
bién khi cdng ty kinh doanh nhitng san phdm céng nghiép doi hoi mirc dd tac ddng,
giao tiép gilrta ngudi ban va ngudi mua cao. Nhitng san phdm nay bao gém ca nhiing
mat hang ky thuat nhu c6ng cu may madc, dong cc va mot s6 hé théng va phan cling
may vi tinh. MGi quan hé nay dac biét quan trong, can thiét khi céng ty nay kinh
doanh dich vu. Ngoai ra, giao dich truc ti€p cling quan trong trong trudng hgp khach
hang tucng d6i I6n doi héi phai c6 nhitng ti€p xuc truc ti€p vdi cong ty.

Viéc lua chon s&r dung moét luc lugng ban hang ngoai van phong cong ty hay
mang IudGi dai ly la mot van dé cua kinh té hoc va viéc chiém linh thi trudng. S dung
va duy tri mét luc lugng ban hang cla cong ty sé tao ra nhitng khoan dinh phi to 16n
cho Ivong béng va chi tiéu clia nhitng dai dién ban hang. Néu doanh nghiép tucng
d6i 18n, san phdm cé kha nang tao Igi nhudn tuong d6i cao thi cdng ty c6 thé quyét
dinh cé hay khéng st dung mdt luc lugng ban hang bén ngoai cong ty dé dén tiép
xUc ban hang cho doanh nghiép minh. Céng ty cling van cé thé Iua chon viéc st
dung nhitng dai ly theo hgp doéng, néu trong nganh hang ay quan hé dai ly da tré
thanh mot tap quan dudc chdp nhan réng rai, hodac mang Iugi dai ly da diéu tiét thi
trudng rat manh.

Kénh phan phdoi gian tiép.

Kénh phéan phdi gian ti€p s dung mot hoac nhiéu trung gian gilta nhitng nha
san xudt va ngudi tiéu thu. N6 cé thé dudgc dung nhu mét cdch phan phéi chinh yéu,
hodc bd sung hd trg cho kénh phan phéi truc ti€p. Kénh phan phdi gian tiép thudng
dudc dung khi luc lugng ban hang truc ti€p khd khan trong viéc ti€p can, xam nhéap
thi trudng. Ngoai viéc xd&m nhap thi trudng, hé thGng phan phdi nay con cung cap
nhitng dich vu khac nhu du trit cho nha san xuét, phan phéi, nhitng hoat dong hd trg
ban hang khac ma san xudt nhu IBM, Honeywell va 3M tuyén dung va dao tao luc
lugng ban hang ngoai céng ty dé€ x{r ly nhitng yéu cau vé phan phdi gian tiép, théng
qua trung gian.

Cho du trung gian ban hang cé trach nhiém can ban la ti€p xuc véi khach hang,
luc lugng ban hang ngoai cong ty van chu yé&u duy tri nhitng gdp g truc tiép vdi
trung gian ban hang. Ngoai ra, Iuc lugng ban hang trong céng ty con cd thé bd sung
cho ho bang viéc cung cdp thdng tin cho nha phan phdi va x{r ly nhitng don hang.
Mot s6 hang khac nhu General Electric va Lotus Development Corporation thudng s
dung nhitng luc lugng ban hang bén trong céng ty va ti€p thi qua dién thoai, dién
bdo dé tao thém don hang.
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Viéc ban hang théng qua trung gian la mét trong nhithg dang kénh phan phdi
phé bién nhét dGi véi nhitng hdng kinh doanh hang tiéu dung khi ma khach hang cua
ho trai rong theo nhiéu khu vuc dia ly. Nhitng hang kinh doanh hang tiéu dung nhu
lwong thuc, thuc phdm, xa bdng, nhitng dung cu gia dinh cé thé sir dung méi gidi,
nhirng nha ban buén, nhitng nha ban 1é d& dua san pham dén tay ngudi tiéu thu cubi
cung. Nhitng hdng kinh doanh nhitng sdn phdm cdng nghiép, d& bdo dam thi phan
mot cach t6t hon cho san phdm cua ho thi viéc Iva chon sir dung hé théng trung gian
tly thudc vao nhiéu y&u t8, bao gdm ca loai san pham va nhitng dich vu hd trg
khach hang cudi cung. Khi hang phai déi dién vdi viéc canh tranh trén thi trudng
quoc té, vai tro cla luc lugng ban hang rat quan trong, dac biét khi nhitng ky nang
chuyén mon va nhitng mG6i quan hé lam viéc la nhitng yéu té quan trong.

Kénh phan phéi hén hap

Mot cong ty cd thé cd dudc mot sd d6 phan phdi hdn hdp, véi mot s6 khach
hang nay dugc phuc vu qua kénh phan phéi truc ti€p, mot s6 khach hang khac lai
qua kénh phan phdi gian ti€p. Trong thuc t€, rat hi€ém c6é nhitng cong ty chi dung
mot kénh phan phdi. Ho phai st dung nhitng kénh phan phéi hdn hgp 1a do cong ty
phai phuc vu trén nhitng thi trudng khac nhau véi nhitng dac tinh kinh té€ va
marketing khac nhau. Viéc st dung nhitng ké&nh phan phéi hdn hgp da tao nén su
hoda hdp gilta nhitng Igi diém cua tirng loai k&nh phan phdi v&i nhitng doi hdi cua
tirng thi trudng cu thé.

Nhirng sc dd t6 chirc cé thé dudgc lua chon

Khi can nhéc Iua chon kénh phén phdi, cong ty cling phai luva chon luén mét so
d6 t& chlc sao cho hiéu qua nhat dé dat dugc nhitng muc tiéu chién ludc téng thé.
Viéc thiét k& t6 chirc nay phai cung cdp mot cach cé hiéu qua trinh dd dich vu do
khach hang yéu cau va déng thgi phai dat dugc nhitng muc tiéu vé doanh s6 va Igi
nhudn da dé ra. Mdc du cé rét nhiéu phudng an t8 chic khac nhau cho ting tinh
hudng cu thé& cla tirng cdng ty, ching cd thé x&p lai thanh b&n nhém nhu sau: theo
khu vuc dia ly, theo san phdm, theo tirng loai khach hang va mét s6 s dd hoa tron
gitra nhirng dang trén day.

S0 db té chirc theo khu vuc dia ly.
T8 chirc theo khu vuc dia ly 1a cach t6 chic theo Ianh thd cd ban nhét. Pai dién

ban hang cé "toan quyén" quyét dinh viéc kinh doanh san phdm cua céng ty cho tat
ca khach hang trong khu vuc dia ly ay..
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Viéc t6 chic ban hang theo tirng vung I&nh thé nay triét tiéu hoan toan kha
nang hai hay nhiéu dai dién ban hang cta cung cong ty dén ti€p xuc chao ban cho
cung mét khach hang. Tinh ch&t don gidn cua cod cdu td chilic nay dam bao gidm dugc
chi phi quan ly, ngudi quan ly dé& dang dam nhiém cdng viéc hon, nhan vién cling dé
dang thay ro hon ndc thang thang ti€n clia ho va muc d6 tin tudng gilra dai dién ban
hang vao cac cdp quan ly va s6 cap quan ly cia cd cau nay ciing it hon. M6t khi
nhirng san phdm bén ra tuong ddi ddng dang va khdng cé nhu cau, ddi hdi dic biét
nao tur sdn phdm hay tr khach hang thi ddy qua Ia co cdu td chldc bdn hang rat hiéu
qua.

Co cau té chirc dua trén san phdm

Cd c8u t6 chilic nay phan chia theo tinh chét ciia san phdm. Dai dién ban hang
gi& day trd thanh nhitng chuyén gia v& mét san phdm nao dé hodc mét sd nhirng san
phdm tuong ddi gidbng nhau.

Co cdu td chlic nay ddc biét phu hop khi san phdm ban ra doi hdi mic dd
chuyén mon hoda, trinh d6 ky thuat, kién thldc cao vé ban chat, tinh ndng cla san
phd@m. Diéu nay cho phép cédc céng ty tdn dung va phat trién nhitng nhan vién ban
hang rat gioi ca kién thirc 13n ndng khiéu vé mdt s6 loai san phdm. Trong nhiéu cdng
ty, Iuc lugng ban hang vira dudc két hgp t6 chic theo cd cdu san phdm, vira dudc td
chirc theo vung dia ly, d€ ddm bao chiém linh thi trudng. Chi con mét diém khéng
may hiéu ich va cadn phai cdn nhic thém, 8y la viéc c6 thé cé nhiéu dai dién ban
hang khac nhau dén giao dich ti€p xuc vdi cuing mot khach hang va doéi khi ho lai
canh tranh I&n nhau. Cac cdng ty nhu Xerox, Campell Soup, General Foodva colgate
- Palmolive gan day da phai thay ddi tir co ciu té chlrc theo san phdm sang co ciu td
chirc theo vung dia ly.

Co cdu té chic theo khach hang

M6t dang co cdu td chirc khac cling dang ngay cang tré nén quan trong, phd
bi€n hon, dua trén nhitng dac diém cla khach hang nhu: quy md khach hang, hanh
vi mua sdm va viéc s dung san phdm. Nhitng dai dién ban hang ludn la nhiing
chuyén gia vé viéc &'ng dung cdng dung clia san phdm vao hoat déng kinh doanh cua
khach hang. Ba co sd chu yéu, nhu vira k& trén, bao gdbm: quy md khach hang,
phuong thiic hay hanh vi mua sdm cla ho va viéc st dung san phdm déi vdi tirng
loai khach hang, la nhitng déc tinh cd ban cé anh hudng dén cd cdu té chirc cua céng
ty.

CuuDuongThanCong.com https://fb.com/tailieudientucntt


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

Quy mo khach hang: Nhitng khach hang I6n thudng doi hoi phai dugc quan tam
tir nhirng dai dién ban hang cé kinh nghiém. Hau hét nhitng khach hang Ién trong
toan qudéc gia 1a nhitng nha ban Ié c6 doanh s& I6n va ndm rai rac & khap ndi trén dat
nudc. Ho thudng mua vdéi sb lugng hang 16n d& hudng gid wu dai trong chién dich
khuyén mai theo s6 lugng. Tham chi cé moét s6 khach hang trong yéu tdm cG quéc
gia con dat mua cong cu dong luc cua cong ty theo don dat hang riéng cta ho, hay
mang mo6t nhan hiéu riéng.

Phudng thi'c mua hang cua khach hang: MOt phan ban cia Chinh phu sé mua
nhitng hang hda s dung trong quan doi theo phudng thic dau thau truc ti€p gilra
nhitng t& chic chinh quyén lién bang. Sau d6 phan ban Chinh phi nay s& ban lai cho
nhitng tram déng quan trén toan thé gidi, cling nhu nhitng nhu cau tr nhitng trung
tdm cai hudn hay nhitng trudng hoc bao trg cua cac tiéu bang va toan lién bang.
Phan ban Chinh phu nay trudc day con cung Ung cho ca nhitng hé théng gido duc dia
phudng thong qua mot mang Iudi ban budn, dai ly doc lap va dau thau truc tiép.

Viéc st dung san phdm cua khach hang: Cung mét san phdm nhu nhau nhung
nhirng khach hang khac nhau cé nhitng cach s dung khac nhau. Pac tinh nay cua
thi trudng da khién nhiéu cdng ty phai nghién clu 18p chién lugc d€ phuc vu nhiing
nhu cau dac biét cua khach hang. M6t phan cla viéc dap ng &y da dudc thé hién
trong co céu td chirc hudng vao khach hang.

Cd c4u té chiic hén hop

Nhirng cong ty nao chuyén mon hoda luc lugng ban hang cia minh theo hudng
san phdm hay theo hudng ddc thu cla khach hang (nhu da néu trén) thudng cé co
cdu té chlc luc lugng ban hang theo Ianh thd dia ly ¢ chuyén mdn hda theo hai
hudng nay. V& cd badn, mdt cd cdu td chrc hdn hop & nd luc nhdm tan dung ca
hudng chuyén mén hda theo khach hang va theo san phdm moét cach hiéu qua, tan
dung nhifng Igi diém vé quan ly cla loai cd cdu td chirc theo 1&3nh thé dia ly.

3. Thay déi co’ cau té chirc Iwc Iweng ban hang

Trong thuc té, viéc Iva chon mot cd cdu té chic cho Iuc lugng ban hang khéng
thé dugc tién hanh so sai, thi€u than trong. Khi mét cong ty quyét dinh thay ddi ca
cdu td chilic, ho s& phai thay déi hoan toan cach ti€p can thi trudng trong toan bd
hoat dong cua minh.

Péng luc cua su thay doi
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Tai sao mdt cong ty lai mudn thay déi cung cach kinh doanh clia ho? Cau tra I5i
cd thé 1a hodc cdng ty muébn thay déi dé thich &ng theo nhiing thay ddi cua thi
trudng, hodc su thay d6i nay 1a nhitng nd luc dé tan dung nhitng Igi thé so sanh cua
cobng ty ddi v@i nhitng d6i thu canh tranh hién tai va tudng lai. Ching ta xem xét hai
vi du dién hinh sau:

* COng ty IBM nhan thdy réng rat nhiéu ngédn hang va hdng san xudt s dung
nhirng phan cing may vi tinh can ban giébng nhau. Tuy vay, viéc ing dung nhirng
phan mém & tirng cd sd lai rat khac nhau, d&n ndi ma chi nhitng dai dién ban hang
rat quen thudc véi tirng khach hang chuyén biét va nhitng v8n dé cu thé cua khach
hang thi mdi ban hang thanh céng dugc. Chinh nh& nhan thdc nay, cdng ty da td
chlrc mét luc lugng ban hang chuyén biét riéng cho nhitng t6 chirc tai chinh, dic biét
la nhitng ngdn hang thuong mai,

* Nhirng cbng ty I8n nhu Sears, Xerox, General Electric, General Motors va
nhiéu cong ty khac dd xay dung nhitng mG6i quan hé truc ti€p véi nhitng nha cung
('fng nhitng loai san phdm nhu may vi tinh, bd phdn may méc va thiét bi cdng nghiép.
Khi chuyén mén hoda trach nhiém phuc vu cla tirng dai dién ban hang, céng viéc cua
ho tré nén hiéu qua hon 1a dung nhitng dai dién ban hang téng hop.

Nhitng thay déi vé cd cdu té chic nhu trén déu do nhitng nhu ciu cua thi
trudng thic ddy hudng téi kinh doanh hiéu qua va ndng déng hon. M6t khi cdng ty
nhan th8y co cdu td chirc hién tai khdng thuc hién hiéu qua nhitng chic ndng cua né,
ho phai bat ddu nghién clu mét cé cdu mdi ngay.

Nhirng yéu té can phai dudc can nhic

Cong ty cb rét nhiéu phuong an t6 chirc luc lugng ban hang hodc phdi hop gilta
nhitng phudng an 8y dé chon dudc mét cd cdu cu thé. Khi nghién cltu xay dung mét
cd cdu td chirc luc lugng ban hang mdi, ching ta phai cadn nhdc tirng phuong an té
chirc trén ba yéu té cg ban sau day: hiéu qua, nang luc va tinh kha thi.

Hiéu qua
Viéc can nhdc vé mat hiéu qua tap trung xem xét cd cdu dua ra co thuc hién
dudc nhifng muc tiéu téng thé nhu thé& nao, théa man nhitng nhu cdu cia khéach

hang & mlic ndo. Ching ta s& phai tra I8i nhirng cdu hoi cu thé nhu: Nhitng muc tiéu
vé doanh s6 va Igi nhuan cé dudc thuc hién toét khéng? Khach hang sé phan &ng nhu
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thé nao vdi cd cdu ay? Cd cadu ay co thda man dudc yéu cau cua khach hang hay
khong?

Nang luc

NGi chung thi yéu t8 ndng Iuc 1a m&i quan hé gilra nhitng muc tiéu va chi phi dé
dat dudc nhitng muc tiéu dy. Mot s8 van dé can dugc cdn nhdc nhu: Céng ty cb thé
trang trai dugc nhirng chi phi cia cd cau nay hay khong? Nhitng chi phi lién quan nao
trong tiing cd cdu té chirc gép phan lam tidng doanh thu hay thi phan khéng? Nhirng
chi tiéu vé tai chinh nhu gia tri bién t&€, dong luu chuyén tién mat hién nay va trong
tuong lai gan nhu thé nao?

Tinh kha thi

Khi nghién clu vé yéu t8 tinh thich nghi ndy, cdng ty budc phai tinh toan, thdm
tra nhirng gidi han so sdnh dé& Iuva chon phuong an té chirc ndy hay phuong an khac.
Dong thdi phai cdn nhic xem cong ty cé dé dang thay déi dugc co cau té chirc cla
minh hay khéng néu cé su thay ddi vé diéu kién thj trudng. Mot s van dé dugc dat
ra la: Néu co su suy sup Vvé thi trudng, gidi han chiu dung clia Cong ty dén dau? NEu
chung ta dang st dung nhitng nhan vién ban hang mang tinh chuyén biét, liéu ho cé
thé dugc dao tao lai d& kinh doanh & nhitng thi trudng khac, phuc vu nhitng loai
khach hang khac hay ban nhiing sdn phdm khac. Nhiing chi phi quan ly ¢ dinh nao
lién quan dén Iuc lugng ban hang Iam ching ta khd khan trong viéc thay déi phuong
an t6 chuc trong tuang lai?

Can bang giita cdc yéu toé trén

Mot cong ty khéng thé cdn nhac ting yéu t6 néu trén mét cach doc 1ap dudc
bdi nhitng yéu t6 ay khong doc lap véi nhau. Vi du nhu sé khéng hiéu qua néu cong
ty dung mot luc lugng ban hang truc ti€p chi phuc vu cho mét s6 nhirng khach hang
I6n tAm c& qudc gia. Pay c6 thé 1a cach té chilic giau néng luc, do né thda man mot
nhu cau nao doé cua khach hang. Do dd, né nang cao kha nang canh tranh cua Cong
ty va cong ty cling phai luva chon cd cau nay.

Khi cdn nhac tinh hiéu qua va su can bang gilta cac yéu t8 nay, diém ndi bat la
khi cong ty s dung luc lugng ban hang theo chuyén biét nganh hang hoac khach
hang. Nhitng nghién ctfu cho thay khi céng ty s dung luc lugng ban hang mang tinh
chuyén biét nhu vay, doanh s6 va Igi nhuan tang Ién rat ré. Tuy nhién, cong ty phai
td chirc nghién clru va phd bién cho luc lugng ban hang clia ho hiéu rat ky tirng phéan
khuac rat nhd hep cla thi trudng. Néu kién thic va kinh nghiém cta ho khoéng kip thdai
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chuyén hudng dudc theo thi trudng va khach hang mdi, céng ty s& gdp phai nhiéu su
viéc khdng ludng trudc dudc khi diéu kién thi trudng thay d6i manh mé.

4. Vi du dién hinh vé sw thay déi co’ cau lwc lwong ban hang cuia céng ty Xerox

Nam 1981, Tap doan kinh doanh cla Xerox dam trach viéc ti€p thi cac san
phdm cua Céng ty Xerox vao thi trudng Hoa Ky. Ho cé khoang 3.500 dai dién ban
hang dadm trach ban nhitng loai may sao chup; ngoai ra con khoang 1.000 dai dién
ban hang khac kinh doanh nhitng s&n phdm chuyén dung khac cung véi bé phan phu
trach dich vu khach hang. Trong hinh 2.10, phan "trudc thay d&i" biéu hién cd ciu t6
chilric cua cdéng ty Xerox trudc khi thay d6i. D6 thuc su la mdt co cdu dua vao san
phdm két hdp véi cach té chirc theo phan vung dia ly.

Trudc thay ddi: Cac loai may sao chup
Luc lugng ban hang phéan|Cac hé thong in an
theo hudéng dua vao san Cac may moc van phong
May fax
X ly dir lieu

Dich vu ky thuat

Sau khi thay ddi: Nhitng khach hang I6n tdm quéc Nhitng khach hang
Luc lugng ban hang t6 chic chinh yéu
theo hudng khach hang Nhitng khach hang thuong mai quy moé6 vua
Nhirng khach hang co quy mo nhd
Nhirng khach hang dac biét

Nhitng khach hang s dung nhitng hé théng hén hgp

Hinh 2.5. Thay ddi vé td chirc ciia Cong ty Xerox

Cong ty Xerox nhan thdy rdng trong thd&i gian trudc, phai c6 dén 5 dai dién ban
hang khac nhau dén giao dich cing v8i moét khach hang cho nhitng san phdm khac
nhau va nhu vy rd rang la khéng hiéu qua. Céng ty da t6 chlc nghién clru va két
ludn réng mot dai dién ban hang chiu trdch nhiém kinh doanh cang nhiéu san phdm
thi ho cang cé cd héi ti€p xic chao hang véi ngudi cé6 quyén quyét dinh cao trong
cdng ty khach hang. Can cl vao két qua nghién clru nay, Xerox quyét dinh chuyén
d6i cd cdu t6 chirc luc lugng ban hang nao clia Cong ty cling c6 thé chao ban dugc
moi san pham cta ho cho mét khach hang nao d4. Phan th 2: "Sau thay d6i" trong
hinh 2.10 biéu hién co cdu d3 dudgc t6 chirc lai cua cdng ty Xerox, dua theo dac tinh
cua cac loai khach hang. Trudc tién, bon loai luc lugng ban hang theo cd cau nay
phan theo quy mo6 khach hang. Cac dai dién ban hang trong nhitng loai nay kinh
doanh du loai san phdm cla Xerox vGi nhitng khach hang néu trén. Nhitng khach
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hang déc biét 1a nhdm khach hang c6 quy md nhd, mua san phdm cla Xerox théng
qua mot bén th( ba lam trung gian moéi gidi hay vai tro nha phan phdi. CuGi cung,
do6i véi mot s6 khach hang, nhu cd quan chinh quyén lién bang, hay nhirng céng ty
rat 18n, dodi hoi nhitng hé théng téng hop dudc thiét ké dac biét. Nhdém khach hang
cudi cung nay da cho thay cong ty Xerox sé luon ti€p 'ng vdi nhitng nhu cau dac biét
clla mét s6 thi trudng ddc biét.Hai ndm sau khi t6 chilc lai co cdu luc lugng ban
hang, cong ty Xerox da nang thi phan cua ho trong kinh doanh may photocopy Ién
thém 11,5% va luc lugng ban hang clua ho da dugc danh gia la luc lugng ban hang
gidi nhat nudc My.

B& tri thai gian va thiét ké té chirc

Ching ta cé thé ndi rang cdng ty cang to I6n, k& hoach thay ddi cang sdu sac
bao nhiéu thi céng ty cang méat nhiéu thdi gian hon dé dua su thay ddi 8y vao 6n
dinh va danh giad thanh qua cla su thay ddi. M3c du céng ty Campell bt dau céng
cudc ddi mdi néu trén tr ndm 1985, nhung tac dung cua nd thi gid ddy mdi tur tur
dudc cdm nhan. CAng ty Xerox thuc su tién hanh thay ddi vao ndm 1981, Ilc bay gid
ho da giao cho b6 phan kinh doanh may photocopy dam nhan thém phéan kinh doanh
san phdm mdi ch& khdéng xdy dung moét luc lugng ban hang chuyén mén hda nira.
Qua trinh thay ddi thuc su bt dau vao ndm 1985 va udc tinh phai mat dén 5 nam
mdai hoan tat dugc. Vao nam 1989, luc lugng ban hang bao gom khoang 6.000 dai
dién ban hang cua Xerox lai dugc xép loai vao mét trong nhiing luc lugng ban hang
hang dau cua nudc My.

Bai tap tinh huéng: Céng ty Schmitt Meats

Schmitt Meats la mot hang tu nhan déng géi thit & mot thanh phd mién Trung
Tay, Hoa ky. Ho thu mua, pha thit dong goéi va ban lai cho nhitng nha ban lé cling
nhu mot s siéu thi loai nho va vira. Ho khong du kha nang san xuat va phan phdi
cho nhitng trung tdm, dudng day ban 1& I6n. Pay lai I mot Igi thé cho san phadm tur
phia khach hang. Tuy nhién, su tin nhiém nay da gap phai khd khan khi nhitng nha
phan phéi thit 16n khdp cd nudc sdn sang chao hang véi nhitng don hang uu tién
hodc cé giam gia.

Hién hay, Schmitt cé hai gidm déc quan ly ban hang, mdi ngusi quan ly 5 dai
dién ban hang, nhirng dai dién ban hang nay dudgc tra ludng can ban cong thém vai
hoa hong ban hang dua vao doanh s6 vugt troi so véi s6 dé ra hang thang. Nhiing
dai dién ban hang nao dat s6 vugt 10% doanh sG dat ra cho cad nam thi sé dudc
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thudng thém tuy theo Igi nhuan cta céng ty trong nam &y. Vi vay, nhitng dai dién
ban hang dugc thic ddy rat manh dé€ xuc ti€n qua trinh kinh doanh.

T&t ca nhitng sdn pham cua Schmitt déu thudc loai d& hu hdng va chi cé thé
dudc bao quan trong nhifng han dinh nhat dinh. Nhitng sdn phdm qua han dugc tra
vé cho cdng ty tuy theo doanh sé trung binh clia diém ban 1&. M&i gan day, Schmitt
td chliic mét cudc cd ddng ban hang dic biét: Ngudi ban 1& cé thé dugc giam gia
dang k& cung vGi mot chiéc radid cé dong hd digital néu ho ddt mua mot sé lugng
tuong d6i Idn dén miic nao dé. Mot trong s6 nhitng nha ban Ié bi nhitng diéu kién caa
dgt cd déng thic day, da dat mua gép hai I1an doanh s théng thudng cla ho. Va vao
cubi thdng, 30% s6 hang trén da khong ban két. San phdm da bi qua han. Nha ban
lé noi trén dang c6 gang budc dai dién ban hang clia Schmitt nhan lai sé hang chua
bdn dudc. Ngudi dai dién bdn hang trinh bay vd&i gidm d6c ban hang va thém rang
"D&y la khach hang t6t nhit cua tdi ddy!", roi hdi xem vi gidm d6c ban hang cé thé
giadi quyét dudc gi khong.

Cau hoi

1. Vi gidm doc ban hang phai lam gi?

2. Ba ta (gidm doc ban hang) phai giai thich nhu thé nao véi ngudi
dai dién ban hang?

3. Gidm dobc ban hang phdi lam gi néu cap trén cua ba biét
chuyén? Néu do6i thu canh tranh cua Cong ty biét dugc chuyén nay?
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