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Cach Xay Dwng KPI Cho Sales

1. KPIla gi?

KPI viét tit cho Key Performance Indicator 1a mét hinh thirc do lwdng gi tri nham xac dinh
hiéu qua ma doanh nghiép da dat dwoc ddi véi mot muc tiéu kinh doanh cu thé. Céac tb chirc,
doanh nghiép thwdng s dung KPI & nhiéu cdp d6 khac nhau dé danh gia mirc d6 thanh
cong ctia ho ddi véi mdt muc tiéu dé ra tir trudec.

KPI ciing dwoc sir dung dé so sanh mat do hiéu qua cta doanh nghiép, coéng ty trong viéc
dat thanh qua trong cac muc tiéu cu thé. Cac doanh nghiép s dung KPI cho nhiéu cap khéac
nhau dé danh gia mirc d6 thanh céng. KPI & level cao sé tap trung vao céc chi sd chung cla
toan doanh nghiép va nguwoc lai, KPI & level thap dwoc sir dung cho cac hé théng quy trinh,
chi sb nhan vién, phong ban nhu Sales, Marketing hay Call center.

2. Tai sao can dén KPI?
Vé&i quan ly:

e Theo déi dwoc hiéu suét lam viéc cia nhan vién trie quan, minh bach, chinh xac cling
nhw dé ra ché do lwong thudng, ky luat phu hop.
e Nang cao hiéu qua quy trinh nghiém thu thwc hién céng viéc.

V&i nhan vién:

e Tao dong lwc lam viéc, hwéng téi thwe hién muc tiéu.
e Na&m rd m&rc d& hoan thanh coéng viéc so véi muc tiéu da dé ra.
e Phat hién ra cac khiém khuyét néu cham tién dé thwc hién nhiém vu dé cai thién kip
thoi.
3. Cac chi sé quan trong khi xay dwng KPI Sales

Khi 1ap KPI sales véi phwong thire ban hang tryc tiép, truyén théng. Sé bao gdm rat nhiéu
céc chi sé can lwu y nhw sau:

e V& thoi gian: c6 thé tinh theo Ngay, Tuan, Thang, Quy va Nam.
e V& nhan vién: c6 thé tinh theo tirng nhan vién, ca phong, ca cong ty.
e Vé dialy: c6 thé tinh theo tirng tinh thanh; trong tinh thanh c6 thé tinh tirng huyén.
e V& khach hang: co thé tinh theo tirng khach hang cu thé.
3.1Chi sé tiép can khach hang khi thiét 1ap KPI Sale

Mét nhan vién sales tiép can bao nhiéu khach hang méi trong 1 tuan/ thang/ quy?
Mét nhan vién sales tiép can bao nhiéu khach hang cii trong 1 tuan/ thang/ quy?

M6t nhan vién goi dién thoai bao nhiéu cudc dién thoai cho khach trong 1 tuan/ thang?
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M6t nhan vién chadm séc khach hang bao nhiéu 1an cho khach hang cii/ méi trong 1 tuan/
thang?

Ty I& chuyén dbi tir khach méi thanh khach mua hang bao nhiéu phan tram?
Thoi gian chuyén ddi tir khach méi thanh khach mua hang binh quéan 1a bao 1au?
Chi phi chuyén déi cho khach hang méi thanh khach hang cii 1a bao nhiéu tién?
3.2Chi s6 ban hang va doanh thu khi xay dwng KPI Sales

Doanh sb ban hang trén du nhan vién hang tuan/hang thang/hang quy?

Doanh sé ban hang trén tirng khach hang theo tuan/thang/quy/nam?

Doanh sé ban hang trén tivng huyén/ tinh theo tuan/thang/quy/ndm?

T&ng trwdng doanh sé theo tirng khach hang theo tuan/thang/quy/nam?

Tang trwdng doanh sé theo tirng: Pia ban (tinh); Theo dau sales; Theo tirng s&n phdm; Tinh
theo thang/quy/nam?

Doanh sé ban hang theo tirng: Ma san pham/ Thwong hiéu/ Dong san pham cu thé theo tirng
tuan/thang/quy/ndm?

Doanh sé dén tlr khach cii chiém bao nhiéu phan tram (%)?
Doanh sé dén tir khach hang méi chiém bao nhiéu phan tram?

3.3Chi phi va leei nhuan khi xay dwng KPI Sale

Chi phi ban hang tinh theo ttvng nhan vién sales cu thé theo tuan/ thang/ quy/ nam?
Chi phi ban hang tinh trén doanh thu téng tinh theo tuan/ thang/ quy/ nam?

Chi phi ban hang trén méi dia ban (tinh) tinh theo tuan/ thang/ quy/ nam?

Chi phi ban hang tinh theo sw kién/ chwong trinh khuyén mai tinh theo dau khéach
hang trong thang/ quy/ nam?

Vé loi nhuan trong bang KPI Sales:

e Loi nhuan gdp binh quéan tinh theo thang/quy/nam: Quy dbi vé % va gia trj that.
Loi nhuan rong binh quan tinh theo thang/quy/ndm: Quy dbi vé % va gia trj that.
Loi nhuan gbp/ rong tinh theo tirng dia ban (tinh thanh) tinh theo thang/nam.
Loi nhuan gép/ rong tinh theo tivng dau khach hang tinh theo thang/nam.

Loi nhuan gdp/ rong tinh theo tirng nv sales tinh theo thang/nam.

Vé ty 1& Chi phi/Doanh thu khi xay dwng KPI Sales:

e Ty lé chi phi/doanh tinh theo tirng nhan vién sales hang thang/quy/nam.
e Tylé chi phi/doanh thu tinh theo tirng khach hang/tirng tinh thanh theo thang/quy/nam.
e Ty lé chi phi/doanh thu binh quan nam.
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3.4Muc tiéu doanh thu cac nam tiép theo

Doanh sb tdng tang bao nhiéu % va gia tri cu thé |a bao nhiéu?
Doanh sé phan bé theo khu vuc?

Doanh sb phan bd theo san pham/ thwong hiéu?

Doanh sb phan bd theo diu sales?

Doanh sb phan bd theo khach hang?

Doanh s phan bd cho khach hang cii?

Doanh sb phan bd cho khach hang m&i?

Kich ban doanh sé Tét Ia bao nhiéu %? Binh thuwéng 1a bao nhiéu %? X4u la bao nhiéu phan
tram?

Lei nhuan binh quan?

Chi phi binh quan?

Ty suét lgi nhuan binh quan?

3.5Vé san pham ban

San pham gi ban chay nh4t? Doanh sé cu thé theo thang/ ndm?

San pham gi ban c6 loi nhuan cao nhat? Doanh sb cu thé theo thang/ ndm?

San pham gi tiém nang nhéat? Doanh sé cu thé theo thang/ ndm?

San pham gi ban kém nh4at? Doanh sb cu thé theo thang/ ndm?

San pham nao khach hang mong mudn nhét?

San pham nao ban gia cao nhat?

Chién lvgc san phdm nam téi la gi? Vé thwong hiéu, vé sb lwong dong hang, vé bao bi?
3.6Vé khach hang

Khach hang nao ban doanh sé Ién nhat? Doanh sb cu thé theo tuan/thang/ nam?

Doanh s ban hang theo tirng: Ma san phdm/ dong san pham trén tirng khach hang/ ting
dia ban; Doanh sb cu thé theo thang/ n&m?

Chi phi ban hang tinh theo tirng khach hang/ ttrng dia ban?

Khéch hang nao cho lgi nhuan cao nhat?
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Chi s6 cong no cua khach hang? Thoi gian thanh toan cta khach hang? Kha nang thanh
toan cua khach hang?

Tiéu chi xép hang khach hang: VIP 1, VIP 2, VIP 3?
Chinh s&ch phuc vu khach hang theo tiéu chuan VIP 1, 2, 3.

Chuwong trinh cham séc khach hang va chi phi cham séc khach hang phan bé theo tirng dia
ban/ khu vuc/ tinh thanh/ khach hang; Phan bé theo tirng nhan vién sales, tinh theo thang/
quy/ nam.

4. Tam quan trong cta KPI khi &p dung cho nhan vién kinh doanh

Thoi gian tuyén dung va dao tao nhan vién kinh doanh: Do lwdng dwoc thdi gian can thiét
dé huén luyén nhan vién kinh doanh cé thé thwc hién dwoc chi tiéu doanh s ban hang dé
ra.

Ty 1& nhan vién kinh doanh trén chi tiéu doanh sb: Gitp do lwéng hiéu qua cha déi ngii kinh
doanh.

Chi phi cho lwc lwong kinh doanh: Banh gia dwoc chi phi da dau tw dé phuc vu cho cdng tac
kinh doanh/ban hang.

S6 khach hang nhan vién tiép can: Pay |a chi sb danh gia dwoc kha ndng mét nhan vién kinh
doanh sé phuc vu dwgc bao nhiéu khach hang.

Chi phi dé thu hat khach hang méi: Banh gia dwoc chi phi can bd ra bao nhiéu cho déi ngi
nhan vién kinh doanh dé c6 thé thu hat va tim kiém ngudn khach hang méi.

5. Wu diém va nhwoc diém khi 4p dung KPI cho nhan vién
5.1 Uu diém

Ca ddi nhom c6 thé cung phéi hop dé hwdng téi nhirng muc tiéu chung
Ra quyét dinh nhanh chéng hon véi cac sé liéu chinh xac

Thé hién trre quan va dinh lweng muc tiéu chién luvgc

Giup khau quéan ly nhan biét thanh qué cda té chirc, phong/ban hodc mét nhan vién nao d6
dé cé hwdng khuyén khich, tao déng luc hoac ra phwong an cai thién

5.2 Nhwoc diém

Chi sb KPIs xay dwng khoéng dat dwoc tiéu chi SMART, n6 khéng chi gay anh hwéng xau
dén viéc danh gia néi riéng ma con gay hau qua tiéu cuc cho hé thdng quan tri td chirc.

Néu muc tiéu khéng dat dworc tiéu chi cu thé (Specific) thi nhan vién khéng biét minh phai
lam gi va lam nhuw thé nao dé dat dwoc hiéu qua cdng viéc nhw mong mudn.
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Céc chi sb khong do lverng duoc (Measurable) thi két qua thwe hién cong viéc sé khong co
y nghia
Céc chi sb KPIs néu khéng thé dat dwoc (Achievable) hay khong thue té (Realistic) thi muc

tiéu xay dwng quéa xa voi, nhan vién khong thé dat dwoc du da cd gang hét minh. Diéu nay
anh hwéng dén tam ly, gdy mét maéi, chan nan va thiéu dong lwc khi lam viéc.

Céc chi sd KPIs khong c6 han dinh cu thé (Time-bound) khién nhan vién khong biét cong
viéc nay phai lam trong th&i gian bao lau hay khi nao phai hoan thanh; gay ra tinh trang kho
kiém soat chinh viéc ho dang lam.

6. Cac bwéc xay dwng KPIs cho nhan vién kinh doanh
6.1 Xac dinh d6i twong xay dwng KPIs cho nhan vién kinh doanh

C6 2 dbi twong co6 thé xay dwng KPIs cho nhan vién ban hang dé 1a; Trwdng phong kinh
doanh hoac bd phan hanh chinh - nhan sur.

V&i trwdng phong kinh doanh - ngudi hiéu rd va tdng quan nhét vé thij trwéng, ndng lwe nhan
vién va tiém nang khach hang, sé danh gia duoc thuc luc cia sales.

Vé&i bé phan nhan sy - hanh chinh chuyén mén danh gia KPIs dam bao dwoc tinh khach
quan nhwng lai gay ra xung dét trong ndi bd cong ty (gilra phong kinh doanh va hanh chinh
nhan sy.)

6.2 Nén tang KPIs dwa trén cac cau héi

Dwa trén cac nhiém vu ma nhan vién ban hang dwoc giao: Dam bao doanh sé ban hang,
duy tri mdi quan hé v&i khach hang ci, tim kiém khach hang méi, ching ta sé& c6é mét sb chi
sb dé danh gia nhu sau:

e Doanh sb khach hang mai
e Doanh sbé khach hang cii
e Ty lé thu hoéi cong no

Tuy nhién, nhirng chi sé trén day chi dwoc cho la chi sd chinh, dé& cac chi sb nay dwoc hoan
thanh thi can chi sé chi dan la:

e S6 khach hang tim hiéu sau khi nhan vién nhan Data tir phia phong Marketing
e Sb cudce tiép can khach hang

e Sb cudc tiép can diém ban/dai ly thanh cong (da dam phan véi chu dai ly)

e Sb lweng chi diém ban hen gép lai va héi vé hop déng
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