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LOI CAM ON

Pé hoan thanh bai Bao cdo thyc tap nay, em da nhan duoc rat nhiéu sy quan

tam, gitp d& va huéng dan cua nhiéu ca nhan, tap thé trong va ngoai trudng.

Em xin chan thanh cam on gido vién huéng dan, ThS. Pd Uyén Tam,
Truong Hoc vién Hang khong Viét Nam da danh nhiéu thoi gian dé hudng dan,

gitip d& em trong suét qué trinh thuc hién bai Bao cdo thuc tap nay.

Xin chan thanh cam on Ban giam ddc, cdc Anh/Chi cac phong Kinh Doanh,
phong Ké Toan di chia sé nhiéu thong tin, ciing nhu tao moi diéu kién thuan loi

dé giup em hoan thanh bai viét nay.

Xin cam on Quy thay/cd cung cac Anh/chi thudc van phong Khoa Van Tai
d3 hd tro va cung cip nhirng thong tin kip thoi, giup em hoan thanh bai Bao céo
thuc tap dang thoi han.

Mot lan nita em xin bay t6 1ong biét on siu sic vé sy gitp d& quy bau nay.

TP Ho6 Chi Minh, ngay ... thang ... nam 2019

Sinh vién thuc hién




LOI CAM DPOAN

T61i cam doan réng bao cao thuc tdp nay la do chinh t6i thuc hién, cac sb
licu thu thap va két qua phan tich trong bao cdo 1a trung thuc. cac dir liéu lay tir

ngudn khac déu dugc trich dan nguén day du.

TP Ho6 Chi Minh, ngady ... thing ... ndm 2019

Sinh vién thyc hién




NHAN XET CUA PON VI THUC TAP

TP Ho Chi Minh, ngay ... thang ... nam 2019
Tha trwéng don vi

(ky tén va déng dau)




NHAN XET CUA GIAO VIEN HUONG DAN

TP Hé Chi Minh, ngay ... thang ... nam 2019
GIANG VIEN HUONG DAN
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LO1 MO PAU
1. Ly do chon dé tai

Tir khi tré thanh vién chinh thtc cua té chie thuong mai thé giéi WTO, nén
kinh té Viét Nam di c6 nhitng chuyén bién manh mé&. Sy hoi nhap theo ca chiéu
rong va chiéu sau voi nén kinh té toan cau da dat ra nhiéu co hoi va thach thirc cho
nén kinh té Viét Nam. Co hoi ¢ day chinh 1a ngay cang c6 nhiéu nha dau tu nudc
ngodi chu ¥ va mong mudn dau tu vao thi truong Viét Nam, con thach thire chinh 1a
su canh tranh s& xay ra ngdy cang khic nghiét hon giira cac doanh nghiép trong
nudcC Vi nhau ciling nhu gitra cac doanh nghié€p trong nudc véi cac doanh nghiép
nudc ngoai. Sy canh tranh gay gat iy doi hoi cac doanh nghiép trong ciing nhu
ngodi nudc can phai c6 mot ngudn nhan lyc doi dao va chét lwong dé dap ung duoc
khoi lwong cong viéc va tao ra nhiing san pham co chat lwong t6t nhat nham nang
cao kha nang canh tranh ctia minh.

Thanh phd H6 Chi Minh 1a mét trong nhitng Thanh phd c¢6 thi truong canh
tranh khac nghiét nhat khu vuc. Vi nén kinh té duoc vi nhu “Hon ngoc bién Dong”
cua khu vuc Péng Nam A cung véi mot thi trudng rong Iéon, Thanh phd HO Chi
Minh 14 noi ¢ s6 lwong ngudn nhan lyc doi dio va dong diic nhat ca nudc. Tir d6
nhu cau sinh sdng, lam viéc va hoc tip ngay cang ting cao & thanh phd trong nhiing
nim gan day. Dé co6 dugc mot chd & dé thuan tién cho cong viée cling nhu hoc tap
1a diéu hét sic quan trong cho moi ngudi dan dang sinh séng va lam viéc tai Thanh
phd HO Chi Minh.

Thi truong Bat dong san Viét Nam da tirng nong 1én vao nhitng nim Viét Nam
méi gia nhap WTO. Dic biét 1a Thanh phd HO Chi Minh, nhu ciu vé nha &, cin hd
tdng cao vao cac nam 2007, 2008. Va phan phdi Bat dong san thuc su tro thanh mot
nghé “hot” dbi v4i cac doanh nghiép kinh doanh Bét dong san trong va ngoai nudc.
Tuy nhién, dé dat duoc hiéu qua trong qua trinh kinh doanh bat dong san doi hoi cac
doanh nghiép phai c6 nhitng nd luc khong ngirng nghi va vuot qua nhiing thir thach

khong hé nho trén thi truong.



Déi véi Cong ty Bat dong san Phuc Hung, trong sudt qué trinh hinh thanh va
phat trién, cong ty di vuot qua biét bao thang tram, nhirng khé khin cua ngay dau
thanh 14p, trong mot moi truong kinh doanh luén bién dong véi su canh tranh gay
gat tir thi truong. Cung véi sy gia ting vé thi phan, thi quy mé ciia cong ty ciing
khong ngirng mé rong, va dac biét 1a nhan sy ¢ bo phan kinh doanh. Vi vay ma
cong tac quan tri ban hang cang phai dugc chi trong hon nita, lam thé nao vira quan
Iy dugc mot s luong 16n nhan vién, gan két ho thanh mot khéi thdng nhat, vira
dung hoa dugc céc loi ich ctia nhan vién, khach hang va muc ti€u chung cua cong
ty.

Tt nhitng 1y do trén em di chon dé tai “Hoan thién hoat dong quan tri ban
hang tai Céng tyPhtic Hung” véi mong muén dwa ra mot sb giai phap kha thi nham
day manh hon nita hiéu qua cua hoat dong quan tri ban hang.

2. Muc tiéu nghién curu

Tim hiéu thuc trang quan tri ban hang tai Cong ty Phiic Hung.

Tu thyc trang quan tri ban hang nguoi lam bao cao danh gia dua ra giai phap
hoan thién hoat dong quan tri ban hang tai cong ty.

3. Phuong phap nghién ciru

Nhim dat dugc nhitng muc tiéu ké trén, nguoi 1am bao cdo thuc hién lan luot
qua cac budc sau:

Budc 1: Thu thap thong tin va céc tai liéu lién quan san c6 vé hoat dong quan
tri ban hang trong qua trinh thyc tap tai Cong ty Phuc Hung cling nhu thu thap
thong tin tr huéng dan cia nhitng c4 nhan cong tac tai Cong ty Phuc Hung néi
chung va nhiing nguoi chiu trach nhiém quan tri ban hang cho Cong ty Phiic Hung
noi riéng.

Budc 2: Truc tiép phong van, tham khao y kién tir nhan vién kinh doanh cua
Phuc Hung vé hoat dong quan tri ban hang hién tai cia cong ty.

Budc 3: Tur tai liéu thu nhap o bude 1 va phong van ¢ bude 2, néu ra thuc

trang hoat dong quan tri ban hang tai cong ty Phuc Hung.



Budc 4: Tu thuc trang hoat dong ban hang ctia Cong ty Phic Hung & budc 3,
ngudi 1am bao cdo dua ra nhin xét va nhirng dé xuat, gop ¥ cho hoat dong quan tri
ban hang cua cong ty.

4. Pbi twong va pham vi nghién ciu

Déi twong nghién ciru: Hoat dong quan tri ban hang tai Cong tyPhtic Hung.

Pham vi nghién cuu:

Pham vi vé khong gian: Nghién cttu hoat dong phan phdi bat dong cua Cong
ty Phuc Hung chi nhanh 125 Nguyén Hitu Canh phuong 22 quan Binh Thanh thanh
phé H6 Chi Minh.

Pham vi vé thoi gian: Téc gia di thuc tap tir 18/02/2019 — 09/04/2019, s licu
nghién ctru dugc su dung tir nam 2016-2018.

5. Két cau ciia bao cao thuc tap tét nghiép
Ngoai phan mé dau, tai liéu tham khao va phu luc. bao céo thuc tap tét nghiép

duogc chia 1am 3 chuong sau day:



CHUONG 1: GIOI THIEU VE CONG TY PHUC HUNG
1.1. Lich sir hinh thanh va phat trién ciia Cong ty Phiic Hung

Cong ty Phiic Hung dugc thanh 13p ngay 24 thang 3 nam 2010 trén co s¢ la
don vi méi gidi cac du an tai khu Nam Sai Gon. V&i 7 nam kinh nghiém kinh doanh
trén thi truong bat dong san, Phuc Hung thau hiéu sau sic vé nganh bat dong san va
nén kinh té Viét Nam, ddy 1a mot thé manh vo cung to 16n, gop phin ngdy cang
khing dinh va nang cao vai trd va vi tri ciia Phuc Hung trén thi truong bat dong san.

Tinh dén nay, Phuc Hung da tién hanh phan phdi trén 70 dy 4n nha . Khu do
thi méi, hau hét cac du an déu & vi tri gan trung tim thanh phd, c6 co sé ha tang
giao thong thuan tién. Pac biét Phiic Hung 13 don vi phan phdi chién lugc cua
Vingroup — Vinhomes tai Thanh phé H6 Chi Minh, diéu nay da tao ra lgi thé canh
tranh dang ké cua Phuc Hung, dam bao nhitng san phim Phic Hung cung cap cho
thi truong bat dong san 1a nhitng san pham thu hat duwoc nhiéu khach hang véi gia
ca hop 1y.

Pé dap ung nhu cau phét trién ngay cang 16n manh, Phuc Hung d3 mo rong
hoat dong phat trién véi 3 cong ty thanh vién, 02 Vian phong dai dién cung hé thong
04 San giao dich quy mé vo1 do1 ngli nhan vién hoat dong chuyén nghiép. Cac cong
ty thanh vién hoat dong ¢ cac linh vuc khac nhau da giup Phiic Hung tao thanh quy

trinh lién két chat ché trong chudi cung (g bat dong san.



1.2. Pia vi phap ly va nhiém vu kinh doanh

1.2.1. bia vi phap ly

Hinh 1.1: Logo Cong ty TNHH TM DV BDS Phuc Hung.

e Website: http://www.phuchungland.vn/
e Try s& chinh: 125A Nguyén Hitu Canh, Phuong 22, Quan Binh Thanh, TP
Hd Chi Minh

e M3 sO thué: 0313654339

e Ngudi BDPL: Ducdng Céng Luc

e Gidy phép kinh doanh: 0313654339

e Linh vyc: Tu van, méi gidi, dau gia bat déng san, dau gia quyén su
dung dat

1.2.2. Nhiém vu kinh doanh

Cung cip cac dich vu hd trg giao dich mua ban, chuyén nhuong, cho thué,
thué mua bat dong san; thuc hién viéc xac nhan bat dong san da duoc giao dich qua
San;

Thuc hién cac dich vu moéi gidi, dinh gia, tu van, quang céo, ddu gia va quan
1y bat dong san;

X4y dung website dé thuc hién cac nghiép vu quang ba hinh anh Cong ty,
cung cap thong tin cho khach hang va hd tro giao dich truc tuyén vé bat dong san;

X4y dung ngan hang dit liéu khach hang vé bat dong san;

Bdi dudng nghiép vu kinh doanh dich vu bat dong san cho can bd, nhan vién;


http://www.phuchungland.vn/

Cong bb cac thong tin vé hoat dong giao dich bat dong san;
1.3. Co cau to chiic

Cong ty tin rang dau tu cho sy t6 chirc nhan sy cho sy thanh cong trong twong
lai cua cong ty. Do d6, lam viéc tai Phuc Hung, ban & c6 mét 16 trinh nghé nghiép
16 rang duge dinh hinh tir nhitng chuong trinh dio tao phu hop nhat véi myc tiéu
ban than.

Céc hoat dong dao tao duoc to chuc thudng xuyén nham xay dung va phat
trién nguodn nhan lyc du vé sé luong véi chat luong chuyén mon cao dap ung yéu
cau cong viéc. Pong thoi, tao co hoi cho can bo nhan vién phan dau, thing tién
thong qua viéc tu hoc tap va rén luyén.

Cic chwong trinh dao tao bao gom:

e Dao tao van hoa hdi nhap cho tit ca can bo nhan vién.

¢ Dao tao chuyén mon, nghiép vu dé nang cao tay nghé cho nhan vién.

e Do tao tip trung cac khoa k¥ ning mém ngan han va dai han.

e Dao tao ké thura.
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So do 1.1: Co cdu t6 chive ciia Cong ty Phiic Hung.

(Nguon: http://www.phuchungland.vn/co-cau-to-chuc)
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1.4. Két qua hoat dong trong giai doan 2016-2018

Stt | Chi tiéu Ma | Nam 2016 Nam 2017 Nam 2018
Doanh thu ban hang va cung 13,605,065,57
1 , 1 |63,832,197,842 | 12,063,163,748
cap dich vu 0
2 | Cac khoan giam trir doanh thu |2 | 1,595,819,941 | - -
Doanh thu thuan vé ban hang va 13,605,065,57
3 , 10 |62,236,377,901 | 12,063,163,748
cung cap dich vu 0
. 13,285,446,49
44 | Gia von hang ban 11 | 74,084,062,438 | 2,229,456,305 o
Loi nhuan gop vé ban hang va
5 , 20 |-11,847,684,537 | 9,833,707,443 | 319,619,072
cung cap dich vu
21,133,286,80
6 | Doanh thu hoat dong tai chinh | 21 | 34,472,151,534 | 21,627,170,037 0
7 | Chi phi tai chinh 22 |- 1,020,255,000 |414,083,334
- Trong do6: Chi phi 1ai vay 23 | - - 414,083,334
8 | Chi phi ban hang 24 |1,464,913,858 |2,040,634,607 |1,501,145,646
9 | Chi phi quan 1y doanh nghiép 25 |5,752,080,573 | 6,842,666,966 |6,191,201,871
Loi nhuan thuan tr hoat dong 13,346,475,02
10 30 |15,407,472,566 |21,557,320,907
kinh doanh 1
21,133,286,80
11 | Thu nhap khac 31 |8,940,110,352 | 4,905,634,675 0
12 | Chi phi khac 32 [1,713,249,438 | 1,720,434,419 | 685,534,489
20,447,752,31
13 | Loi nhuan khac 40 |13,616,198,543 | 3,185,200,256 .
Tong loi nhuan ké toan trudc 33,794,227,33
14 , 50 |29,023,671,109 | 24,742,521,163
thue 2
15 | Chi phi thué thu nhap doanh |51 |7,230,215,115 |5,422,773,501 |4,467,751,977




nghiép hién hanh

Chi phi (loi ich) thué thu nhap

16 _ _ 52 |- - -
doanh nghiép hoan lai
Loi nhuan sau thué thu nhap 29,326,475,35
17 ) 60 |21,793,455,994 | 19,319,747,662
doanh nghiép 5
18 | Li co ban trén co phiéu 70 |- - -

Bang 1.1: Két qua hoat déng trong giai doan 2016-2018.

e (NQuéon: Phong ké todn Céng ty TNHH TM DV BPS Phiic Hung)




CHUONG 2: THUC TRANG HOAT PONG QUAN TRI BAN HANG

TAI CONG TY PHUC HUNG
2.1. Khai quat chung veé thi trwong bat dong san Viét Nam

2.1.1. Cau thi trwong

Thi tredng Bat dong san da ting buéc phuc hdi sau giai doan suy thodi, Chinh
pht va cac Ngan hang déu da va dang vao cudc dé kich thich thi truong phat trién.
Thoi gian qua, mot loat cac vin ban luat, cac quy dinh méi da tao diéu kién kich cau
thi treong bat dong san.

Luat Nha & mai cho phép nguoi nude ngoai ¢ Viét Nam va nguoi Viét Nam &
nudc ngoai dugc so¢ hiru nha ¢ tai Viét Nam. Luat nay da lam cho phan khic nha &
cao cap phat trién manh trong thoi gian gan day. Nhiéu du an da bung hang voi
nhiéu vu dai hap din. Tuy nhién, nhu cau nha & cho phan khic cao cip nay sé
khong dugce 1au dai, do nhu cu ¢ han, khi cdc nha dau tu va cdc ca nhan da mua
xong. Song phan khiic nha & gia trung binh lai c¢6 nhiéu tiém nang phat trién 1au dai.

Trong bao céo thi truong bat dong san ma Ching khoan Ban Viét (VCSC) vira
cong bd, cong ty ching khoan nay nhan dinh nhu cau phan khiic nha ¢ c6 mic gia
phai ching s& ting cao trong vong 10 nim t&i do nhiéu nguyén nhan nhu quy mé
gia dinh tai Viét Nam da thu nho lai, lan song ngudi nhap cu vao cac d6 thi lon
ngay mot dong, thém vao d6, mot sb gia dinh c6 nhu cau chuyén tir nha & muac thap
1én murc trung binh...Do vay, theo VCSC, phat trién phan khuc nha & c6 muc gia
trung binh s& 14 tiém nang 16n trong vong 10 nam tai.

Quy md gia dinh giam: Quy mo cac gia dinh ¢ Viét Nam da giam. Xu hudng
hién tai, cac cadp gia dinh tré thuong tach khoi gia dinh cua cha me. Do vay quy mo
gia dinh s& nho hon, va nhu cau nha ¢ s& 16n hon. Theo udc tinh cua VSCS, hién
Viét Nam c6 khoang 8 triéu ho gia dinh tai cac khu vuc do thi, va s€ tang khoang 2
triéu ho dén nam 2025. Do vay, nhu cau nha & cho cac ho gia dinh nho nay dang rat
I6n. Phan I6n trong sé cac ho gia dinh tré tach ra tir cha me, déu chi c6 nhu cau cin

ho tam trung hoac thap, phu hop véi kinh té gia dinh.

10
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So do 2.1: Qui mé hé gia dinh Viét Nam va Trung Quéc.

e (Nguon: TCTK, Cuc thong ké Trung Quéc, Ngdn hang Thé gidi, phdn tich cua
VCSC)

Bén canh d6, thém mét s6 16n cac hd gia dinh hién dang sdng trong cac can ho
gia thap hoic nha ¢ dudi chuan muén chuyén 1én ¢ nha c6 mirc gia trung binh. Do
vay, nhu cau nha ¢ phan khuc gia trung binh dang rét 1n.

Lan séng nhap cu vao cac do thi l6n ngay mot dong

e Néu tinh thém ngudn dan nhap cu tir cic viung noéng thon ra do thi 16n, thi
theo VSCS, trong vong 10 ndm tdi nhu cau nha & méi sé 1én toi khoang 5,1 trigu
can, trong d6 khoang hon mét ntra thugc vé nhu cau nha & binh déan.

e Tuy nhién, cac doanh nghi¢p hi¢én chua man ma vdi phan khic nha ¢ gia
trung binh nay do lgi nhuan con thap. Song, nhitng doanh nghiép c6 tim nhin chién

lrge dé dau tu vao phan khic nha nay s& c6 tiém ning 16n. Néu tinh binh quan mét
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can ho gia 900 triéu, thi tong doanh thu tiém ning cho nhu cau nha & mai s& 1én dén
trén 210 ty USD.

2.1.2. Cung thi trwong

Can ho cao cap bung nd tai TP H6 Chi Minh

Thi truong TP HS6 Chi Minh ciing s6i dong khong kém khi chiing kién ngudn
cung tang dot biét cua phan khic nay. Thong ké cho biét ¢6 khoang 14 du an voi
tong 23.887 cian ho cao cap trén thi trudng. Cac giao dich thanh cong ciling ting vi
tinh thanh khodn tot.

S

VINHOMES

CENTRAL PARK

6

Ul
GENTRAL PARK

T Yo
t] :,-%,.i.._h.ié-f-‘""'"

Hinh 2.1: Phéi canh khu dé thi Vinhomes Central Park.

.

Tiéu biéu trén thi truong tai HCM 1a luong giao dich cta khu Pong véi 2 dy
an Masteri Thao Dién va can ho Vinhomes Central Park tai Tan Cang. Hon 3000
cin ho tai Masteri Thao Pién di giao dich xong va luong khach quan tdm van con
kha nhiéu. Bac biét hon 1a lugng giao dich cua siéu du an can ho Vinhomes Central
Park cua Vingroup khi luong giao dich ting lién tyc va san pham lién tuc chay

hang. Su thanh céng ctia Masteri Thao Dién va dy an Vinhomes Central Park 13
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ludng sinh khi va dong luc thiic day thi trudng bat dong san HCM tré nén sbi dong
trong thoi gian qua.

60% thi phan 1a cin ho cao cip. CBRE Viét Nam di ghi nhan diéu nay. Luong
giao dich thanh cong dat muc ki luc 5.800 can vao quy 2/2015. Trong quy téi S€ co
4.500 can ho dugc chao ban mai.

Dién hinh 14 khu phia Dong dang duoc nhiéu 6ng 16n BDS dau tu trién khai su
an. Vi du nhu Vingroup véi 10.000 can hd tr dy an Vinhomes Central Park, hang
loat du an Lexington, Sunrise City, Galaxy 9, Tropic Garden, River Gate, The
Prince Residence... ciia Novaland ciing dang dugc khoi dong. Gia da tang tur 4-6%
S0 v6i nam trude dic biét & nhirng du an nam & vi tri tét, thuan loi giao thong va co
s& ha tang.

2.2. Phan tich hoat dong quan tri ban hang tai Cong ty Phiuc Hung

2.2.1. Hoach dinh ban hang

D bdo bdn hang: Ty thudce vao thoi diém thi truong va thoi diém cong bd
dir 4n ma con s6 du bao 13 khac nhau. Vi du nhu theo thong tin thang 3/2018 du an
VinCity quan 9 chinh thc mé ban thi thi truong s& nhon nhip, nhu ciu mua ban,
chuyén nhuong sé ting theo tién do dy an.

Xac dinh muc tiéu ban hang: Tim kiém khach hang mdi, mo rong hoat dong
kinh doanh, ting truéng vé lgi nhuan 1a muyc tiéu 16n nhat caa cong ty, nhan thay
hoat dong marketing 1a rat can thiét trong giai doan tang truong hién nay. Vi vay, tir
mot vai nhan vién chuyén phu trach mang in 4n, quang céo, pand...cong ty da thanh
lap han mot bo phan Marketing chuyén biét, tach riéng khoi bd phan kinh doanh,
chiu trach nhiém vé cac chuong trinh hd tro ban hang, dinh vi san pham, dinh vi
thuong hiéu, cu thé qua cac budc:

e Tim hiéu thi truong, phan loai va xac dinh thi truong muc tiéu.

o Xtr ly thong tin.

e Xac dinh nhitng bién d6i cua quy luat cung cau.

e Thu nhap thong tin phan hoi.

o X1r 1y kip thoi thong tin.
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e Diéu chinh dé ting kha ning thu hat va canh tranh trén thi truong.

Ldp ké hoach bdn hang:

Viéc 1ap ké hoach kinh doanh, ban hang & Coéng ty Phuc Hung duwgc Ban
Giam dbc cung cac cap quan tri thao luan, cuing quyét dinh dé ra cac muc tiéu kinh
doanh cho cac phong kinh doanh, cac chi tiéu doanh sb cu thé cho mdi nhéan vién.
Khi mét ké hoach hoic mét chuong trinh ban hang dugc théng qua, thi né duoc
hiéu 13 mot to hop gém cac muc ti€u va nhiém vy, chinh sach, thu tuc, quy tic, cac
budéc tién hanh, cac ngudn luc can su dung... dé thuc hién ¥ dd 16n hay mot muc
dich nhét dinh nao d6 trong qua trinh kinh doanh cta doanh nghiép. C6 dugc mot
chuong trinh gdm cac budc, cac yéu té tro gitip 1a rat can thiét dé dam bao cho cac
nha quan tri va nhan vién ban hang biét duoc phai lam gi trudc, phai 1am gi sau, co
dugc con duong ngan téi duoc muc tiéu cua minh. Viéc 1ap ké hoach ban hang tai
Cong ty Phuc Hung phan 16n do phong kinh doanh dé xuat. Véi mdi myc tiéu can
dit ra trong mot thoi gian nao d6 cac cap quan tri s& lai hop lai dé thao luan, dé tur
d6 c6 quyét dinh chinh xac dam bao hoan thanh tét myc tiéu do.

Nhu vay c6 thé thay viéc 1ap ké hoach kinh doanh cua cong ty hét sirc don
gian mang nhiéu yéu t6 cam tinh, khi chi xem xét dua trén nhitng s6 liéu ban hang
ctia cac thang, quy trude d6. Boi vi thuc té con nhiéu yéu té can dugce xem xét khi
lap ké hoach kinh doanh. Mot ké hoach tt phai dwoc xuat phat tir viéc phan tich
chudi hoat dong kinh doanh, xuat phat tir thi truong, khach hang dén cong ty, doi
thii canh tranh. Tir két qua cac phan tich nay, nha quan 1y tong hop va rit ra nhiing
diém mau chét quyét dinh diém manh, diém yéu, cac co hoi va de doa di Vi cong
ty (SWOT).

Tém lai, cong ty van chua y thire dugc tim quan trong cua viéc xay dung cho
minh mét ké hoach kinh doanh bai ban. Do qui mé khéng 16n, moi hoat dong duong
nhu déu nam trong sy kiém soat cua chi doanh nghiép hay nha quan ly. Duy tri
cach lam viéc theo cach giai quyét su kién va su an y gan két gitta cac thanh vién
trong nhom nhu trong gia dinh. Theo thoi gian, tinh hinh dan thay d6i, tham chi

trong mot sé6 doanh nghiép tinh hinh thay d6i mot cach nhanh chéng. Quy mé hoat
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dong kinh doanh cua cong ty phinh ra cung su phat trién néng ciia xa hoi. Canh
tranh ngdy cang trd nén gay gat trén thi trudng. Phat trién 13 tin hiéu tét song ciing
day cong ty vao tinh thé mat can bang. Nha quan tri d& mat dan sy kiém soat voi
tinh hinh. N lyc ca nhan khong du bu dap su thiéu hut tao ra do ap luc cong viéc,
khong c6 kha ning gin két ca mot tong thé theo dinh hudng xuyén sudt toan cong
ty. Thuc té nay, ddy cac cip quan tri dén vai thuc té budc phai biét ding lai, thiét
lap mot ké hoach dai hoi hon, va phai dam bao 1a ké hoach d6 co du thoi gian can
thiét dé hoach dinh cho nhitng dudng di nuéc budc ciia minh mot cach khon ngoan
hon.

Viéc 1ap ké hoach kinh doanh trén thyc té 1a mot cong cu khong thé thiéu cua
nha quan ly va giéng nhu moi cong cu khac nd doi hoi nha quan 1y phai ¢ k¥ ning
su dung mot cach chuyén nghi¢p. Khong it nha quan 1y st dung khong thanh thao
cong cu nay. Ho than phién ké hoach chi 1a thtr v& trén gidy to. Ké hoach 1a thu
khong bao gid thuc hién duoc. Té hon, nhan vién chang bao gio thuc hién, tham chi
khong biét nhitng thtr trong ké hoach ho dé ra. Lbi 16n nhat ma cac nha quan 1y nay
mac phai 1a ho di khong tra 16i dwoc hai cau hoi 16n nhat cua mot ké hoach kinh
doanh, cau hoi vé mat céng viéc va cau hoi vé mit con ngudi.

Thiét nghi, cong ty can xay dung mét quy trinh 14p ké hoach cu thé véi nhiing
méc thoi gian chi tiét cua ting giai doan khi 1én ké hoach, cac muc tiéu trong nhiing
giai doan cu thé phai dam bao céc tiéu chi co ban nhu: Cu thé, do ludng duoc, tham
vong, c6 thé dat duoc, twong thich va thoi han hoan thanh (SMART).

2.2.2. To chirc ban hang

2.2.2.1. Quy ché va quy dinh ban hang tai Cong ty Phiic Hung

Pa s6 nhan vién kinh doanh cua Cong ty Phiic Hung 1a nhimng ngudi c6 kinh
nghiém trong linh vuc kinh doanh bat dong san, dugc lya chon ki cang voi doanh sé
trung binh tir 2 — 3 giao dich/nguoi, méi nhan vién déu c6 kha ning lam viéc doc
lap va chiu su giam st truc tiép tir cac trudng phong cua minh.

Truéng phong kinh doanh ¢6 vai trd hd tro ban hang, giai quyét nhitng van dé

phat sinh trong kha nang thim quyén ciia minh, bén canh d6 s& quyét dinh viéc lya
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chon dy 4n ma nhém minh s& ban trong ngin han (thudng 1a theo tuan, thang), lua
chon nay duoc dua ra dya trén nhitng san pham cta Cong ty dang ban, trong trudng
hop ngudn hang cua Cong ty hién tai chwa c6 thi ho c6 thé chu dong dé xuat véi

Ban giam ddc dé lay thém san pham vé.

Giam Ddc Kinh Doanh | Téng hop, bdo cdo

Ban Giam Ddc

A 4

Trudéng Phong

T
I
1
1
I
I
1
I

B e et ot e Jm o e - ——— - -

So dé 2.2: Quy trinh t6 chire ban hang tai Céng ty Phiic Hung.

Thong thuong mdi nhom kinh doanh s& chay tir hai dén ba dy an ma minh
thiy phu hop nhat, trong trudng hop dy 4n ma céng ty mudn danh manh vao nhitng
giai doan nhét dinh thi n6 s& dugc chay song song véi dy 4n ma nhom da chuan bi
tu trudce.

Déi véi nhitng du 4n dang trién khai sau khi ¢6 nha mau, viéc tryc tai nha mau
s& luan phién cho tirng nhan vién theo ngay dam bao mdi ngay s& c6 mot ngudi cua
Phuc Hung tai nha miu. San pham ma Phic Hung phan phdi hién tai rat phong pht
va da dang vai day du cac loai hinh bat dong san.

2.2.2.2. Tiép can khach hang

Cong ty chao hang qua nhiéu kénh khac nhau:

e Ding tin trén cic website va forum lién quan dén bat dong san

¢ Quang cdo thong qua cac trang mang xa hdi nhu Facebook, Zalo, Viber...
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« Goi dién thoai tryc tiép qua danh sach khach hang ma phong Marketing da
sang loc va thu nhap duoc.

e Guri email cho khach hang tir nhirng dia chi ma cong ty c6 dugc trén website
Cua cong ty.

e Spam email, spam tin nhan.

e Giri brochure cho khach hang théng qua cac budi ra mét du 4n cia cha dau
tu.

e Phat to roi, thu ngo, ...

2.2.2.3. Gap g& khach hang va ky két hop dong

Khi tiép xtic v6i khach hang, nhan vién s& gidi thiéu, tu van vé dy 4n cin ho
ma khach hang quan tam, giai ddp cac thiac mac cia khach hang. Péi vai nhiing
khach hang dau tu, ho thudng quan tdm dén tinh sinh lgi cua dy an. Bi véi nhitng
khach hang mua &, ho thudng quan tdm dén tinh thuin tién cua dy an ciing nhu sy
phu hop cua du an v6i kha ning tai chinh cua ban than. i véi nhimg khach hang
mudén mua can ho nhung lai han ché vé tai chinh thi ¢6 thé vay ngan hang va nhan
vién kinh doanh c6 nhiém vu hd tro vé mat gidy to cling nhu giai dap cac thic mac
lién quan. Khi khach hang di dong y va chap nhan cin ho, cong ty s& lién lac voi
cha dau tu dé tién hanh nhan coc va ky két hop dong.

2.2.2.4. T6 chuc luc lugng ban hang

Cong ty hién c6 4 nhom kinh doanh phan theo khu vuc:

e Nhom 1: Chuyén khu Dong

e Nhom 2: Chuyén khu Nam

e Nhom 3: Chuyén khu Tay

e Nhém 4: Chuyén khu Béc

MJi nhom bao gdm mot truéng phong va tir 4 dén 8 nhan vién kinh doanh
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2.2.3. Tuyén dung, dao tao, dii ngd lwe lwong ban hang

2.2.3.1. Bic diém vé trinh d6 lao dong

Trong qué trinh hinh thanh va phat trién, cong ty di c¢6 gan 7 nim hoat dong,

viéc coi trong dao tao va tuyén dung lao dong gop phan 1am ting viéc 1am cho x4

hoi duoc cong ty hét sic coi trong. Song thuc té dé phu hop véi tinh hinh méi hién

nay, doi ngii cAp quan 1y, nhan vién cong ty da c6 trinh d6 cao hon, sy tré hoa nhan

sir duoc thé hién 13 rang, do tudi binh quén 1a 26. Mit khac, nhan vién 1 tai san cua

cong ty, 1a yéu té quan trong trong hoat dong kinh doanh, né c6 anh hudng téi cong

tac nghién ctu mo rong thi truong va ban hang. Cong ty di tirng budc sap xép nhan

su phu hop Vvéi trinh do va vi tri cong viéc. Phat huy hét tiém niang cua nhéan vién,

tao dong lyc cho nhan vién phan dau, song hanh phat trién cing cong ty.

2016 2017 2018 So sanh 2017 | So sanh 2018
voi 2016 voi 2017
Cac chi tiéu , , , , ,
Sb Ty 18]S Ty 18]S Ty 18]S Ty l6 | Sb Ty lé
luong | (%) | luong | (%) |luong | (%) |luong | (%) | luong | (%)
Tong LD 103 100 106 100 115 100 3 291 |9 8,5
Theo | Paihoc |20 194 |21 19,8 | 25 21,7 |1 500 |4 19,04
trinh | Cao dang | 15 14,56 | 15 14,15 | 16 139 |0 - 1 6,6
do
TC va |68 66,02 | 71 66,7 | 75 65,21 | 2 2,9 4 5,6
Trung
hoc
Theo | Quanly, |40 38,8 |41 38,7 |42 36,52 |1 2,5 1 0,94
cong HC-VP
viéc NV ban | 63 61,2 |65 61,3 |73 63,48 | 2 317 |8 7,5
hang

Bdng 2.1: Co cdu sik dung lao dong cia cong ty.

o (Nguon: Phong hanh chinh nhén sw)

Xem xét bang 2.2 thi ta thay, vé lao dong: nam 2016 véi tong sb lao dong 1a

103 trong d6 c¢6 63 1a nhan vién ban hang (chiém 61.2%). Tinh dén nam 2018, cong

ty da c6 tong lao dong 1a 115 nguoi (ting 1én 12 ngudi 0 V6i ndm 2016) trong d6
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nhan vién kinh doanh 1a 73 nguoi (chiém 63,48% nhan luc toan cong ty) va sé nhan
su tai bo phan quan 1y va hanh chinh vin phong 1a 42 nguoi (chiém 36,52%).

Nhu vay, nim 2017 do nhu cau ngay cang mé rong cua cong ty ma tong s6 lao
dong cua cong ty cling dan ting dan 1én (cu thé ting 3 ngudi SO V6i ndm 2016)
trong d6 ca s6 nhan vién ban hang ting 2 ngudi S0 véi nim 2016), twong Gng ting
ty trong 1a 3,1%) ciing nhu s6 lao dong khdi van phong ting 1 ngudi, twong Gng
muec tang ty trong 1a 2,91%).

C6 thé thiy cong ty dang timg buéc mé rong thi truong. Nam 2018, tong sd
lao dong cua cong ty 1a 115 ngudi va nhan vién van ting nhung véi s6 luong Ién
hon (cu thé tang 9 nguoi So Vi nam 2017), va véi muc tang ty trong 1a 8,5%. Riéng
luc lrong ban hang tang 7,5%, ty trong vé nhan su cho phong kinh doanh va khoi
quan 1y van phong kha chénh léch song su chénh léch nay co6 thé coi 1a hop 1y vi
Cong ty Phuc Hung hoat dong trong linh vuc tu van va moi gidi bat dong san nén
can mot lwong 16n nhan vién kinh doanh ning dong, nhiét huyét.

Vé trinh d6 cia ngudi lao dong trong cong ty, do sd lugng nhan vién kinh
doanh cua toan cong ty chiém sé dong va vai ty trong 16n hon trong toan cong ty
nén s lao dong & trinh d6 trung cap, trung hoc qua 7 nam 1a twong d6i 16n va ting
déu khi quy mé ctia cong ty ngdy cang mé rong. Bong thoi, lao dong & trinh do dai
hoc va cao dang ciing tang 1én dic biét 1a lao dong ¢ trinh d6 dai hoc ting nhiéu hon
cao dang diéu d6 chiing t6 cong ty rat chi trong dén chat lwong nguoi lao dong ké
ca do1 ngli quan ly va do1 ngli nhan vién.

Cu thé nam 2018, s6 lao dong trinh do Pai hoc 25 ngudi (chiém 21,7% Vé ty
trong) va cao hon so véi nam 2016 va 2017 1a 4 nguoi (tang 8,5% so voéi nam
2015), bén canh d6 sb lao dong & trinh do Cao dang chi c6 16 ngudi (chiém 13,9%
ty trong) tang thém mot nguoi so vai 2017.

Ta thay rang, s lao dong trinh do Pai hoc khong nging ting 1én. Nguyén
nhan 1a do hang ndm cong ty ludn t6 chirc dao tao méi va ddo tao lai doi ngii nguoi
lao dong. Trinh d6 nguodi lao dong ma cong ty doi hoi ngay cang cao hon do do

cong ty rat chi trong van dé dao tao nguoi lao dong. Khong nhiing thé trong cong
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tac tuyén dung nhan sy, cong ty dit ra yéu cdu ngay cang cao dbi véi cac tng cir
vién trong d6 c6 yéu cau vé trinh do.

Tom lai, co cdu lao dong theo trinh do va theo cong viéc cua cong ty 1a phu
hop véi mot cong ty dang timg budc phat trién ¢ giai doan dau sau vai nim thanh
lap. Tuy nhién, dé ngay cang thich tmg hon véi mot nén kinh té ning dong, doi hoi
mot nguon lyc nhan su on dinh, chit luong, cong ty dang timg bude thay doi dan co
c4u lao dong theo trinh d6: ting dan lao dong co trinh do Pai hoc va han ché dan
cap chuyén dung, giéi han thip nhét cia nhan vién 13 & mac Trung cip. Diéu nay
cong ty dang dan d6i méi, hoan thién va phu hop véi xu thé phat trién caa xa hoi.

2.2.3.2. Tuyén dung

Quy trinh tuyén dung ctia Cong ty TNHH TM DV BBS Phuc Hung duoc thuc
hién theo cac budc: 1ap ké hoach tuyén dung, xac dinh phuong phap va cac nguon
tuyén dung, xac dinh thoi gian va dia diém tuyén dung, tim kiém tng vién, danh gia
qua trinh tuyén dung, huéng din nhan vién méi hoa nhap véi méi trudng doanh
nghiép. Tuy nhién, khong phai moi truong hop déu ap dung mét quy trinh nhu
khuon mau, ciing ¢ nhitng truong hop dac biét, hoac tuyén dung cho cac vi tri khac

nhau ciing ¢6 cach tuyén dung khac nhau.
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STT |Cac bwéc Noi dung
Lap ké hoach | Xac dinh: s6 lwong nhin vién can tuyén, cac vi tri can
. tuyén dung tuyén va cac tiéu chuan dit ra ddi véi img vién
Xac dinh phuong | Cong ty xac dinh vi tri ndo nén tuyén nguoi ¢ trong,
2 phap va cac ngudn | va vi tri ndo nén tuyén ngudi ¢ ngoai. Cac hinh thirc
tuyén dung tuyén dung s& duoc 4p dung 1 gi?
Xac dinh duoc nhitng dia diém cung cip nguon lao
Xac dinh dia diém, | dong thich hop (cac truong Pai hoc, Cao dang dé tim
3 thoi gian tuyén | kiém, lya chon nhitng tmg vién phu hop Véi yéu cau
dung cong viéc cua cong ty). Lén duoc thoi gian tuyén dung
dai han, ngan han, pht hop véi nhu cau.
Dung nhiéu hinh thirc da dang dé thu hut cac ung
Tim kiém, lya |vién, dic biét 1a phai xay dung dugc hinh anh tét dep,
) chon rng vién va dung véi thuc té caa doanh nghiép. To chire cac
vong tuyén chon va cac budi gap g&, phong van cai
mM& vai cac ing vién.
Cong ty danh gia lai qua trinh tuyén dung co gi sai sot
khong va két qua tuyén dung co dap tng dugc nhu cau
Panh gia qua trinh | nhan sy cua doanh nghi€p hay khong. Phai xem xét
° tuyén dung cac chi phi cho qué trinh tuyén dung, tiéu chuan,
phuong phap va cic ngudn tuyén dung...co hop 1y
khong.
Pé giup nhan vién méi nhanh chong nam bat duoc
6 Huéng din nhan | cong viéc, hoa nhap voi méi trudng cua cong ty, can

vién méi hoa nhap

ap dung nhiig chuong trinh dao tao, huan luyén doi

v&i nhan vién moi.

Bdng 2.2: Quy trinh tuyén chon nhdn vién.
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D4i v6i bo phan ban hang tai Cong ty Phuc Hung qua tim hiéu, c6 thé tap hop
lai nhitng yéu cau chung dbi véi nhan vién ban hang nhu sau:

o Tuoi tir 21 - 30

e Bing cap: Trung cip, Cao dang, Dai hoc.

¢ Ngoai hinh kha

e Tinh c4ch: Nhanh nhen, nhiét tinh, giao tiép tbt.

 K¥ ning: Hiéu biét vé thi treong bat dong san.

2.2.3.3. bao tao
Chuwong trinh dao tao
Nhén vién mai s& duoc dao tao trong 15 budi vai ndi dung nhu sau:
Kién thirc thi treong (1 budi):
e Gidi thiéu vé cac loai hinh bat dong san trén thi truong.
e Cach tiép can ngudn thong tin trén internet nhanh va day du.
e Tim hiéu thong tin quy hoach.
e Bai tap cac nhan: Tim hiéu thong tin quy hoach ving lién quan dén dy an.
Kién thac san pham (3 budi):
e Cach tiép can san pham nhanh 30 phut c6 thé chao hang.
e Phan tich diém manh va yéu cua san pham, cia d6i tha canh tranh.
e Khai thac b6 sung ngudn thong tin san pham trén Internet.
e Cach hoc san pham biét day du thong tin.
e Bai tdp nhom: Thuyét trinh du 4n, chat van ciia cac nhém con lai.
Kién thirc Marketing (4 budi):
« Gigi thiéu so nét vé Marketing bt dong san: online va offline.
e Email marketing: gui email hang loat, loc email trén internet.
e SMS: loc sé dién thoai trén internet, giri SMS hang loat, giri dich danh.
e Web: thuc hanh trén nén tang Landing Page Blogspot hoic Wordspress. ..

e Dién dan: danh gia Forum, title ding tin, noi dung dang tin. ..

22



« SEO web: kién thtrc nang cao cho hoc vién qua ky sat hach dau tién.

e K§ nang tu van (3 budi): Bai tap tinh hudng theo ca nhén, ¢ sy chat van cua
cac thanh vién con lai.

Kién thic lién quan (2 budi):

e Tai chinh ngan hang, tu van khoan vay, cach tinh chiét khau tién mat hoic
chiét khau vao gia, tinh gid tri VAT trir tién sir dung dat.

e Thu tuc hd so giao dich chuyén nhuong sang tén.

e Phap 1y cia mot du 4n bat dong san chio ban ra thi truong.

e Phong thuy danh cho bat dong san, cach tinh nham 2 phit

Lap ké hoach ban hang (2 budi):

¢ Phan tich cac kénh quang cao theo dac thu du an.

¢ Dy tru ngan sach quang céo, du tru 3 triéu/nhom/dy an.

e Do luong, danh gid hiéu qua quang céo.

Tiéu chi danh gia

Nhan vién hoc viéc trai qua 2 Ky sat hach 2 tuan/1 1an véi cac tiéu chi danh gia
cu thé nhu sau:

Hai tuan du tién:

e Nam bat nhanh kién thtc thi truong, biét cach tong hop thong tin va khao sat
thi truong c6 dd chinh xac cao.

e Thudc thong tin san pham, c6 td chat nhanh nhay trong tu van, c6 ¥ tudng
sang tao, c6 k¥ ning thuyét trinh trudc dam dong, c¢6 ky nang 1am viéc nhom.

e Hoa dong véi ddng nghiép, pht hop véi vin hoa cong ty.

Hai tuan cudi:

e Tu van san pham tét, biét cach phan tich ddi thii canh tranh, thyc hanh hoc
san pham trong 30 phut chao hang tét.

eNim chic cac kién thuc va cac cong cu marketing, tu lap duogc ké hoach
marketing, ty xay dung duoc website ca nhan.

e Test kiém tra cac kién thire lién quan dat yéu cau
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Pai ngo

Luong co ban:

e Nhan vién chinh thtrc: 3 tr/thang

e Nhan vién thir viéc: 2 tr/thang

Hoa hong/ giao dich: 50% phi mi gidi

Céc chuong trinh thuong 18 tét khac

2.2.4. Giam sat va Danh gia hoat dong ban hang

Muc tiéu ctia cong tac quan Iy nay 1a 1am thé nao dé hd tro luc lugng ban hang
tang hiéu qua ban hang, ting doanh s6 véi ngan sach chi phi hop 1y. Ning suét cia
lyc lwong ban hang 13 két qua lam viéc cua luc lugng ban hang ¢ xét dén yéu té chi
phi cia mot khu vyuc. Cong ty di sir dung mot sb cach thic sau dé ting nang sut
ban hang va cb gang khong 1am ting chi phi mét cach twong @ng:

Cong ty dang xem xét viéc gitr nguyén sb luong nhan vién ban hang hién co,
két hop viéc hd tro, boi dudng nhan vién nham ting hiéu qua céng viéc cia ho. Han
ché tuyén dung nhiéu nhan vién ban hang trong cing mot thoi diém. Pbi vai luc
luong ban hang cii, nhitng nhién vién cé nang luc vuot troi, co tinh cau tién thi giao
thém trach nhiém cho ho.

Quan ly thoi gian cua nhéan vién linh dong hon, truéc day hinh thiac kiém soat
gio gidc 1am viéc bang cach nhu chim cong dién tir, nhung ddi voi nhan vién kinh
doanh, diéu nay khong thuc su phat huy dugc tinh chu dong trong cong viéc, dac
biét 1a nhan vién kinh doanh, thuong phai tiép xtic v6i khach hang, va 1am viéc bén
ngoai. Tao diéu kién cho nhéan vién c6 nhiéu thoi gian tim kiém khach hang, gip g&
va dat dugc muc tiéu ban hang.

Thac day nhin vién ban hang bang viéc dua ra cac chi tiéu doanh sb ban hang
va mirc thuong hap dan, vira tao ap lyc ciing nhu dong luc cho nhan vién phan dau

trong cong viéc.
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Phong ké toan phdi hop véi trudng phong Kinh doanh, kiém soat lai cac chi

phi hoat dong, trong qua trinh tiép xtc, gap g& khach hang, tranh lang phi, hoic dé

nhan vién str dung sai muc dich.

2.2.5. Khai quat két qua va hiéu qua kinh doanh ciia Cong ty Phiic Hung

trong giai doan nam 2016-2018

2.2.5.1. Tinh hinh doanh thu

Pon vi tinh: VND
Bang 2.3: Tinh hinh doanh thu cua Cong ty giai doan 2016-2018.

Nam 2016 Nam 2017 Nam 2018
Doanh thu Gia tri TS] Gia tri v Gia tri Ty
trong trong trong
Doanh  thu
thuan 62,236,377,901 | 58,91% | 12,063,163,748 | 31,25% 13,605,065,570 | 24,35%
BH&CCDV

Doanh thu tu
hoat dong tai
chinh

34,472,151,534

32,63%

21,627,170,037

56,03%

21,133,286,800

37,82%

Thu nhap

8,940,110,352 |s846% |4,905,634,675 | 12,71% 21,133,286,800 | 37,82%
khac
Téng 105,648,639,787 100,00% | 38,595,968,460 100,00% | 55,871,639,170 100,00%
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Pon vi tinh: VND
Bang 2.4 So sanh doanh thu cua Cong ty giai doan 2016-2018.

Nam 2017 so voi nam | Nam 2018 so v&i nam
2016 2017
Doanh thu
L Tuong L Tuong
Tuyet dol .. Tuyét dol .
dol dol
Doanh thu thuan
-50,173,214,153 | 19,38% 1,541,901,822 112,78%
BH&CCDV
Doanh thu tir hoat dong tai
-12,844.981,497 | 62,74% -493,883,237 97,72%
chinh
Thu nhap khac -4,034,475,677 54,87% 16,227,652,125 430,80%
Téng -67,052,671,327 | 36,53% 17,275,670,710 144,76%

o (Nguon: Phong ké todn Céng ty Phiic Hung)

Qua bang sb liéu ta nhan thiy vé mit gia tri doanh thu cia Cong ty Phuc Hung
tang giam khong déu qua cic nam. Tong doanh thu nam 2017 dat 38,595,968,460
VNP giam manh 67,052,671,327 VND tuong ¢ng giam twong ddi 63,47% S0 Vi
nam 2016. Tuy nhién dén nam 2018 téng doanh thu dat 55,871,639,170 VND tang
17,275,670,710 VNP tuong tng ting twong ddi 44,76% so véi nam 2017. Vé co
cau doanh thu ctua Céng ty Phiic Hung thi ciing ¢ su bién dong lén. Cu thé:

Doanh thu thuan tir hoat dong ban hang va cung cap dich vu chiém ty trong
tuong ddi cao trong co cu téng doanh thu vai ty trong trong khoang 24%-58% & 3
nam. Nam 2017, doanh thu thuan tir hoat dong ban hang va cung cap dich vu dat
12,063,163,748 VND giam manh 50,173,214,153 VND tuong trng giam 80,62% so
véi nam 2016. Trong khi d6 nam 2018, doanh thu tir hoat dong ban hang va cung
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cap dich vu dat 13,605,065,570 VND ting 1,541,901,822 VND twong ung ting
12,78% so véi nam 2017.

Doanh thu tir hoat dong tai chinh ciing chiém ty trong 16n trong co ciu doanh
thu khoang tor 32%-56%. Nam 2017, doanh thu tir hoat dong tai chinh dat
21,627,170,037 VND, giam 12,844,981,497 VND, tuong ung giam 37,26% so Vai
nam 2016. Nam 2018, doanh thu tir hoat dong tai chinh dat 21,133,286,800 VND,
giam 493,883,237 VND, twong ung giam 2,28% so v4i nam 2017.

Thu nhap khac nim 2017 dat 4,905,634,675 VND chiém 12,71% tong doanh
thu, giam 4,034,475,677 VND tuong tng giam 45,13% so v6i ndm 2016. Pén nim
2018, thu nhap khac chiém ty trong 37,82%, cao nhat trong cidc niam, dat
21,133,286,800 VND, tang manh 16,227,652,125 VND tuong ung tang 330,80% so
v6oinam 2017.

Nhin chung t6ng doanh thu ctia Cong ty Phiic Hung giam ¢ nim 2017 va tang
& nam 2018, su bién dong nay bi anh huong I6n bai sy giam doanh thu thuan tir
hoat dong ban hang va cung cap dich vy ¢ ndm 2017 va ting ¢ nim 2018, vi day la

ngudn doanh thu chinh cta cong ty.
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2.2.5.2 Tinh hinh chi phi

e Pon vi tinh: VND
Bang 2.5: Tinh hinh chi phi cua Cong ty giai doan 2016-2018.

Nam 2016 Nam 2017 Nam 2018
Chi phi T T T
Giatn Y Gia tri Y Gia tri Y
trong trong trong
Gia von 74,084,062,438 | 89,24% | 2,229,456,305 | 16,00% | 13,285,446,498 | 60,18%
Chi phi tai
1,020,255,000 | 7,36% 414,083,334 1,88%
chinh
Chi phi ban
1,464,913,858 | 1,76% 2,040,634,607 | 1473% | 1,501,145,646 | 6,80%
hang
Chi phi quan
1, 5,752,080,573 | 6,93% 6,842,666,966 | 4939% | 6,191,201,871 | 28,04%
y
Chi phi khac | 1,713,249,438 | 2,06% 1,720,434,419 | 12.42% | 685,534,489 3,11%
Téng 83,014,306,307 100,00% | 13,853,447,297 100,00% | 22,077,411,838 100,00%
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Bang 2.6: So sanh chi phi cua cong ty giai doan 2016-2018.

e Pon vi tinh: VND

Nam 2017 so vGi ndm 2016 Nam 2018 so v61 ndm 2017
Chi phi i i i i
Tuyét doi Tuong doi | Tuyét doi Tuong doi
Gia von -71,854,606,133 3,01% 11,055,990,193 595,91%
Chi phi tai chinh 1,020,255,000 -606,171,666 40,59%
Chi phi ban hang 575,720,749 139,30% -539,488,961 73,56%
Chi phi quan 1y 1,090,586,393 118,96% -651,465,095 90,48%
Chi phi khac 7,184,981 100,42% -1,034,899,930 39,85%
Tong -69,160,859,010 16,69% 8,223,964,541 159,36%

o (Nguon: Phong ké toan Céng ty Phiic Hung)

Qua bang sé liéu ta nhan thay tong chi phi cua Cong ty Phiic Hung ting giam
khong déu qua cac nam. Nam 2017 tong chi phi 1a 13,853,447,297 VND, giam
manh 69,160,859,010 VND, tuong tng giam 83,31% so v4i nam 2016. Tuy nhién
dén nam 2018 tong chi phi 1a 22,077,411,838 VND, ting 8,223,964,541 VND,
tuong tng ting 59,36% so véi nam 2017. V& gia tri va co cau ty trong cac loai chi
phi ciing c6 sy bién ddi 16n. Cu thé:

Chi phi gia von hang ban nam 2016 chiém ty trong cao nhat so Vi cac nim la
89,24%, nhung dén nam 2017 chi phi gia vén hang ban chi chiém 16,09%, cu thé
dat 2,229,456,305 VND giam manh 71,854,606,133 VND tuong ung giam tuong
d6i 96,99% so0 véi naim 2016. Nam 2018, chi phi gia von 1a 13,285,446,498 VNP,
tang 11,055,990,193 VND, tuong ting tang 495,91% so voi nam 2017.

Nam 2016, cong ty khong st dung chi phi tai chinh. Nam 2017 chi phi tai
chinh 14 1,020,255,000 VND chi chiém 7,36% tong chi phi. Dén nam 2018, chi phi

29



tai chinh 1a 414,083,334 VND, giam 606,171,666 VND, tuong ttng giam 59,41% so
véi nam 2017.

Nam 2017 chi phi ban hang 1a 2,040,634,607 VND tang 575,720,749 VND
tuong Ung ting 39,30% so v6i nam 2016. Chi phi ban hang nam 2018 Ia
1,501,145,646 VND, giam 539,488,961 VND tuong ung giam 26,44% so v4i nam
2017.

Niam 2017, chi phi quan 1y 12 6,842,666,966 VND chiém 49,39% tong chi phi,
tang 1,090,586,393 VND tuong tng ting twong ddi 18,96% so véi ndm 2016. Chi
phi quan 1y nim 2018 1a 6,191,201,871 VND chiém 28,04% tong chi phi, giam
651,465,095 VND tuong ttng giam 9,52% so véi nam 2017.

Chi phi khéc 13 khoan muc chi phi chiém ty trong trong d6i nho trong tong chi
phi. Nam 2017 chi phi khéac 1a 1,720,434,419 VND, tang nhe 7,184,981 VND,
tuong Ung tang 0,42% so voi nam 2016. Nam 2018 chi phi khéac 1a 685,534,489
VND, giam 1,034,899,930 VND, tuong ung giam 60,15% so véi nam 2017.

Nhin chung tinh hinh chi phi cua Cong ty TNHH TM DV BDS Phtic Hung c6
su thay d6i vé gid tri va ty trong cac loai chi phi qua 3 nam. Chi phi gia von chiém
ty trong cao nhét trong co cu chi phi nén né anh huéng manh dén sy bién dong chi
phi qua cac nam.

2.2.5.2. Tinh hinh loi nhuan
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Pon vi tinh: VND
Bang 2.7: Tinh hinh loi nhudn cua cong ty giai doan 2016-2018.

Két ciu loi

Nim 2016 Nim 2017 Nim 2018
nhlAlan cua Ty Ty Ty
cong ty Gia tri trong Gia tri trong Gia tri trong
I. Loi nhuén
thuén tir hoat
tuan W noat | 0 624,466,997 | 62,43% | 30,440,622,480 | 90,53% | 21038822538 | 50,71%
dong kinh
doanh
1. Loi nhuin
tir hoat dong
ban hang va | -11,847,684,537 | 4.88% 0,833,707,443 | 29,24% 319,619,072 0,77%
cung cép dich
vu
2. Lgi nhuan
tir hoat dong 34,472,151,534 | 95,12% | 20,606,915,037 | 61,28% | 20719203466 | 49,94%
tai chinh
II. Loi nhuin
kh,' : 13,616,198,543 | 37,57% 3,185,200,256 9,47% | 20,447,752,311 | 49,29%
ac
Tong loi
hud 36,240,665,540 | 100,00% 33,625,822,736 | 100,00% | 41,486,574,849 | 100,00%
n ll{;lll
[ J

e Pon vi tinh: VND

Bang 2.8: So sanh loi nhudn cua cong ty giai doan 2016-2018.

Keét cau lgi nhuin cia cong ty

Niam 2017 so véi nam 2016

Nam 2018 so véi nim 2017

Tuyét doi Twong dbi Tuyét doi Twong dbi
I. Loi nhun thuén tir hoat dong kinh 7,816,155,483 134,55% | -9,401,799,942 69,11%
doanh
1. Loi nhuan tir hoat dong ban hang |, 601 391 980 - | -9,514,088,371 3,25%
va cung cap dich vu
-13,865,236,497 59,78% 112,288,429 100,54%
2. Lgi nhuén tir hoat dong tai chinh
II. Loi nhuén khac -10,430,998,287 23,39% | 17,262,552,055 641,96%
-2,614,842,804 92,78% 7,860,752,113 123,38%

Tong lgi nhuin

(Nguon: Phong ké toan Cong ty Phuc Hung)
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Qua sb liéu bang két cau loi nhuan cua cong ty ta thay téng loi nhuan thu dwgc
ctia cong ty bién dong lién tuc qua cac nam 2016 — 2018. Nam 2017, loi nhuan chi
dat 33,625,822,736 VND, giam 2,614,842,804 VND, tuong (tng giam 7,22% so Vi
nam 2016. Nam 2018 loi nhuan dat 41,486,574,849 VND, tang 7,860,752,113
VND, tuong tng ting 23,38% so v4i nam 2017. Cy thé:

V& hoat dong ban hang va cung cp dich vy, day 1a hoat dong mang lai loi
nhuan twong ddi thip cho cong ty: ndm 2016 loi nhuan tir hoat dong nay tham chi bi
am 11,847,684,537 VND; dén nam 2017 c6 nhiéu kha quan hon, dat 9,833,707,443
VND, chiém 29,24% tong loi nhuan; nim 2018 dat 319,619,072 VND

Loi nhuan tir hoat dong tai chinh chiém ty trong cao nhat qua cac nam, khoang
tr 50%-95%. Nam 2017, loi nhuan tir hoat dong tai chinh chi dat 20,606,915,037
VND, giam 13,865,236,497 VND tuong ung giam 40,22% so véi nam 2016. Nam
2018, loi nhuan tr hoat dong tai chinh dat 20719203466 VND, tang nhe
112,288,429 VND tuong Ung tang 0,54% so v41 nam 2017.

Loi nhuan khéc tir: doi ng, thanh 1y tai san ¢6 dinh da khau hao hét... chiém ty
trong tuong ddi trong co cau loi nhuan, khoang tir 10%-49%. Nam 2017, loi nhuan
tr hoat dong nay chi dat 3,185,200,256 VND, giam 10,430,998,287 VND tuong
ung giam 76,61% so v4i nam 2016. Nam 2018, lgi nhuan tir hoat dong nay dat
20,447,752,311 VND, tang manh 17,262,552,055 VND tuong tng tang 541,96% so
v6éindm 2017.

Tom lai, qua 3 ndm tir nam 2016 dén nam 2018, ta thay loi nhuan tir hoat dong
tai chinh va loi nhuan khac déu co cung xu hudng ting giam va ca hai loai loi nhuan
nay déu chiém ty trong cao trong co ciu loi nhuan, trong khi d6 loi nhuan tir hoat
dong ban hang va cung cap dich vu thi nguoc lai. Vi vay, khi loi nhuan tir hoat dong
tai chinh va lgi nhuan khac cung giam vao nam 2016 1am cho tong lgi nhuan ciing

giam theo, va cling ting vao nim 2017 lam cho tong loi nhuan ciing tang theo.
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CHUONG 3: NHAN XET VA KET LUAN
3.1. Pinh huwéng phat trién cia Cong ty Phiic Hung

3.1.1. Pinh hwéng phat trién chung

Theo chién luoc phat trién trong nhitng nim toi, Cong ty Phuc Hung tiép tuc
dinh hudng phat trién bt dong san 1a linh vuc nén tang cho moi hoat dong kinh
doanh, dau tu bat dong san dé tich lily cho twong lai, tao muc ting truéng o6n dinh,
bén vimg va khang dinh sitc manh toan dién cua Phac Hung. Thong qua viéc wu
tién khai thac nhirng thé manh va ning luc cdt 161 sin c6 dé ma rong hop tac dau tu,
Cong ty Phuc Hung cam két mang dén nhiing gia tri t6t dep cho Pdi tac va Khach
hang, gop phan xay dyng thi truong bat dong san chuyén nghiép, lanh manh.

Trén hanh trinh phat trién ctia minh, Phiic Hung nhan thtc rang, dé thanh
cong va phat trién bén viing, bén canh dinh hudng chién lugc ding dan, thi viéc tran
trong gia tri dao dirc kinh doanh, mang dén san pham thuc, gia tri thuc, dam bao loi
ich t6t nhat cho Khach hang, Ddi tac va xa hoi 1a triét Iy kinh doanh day tinh nhan
vin ma Cong ty luén hudng dén.

V6i 1ong quyét tim va su nd luc khong nging ciia Hoi dong Quan tri, Ban
diéu hanh va toan thé can bd - nhan vién, Cong Phic Hung luén mong mudn dem
dén cho thi trudng nhiing du an day tiém nang va 1a nguodi dong hanh trén hanh
trinh di dén sy thinh vugng va sung tic ciia Pdi tac va Khach hang.

3.1.2. Pinh hwéng phat trién hoat dong quan tri ban hang

Hoan thién hoat dong quan tri ban hang, khac phuc cic van dé con ton dong
trong timg khau cu thé cua qua trinh quan tri ban hang: hoach dinh ban hang, t6
chirc ban hang, tuyén dung, dao tao, dai ngd luc lrgng ban hang, giam sat danh gia
hoat dong ban hang. Phat trién nhanh luc lugng ban hang 1én con s6 200 nhan vién
ban hang dé chuan bi cho viéc mé ban du an Vincity Quan 9, tao diéu kién téi da
hoéa thu nhap cho nhan vién bang viéc cap nhat gié hang ngoai danh sach gi6 hang
do cac Chu dau tu chién luoc cung cp, ting cuong cong tac dao tao, huan luyén

chuyén sau vé ki nang Marketing, k¥ niang ban hang bang viéc thuong xuyén moi
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cac chuyén gia trong cac linh vuc cu thé dé trainning cho nhan vién, dic biét 1a cac
nhan vién chua c6 kinh nghi¢m.
3.2. Panh gia chung vé hoat dong quan tri ban hang tai Cong ty Phic
Hung

3.2.1. Nhitng két qua dat dwoc

Khi méi thanh 14p, cong ty chi hoat dong véi 35 nhan vién. Tinh dén nay Cong
ty Phiic Hung d trai qua hon 9 nim hinh thanh va phét trién, tong s6 nhan lyc 1a
115 ngudi. Qua nhitng nim hoat dong cong ty dd co nhitng budc phat trién vuot
bac, chiém thi phan khong nho trong viéc cung cp cac thong tin dy an cin ho, phuc
vu nhu cau khach hang, tao dugc uy tin, niém tin d6i véi khach hang. Véi rat nhiéu
ddi tac va ban hang nhu tdp doan Vingroup, Hung Loc Phat, Sacom, Phudc
Thanh...

Trong cac yéu td can thiét tao dung cong viéc kinh doanh thi yéu to quan tri co
vai trd vO cliing quan trong, yéu tb nay c6 thé quyét dinh dén viéc thanh hay bai cua
doanh nghiép. Chinh vi vay cong ty da lua chon, tuyén dung, dao tao cic nha quan
tri c6 kién thuc, kinh nghiém, am hiéu cong viéc mot cach sau rong hon, am hiéu thi
truong. V&i do tudi trung binh ctia nhan vién 1a 26, cp quan tri khong qua 35 tudi,
d6i ngli ngudn nhan lyc day nhiét huyét va tinh than céng hién. Moi trudong 1am
viéc chuyén nghiép, luén tao dong luc va khuyén khich nhan vién phat trién, phong
cach quan tri hién dai cia Ban Giam Déc, voi quan niém “nhan sy 1a tai san quy gia
nhét ctia cong ty”. Tir d6 toan thé nhan vién va cap quan tri ciing dong long trong
cong viéc va hoan thanh tbt myc tiéu ma cong ty giao pho.

3.2.2. Nhitng ton tai va han ché

3.2.2.1. Yéu t6 khach quan:

Ngudn cung bat dong san da dang, phong phti nhung chu yéu & phan khuc cao
cap. Trong khi d6, nhu cau cua da sé ngudi dan hién tai 13 phan khuc trung binh
kha. Vi vay, nguon cung bat dong san noéi chung ciing nhu cong ty noi riéng van
chua dap tng dugc nhu cau thuc su cia ngudi dan, tir d6 co tac dong khong nho

dén tinh hinh kinh doanh cua cong ty.
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Hon nita, chinh su phong phti vé& ngudn cung bat dong san ciing gy ra su canh
tranh gay gat trén thi trudng giita cac du 4n cung phan khic va khu vuc véi nhau,
hay noi cach khac 13 giira cong ty voi cac dbi thu canh tranh.

3.2.2.2. Yéu tb chu quan:

Su tap trung qua mirc vao mot du an va ban cho cac khach hang quen thudc,
khong tim ra phuong thirc d6i méi va da dang hoa gié hang ciing nhu hudng toi
nhiéu dang khach hang khac nhau, ciing 13 nhéan t6 gay khé khin trong mo rong thi

truong.

3.2.3. Mét s6 giai phap hoan thién hoat dong quan tri ban hang tai Cong

ty Phic Hung.

3.2.3.1. Giaiphap 1: Xay dung quy trinh 1ap ké hoach chi tiét:

X4y dung quy trinh 1ap ké hoach kinh doanh:

Lap ké hoach kinh doanh 1a mét cong viéc quan trong dan téi thanh cong cua
bat cir cong ty nao, nhung nd cang dac biét quan trong d6i véi Cong ty TNHH TM
DV BDS Phiic Hung, khi khong c6 mot ké hoach kinh doanh bai ban, cong ty co thé
tré nén rdi tri khi khong biét phai tap trung vao cai gi, khi phat trién dén mat giai
doan nao d6. Muc tiéu 1 rang giup cong ty tap trung hudng nd luc vao do, va két
qua dé dang dat dugc. Dé 1ap muc tiéu ngan han 1a trude tién hiy can nhac muc tiéu
dai han. Vi du cong ty trong 2 nam téi mong mudn “Tang doanh sb ban hang”, “M¢&
rong mang ludi” day 13 nhitng muc tiéu tét, nhung né qua mo hd vi khong cung cap
phuong thirc nao dé danh gia mirc d§ thanh cong. Sau khi xac dinh muc ti€u, cong
ty phai sap xép cac muc tiéu theo tht ty quan trong. Nhu vy khi xay dung danh gia
lya chon cac chién lugc kinh doanh, cong ty s& uu tién thoa min cac muc tiéu co
tinh chat quan trong trudc.

Tir thyc trang trong cong tac 1ap ké hoach kinh doanh cta cong ty con hét sirc
don gian mang nhiéu yéu té cam tinh, khi chi xem xét dya trén nhitng s6 liéu ban
hang ctia cac thang, quy trude d6. Boi vi thuc té con nhiéu yéu té can dugc xem xét

khi 1ap ké hoach kinh doanh. Mot ké hoach tét phai duoc xuat phat tir viéc phan tich
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chudi hoat dong san xuét kinh doanh, xuat phat tir thi truong, khach hang dén kénh
phan phdi, ngudn luc cua cong ty, dbi thu canh tranh. Mudn lap cac muc tiéu dai
han thi truéc hét phai lam tét cac muc tiéu ngin han, xac dinh cac muc tiéu wu tién
quan trong s& duoc thuc hién trude. Vi vay can c6 mot giai phap dé co thé thiét lap
dugc mot ké hoach kinh doanh hoan hao.

Céc phong kinh doanh cua cong ty 1ap ké hoach ban hang chi tiét.

Phong kinh doanh chiu trach nhiém vé ké hoach ban hang va t6 chuc thuc
hién, phan céng nhiém vu cu thé ddi véi timg nhan vién.

Cong ty diéu hanh viéc phan phdi, ban hang theo ké hoach da ban hanh, dong
thoi tién hanh dam phan, théa thuan véi cac chu dau tu dé c6 duoc ngudn cung bat
d6ng san da dang, dap wng nhiéu nhu cau khac nhau cta khach hang.

Thuec hién cac budc 1ap ké hoach theo quy trinh:

Budc 1: Céac truong phong kinh doanh 1ap ké hoach ban hang cu thé cho
phong ban ciia minh. Vi dic diém cac dy an khac nhau ciing nhu kha ning khéac
nhau gitta cac nhan vién nén mdi phong kinh doanh s& c6 ké hoach ban hang khac
nhau so vai cac phong kinh doanh khac.

Budc 2: Vao thir 2 hang tuan s& c6 budi hop bao cao dbi voi cap quan li va
thong qua d6 cac trudng phong kinh doanh s& bao cdo ké hoach kinh doanh cua
phong ban minh dé duogc xét duyét va dua vao thuc hién.

Bugc 3: Ké hoach kinh doanh sau khi dugc ban quan 1i théng qua s& dugc
trién khai thuc hién, cong viéc va nhiém vu cu thé ddi voi tung nhan vién.

Budc 4: Sau mdi tuan, nhan vién s& bao céo lai danh sach khach hang quan
tam cling nhu cac giao dich phat sinh cho trudng phong cua minh. Ddi véi cac giao
dich phét sinh hay da ra hop dong s& duoc bao cio 1én cap quan Ii.

Dur Kién céc két qua thu dwoc tir giai phap xay dung quy trinh 1ap ké hoach chi
tiét:

Cong ty s& phac hoa dugc gan hon thuc té voi nhitng muc tiéu va muc dich kinh
doanh ctia minh. Cong ty cling xac dinh duoc diém yéu, diém manh caa ngudn lec

hién c6, tir d6 tap trung vao muc tiéu bang cach st dung nhiing thong tin ciing nhu
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cac yéu tb noi tai (nhan sy, tai chinh, chién luoc kinh doanh...) phu hop. Mot ké
hoach kinh doanh tét c6 thé giup cong ty phat hién ra nhitng diéu bo sét hoic nhiing
diém yéu trong qua trinh 1ap ké hoach. Sau cung, c6 thé danh gia, do ludng mic do
thanh coéng cua cong viéc kinh doanh cua cong ty, tir d6 tao tién dé cho viéc xay
dung cac muc tiéu dai han hon trong 5 — 10 nam tdi.

3.2.3.2. Giai phap 2: Tang thoi gian hiru ich tim kiém khach hang:

Co s& cho giai phap ting thoi gian tim kiém khach hang:

Trong cong viéc hang ngay, nhan vién ban hang ngoai thoi gian giao tiép truc
tiép voi khach hang, ho con phai thuc hién nhiéu cong viéc khac nhu hop hanh, bao
c4o, di lai, chd doi... Néu nhan vién ban hang quan 1y thoi gian hiéu qua sé& co thé
tang dugc thoi gian giao tiép truc tiép véi khach hang, c6 thém khoang thoi gian
nhat dinh dé tim kiém khach hang. Giam déc kinh doanh can nhan ra duoc nguyén
nhan gay lang phi thoi gian, dua ra giai phap dé tang thoi gian ban hang hitu ich, d6
cling 12 mot cach dé ting doanh s ban hang.

Tai Cong ty TNHH TM DV BBS Phuc Hung, nhan vién ban hang tai cong ty
st dung qué nhiéu thoi gian trong viéc xir Iy cac thong tin vé khach hang, s6 lidu
bao cao ban hang, quan 1y gidy to..., nén lam giam thoi gian tiép xtic ban hang truc
tiép. Va dé giai quyét cac van dé& nay nén ap dung mot sb bién phap dé ting thoi
gian hiru ich cho cong viéc.

Cic bién phap quan 1y thai gian hiéu qua, ting thoi gian tim kiém khach hang
moi:

Giam thoi gian cho doi khach hang bang cach goi dién hen gip va xac nhén
thoi gian trudc cudc hen, co thé ting thoi gian ban hang hiru ich bang 3 cach:

¢ Tang thoi gian lam viéc, giam thoi gian danh cho cé nhan.

e Giam thoi gian quan 1y hanh chinh.

e Giam thoi gian di lai gitta nhitng khach hang.

Phuong phép phan loai khach hang theo ABC: Phan nhém khéach hang theo
thi hang A, B, C dua trén mirc d6 dong gop doanh sé ban hang cua khach hang, vi

du nhu sau:
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e 15% luong khach hang tao ra 55% doanh sé (khach hang A).

20% luong khach hang tiép theo tao ra 30% doanh sé ban hang (khach hang
B).

*65% lugng khach hang con lai chi tao ra 15% doanh sé ban hang (khach
hang C).

¢ Vi viéc phan nhom nay, nhan vién ban hang s& phan bo nhitng nd lyc, thoi
gian, cac chuong trinh khuyén mai ban hang, tiép thi...theo mirc d6 wu tién cho céac
nhém khach hang véi s lugng it nhung tao ra doanh sb lén. Diém yéu caa bién
phap nay 1a xac dinh mirc do wu tién, phan b6 nd lyc ban hang dua trén két qua kinh
doanh hién tai ma khong quan tim dén phat trién nhitng co hoi tiém ning trong
tuong lai.

Panh gia két qua thuc hién giai phap:

Viéc ap dung cac giai phap nay s€ lam giam thoi gian cho viéc quan 1y hanh
chinh, ké hoach tham viéng, cham soc khach hang thong qua bién phap phan nhom
khach hang s& t6i wu hoa thoi gian di lai ciia nhan vién. Dong thoi giai phap nay
cling han ché sy tri tré trong tac phong lam viéc cua nhan vién. Va két qua cudi
cung 14 ting thoi gian ban hang hitu ich, ting doanh sé ban hang.

3.2.3.3. Giai phap 3: T6 chuc lai lyc lugng ban hang:

Co sé khoa hoc caia giai phap té chirc lai lwe lwong ban hang:

bé co dugc mét luc luong ban hang cé chéit luong, ta phai xac dinh nhu cau
can thiét véi doi ngii d6. Mot doi ngii nhan vién c6 trinh do thi ho can phai c6 kha
nang thu nhan thong tin vé san pham, hiéu biét nhitng kién thirc lién quan vé san
pham ciing nhu phai c6 mot mirc d6 hiéu biét nhat dinh vé @i thu canh tranh. Sau
d6 ta tién hanh dao tao, gan ho Véi cac cong viéc cu thé hang ngay dé ho nim dugc
noi dung va yéu cau cua cong viéc, tir d6 co thé tim nhiéu phuong thirc dé lam tt
chung. Dic biét, nhan vién ban hang can c6 mot kha nang giao tiép, nam bt tam 1y
khach hang t6t, dé tir d6 c6 thé phat trién nhu cau hién tai va twong lai ctia khach

hang.
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Hién nay tai cong ty tinh trang nhan vién ban hang xin nghi viéc vao cac quy I
trong nam kha cao, cac thang sau tét doanh s6 luén thap, vi lugng khach hang it co
nhu ciu vao thoi diém nay, nhan vién d& nan. Khi d6 cong ty phai tuyén dung gap
mot luong 16n cac nhan vién kinh doanh mdéi, do @& ma mot vai tiéu chi can co &
nhan vién dé bi bé qua. Bén canh d6 cong tac dao tao ciing phai ludn song hanh voi
tuyén dung. Vi vay xdy dung mot mét luc lwong ban hang c6 chét lugng, co trinh
d6, nhung ciling can phai c6 nhiing tinh cach phut hop voi nghé ban hang. Do d6 viéc
sap xép, to chuc lai lwong ban hang ngay tir bay gio 1a hét suc can thiét, trugc mat
can lam t6t cac giai phap vé tiéu chi tuyén dung va huan luyén nhan vién.

Cac phwong an thuc hién nham té chic lai lwe lwong ban hang:

X4y dyng tiéu chi tuyén dung phu hop:

Sw cdn bang: S6 lan chuyén chd 1am, viéc thay doi chd ¢ hay noi hoc hanh, sy
quan tdm va s& thich duoc duy tri bao 1au, sy dé thich nghi va hoa nhap vé vin hoa
x4 hoi.

Sw cdn ci: Su tién bo déu dan trong cong viée va mire lwong, lam viéc theo Ié
thoi ¢6 sdn hay thich su sang tao, sy cham chut trong cong viéc va su chuyén can.

Déng co: Nguoi ing vién c6 dong co kiém tién, thing tién nhu thé nao, quan
niém vé nghé ban hang, dong co thay d6i noi 1am viéc hay vi tri cong viéc.

Tinh kién tri: Cach thic vuot thir thach trong cong viéc va cudc séng, Viéc
duy tri cong tac va hoc tap nhu thé nao, kha ning chiu dung va giai quyét kho khan.

Khd néing hoa nhap: Ung vién co ting tham gia nhiing hoat dong mang tinh
tap thé hay xa hoi hay khong, su than thiét vgi dong nghiép cii, su thanh cong trong
giao tiép, quan hé gia dinh — ban be...

Ngoai ra cac tiéu chuan vé bang cap, chuyén mén gianh cho nhén vién ciing
phéi rd rang, phu hop véi thuc té cong viée, tranh tuyén dung tran lan, lam mat thoi
gian, tén nhiéu chi phi, va mét cong stc phai dao tao lai.

Huan luyén nhan vién:

Dbi voi luc lwong ban hang hién tai: Can huan luyén khi c6 nhitng van dé sau:

39



e Nha nuéc ban hanh cac luat, chinh sach mé&i doi hoi nhan vién phai nim bat
kip thoi dé co thé tu van cho khach hang.

e Cac ddi thu c6 phuong phap kinh doanh méi doi hoi phai huin luyén ki ning
ung pho.

e Cac nhan vién lam dugc mdt thoi gian c¢6 kha nang tri tr¢ va hinh thanh
nhitng thoi quen khéng tét.

e Sur canh tranh gay gat vé thi treong, san pham va khach hang.

e Cac ky thuat mai giup nhan vién lam viéc hi¢u qua hon.

e Cong ty co6 chinh sach hodc san pham méi doi hoi nhan vién phai nam bat
Kip thoi.

Dbi voi nhan vién ban hang méi: Tang cuong kién thirc va kinh nghiém vé
kinh doanh, vé cong ty va san pham, giup nhan vién hoi nhap va phat trién kha nang
trong moi truong maot, vi du:

e Nhén vién méi s& do nha quan tri ban hang hay ngudi huan luyén thyc té
chiu trach nhiém huan luyén va quan ly. Sau mot khoang thoi gian ngan, nhiing
ngudi vira méi dugc tuyén dung va huan luyén nay sé truc tiép giao dich véi khach
hang, trudng phong s€ gidm sat qua trinh nay.

e Cho nhan vién méi thuc tap lam viéc trong khoang thoi gian ngéan co su giam
sat va hudn luyén cua nguoi phu trach truc tiép, sau khi dwge danh gia vé niang luc
va thai do, néu dat ngudi nhan vién méi nay s& duoc giri di dao tao theo chuwong
trinh duoc thiét ké theo tiéu chuan va thoi gian phu hop.

e Thyc té néu nhan vién Cong ty TNHH TM DV BBS Phic Hung dugc tuyén
chon va dao tao nhu theo quy trinh trén, thi cong ty s& c6 mot ngudn luc chat lugng,
gioi chuyén mén, nghiép vu, luc lugng ban hang cia cong ty ciing s& dé dang hon
khi thue hién cac muc tiéu ma cip trén dé ra.

Duw kién két qua thu dwoc khi thuc hién giai phap:
Giai phap nay nham tao ra mot luyc lugng ban hang c6 chat luong, c6 trinh do,

hiéu biét vé& san pham, c6 k¥ ning phu hop, cong ty tuyén dugc dung ngudi, tranh
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viéc tuyén dung tran lan, tuyén nhimg nhan vién khéng thich hop véi cong viéc,
khong du té chat phut hop cho cong viéc.

Véi luc luong ban hang hién tai, s& luén dugc nang cao vé chuyén mon,
nghiép vu, cap nhap cac k¥ ning, hiéu biét thém vé san pham, ddi thu canh tranh,
diéu nay giup cho nhan vién c6 budc phat trién cao hon trong nghé nghiép, cong ty
cling c6 duoc ngudn nhan lyc chat lugng cao, gan bo 1au dai véi cong ty.

3.2.3.4. Giai phap 4: Pong vién, khuyén khich doi ngii ban hang:

Co sé khoa hoc cho giai phap déng vién, khuyén khich ddi ngii ban hang:

Trong méi truong hoi nhap kinh té toan cau, mdi cong ty déu cd gang nghién
Clru tao ra cho minh mot loi thé canh tranh dé c6 thé ton tai va phat trién vitng chic
trén thi truong. Nhirng loi thé canh tranh c6 thé c6 duoc nhu 1 cong nghé, tiém lyuc
tai chinh hay nhan lyc. Vi toc do phat trién khoa hoc cong nghé qua nhanh chong
va thi truong tai chinh linh hoat, ning dong nhu ngiy nay thi cong nghé hay tiém
lyc tai chinh khong con 1a yéu t6 mang dén canh tranh bén viing nita ma chinh
ngudn nhan luc ngay cang to ra co vi tri dac biét trong sy phat trién cua cong ty. Doi
V6i linh vuc ban hang, luc lugng ban hang c6 vai tro 1a cau néi giita cong ty va
khach hang, ho nim rd vé khach hang, theo ddi hoat dong cua cac di thi canh
tranh, tim kiém co hoi kinh doanh va mang lai doanh thu cho cong ty. Diéu nay cho
thay luc luong ban hang co vai tro quyét dinh rat 16n dén su thanh bai cia cong ty.
Vi vay, giai phap dong vién, khuyén khich d6i ngii ban hang 1a nham muc dich giir
chan dugc nhan vién ban hang, dic biét 1a nhan vién gioi va dong thoi phat huy toi
da nang luc lam viéc cua ho.

Bién phap cu thé nham dong vién, khuyén khich nhén vién:

Tra lwong co ban tdi thiéu dé trang trai cuoc song va thueng theo doanh sd.

Cong ty can cung cap nhitng phuc loi canh tranh. Lam cho c4c nhan vién ban
hang cam thay rang cong ty luén hd trg ho va danh gia cao cac nd luc cua ho. Vi du
vé goi phic loi, bao gom bao hiém y té, ké hoach nghi I&, nhitng ky nghi phép hoic

nghi 6m dai hon binh thuong.
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Dit ra nhitng muc tiéu cu thé c6 thé thuc hién dugc ciing 1a mot ngudén dong
vién ddi véi cac nhan vién va dua ho dén thanh cong.

Khong nén ép doanh sb ban hang qua cao, vuot kha ning cia ho, nhan vién dé
nan va budng xuoi.

Panh gia két qua dat dwoc sau khi thuc hién giai phap:

Giai phap vé dong vién nhan vién ban hang bang cac chinh sach tai chinh,
lwong thudng 13 mot giai phéap thiét thuc va co anh huong 16n dén chinh sach nhan
sir ciia cong ty. Két qua ma cong ty c6 duge d6 1a nhan vién s& hing hai lam viéc
hon, nhan vién khong ban tdm vao cac khoan chi tra trong cudc sdng, vi muc lwong
s& giup ho giai quyét van dé nay. Nho d6 ma doanh sé ban hang ciing tang lén.

Bén canh d6 qua viéc khen thudng, dong vién ciing gitp Giam dbc ban hang
c¢6 thé danh gia phan nao nhitng nd lyc, két qua thuc hién cua nhan vién ban hang.
Qua trinh danh gia thyc hién duoc tao nén mét hé thong kiém soat quan tri bao gom
thiét 1ap cac muyc tiéu thuc hién, so sanh két qua nhan vién ban hang dat duoc Voi
cac muc tiéu da dé ra, thuong hay dua ra cac bién phéap cai thién déi v4i nhan vién
ban hang, d6 ciing 1a co sé cho Giam dbc ban hang trong cac quyét dinh nhu tinh
luong, thudng, ting lwong, dé bat, cach chuc, sa thai.

Chinh sach dong vién khen thudng cling tao ra tinh canh tranh trong cong
viéc. Piéu nay giup day doanh s6 1én, ting loi nhuan, tao vi thé canh tranh trén thi
truong.

Giai phap nay ciling gitp cong ty gilt chan dugc nhan vién gioi, tao mac cong

bang véi nhitng cong hién cia nhan vién.

42



KET LUAN

Quan tri ban hang 1a mot phan cua hoat dong kinh doanh s6i dong va co tinh
c4 nhan cao. V&i td chat va nhitng ky ning thich hop, bét ky ai ciing ¢6 thé nhanh
chong dat dugc nhitng muc tiéu ca nhan cling nhu nhitng thanh dat vé tai chinh
thong qua nghé nghiép ban hang va quan tri ban hang. Hoat déng quan tri ban hang
ludn khong thé tach roi giita con ngudi voi té chac, doanh nghiép véi méi truong
kinh doanh. Sy phdi hop nhip nhang giita cac phong nhu phong nhan su, phong ké
toan... vai phong kinh doanh s€ lam tang hiéu qua hoat dong kinh doanh cua doanh
nghiép. Bén canh d6, ngay trong ndi bo phong kinh doanh, viéc thiét 1ap muc tiéu,
hoach dinh chinh sach, xay dung va quan ly, giam sat lyc lugng nhan vién ban hang
phai duoc trién khai ddng bo véi su hop tac nhuan nhuy@n gitra cap quan 1y va nhan
vién 13 yéu cau vo cliing quan trong ddi véi doanh nghiép.

Hién nay, cung vdi qua trinh hoi nhap, Cong ty Phuc Hung hoat dong tai thi
truong ndi chung va trong viéc quan ly ban hang noéi riéng ludn chiu sy tac dong cua
cac yéu to thudc méi truong vi mo. Bén canh d6, méi trudng vi md cua cong ty
cling can phai dugc to chic va quan 1y sao cho hiéu qua va thich tng nhay bén nhat
V6i cac thay doi tir bén ngoai, bén canh d6 cac doanh nghiép vira va nhé nhu Phiic
Hung phai nam 6 cac quy dinh phap 1y ¢6 lién quan, cai tién nang luc cua doi ngil
ban hang va co cau t6 chirc dé tang suc canh tranh trén thi truong. Pay chinh 1a hoat
d6ng quan tri ban hang trong cai nhin tong thé nhat.

Do han ché vé mit trinh d va thiéu kinh nghiém thuc té, hon nira do chua co
nhiéu thong tin “dong” khi phan tich, do d6 nhitng danh gia trong chuyén dé co thé
chua that sat thuc, con mang tinh chil quan, cac giai phap dua ra chwa chic da 1a toi
vu. Vi vay em rat mong nhan duoc su dong gop, bo sung tir phia quy thay/co, cac
anh/chi phong Kinh doanh; Ké toan; Marketing Cong ty Phiic Hung cing toan thé

céc ban quan tam t&i Van dé nay, dé bai viét hoan thién hon!
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