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21 Chi S6 KPI Quan Trong Trong Nganh Bén Lé

e Lam thé nao dé cai thién dwoc hiéu qua hoat ddng ban 18 tai ctra hang?

e Lam thé nao dé lam rd rang va sac nét hon lgi thé canh tranh cta thwong hiéu cia
ban?

e Lam thé nao dé biét ban dang lam marketing dung hwéng va cé hiéu qua tdi da?

Hang ngay, mét ngwdi cha clra hang phai xt Iy rat nhiéu thong tin va déi mat véi nhiéu thie
thach sy vuy. Vay, lam thé nao dé phan loai cac thong tin can tap trung chd y, cling nhw dua
ra cac quyét dinh dung dan dé cai thién hiéu suét kinh doanh ctia clra hang tré nén tét hon?
Néu ban cting c6 chung nhirng ban khoan trén, bai viét sau day chia sé 21 KPIs (chi s6 do
lwdng hiéu qua hoat dong) cia nganh ban I8, hi vong c6 thé hd tro ban trong cong tac quan
ly va danh gia hiéu nang kinh doanh ctia ctra hang. Cung tham khao nhé!
1. Doanh sé ban hang trén m2 (SPSM)
Cong thurc:

SPSM = Téng doanh thu (VND) / Téng dién tich (m?)
Vi du: Doanh thu méi thang cta clra hang A |a 500 triéu trén dién tich 200m?2 thi:

SPSM = 500/200 = 2,5 triéu/m?,

Mtpc do quan trong:
Day 1a Chi sb do lwdng hiéu qua viéc stv dung khdng gian ban 18 va tai sdn dau tw. Gia s

nhw ban c6 2 cra hang cung dién tich va chi s SPSM cua clra hang A thap hon clra hang
B thi c6 thé do:

Viéc thiét ké& bb tri quay ké trwng bay ctra hang A chwa hop ly
Co ciu sap xép hang hoa cé van dé

Nhu cau tiéu dung tai khu vue thdp hon

Lwu tri» hang tén kho chwa hop ly

Cac chuong trinh xuc tién thwong mai chwa hiéu qua

Do lwéong:

Tan suét do: Hang thang

Chiu trach nhiém do: Phong kinh doanh/ctra hang truédng

Tham dinh thang tin: BP ké toan/tai chinh.

Cong cu do: Str dung phan mem quan ly ban hang, hach toan |13i/16/doanh thu thuc te
thdng qua hé thédng bao céo sén cé va dbi chiéu vai dién tich clra hang dé ra chi sb
can tim.

2. Lwu lwong khach hang
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Pay 1a 1 chi s6 kho do dém, c6 kha nang mat chi phi. Théng thuwong, cac cong ty chuyén
nghiép sé str dung dich vu people counter. Céng nghé dém ngwoi nay da trai qua 4 thoi Ki:

Vi du:

Thé hé 1: Infrared Beam Counter (2002-2004): Dém bang may dém nhip héng ngoai.
Thé hé 2: thermal counters (2005-2011): dém bang nhiét.

Thé hé 3: Video & wifi counting (2012-2016): Dém bang video va wifi.

Thé hé 4: Video & wifi analytics with video footage (2017 to present): dém khach c6
ra soat lai, str dung ca cong nghé computer vision.

Cong nghé twong lai: Face-recognition: nhan dién khuén mat.

10,000 ngwoi t&i ctra hang 1 thang.

Mtpc do quan trong:

Do dém dwoc chi sb nay sé cho 6ng/ba chad thay rd diém manh/yéu cla cac hoat dong:

Thiét ké mat bang cira hang (store layout): N6 sé chi ra khu vire nao nhiéu lvu lwong
nhat, khu nao it nhat,noi nao khach hang bj tdc va noi nao la diém chét trong clra
hang.

Hiéu qua cda cac hoat dong truyén théng qudng céo: Liéu cac chwong trinh truyén
thdng co dd hiéu qua dé kéo khach hang tdi clra hang?

Piéu phdi nhan vién: hoat déng diéu phéi c6 hiéu qua gitra cac khung gio cao diém
(lvu lwong khach hang I6n) va nhirng khung gi®& vang khach? Khéng nhat thiét ctra
hang ludn phai cé sé lwong NVBH ¢é dinh.

Do lwéng:

e Tan suét do: Hang thang

Chiu trach nhiém do: Bé phan IT

e Tham dinh théng tin: Giam dbc
3. Gia ban trung binh

Cong thirc = Tdng gia tri ban ra / Téng sb lwong ban ra

4. Giatén kho trung binh

Céng thtre = Tong gia tri hang héa trong kho / Téng sb lweng hang hoa trong kho

5. Chi s6 doanh thu/tén kho

Cong thirc = Doanh sé / Gia tri trung binh tén kho

6. Phan tram chi phi ton kho

Céng thirc = (Chi phi tdn kho / Doanh sb) * 100

Murc dd quan trong:
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J Ch s6 KPI ban 1& nay la kim chi nam cho cac nha quan ly. Chi can nhin vao cac chi
sb sé thay ngay mdrc dd hop ly cta hang tén kho. Bang viéc ra soat chi sb trén, hé
thdng ctra hang, doanh nghiép ban 1& da coé sw diéu chinh phi hop vé hang hoa tai
tirng cra hang.

7. Tén kho trén 1m?2
Cong thirc = Tdn kho / Dién tich san
8. Ty lé khdéng gian ban hang
Cong thirc = (Dién tich danh cho ban hang / Téng dién tich) * 100
Mtpc do quan trong:

e T4t ca cac doanh nghiép déu phai thué méat bang dé kinh doanh ban |1&, ma chi phi
thué mat bang thuwong tinh theo m2. Vi vay méi mét vuéng déu chju mét sé tién nhat
dinh, do d6 cling phai tao ra mét doanh s nhat dinh. Péng thoi, tr doanh sb cac chi
doanh nghiép c6 thé tinh ra |&i gdp/m2. Vay nén chi s6 KPI ban & nay |13 co sé tét nhat
dé quyét dinh co tiép tuc thué dia diém doé dé kinh doanh niva hay khéng. Va néu thué
thi thué dién tich bao nhiéu dé& dam bao ctra hang hoat dong hiéu qua.

9. Ty lé chuyén déi don hang

Céng thirc = S6 khach hang mua hang / Téng khach hang téi clra hang

Vi du: 1 thang ctra hang A c6 20 khach t&i clba hang nhwng chi cé 1 khach mua hang thi ty
& la 5%.

C6 thé tinh twong tw cho sb hoa don ban hang/tdng lwu lwong lwot khach téi cira hang.
Mtpc do quan trong:

Giup danh gia hiéu qua ctia cac thanh phan trong clra hang, tir d6 dwa ra cac hanh déng dé
cai thién:

e Dijch vu khach hang: Chét lwong dich vu chdm séc khach hang tai diém ban da du tét
chwa? Céc tiéu chuén chéat lwong dich vu ban 18 c6 duoc thye hién nghiém tic khéng?

e Trung bay va trang tri: Trung bay hang hoa da da hap dan chwa? NVBH (nhan vién
ban hang) c6 trién khai dung theo hwéng dan trwng bay khéng?

e Trdi nghiém mua hang: Thiét ké trai nghiém khach hang tai diém ban da hop ly chwa?
Con chd nao chwa bang déi tha canh tranh?

Po lwong:

e Tan suét do: Thuong khi cé sy thay ddi vé cac yéu té: dich vu khach hang/thay
NVBH/thay trai nghiém khach hang

e Chiu trach nhiém do: B6 phan kinh doanh

e Théam dinh théng tin: Ké toan/tai chinh
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10. Sé lwong hoa don/giao dich
Cong thirc = Tdng hop sbé lveng hoa don / Giao dich phét sinh
Vi du: 200 hoa don/thang
Mtpc do quan trong:
S& dung chi sb nay dé diéu chinh:
e Chién thuat marketing tai diém ban: c6 nén ap dung cac chwong trinh promotion dé
thuc day gia téng giao dich? ’
e Djch vu CSKH va trai nghiém khach hang: co6 du hap dan?
e Biéu phdi NVBH: clra hang c6 dl ban ron khdng? Clra hang A C6 can nhat thiét phai
da ngwdi nhw cac clra hang khac khéng néu lvgng giao dich chi bang 1/3?
Do lwéong:
e Tan suat do: Hang ngay/tuan/thang
e Chiju trach nhiém do: BP Sale
e Tham dinh thong tin: Ké toan.
11. Doanh s6/mét giao dich
Céng thirc = Doanh sb / S6 lwong giao dich

Mtpc do quan trong:

Chi sb KPI nay phan anh gia tri hang ban/mét giao dich trong cra hang. St dung chi sb nay
dé giup diéu chinh:

e Chién thuat marketing tai diém ban: c6 nén ap dung cac chwong trinh promotion dé
thic day gia tang gia tri giao dich? ’
e Dich vu chdm séc va trai nghiém khach hang cé dd hap dan dé khach hang mua hang
chwa? )
12. Doanh so cua mét nhan vién
Coéng thirc = Doanh sb / Téng sb nhan vién
13. Chi sé chi phinhan sw
Cong thre = (Téng chi phi nhan sy / Doanh sb) * 100
14. La&i gop trén moét nhan vién
Coéng thirc = Tdng 13i gop / Téng sb nhan vién

Murc d6 quan trong:
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e Céc loai chi s6 KPI nay giip chii doanh nghiép va clra hang tredng quyét dinh tuyén
thém hay giam so6 lwgng nhan vién.
15. Giatri trung binh hoa don

Cho ngwoi chid cai nhin vi mé hon vé ngan sach ma khach hang cta ho sén sang chi tra cho
san pham hién hanh.

Cong thirc = Tdng doanh thu / Tdng sé hoa don

Vi du: Clra hang dat 500 triéu/1thang, ban dwoc 100 hoa don, nhw vay trung binh méi don
hang khach hang mua khoang 5 triéu.

Mtpc do quan trong:
N6 1a chi sé6 danh gia hiéu qua cla cac hoat dong:

e Lién quan téi chinh sach gia: da hop ly chwa? ATV thap thé hién viéc chwa tan dung
tét cac hoat dong upsell, cross-sell, ban bundles hoac don gian la chwa cé bién phap
kich thich khach hang mua vwot ngan sach dy kién cua ho.

e Lién quan t6i phat trién sdn phdm: Khach hang sén sang chi tra cho cac san pham co
gia tri cao(dat tién) hay l1a mua nhiéu san pham c6 gia tri thdp? Théi quen la mua hang
1 1an it sdn phadm hay la mua nhiéu sé&n phdm? T d6 dwa ra cac san pham phu hop
cho ttrng nhém value drivers/margin builders/traffic drivers/basket builder.

Do lwéng:

e Tan suét do: Theo ngay/tuan

e Chiu trach nhiém do: Sale

e Tham dinh théng tin: K& toan
16. Mdrc lai can bién
Cong thuece:

PM = Téng lai / Tdng doanh thu x 100%

Vi du: Ctra hang lai 1 thang 100 triéu (sau khi trtr chi phi) so véi doanh thu 1 ty thi PM=10%

Mtpc do quan trong:

Chi s6 nay hién nhién guan trong doi véi ngudi lam kinh doanh. So sanh chi s nay qua cac
thang, nguwoi cha sé biet dwoc:

e Doanh thu: Tang I&n nhung chua chéc loi nhuan da tang theo nhip ctia doanh thu.

e Céc chi phi hoat déng tai cira hang: C6 thé dang cao, can gidam dé tang hiéu qua hoat
dong quan ly.

» Suy nghi va tinh toan t6i phén gia ca: co thé tang gia néu muon tang lgi nhuan? hoac
phai xay dwng co’ cAu hang margin builders cao hon trong co ciu hang hoa ctra hang.

Po lwong:
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Tan suat do: Hang thang/quy/nam
Chiu trach nhiém do: Sale

Tham dinh thong tin: Ké toan
Vong quay hang hoa

Sé lan hang hoa trong kho hang dwoc béan ra trong 1 khoang thdi gian nhét dinh.

Cong thuece:

ST = Téng gia vén hang ban / Tdn kho trung binh

Vi du: Tén kho trung binh 1 cra hang la 500 triéu, 1 ndm ban dugc 1 ty tinh theo gia von
hang hoa (gia nhap hang/gia san xuat) thi vong quay hang hoa dwoc 2 lan.

Mtpc do quan trong:

Pua ra cac quyét dinh quan trong lién quan t&i hang hoa:

Ké& hoach nhap hang: bao lau can bé sung thém hang.

Hang trong kho c6 du ban khong hay thira?

Vong doi cla trng ma hang khac nhau => tim ra dwoc quy luat cac san pham ban
chay.

Luan chuyén hang hoa théng minh va ban kém/ban bé sung cac san pham.

Do lwéng:

18.

Tan suat do: Hang nam

Chiu trach nhiém do: Sale

Tham dinh thong tin: Ké toan/tai chinh
Ty |é hang do6i tra

Cong thuece:

PR = S6 lwong hang dbi trd / Téng sb lwong hang da ban

Vi du: ctia hang A ban 20,000 s&n pham va bi tra lai 2,000 san pham thi PR=10%

Mtrc do quan trong:

Chi sé nay rd rang cho nguoi chi thay rang:

Chét lwgng san pham c6 van dé gi khong?
Dich vu khé&ch hang cé trién khai tét khong? Dac biét & khau CSKH.
Cac chuong trinh marketing c6 ding va thich hop véi san phdm khéng?

Po lwong:
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e Tan suét do: dinh ki theo thang. Hodc trwdc khi ra mat san pham méi/hodc truwdc va
sau khi c6 cac chwong trinh big sales.
e Chiju trdch nhiém do: Sale/marketing
e Tham dinh théng tin: GD ) ] ]
19. Ty lé hang tra lai trén doanh so (chi so KPI ban [é can dwgrc giam
thieu nhat)

Cong thire = (Téng hang tra lai dwoc phép / Doanh sb ban) * 100
Mtpc do quan trong:

Chi s6 KPI ban I& nay phan anh murc d6 hai long cda khach hang qua gia tri hang hoa tra lai
va duwoc cho phép trén téng doanh sb ban.

20. Tylé sé lwong hang ban ra téi khach hang
Lwu y: Ty Ié nay khac véi Sell-in |a ty &€ hang ban ra téi dai ly.
Cong thuece:
STP = Sb lwong hang ban ra / Téng lwong hang tdn kho dau ki x 100%

Vi du: Clra hang A nhap 5,000 hang dau ki va ban 1,000 hang sau 1 thang thi STP cta thang
do la 20%.

Mtpc do quan trong:
e Danh gia tinh kha thi ctia sdn phdm: san phdm nao ban chay, san phdm nao ban kém
e Lacosog dé danh gia s&n pham nao nén giam gia, san pham nao nén tra lai phia san
xuét, ho&c la cé nén tai dat hang 1 ma san pham nao dé.
Do lwéong:
e Tan suét do: Hang thang
e Chiu trach nhiém do: BP sale
e Tham dinh thong tin: K& toan
21. Lai dwkien trén mirc dau tw
Céng thirc = Tdng 1i / Chi phi hang tén trung binh

Vidu: Ctra hang A l&i 1 thang la 500 triéu, chi phi hang ton trung binh la 250 triéu thit GMROI
la 2. Ttre la clra hang nay kiem dwoc 2 triéu trén moi 1 triéu dau tw cho hang ton.

Murc d6 quan trong:
e Laco s& danh gia tdng quan nhét toan bé hoat dong clia clra hang theo ki.

e Laco s& dé toi wu hoa hang ton va hang trung bay.
e Laco s& dé dieu chinh san pham: thay doi gia ban.
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Po lwéng:

e Tan suét do: Hang thang/quy/nam
e Chiu trach nhiém do: BP sale
e Tham dinh théng tin: K& toan

Kién tri do dém, cai thién va hoan thién cac chi s6 KPIs vé ban Ié sé gitip cho ban c6 dwoc
hé thong ban Ié virng chac va lau bén. Do dé, quan trong nhw viéc san pham hay thwong
hiéu phai that sang tao va doc dao thi clra hang ban 1é phai that hiéu qua va khoa hoc.
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