LAM TRADE MARKETING: 4 BUOC XAY DUNG CHIEN LUQC
KENH PHAN PHOI

Trade Marketing suy cho cung ciing 1 dé “chinh phuc Shopper tai diém ban”. Du ban c6
1am Trade Marketing cho nganh hang nao, céng ty 16n hay nho, thi Shopper ciing 1a diéu
dau tién phai quan tim, va “diém ban” ciing 1a chién truong cudi cing quyét dinh thanh
bai.

Chinh vi vay, viéc quan 1y cac diém ban va xay dung chién lugce kénh phan phdi nhim tdi

wu hoa hoat dong tai diém ban ludn 13 wu tién hang ddu & khong it doanh nghiép.

Twr cau chuyén “diém ban” dén bai toan “kénh phan phoi'

Trudc khi budc vao cau chuyén chién luge kénh phan phdi, chiing ta can phai nam rd khai
niém diém ban (Outlet) va kénh phan phdi (Channel).

Pi¢m ban (Outlet): La tit ca nhitng dia diém Shopper ¢ thé tim va mua san pham cia

ban.
Kénh phan phéi (Channel): La nhom nhiing diém ban c6 nhitng diém twong dong vé dic
tinh ctra hang, muc dich mua sim va hanh vi ctia Shopper. Vi timg nganh hang khac nhau

s€ uu tién nhiing nhém Channel khac nhau.

KA channel Restaurant Night Club Bike washing

Mot so6 kénh phan phdi pho bién.



T4t ca moi hoat dong cua Trade Marketing, du 16n hay nhé déu dién ra tai diém ban. Vi dy,
khi ban mudén mua Coca dé giai khat, thi ctra hang ba Tam ngay dau ngd cta ban 1a mot
Outlet, Outlet nay thudc kénh phan phdi tiém tap héa. Hiéu ndm na, mdi Outlet 13 mot
touch-point két ndi Brand v6i Shopper, con Channel 1 tip hop tit ca nhiing touch-point
d6 va dugce phan nhom dya trén nhimg diém twong déng vé hanh vi Shopper va ban than

dac tinh cua tung store.

Viy tai sao lén chién lwoc kénh phén phéi (Channel strategy) lai quan
trong?

Béi don gian, tat ca4 moi hoat dong cua Trade Marketing, du la 16n hay nho déu dién ra tai
diém ban. Chién thang tai diém ban 13 chién thang anh huong truc tiép dén sales volume
va market share cua bat cr mot Brand nao. Tham chi, d6i véi nhirng nganh hang c6 do
trung thanh thuong hiéu khong cao nhu FMCG, that bai tai diém ban dong nghia véi tat ca

nhiing hoat dong Marketing trudc d6 déu “d6 song d6 bé”.

Thé nhung, “chién thing tai diém ban” 12 mot cau chuyén vo cung phirc tap. Boi mdi
Channel khac nhau déu c6 nhitng nhom Shopper khac nhau, véi hanh vi mua sim hoan
toan khac nhau va ciing theo d6 ma c6 nhiing yéu cu vé mit hoat dong hoan toan khac

nhau.

Thir tuéng tugng ban 13 mot Trade Marketing Manager, dimg gitta mot rimg gdm ca chuc
Channel véi hon nira triéu Oulet, ban s& bi cudn vao nhiing cdu hoi: Phai thyc thi nhiing
hoat dong gi? Panh & dau? Uu tién nhitng Channel nao hay dan trai hoat dong cho tat ca
Channel?... Mdi cau tra 10i ciia ban déu sé& truc tiép anh hudng dén s6 sales, mot quyét dinh
sai 1am c6 thé 1am bdc hoi ca triéu d6 trong mot ngay. Do 1a chua ké dén trudng hop phai
quan ly nhiéu Brand mét lic. Néu khong c6 mot chién Iugc cu thé va rd rang, ban s& dé

dang bi cudn theo bai toan thyc thi mot cach may moéc va chi quan.
Mit khac, dé xay dung nén mot Channel strategy hoan chinh ciing 1a mét thir thach khong
dé dang. C6 hang trim cong viéc khac nhau can lam dé 1én chién lugc kénh phan phdi. Tur

thau hiéu Brand, xac dinh “chién truong” phu hop, 1€n danh sach hoat dong tai diém ban,



xéac dinh KPIs do ludng, 1am viéc v6i nhitng phong ban lién quan, ... va quan trong nhét

1a thé hién tat ca nhiing chién luoc d6 thanh mot bang chién luge cu thé va kha thi.

O thoi dai Trade Marketing 1.0, xay dung chién lugce kénh phan phdi dai han 1a mot qua
trinh day nhitng rao can va ap lyc. Tién t6i 2.0, nhing ap luc va rao can van con d6, nhung
da duoc gian lugc boi ¢ gang mod hinh hoa chién luge kénh phan phdi tir nhiing tap doan
hang dau. Mot trong sb nhitng mé hinh duoc cho 14 hidu qua va co tinh ing dung cao nhit

la m6 hinh gom 4 budc co ban nhu sau:
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Buéc 1: Channel segmentation - Phan nhom kénh phén phdi
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Ph4n nhom kénh phan phdi (Channel segmentation) 13 budc nén tang, anh hudng dén tat
ca chién lugc hoat dong vé sau tai kénh phan phéi. Hiéu mot cach don gian, Channel
segmentation 1a chia nhé hé théng phan phdi dang c6 va nhom ching thanh cic nhom

Channel khac nhau, nham muc dich dinh hudng chién lugc hoat dong khéc nhau.



Vay tai sao phdi lam Channel segmentation?

Nhu da dé cap o trén, thau hiéu Channel 1a mot diéu vo cing phtrc tap. Mdi nhom Channel
la mdt store format hoan toan khac biét, store format nay s€ phu hop véi nhitng nhom
Shopper khac nhau, tao ra nhirng nhém hanh vi mua hang ciing khac nhau. Tham chi, cung
12 mot Shopper, nhung khi dén nhimg Channel khac nhau, ciing s& ¢ nhirng hanh vi mua
hang riéng. No6i cach khéac, v6i ting nhoém Channel, chung ta déu phai xay dung nhiing

chién lugc hoat dong khac nhau nham thuyét phuc Shopper mua hang.

Léy vi du nganh hang ruou, mot ngudi dan 6ng di nhau voéi ban than cép 3 & mgt quan
nhau binh dan, anh s€ c¢6 hanh vi Xué x0a, thodi mai, khi do, chi can mot PG xinh dep hodc
mdt POSM c¢6 van nghe hay ho 1a dd da dé thuyét phuc anh udng ruou ciia nhan hang do.
Tuy nhién, cling nguoi dan 6ng do, khi vao mot khach san 5 sao nhan ki niém ngay cuoi,
phong thai cta anh lai thién vé hudng lich thiép, ding dan. Lic nay, cach thé hién san

pham trong menu hodc dé xuat tr nhan vién phuc vu lai c6 thé tdc dong nhiéu hon dén

quyét dinh mua hang cua anh ta.
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Mpt so segment, sub-segment tiéu biéu.

Sau khi di phan nhém Channel, ngudi 1am Trade Marketing thuong s& bo sung thém céc
thong tin vé dinh lugng (sale volume/value, tong sb outlet, ...) ciing nhu dinh tinh (Shopper
profile, Shopper mission, Store format, Customer behavior...) d¢ hiéu rd dic tinh cua ting

Channel truée khi di dén budc phan tich kénh phan phdi.



Budc 2: Channel analysis - Phan tich kénh phan phdi
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Sau khi da c6 Channel segmentation cho nganh hang cua minh, ngudi lam Trade Marketing
s& bat dau di sdu vao nhimg phan tich vé Channel dé c6 nhimg hiéu biét sau sic hon vé
cach van hanh ctia cac Channel, tiém nang ciia ching va nhitng phan ung tir phia thi trudng.
Pay 1a budc trung gian, ¢ vai trd nén tang dé wu tién kénh phéan phdi trong nhiing budc

tiép theo.
O budc nay, c6 4 cAu hoi ma nguoi 1am Trade Marketing can phai tra 101 duoc:

Thir nhat, vi timg nhom Channel, nén xuét hién nhitng Brand nao? Va Brand nao cin
dugc wu tién dau tu? Pay 1a cau hoi phd bién dbi voi nhitng doanh nghiép quan 1y nhiéu
hon mét Brand. Dién hinh nhu Unilever tai Viét Nam dang s¢ hiru trén dudi 25 Brands va

khong thé o chuyén 25 Brands d6 cling c6 mat tai mot... ti¢ém tap hoa duoc.

Dua vao sy twong ddng vé Shopper, mdi Channel s& phi hop v6i mot sé Brand nhét dinh.
Va trong s6 cac Brand do, s& ¢c6 mot Brand duoc goi 1a “hero”, tuc 1a dugc uu tién dau tu

vé mat hoat dong tai diém ban, hinh anh trung bay, POSM,...

Vi du, Pepsi Cola sé hitu rat nhiéu Brand nudc giai khat khac nhau. Nhung ¢ cac san van
dong thé thao, d6i tuong hay lui t6i 1a thanh nién, nang dong, uéng nhiéu nuédc, can bu sc,
Brand duoc wu tién xuét hién trén cdc POSM, k¢ chinh s€ 1a Revive, cac Brand nhu Pepsi,

Sting, Olong Tea Plus van s& duoc listing nhung déng vai tro hd tro nhiéu hon. Nguoc lai,



trong cira hang thirc an nhanh nhu Lotteria, noi tap trung nhiéu nhém ban bé nam nit, dén

dé an udng va tro chuyén, Brand chu lic s& 1a Pepsi, dimg sau d6 1a Mirinda, 7 UP.,...
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Pepsi 12 Brand chii luc tai cac chudi cira hang thirc dn nhanh.

Sau khi d4 biét duoc Channel nao nén ban nhiing Brand gi, ngudi 1am Trade Marketing
phai tra 161 duoc cau hoi thir 2: Channel landscape ciia cong ty toi hién nay dang nhu thé
nao? Nhitng Channel nao dang dong gop volume va value 16n cho nganh hang? Channel
nao ma Brand ctia minh dang chiém wu thé? Dé tra 10i dugc cau hoi ndy, ngudi 1am Trade
Marketing phai nim duoc total sales volume ctia tirg Channel, va thi phan cta minh trong

tung Channel do.

Cau hoi thtr 3, Loi nhuan tir mdi Channel 1a nhu thé nao? Mdi mdt Channel khac nhau s&
c6 bién d¢ loi nhuan khac nhau. Vi du, & siéu thi, sales volume c6 thé nhiéu hon kénh tap
hoa, nhung lai it c6 101 vi chiét khau thwong mai qua cao. Tuwong tu nhu vay, Beer club 1a
mot kénh c6 mire tiéu thu ruou bia twong dbi 16n, nhung profit cho mdi san pham ma cac
cty bia ban ra & day khong cao do phai dau tu rt 1on vao tién hop dong voi chit outlet va

cho cac cac event lién tuc dién ra tai day.
Cau hoi cudi cung: Nhing xu nao c6 kha niang anh huéng dén ting trudong ciia nhiing
Channel minh dang phan phéi trén thi trudng? Vi du hién nay, 16i séng ctia nguoi Viét nhin

chung ngay cang hién dai va dé cao su tién 1gi, dan dén sy xuat hién ngay cang nhiéu cia



cac chudi siéu thi tién 1gi (CvS). Rd rang nhitng doanh nghiép danh kinh doanh nganh hang

nude giai khat hodc dd an nhanh khong thé bo qua kénh CvS.

Budc 3: Channel prioritisation - Uu tién kénh phan phéi
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Dua trén nhitng phan tich tir budc 2 vé Channel landscape, Channel profit, Channel
trends,... nguoi lam Trade Marketing s& quyét dinh nén wu tién dau tu cho nhitng Channel
nao. Pay 1a budc quyét dinh mirc d6 dau tu ngan sach ciia Trade Marketing cho timg nhém

Channel khac nhau.

Co2 yéu td can can nhic khi quyét dinh lya chon Channel vu tién:

1. D6 hip dan ctua Channel: Volume sales va value sales & Channel nay cé tbt hay
khong? Tdc do ting truong ctia Channel ndy nhu thé nao? Loi nhuan néu ban & day
ra sao? Trong tuong lai 5 nim t&i Channel nay sé& phat trién hay bdo hda?

2. Nguon lyc cua cong ty: Cong ty ctia minh c¢6 du ngudn lyc vé mat con ngudi, kinh
nghiém va ngan sach dé ddnh Channel nay hay khong? Loi thé canh tranh c6t 16i

cta cong ty la gi?
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VD: Nganh hang haircare ctia Unilever muén danh vao kénh tap hoa truyén théng (GT) rat

dé vi co ngan sach 16n, doi ngli nhan sy day dan kinh nghi¢m lau nam. Tuy nhién, d6i voi

kénh Salon toc, 1a mot kénh co rat nhidu tiém nang va dang ting truong manh trong thoi

gian qua, Unilever lai hoan khong c6 loi thé tiép can.

Két thiic budc nay, ngudi lam Trade Marketing s& ¢6 duge danh sich Channel can dugc

uu tién dau tu, Channel c6t 161 can bao v¢, Channel s€ bi gidm thiéu dau tu, va cu thé ti

trong ngan sach phan chia cho tirng Channel.

Budc 4: Xay dung chién lwoc hoat ddng cho Channel
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Cudi cung, sau khi d3 quyét dinh chién luoc vu tién kénh phan phdi, ngudi 1lam Trade
Marketing s& di dén viéc xay dung chién lugc hoat dong dai han cho Channel (Thong

thuong tir 2-3 nam).

O giai doan nay, co 3 task chinh ma nguoi 1am Trade can phai thuc hién:

1. Xac dinh myc tiéu dai han cho timg nhém kénh phan phéi (mé bao nhiéu diém ban,
ting tredng tao nhiéu phan trim, loi nhuén nhu thé ndo, chiém thi phan ra sao...).
Tir muc tiéu nay, cong ty s& c6 chién luoc phat trién nhan sy va bd may quan Iy
Trade Marketing phu hop.

2. Xay dung guideline hoat dong cho ting nhém Channel trong 2-3 ndm dua vao
Shopper value drivers (nhitng yéu t6 anh hudng quyét dinh mua hang ctua Shopper)
va Customer value drivers (Nhiing yéu to anh hudng dén quyét dinh cia chu
Outlets). Pam bao cac hoat dong tai diém ban déng nhat va khong bi di xa khoi muc
tiéu doanh nghiép.

3. Théng nhat nhitng key milestone chinh trong vong 2-3 nam va KPIs cy thé dé do

luong hi€u qua cua chién lugc hoat dong.
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VD: Shopper value drivers va Customer value drivers tai 2 kénh MT va GT ctia nganh

hang A.



Két thic bude nay thudong 1a mot bang ké hoach hoat dong tong hop tat ca nhiing dinh
huong vé mat dau tu kénh phan phéi va chién lugc hoat dong dai han 3-5 nam véi KPIs do

luong cu thé.

Loi két

Channel strategy la “bd ndo” trong viéc hoach dinh chién luge 3-5 nim cia Trade
Marketing. C6 dugc chién lugc kénh phan phdi cu thé s& gitip ngudi 1am Trade Marketing
c6 ci nhin dai han thay vi bi cuén theo activities hang nim va nhiing bién dong bat ngo tir
phia thi truong.

Mudn xay dung duoc Channel strategy hiéu qua, nguoi 1am Trade phai biét:

1. Phan nhom kénh phan phdi dé biét dwoc nhom Channel nao ph hop véi loai hoat
dong gi.
2. Phan tich kénh phan phdi dé nim duoc cdc Channel van hanh va xu huéng thi
truong.
3. Uu tién kénh phan phdi dé xac dinh mirc d6 dau tu cho cac Channel khéac nhau.
4. Pé radinh hudng hoat dong dai han dé dam bao dat dugc muc tiéu.
Tuy nhién, c6 dugc mot chién lugc 3-5 nam khong c6 nghia l1a Brand s€ ndm chic duoc
phan thiang. 40% két qua s& dén tir két qua ctia nhimng hoat dong duoc trién khai trong nam.
Sau khi d& mo hinh héa duoc chién luge kénh phan phdi, Trade Marketing s& phai trién
khai cac hoat dong theo chién luge di dé ra, dam bao cac hoat dong ding, du va dem lai
hiéu qua t6i wu.
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