Loai bé nhan hiéu yéu kém dé giir

khach hang (Phan dau)

Rat nhiéu cong ty nang dong va thanh cong hién nay thuwong xuyén thiee hién chién
lirge xéa bé nhan hiéu trong danh muc thuwong hiéu ciia minh nham t6i da héa loi
nhudn. VA Véi tw cich nha qudn tri, néu ban 1am tot phwong chdm nay, chdc chdn
cong ty sé phuc vu khdch hang tot hon, va dwong nhién sé phat trién bén viing

hon.

Vao nhitng nam 30, Neil McElroy dugc bo nhiém vi tri quan 1y phu trach quang
cao cho xa bong Camay thudc tap doan Procter&Gamble (P&G). Hang san xuit
hang tiéu ding khong 16 16 nay lic d6 dang “boé bé” nhdn hiéu Camay va phung
phi rat nhiéu tién bac va cong strc vao san pham duoc danh gia 1a quan trong nhat,
Ivory. Puong nhién, Ivory lic dé6 vin mang lai nguén thu 16n, trong khi Camay
phai chat vat 1am méi ton tai duwoc. Chan nan, vao thang 5. 1931 McElroy d& dé
dat mot ban ké hoach, trong d6 dé nghi P&G nén thay ddi va tro thanh mot hé
thdng quan tri dya trén 1 nhan hang duy nhat cho mdi dong san pham. Chi co thé,
mdi nhan hang méi duogc dau tu ngan sach va nhan sy thich dang gitip thanh cong

trén thi truong.



McElroy da tro thanh nguoi ding dau P&G vao nim 1948 va ban ké hoach cua
ong da tro thanh “sach gido khoa” cho nhiéu cong ty 16m, trong d6 c6 P&G. Vé co
ban, McElroy phan ddi 1y luan cho rang, cac nhan hiéu cua cling doanh nghiép can
phai ddu tranh dé danh giat cac ngudn lyc va thi phan. Va mdi nguoi quan 1y mot
nhan hang phai bao dam thuong hiéu ctia minh s& chién thang, ngay ca khi diéu

nay 1am anh hudng dén cac nhan hang khac thudc cling mot cong ty.

7 thap ky sau, ban dé xuét ndi tiéng ctia McElroy van cOn nguyén gié tri, luén
dugc cac nhan vién marketing ghi chi trong s6 tay va thuong duoc sir dung nhu
mét “vii khi” chién lugc. Thong thudng, doanh nghiép ding rat nhiéu thoi gian va
tién bac vao viéc tao dung cac thuong hiéu méi, cd ging duy tri nhitng thuong
hiéu cii va danh dat thi phan ciia d6i thu. Ho ¢ gang mo rdng thi phan va mé rong
nhan hiéu, thay vi phai mo rong kénh phan phéi va cac nhan hiéu phu, cung cip
nhitng san pham thich hop cho moi thi trudng va tao nén to hop da nhan hi¢u hop
thoi trong nham hip dan khach hang. That dang ngac nhién, hau hét doanh nghiép
khong thuong xuyén kiém tra danh muc nhan hang nham xem xét lidu ta c6 ban
tung ra thi truong qua nhiéu nhan hiéu, xac dinh nhin hang nao yéu va loai bé né.
Cac doanh nghiép thudng c6 xu hudng cb gang phuc hodi nhitng nhan hang thu 13,
thay vi “sat nhap” lai nham tao nén nhan hang c6 sirc canh tranh hon, hay tham chi
loai bé nhan hang thu 16 nham tap trung tién bac va céng sic cho nhimg nhan
hang dang phat trién. Két qua, danh muc nh&n hang bi “chét cing” nhiing thuong

hiéu thua 18, khién ngudi quan 1y khong biét dau ma lan.



Hon nira, c6 mét su that dang ngac nhién I3, hau hét cac nhan hiéu nbi tiéng lai
khéng lam ra tién cho coéng ty. Diéu tra ctia Nirmalya Kumar, gido su trudng
London Business School da cho thiy, sau nhiéu nim, hau hét loi nhuan cia céac
cong ty chi dya vao mot nhém nhod cac nhdn hiéu, thong thuong 13 20% tong sb
nhan hang. Trong khi d6, doanh nghiép lai ton rat nhiéu tién bac va cdng stc vao
nhiéu nhan hang khac, hiém khi c6 “can dam” khai tir cac nhdn hang gay thua 16.

Ta hay ldy vi du tir 4 danh muc nhan hang cua 4 cong ty da qudc gia:

Diageo, cong ty rugu 16n nhat thé gidi, vao nam 1999 s& hiru 35 nhdn hang va co
mit tai 170 qubc gia. Thé nhung chi 8 nhdn hang: Rugu mui Baileys, ruou Rum
Captain Morgan, ruou tequila Cuervo, rugu vodka Smirnoff, rugu gin Tanqueray,
bia den Guinness, va rugu whiskey J&B va Johnnie&Walker d& mang lai hon 50%

téng doanh thu ban hang va 70% lgi nhuan.

Nestlé tinh dén nam 1996 d4 tung ra thi trudng hon 8000 nhan hang trén 190 quéc
gia. Trong d6 khoang 55 nhan hang mang tinh toan cau, 140 nhdn hang mang tinh
qudc gia, cOn hon 7800 nhan hang chi dugc tiéu thy tai nhiing dia phuong nhat
dinh. Pa s6 loi nhuan ciia cong ty dya trén khoang 200 nhan hang, tirc chiém chua

dén 2,5% danh muc.

Procter & Gamble (P&G) c6 danh myc gém 250 nhdn hang bén tai trén 160 quéc
gia. Tuy nhién, chi 10 nhan hang 16n nhit: bim tré em Pampers, bot giit Tide va

cac san pham gidy Bounty da chiém hon 50% doanh thu ban hang cua cong ty,



hon 50% loi nhuan va tham chi con sé nay 1én dén 66% tir nhirng nam tir 1999 dén

2002.

Unilever ¢6 1600 nhdn hang trén 150 qudc gia vao nim 1999. Tuy nhién, hon
90% loi nhuan lai dén tir 400 nhdn hang. Con 1200 thuong hiéu con lai hodc di

Va0 quén lang, hodc nam trong tinh trang thua 15.

P4 rd. Cac doanh nghiép co thé ting loi nhudn bang cach can dam loai bo nhimg
nhan hang thua 18. Ngay ca khi doanh s6 ban hang s& giam mot mirc nao do, thi
nhitng nhdn hang bi loai bo ciing giup cong ty tich gop ‘stc lyc’ nham chuén bi
dua dén nhin hang moi hap dan khach hang vao mua sau. Nhiéu cong ty d& khong
nhan ra rang, khi ho loai bé nhitng nhan hang cing loai san pham sé& gitp giam chi
phi “an” (d6 1a do chién lugc da nhan hang chi khién khach hang lra chon giira
déng san pham, vd Vé co ban khong ting téng doanh thu). Mot cach tu
nhién,nhitng chi phi “4n” ndy s& giam khi doanh nghiém giam sb luong nhan hang.
Trén thuc té, rat nhiéu cong ty d4 tién hanh x6a bo khong chi nhitng nhan hang
gay thua 15, ma ca nhimg nhan hang bi cho 1a yéu kém, dang mat dan stc hap din
va “don stc” dau tu cho nhimg nhdn hang van mang lai loi nhuan. Ho sé& sir dung
ngudn lyc hién c6 vao dau tu duy tri c&c nhdn hang sinh 101, nham khién né hap
dan khach hang hon. Vi vdy “khai tir” nhan hang doi khi lai 1a céch tét nhat giup

doanh nghiép phuc vu khach hang va c6 dong tot hon.



Vy tai sao hau hét cong ty lai khong xét dén qua trinh loai bé nhdn hang? Nguyén
nhan chinh 1a do hau hét 14nh dao doanh nghiép tin rang, viéc vuc day nhdn hang
khong phai 1a nhiém vu bat kha thi. Ho chi ngimg dau tu vao nhimng nhin hang
duge coi 14 “chét ty nhién”. Va ho d4 1am. Néu doanh nghiép duy tri thuong hiéu
yéu kém mot cach vung vé, ho s& khién khach hang tic gian, dic biét 12 nhiing
khéch hang trung thanh. Trén thuc té, hau hét ¢ gang phuc hoi d6 hap dan cua
thuong hiéu déu that bai. Rat nhiéu nghién ciu da chi ra rang, sau khi doanh
nghiép hop nhét nhiéu nhan hang va thay doi “tdm c&” thuong hiéu, tir nhdn hang
mang tinh dia phuwong thanh nhdn hang mang tim qudc gia, thi ho chi c6 thé duy
tri thi phan & mic khoang 50% so véi trudc kia. Tuwong ty, khi nhitng cong ty 16n
hop nhat 2 thuong hiéu, thi thi phan cua thuong hiéu hop nhat luon thap hon thi

phan cta 2 thuong hiéu cii cong lai.

Bai kiém tra nhanh duéi ddy s& gitip ban nhan biét minh cé nhiéu thuong higu gay

thua 16 hay khong:

1. CoO phai hon 50% thuong hiéu cua doanh nghiép la danh cho nguoi tiéu

dung ngoai cong ty?

2. C6 phai doanh nghiép cia Ban khong thé canh tranh ndi véi cac ddi tha

trong linh vuc marketing va quang céo von c6 nhiéu nhan hang?

3. C6 phai doanh nghiép cta Ban dang ton rat nhiéu chi phi cho viéc xay dung

nhitng thuong hi¢u ¢ nhd?



4, C6 phai doanh nghiép ctia Ban dang st dung nhiéu nhén hiéu khac nhau tai

nhiéu qubc gia khac nhau cho ciing mot san pham hay khong?

5. C6 phai cac phan khuc thi trudng, cac dong san pham, cac chinh sach vé
gia ca, kénh phan phdi...cho cac nhan hiéu san pham cua doanh nghiép Ban dang

chdng chéo 1&n nhau?

6. Theo y Kién cua ngudi tiéu ding thi nhan hié¢u san pham ciia doanh nghiép

c6 canh tranh gay git voi nhau khong?

7. C6 phai chi mot phan nhn hiéu san pham ciia doanh nghiép Ban gitip ich

cho doanh sé ban hang?

8. C6 phai viéc ting ngan sach quang céao cho mot trong nhiéu nhan hiéu cua
doanh nghiép dan dén viéc giam doanh s6 ban ra ciia mot nhdn hiéu san pham

khéc cua doanh nghiép?

9. C6 phai Ban bo qua nhiéu thoi gian cho viéc phan bd ngudn dau tu cho cac

nhan hiéu?

10.  CO phai cac chuyén gia nhan hiéu trong doanh nghiép cua Ban dang “gam

g’ nhin nhau nhu nhitng d6i tha dang gom?

Sau khi xac dinh duoc tinh hinh ring cong ty hién dang c6 nhidu nhin hang

“thira”, nhiém vu cta nha quan tri gio day 12 “giai quyét” chang. Nirmalya Kumar



d4& c6 kinh nghiém hon 10 nim nghién ctru vé cac chuong trinh quay vong nhan
hiéu tai mot loat cac cong ty ciia My va Chau Au nhu Akzo Nobel, Electrolux,
Sara Lee, Unilever va Vodafone. Tt kinh nghiém ctia minh, 6ng da dua ra 4 budc

“lam sach” danh muc nhan hang cua doanh nghiép.

Lén danh sach

Nhitng CEO thong minh bat dau qua trinh “hgp 1y héa” danh muyc nhin hang bang
cach ctr ra Nhom quén 1y tham gia kiém toan mot loat nhan hang trong danh muc.
Nhiing cudc kiém toan ndy rat hiru dung, vi hau hét quan 1y khong thyc su biét
nhan hang nao kiém ra tién va c¢6 bao nhiéu nhan hang khéng con sinh ra loi
nhuan. Pé tinh toan loi nhuan c6 duoc trén mdi nhdn hang, doanh nghiép thuong
phai tinh chung doanh sb ban hang va chia sé chi phi cho timg loai mit hang. Pay
thudng 12 nhiém vu rat phtrc tap va phai tinh todn kéo dai, doi hoi két hop chat ché
giita cac truong phong ban, do d6 khong co nhiéu cong ty tinh toan duoc chinh
x4c Quéan 1y doanh nghiép thudng c6 xu huéng nhin mdi nhin hang theo quan
diém ca nhan va do d6 tac dong dén nhan xét tudng nhu “khach quan” cta ho dbi
VGi timg van dé nay sinh. Két qua, da sd quan 1y thuong mong mudn gitr lai hau
hét nhan hang. Tuy nhién, néu biét cach nhin b tranh todn canh, chic chin ngudi
quan 1y s& khong bao che van d¢, va thudng hd trg tich cuc cho chuong trinh liét

ké danh sach nhimg nhan hang yéu kém.

Lwoc bt danh muc nhén hang



Tai budc tiép theo, doanh nghiép s& quyét dinh minh can duy tri bao nhiéu nhan
hang 1 du. Pé lam duoc didu d6, cac cong ty can trién khai 2 mo hinh riéng biét
nhung lién quan dén nhau: M6 hinh dinh gid nhan hang theo danh myuc va md
hinh danh gia nh@n hang theo phan khdc th; truong. Khi thuc hién mo hinh danh
gia nhan hang theo danh muc, doanh nghiép chi gitt lai nhiing thuong hi€u c6 kha
ning mé rong, lay tir trén xudng. Tuong ty, khi thyc hién mo hinh danh gi4 nhan
hang theo phan khdc thi truong, doanh nhgiép can xac dinh nhitng nhan hang nao
can thiét cho timg phan khic thi truong. Bang cach xac dinh timg phan khuc thi
truong va gia dinh chi cAn mot nhan hang duy nhat cho mdi thi trudng nhat dinh,
lanh dao doanh nghiép s& nhanh chéng xac dinh dugc sé nhan hang can thiét giir

lai.

M6 hinh ddanh gia nhan hang theo danh muc

Déi véi nhidu doanh nghép vén quan tri hidu qua danh myc da nhn hang nham téi
nhiéu thi trudng muc tiéu cing ldc, thi viéc xac dinh can giir lai bao nhiéu nhan
hang vira du khéng qua kho khan. Péau tién, ho chi cin xac dinh hiéu qua nhén
hang trén ting linh vuc lya chon. CEO cac doanh nghiép nay thudng lya chon ra
mot Hoi dong cac nha quan 1y va giam dbc cong ty con nham liét ké danh muyc
nhan hang hiéu qua. Cach 1am nay dic biét hiéu qua tai nhiing cong ty 10n, nhat 1a
khi Chuong trinh hop 1y héa danh muc nhin hang nhan duoc du hiéu ung ho tir
Ban quan tri cAp cao. Py ciing 1 co hoi gitip cac hing kiém tra xem liéu cong ty

c6 nén rat lui khoi mot s thi trudng noi cac nhan hang duge danh gia 1a khong



hiéu qua. Thuc vay, sit dung mé hinh danh gia nhén hang théng qua danh muc

gilp doanh nghiép tai danh gia lai nhanh chéng chién lugc kinh doanh ciia minh,

Mot s6 cong ty sir dung cach danh gia tiém ning thuwong hiéu rat chung chung. Vi
du, theo truyén théng ciia General Electric, hdng c6 thé quyét dinh duy tri nhiing
nhan hang dtimg vi tri s 1 hodc s6 2 trong phan khiic thi truong, thong qua tinh
toan hozc thi phan, hodc loi nhuan, hodc ca hai. Nhitng hang khac c6 thé xac dinh
tiém nang thuong hiéu dua trén mot s dic diém nhat dinh trong nganh nghé kinh
doanh. Vi duy, nhiing doanh nghiép thudc cac qudc gia dang phét trién thuong lua
chon nhiing thuong hiéu c6 kha ning “ting toc” nhanh. Tuong tu, nhiéu nha san
Xuat vén phu thudc vao nhitng hang phan phéi ban 1¢ ciing thich tip trung vao

nhitng thuong hiéu 16i kéo dugc cac ctra hang.

Ta hdy xem cach danh gia thuong hiéu theo danh muc ctia hdng Unilever. Hang
nay bat ¢ddu Chuong trinh hop 1y héa danh myc nhan hang vao nam 1999. Lic dé,
Unilever quyét dinh dua Bestfoods “di chung dudng” véi hang loat nhdn hang 16n
nhu nudc sdt mayonnaise Hellman, bo Skippy va hat ném Knorr. Trén thyc té,
danh myc nhan hang caa Unilever da 1én dén con sé 1600, va Ban quan tri quyét
dinh khéng cin dén qua nhiéu thuong hiéu dén thé, ho mudn c6 lgi nhuan cao hon
bang cach loai bo bdt nhdn hang. Unilever quyét dinh chi giir lai nhitng nhan hang

dap tmg du 3 yéu cau sau:



Sire manh thwong hiéu. Thuong hiéu phai c6 tiém nang tré thanh thuong hiéu s6 1
hodc sb 2 trén thi trudng. N6 ciing phai 12 thuong hiéu khién cac nha phan phbi
xép hang rong ran cho lay hang. Vi du, Xa bong Dove va tra Lipton dép tmg tot

y&u cau nay.

Tiém ndng phdt trién thirong hiéu. Thuong hiéu phai c6tiém ning phat trién dua
trén d6 hap dan hién tai v6i khach hang, hoic kha ning dap Gmg nhu ciu khach
hang trong twong lai. Vi du, dau 6 liu Bertolli phuc vu cho phong cach séng khoe
va théi quen an ubng cua khach hang s& dap g tot yéu cau ndy. Va cong ty ciing
quyét dinh s& dau tu thém nham quang ba thuong hiéu Bertolli dén v&i nguoi dan

vung Dia trung hai.

Pham vi thuong hiéu. Thuong hiéu phai du 16n va dua dén loi nhuan da dé hap
din hing dau tu vao marketing va sang tao cong nghé, ngay ca khi d6 khong phai
1a thwong hiéu tdm c& toan cau. Vi du, trd PG va Marmite khong phai 13 thuong
hiéu toan cau giéng nhu Dove va Lipton, nhung ching c¢6 pham vi thuong hiéu

nhat dinh vi dang dugc ua thich tai Anh va mot sé qudc gia khac.

Sau khi x4c dinh tiém nang thuong hiéu, tru so chinh ctia Unilever tai London da
dua ciu hoi dén timg chi nhanh xem ho ¢6 dé cir nhan hang nao nén duoc gitr lai.
Rat nhiéu phan hoéi sau d6 cling voi nhiing cudc ban thao cang thang giira cac chi
nhanh va Nhom marketing ¢ tru s¢ chinh da gidp Unilever x&c dinh dugc nhiing

nhan hang cha chot. Trén thyc té, Unilever quyét dinh giir lai 400 nhan hang vén



chiém hon 92% tong loi nhuan ciia hdng. Con 1200 nhan hang con lai dugc xem
xét “khai ti”. Vay 1a bang cach danh gid thwong hiéu théng qua danh muc,
Unilever d4 c6 thé rat ngidn danh muc nhdn hang cia minh trong thoi gian chua

dén 1 nam, mic du day 12 mot cong ty 16n da cd mat tai 150 qubc gia.



Loai bé nhan hiéu yéu kém dé giir

khach hang (Phan cudi)

Rat nhiéu cong ty nang dong va thanh cong hién nay thuwong xuyén thiee hién chién
lirge xéa bé nhan hiéu trong danh muc thuwong hiéu ciia minh nham t6i da héa loi
nhudn. VA Véi tw cich nha qudn tri, néu ban Iam tot phwong chdm nay, chdc chdn
cong ty sé phuc vu khdch hang tot hon, va dwong nhién sé phat trién bén viing

hon.
Danh gia nhan hang qua phan khuc thi truong

Thong qua mot sé phuong phap, cac doanh nghiép s& quyét dinh dugc can giir
nhan hang nao trén timg thi trudng muc tiéu. Mot sd cong ty xac dinh tiém ning
thuong hi¢u giéng nhu cach danh giad thuong hi€u qua danh muc, vi du nhu xéac
dinh thi phan hay tiém nang phat trién, tir 6 lwa chon nh&n hang pht hop cho timg
phan khic thi truong. Mot s6 cong ty khac thiy rang, s& hiru dung hon néu tai
phén chia lai phan khuac thi truong va xac dinh nhdn hang nao phu hgp vaéi phan
khic thi truong méi. Vi dy, mot sé hang chia phan khic thi truong dya trén nhu

cau ctia khach hang, cha khong phai dya trén gia ca hay dic tinh san pham. Diéu



nay cho phép ho vira thu hep dugc danh muc nhén hang, vira canh tranh hiéu qua

hon.

Pay chinh 13 truong hop cua Electrolux, khi hdng quyét dinh hop 1y hoa danh
muc nhan hang trén thi truong do dién phuc vy nau an chuyén nghiép tai Tay Au.
Va0 cudi nhitng nim 90, nha san xuét khong 16 nay d4 tung ra thj truong mot loat
cac thiét bi tiéu dung dién nhu 10 vi s6ng, may lam lanh, ti lanh, may diéu hoa va
10 say chuyén danh cho nhiing bép an chuyén nghiép trong cac bénh vién, hang
khong, quéan ca phé, khach san va nha hang. Tai thoi diém do, cong ty ¢ tir 15 dén
25 @bi thu canh tranh tai moi noi trén thé giéi va cling voi thoi gian, con sé ddi tha
canh tranh ngdy mot nhiéu. Vao nim 1996, Electrolux c6 ca thay 15 nhan hang
chuyén vé dung cu phuc vu ché bién thirc dn chuyén nghiép va chi c¢6 duy nhat
thwong hi¢u Zanussi mang tim quc té. Electrolux thuong phai chi dén 630 triéu $
cho hoat dong phan quyén giita cac nhadn hang, va tat nhién céac chi nhanh khong

phai mat khoan tién nay.

Pé thay doi tinh hinh, ting doanh s6 va vuot 1én trude ddi thu canh tranh, vao nim
1996, Electrolux quyét dinh tién hanh nghién ciru thi truong va nhan ra rang, rat
nhiéu khach hang sin sang tra nhiéu tién hon cho nhimg thuong hiéu hang dau. T
két qua nay, CEO Michael Treschow d4 théng bao Chuong trinh hop 1y hoa danh
muc nhdn hang cta hdng chi & mic 70 nhan hang, hoac hon mét chut ciing duogc.
Ban lanh dao Electrolux ciing nhan ra rang, néu ho hgp nhat 15 nhin hang nho

thanh mot thuong hiéu 16n, thi chac chin ho s& kiém duoc nhiéu tién hon. Chi con



mét cau hoi nita: Electrolux can bao nhiéu nhan hang 1a du trén thi trudong dung cu

nau an chuyén nghiép?

Pé tra 16i cau hoi trén, hang quyét dinh tién hanh nghién ciu tai phan khuc thi
truong trén quy mé da quéc gia. Giéng nhu nhitng d6i tha canh tranh cta minh,
Electrolux luén phan chia thi trudng theo gia va dic tinh san phim. Theo d6 san
pham s& dugc phan khic danh cho ddi tugng tiéu ding c6 murc thu nhap cao, trung
binh va thap. Cong ty ciing s& ban nhiing san pham tly theo gia ma nang do tinh
vi. Tuy nhién, nghién ctru méi nhat lai cho thdy phan khuc thi truong theo hudng
cii ¢6 rat nhidu thiéu sot, va qua d6 dé ra 4 phan khac thi truong méi dua theo 4
nhu cau co ban ctia khach hang, d6 1a: Thi truong danh cho d6i tuong khach hang
can giai phap co ban (quan rugu va nhimg hang quan don gian), thi truong danh
cho khach hang can chuyén biét hoa cong viéc (hang khong, khach san va bénh
vién); Thi truong danh cho kh&ch hang phuc vu nhiing ngudi sanh an (nha hang
gia dinh); Va thi truong danh cho khach hang chuyén phuc vu nhiing nguoi sanh

diéu vé an udng véi gia ca phai ching (nha hang chuyén phuc vu mén ngon).

Electrolux quyét dinh; Trong 3 phan khiic thi truong sau, mdi thi trudng chi c6
moét nhan hang duy nhat. Hing d4 chon thwong hiéu Electrolux, Zanussi va
Molteni nho quy mé thwong hiéu va vi tri cia chiing trong 10ng khach hang. Roi
sau d6, cong ty cho ra doi mot thuong hiéu hoan toan méi, Dito, chuyén dé phuc

vu cho phan khuc thi trudng danh cho Nhém khach hang chi can giai phap don



gian. Hang ciing bo di 10 nhin hang khac va bién Juno va Therma thanh nhimg

thuong hiéu phu cho nhén hang Electrolux.

Tu 15 nh@n hang dia phuong, Electrolux d& rdt lai chi con 4 thuong hiéu cho 4
phan khic thi truong, diéu nay d& gilp hdng quan tri danh myc nhan hang hiéu
qua hon. Cong ty c6 diéu kién tap trung phat trién cac cong cu tiép thi qudc té nhu
MG cac gian hang trung bay va 1én chién dich quang cdo, md website, cac chuong
trinh thyc hién trén phd va tham dy hoi cho, tir 46 dua mdi thuong hiéu 18n vi tri
s6 1 hogc sd 2 tai phan khuc thi truong dinh sin. Electrolux ciing ¢ diéu kién thiét
ké nhiéu san phdm doc dao hon, hap dan hon dudi ciing mot tén thuong hiéu, vi
hdng c6 “thdm nién” kinh doanh va hiéu nhu cdu cua khach hang. Két qua, du
Electrolux d4 phai “khai tir” 12 nhan hang, nhung doanh sé ban hang khong hé
giam, lgi nhudn cua héng tang 1&én 37 triéu US$ vao nam 2001 so véi chi 8§ triéu

USS$ vao nam 1996.

“Thanh ly” thwong hi¢u

Sau khi d4 1én duoc danh sach nhimg nhin hang can xéa bo, gio ddy 1anh dao
doanh nghiép can phai tdi danh gia lai 1an nita nhitng nhdn hang nay truéc khi
quyét dinh thay thé chiing. Chiing ta c6 thé 1am theo 1 trong 4 cach sau day: Hop
nhét, ban, khai thac hét hay loai bo. Tai hau hét nhiing cong ty da qubc gia, 1anh
dao s€ cir mot Nhom cac nha quan 1y tir cac phong chuyén quan tri thuong hiéu

hay san pham dé thuc hién nhiém vu ndy. Nhém marketing tai tru s& chinh xem



xét danh sach va bac bo nhiing 10i than phién (néu c6) vé twong lai cta bat ky
nhén hang nao. Céng tac phan bién nay gilp cho doanh nghiép c6 duoc cai nhin
chinh xac nhat va chuan bi dbi pho voi nhimg hau qua vé to chuc khi tién hanh

“khai tu” cac thuong higu.

Hop nhit thuwong hi¢u

Céc cong ty thudng thich hop nhat thuong hiéu chir khong thich loai bo. Theo do
lanh dao doanh nghiép s& chuyén nhiing dic tinh san pham, do hap dan, gia tri

hoac hinh anh thuong hiéu tap trung vao mét nhdn hang du dinh gitr lai.

Bang cach quang céo nhing thay dbi va str dung phuong phap khuyén khich mua
hang, doanh nghiép sé& gidi thiéu cho khach hang lam quen véi thuong hiéu thay
thé. Vi du, vao nam 1999, Unilever da ban ca bot gidt Surf von chi chiém 6% thi
phan tai Anh va bot gidt Radion von chi chiém 2% thi phan. Nghién ctru cta hang
sau ndy da cho thdy khach hang thich d¢ tring sau khi phoi dugi 4nh nang mat troi
ciia Radion va gi4 ré cua Surf, tir ddy Unilever quyét dinh “khai ti” Radion va

chuyén mui huong ctia Radion sang cho Surf, tao ra san pham Surf “Sunfresh”.

Chi trong vong 6 thang sau khi tung ra thi truong, Surf “Sunfresh” d& chiém 8%
thi phan bot giit (bang ca thuong hiéu Radion va Surf hop lai). Tuy nhién, hop
nhat thuong hiéu rat dé that bai, nhu vi dong chu tich hdng Unilever, Antony
Burgmans dd canh bao nhan vién marketing cia minh: “Anh da khéng khai thac

dugc thuong hiéu, lai cOn dé mat khach hang”. Thém vao d6, hop nhat thuong



hiéu thuong phai chiu chi phi dit do va da sé nhitng doanh nghiép ning dong tranh

cach lam nay.

Nhirng cong ty dugc sap nhdp thuong st dung ngay tén doanh nghiép lam thuong
hiéu, va trong trudng hop ndy, ta khdng con lwa chon ndo khac ngoai hop nhét
thuong hiéu dudi mot nhdn hang cua cong ty sap nhap. Sau khi dugc sap nhap, da
s6 cong ty mudn thay doi nhanh vd manh sang mot thuong hiéu hoan toan méi.
Theo cach nay, ho muén giri mot thong diép t6i khach hang rang ho d4 cai thién

dugc nang luc canh tranh thong qua sap nhap.

Vi du, Sandoz va Ciba-Geigy da sép nhap thanh Novartis vao nam 1996. Cac cong
ty ciing co thé Iya chon 1 trong 2 nhan hang cii. Vi du, 2 ngan hang Thuy Sy 1a
UBS va SBS sat nhap vao nam 1998 va chon thuong hiéu UBS. Pay 1a cach
thudng dugc doanh nghiép lua chon vi ho chi phai chuyén d6i mot phan thi truong
va khong mat thoi gian xay dung thuong hiéu méi. Tuy nhién, doanh nghiép can

chon léy thuong hi¢u manh hon trong 2 thuong hiéu cii.

Tuy nhién, khi 2 thwong hiéu manh ngang nhau, thi cich t6t hon ca doanh nghiép
nén giir lai ca 2 thuong hiéu. Cac cong ty c6 thé duy tri cing luc 2 nhan hiéu, hoic

chon 1 nhén hi¢u phy, 1 nhan hié¢u chinh.

Vi duy, vao nim 2000, hing cung cp dich vu dién thoai Vodafone (Anh) mudn lap
cong ty lién doanh tai 16 qudc gia nham tao nén mot thuong hiéu manh va gidp

khéch hang c6 thé st dung cac dich vu da phuong tién ngay khi di trén dudng. Cac



cong ty d6i tac ciing dong ¥ véi 2 giai doan duogc tién hanh trong 2 nam. Tai tit ca
cac qubc gia, lién doanh thuong co thuong hiéu d6i nhu D2 Vodafone & Puc,
Vodafone Omnitel tai Y, Europolitan Vodafone tai Thuy Dién, Click Vodafone tai
Hy Lap...Chinh nhitng thuong hiéu déi nay giup lién doanh ting loi thé, ting sirc
manh thuong hiéu va gidp lién doanh nhan duoc sy ung ho nhiéu hon tir cac cong
ty “me”. Hai nim sau, nhd 16 lién doanh tai 16 qudc gia, Vodafone d4 tré thanh

thuong hiéu 16n nhat toan cau trén thi trudng dich vu dién thoai di dong.

Ban thuwong hi¢u

DU trong t6 chtic vAn con nhiéu 101 phan ddi, nhung nhiing coéng ty ning dong
thudng tim cach ban nhitng thuong hidu van con lgi nhuan nhung khéng phu hop
V6i chién luge kinh doanh hién tai. Vi du, vao nim 2001, P&G da béan thuong hiéu
may giit Spic and Span va Cinch, chat tay tring Biz va kem chiam soc da

Clearasil.

Gan day cong ty ciing ban thuong hiéu nuéc hoa qua Punica va Sunny Delight.
Tat ca nhdn hang trén hién van dang tao ra loi nhuan, nhung P&G khong con
mudn tap trung kinh doanh vao d6 nita. Trong nhiing trudng hop nhu vay, gia tri
thi trudng cta thuong hiéu thuong 16n hon gia tri thuc, va tét hon ca 13 hay ban di
cho nhimng “tng vién” tra gia cao nhat. Chi cha ¥ mot diéu: Doanh nghiép can tao
ra hanh lang phap Iy nham dam bao nhimg nhan hang nay sé khong “quay gido”

chéng lai minh.



Khai thic thuwong hiéu

Mot s6 nhan hang ma cong ty muédn loai bo, nhung van con dugc khach hang wa
thich. Xuat phat tir nguyén do chién lugc hodc tinh cam nén khdng thé ban nhiing
thuong hiéu ndy. Tuy nhién, cac cong ty cd thé tim céch khai thac hét, khong dau
te moi va Ch?ip nhan “hy sinh” muc tang trudng loi nhuan. Cy thé, doanh nghiép
c6 thé dimg tat ca cac chuong trinh marketing va quang cdo, san xuét tdi thiéu s6
luong hang d dung trén gia ban, hodc c¢b ging cat giam chi phi phan phdi va giam
hoa hong ban Ié. Cudi cling, doanh nghiép s& chuyén hau hét cac nha quan 1y co
nang lyc dang phu trach nhdn hang ndy chuyén sang quan tri nhan hang khéc. Khi
dé doanh s6 ban hang nhiing thuong hiéu nay tir tir giam xudng, trong khi cat giam
nhiéu chi phi, s& gitp cong ty tdi da hoa loi nhuan, va dan tién téi loai bé hoan

toan nhan hang ké trén.

Logi bo hoan toan thwong hiéu

Doanh nghiép c6 thé loai bé hau hét cac nhin hang ma khdng phai e dé nhitng nha
phan phédi hay khach hang. Rat nhiéu nhan hang tir 1au ¢4 ‘mdc meo’ trén gia va
khéng con 1 su Iya chon dau tién cia nguoi tiéu dung. Dé duy tri s6 khach hang
hién c6, doanh nghiép chi can chuyén nhimng dic tinh ua dung sang nhdn hang
khac, dua ra khuyén mai hay vé s6 du thuéng danh cho nhan hang thay thé, hay

dem doi san pham cii lay san pham méi.



Tuy nhién, cac cong ty can cha ¥ gitr nguyén quyén so hitu hop phap cua minh di
vé6i nhitng nhan hang bi loai bo, nhat 12 khi nhiéu nhan hang “da chét” lai quay vé
“4m anh” ho. Vi du, vao nim 1993, P&G d4 thay dbi 2 nhdn hang gidy toilet
White Cloud va Charmin, hop nhat chiing thanh nhan hang Charmin. Tuy nhién,
hdng lai khong chu y duy tri quyén so hitu hop phap ctia minh véi nhdn hang
White Cloud. Vi vay, mot cong ty nho ning dong da “hoi sinh” nhan hang nay vao
nim 1999 va ban no trong siéu thi Wal-Mart, nha phan phéi truéc day thuong
nhap san phdm White Cloud. Vay 14 White Cloud béng tr¢ thanh nhdn hang
“khdng chét” vd mot nha phan tich d& viét trén Tap chi Fortune rang, White Cloud

d4 “d6i mo soéng day” am anh P&G.
Phét trién nhirng thwong hiéu chii chdt

Budc thir 4 va 1a budc cudi cling trong qué trinh hop 1y hoa danh muc nhén hang
khéng mang nghia pha hay, ma mang nghia séang tao. Ngay tai thoi diém loai bo
nhan hang, doanh nghiép can dau tu ngay vao phat trién nhig nhan hang gii lai.
Rat nhiéu CEO ngip nguimg trude viée ndy, Vi loi ich thuong sut giam tirc thi khi
loai bo nhdn hang. Ho quén ring, khi doanh nghiép “co cum” lai ca phuong thirc
ban hang va nhan sy, ciing ddng nghia v4i nhitng sai 1lam ma nhan hang cii pham
phai. Hau qua, tinh trang tri tré s€ kéo dai va trude sau gi CEO ciing phai roi khoi
hang, roi c6 cam giac doanh nghiép s& mat di tin sang tao va ddi thu canh tranh tre
nén “hiéu chién” hon. Tuy nhién, ta nén nhan thirc rang, cic cong ty chi cé thé thu

hoach dugc nhitng thanh qua khi loai bé nhdn hang, néu ho ding ngudn tién va



thoi gian quan tri tai ddu tu vao nhimg nhan hang gitr lai hoic dau tu gidi thiéu

mét nhan hang méi, vuot tréi hon han nhitng nhan hang cil.

Céac chuong trinh loai bo nhan hiéu gitip ting ngudn luc theo nhiéu cach. Tap
trung vao s it nhimg nhan hang 16n c6 thé gitp cong ty dén von dau tu vao chudi
cung cap, marketing va ban hang. Cac chi phi s& giam xudng do thu hep dong san
pham va giam sb lugng hang ton kho. Bang cach hop nhit cac Nhom phu trach
nhan hiéu va doi ngii ban hang nhiing thuong hiéu giy thua 15, cong ty ciing giam
chi phi hanh chinh va chi phi ban hang, dong thoi tap trung ning lyc marketing va

quang cao nhitng nhan hang con dang cho lgi nhuan.

Cung véi ngudn luc ting, qué trinh hop 1y hoa danh myc nhdn hang con tao ra co
hoi tang trudng. Gid ¢y doanh nghiép co thé ting anh huong ciia nhitng thuong
hiéu chii chdt bang cach ting thém nhimg dic tinh hip dan khach hang, gilp
thuong hiéu d@ manh nay con manh hon. Tuong tu, loai boé nhitng nhan hang
thuan dia phuong s& giup 13nh dao doanh nghiép danh dugc co hdi mé rong “ving

bao phii” cho cac thuong hiéu chi chét.

Khong nghi ngo gi, cac chuong trinh hop 1y héa danh muc nhédn hang 1 nhim
phuc vu phat trién doanh nghiép. P6 1a ly do giai thich tai sao Unilever da goi
chuong trinh ndy la “Con dudng phét trién” (Path to Growth). Muc tiéu ca
Unilever nham tang doanh s6 ban hang mdi nam khoang tir 5 dén 6% va ty 1¢ phat

trién 13i hoat dong 1én muc 16% vao nim 2004. Y tudng chi yéu cta hing tap



trung dau tu manh vao quang c&o va khuyén khich mua hang, nang cao hoat dong
séng tao, marketing va quan tri thoi gian ddi véi 400 nhan hang cha chdt duoc giir

lai.

Déi voi mdi nhan hang, dau tién 1anh dao doanh nghiép thuong xét dén vi tri, kha
nang canh tranh va do hp dan ddi vai khach hang. Tir dit liéu nay, ho s& tim kiém
cac co hoi phat trién cho thuong hiéu. Co hoi phat trién lai lién quan dén cach thirc
hip dan khach hang méi, kha ning ra mat nhitng san pham va dich vu méi, phat
trién hé thong phan phdi méi, xdm nhap vao khu vyc thi truong méi va ca thuc

hién cac phuong phap ché bién méi.

Nguén luc phuc vu cho phat trién thuong hiéu dén tir 2 ngudn. Thir nhat, Unilever
d4 Iy tat ca tong ngan sach du dinh dau tu cho 1.200 nhén hang bo di dau tu vao
400 nhan hang duoc giit lai. Hang da tiét kiém dugc khoang 500 triéu euro mdi
nim khi dimg cac chién dich quang cdo va khuyén khich mua hang ¢ nhiing
thuong hiéu bi loai bo. Thir hai, chuong trinh hgp 1y héa danh muc nhan hang sé
trg thanh tién dé& co ban cho mot cudc tai cau trac. Unilever da quyét dinh dong
ctra 130 nha may. Hang ciing cung cb lai phuong thirc ban hang, phat trién céac
dich vu chia sé¢ va tai ciu trac chudi cung cap cho 400 nhin hang duoc giit lai.
Thém vao d6, Unilever ciing 18n ké hoach sa thai 330.000 nhan vién (chiém 10%
téng s lao dong cho hdng), qua do sé tiét kiém dugc hon 3 ty euro tién lvong mdi

nam.



Unilever ciing tang chi phi marketing tir 13% 1én 15% trong téng doanh thu ban
hang, diéu ndy ciing c6 nghia hdng s& phai chi thém 1 ty euro/nim cho cac hoat
dong marketing ho trg. Tuy nhién, nhd ¢6 500 triéu euro tiét kiém duoc tir viée
dung quang céo cho 1.200 nh@n hang da loai bo, hdng gio day chi phai bo ra thém
1,5 ty euro cho marketing 400 nhadn hang cha chét. Nho chuong trinh “Path to
Growth”, vao nam 2002, danh muc nh@n hang cta Unilever chi con khoang 750
nhan hang, trong d6 c6 400 thuong hiéu hang dau chiém 90% téng doanh thu (so

V&i 75% doanh thu vao nam 1999).

Két luan

Lén mot chuong trinh hop 1y héa danh muc nh@n hang khéng phai 1a cong viéc
“moét choc mot nhat” dbi vai nhitng nguoi 1am marketing, va chi riéng nhan vién
marketing cling khong thé 1am dugc. N6 can dén sy hd tro cia Ban quan tri cép
cao, dac biét khi cong ty budc phai lam vay dé loai bo nhimg thuong hiéu “16i

thoi”.

Khi thuc hién chuong trinh ndy, théng thuong doanh nghiép s& phai can dén tir 3
dén 5 nam dé khoi phuc va ting doanh sé ban hang. Vi vay, rd rang Ban quan trj
Cap cao can nhat tri cao d6 vé cac muc tiéu tai chinh ciing nhu thoi gian biéu thuc
hién chuong trinh. Ban quan tri cling can nhan duoc su ung hd tur cac cd dong,
nhitng nguoi thudng xuyén gay sic ép 1én doanh nghiép nham ting 13i rong tir co

phiéu. Néu 1am dugc nhimg diéu nhu vy, du 4n hop 1y hoa danh muc nhén hang



chic chin s& mang lai nhiéu “qua ngot”, ma trudc hét 1a tbc d6 phat trién sé ting

Cao.
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