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LOI GIOI THIEU CHO LOAT SACH
TINH GON

Trong vai nam gan day, LEAN hay TINH GON trong quan tri san xudt va

quan tri doanh nghiép khong con la mot thuat ngtv xa la.

Moi t0 chitc, doanh nghiép hay moi linh vic kinh doanh tir sdn xuat dén
dich vy, thuwong mai déu muon ap dung triét ly, nguyén tac va céng cu cua
phwong phap Tinh gon vao cac hoat dong quan tri dé tré nén hiéu qua hon
va canh tranh hon.

Loat sach Tinh gon do Eric Ries chu bién bao gom cac cuon: (i) Doanh
nghiép Tinh gon, (ii) Vdn hanh Tinh gon, (iii) Xdy dung Thuong hiéu Tinh
gon, (iv) Phdt trién Khdch hang Tinh gon va (v) Phdn tich Di¥ liéu Tinh gon.
Vi nhitng nghién cttu ti mi vé triét ly Tinh gon, nhom tac gia da mang dén
cho doc gia nhitng cach thitc gan giii va don gian nhat dé c6 thé van dung
triét ly Tinh gon khé&i nguon tir nhitng hoat dong san xuit tai cdc nha may
vao hau hét nhitng hoat dong kinh doanh cta doanh nghiép. Thong qua
nhitng bai hoc quan ly dugc cac tac gia 1ong ghép trong cac cuén sach, doc
gia co6 thé thay sitc manh ctia viéc ap dung triét ly Tinh gon t6i thanh cong
cua moi mdt trong kinh doanh.

V6i cudbn Doanh nghiép Tinh gon, cac ban c6 thé nam bat dwgc cach thic
van dung triét ly Tinh gon trén binh dién toan bd doanh nghiép dé cai tién,
doi mai hoat dong san xuat kinh doanh ctia doanh nghiép tir quan tri chién
lwgc, quan tri tai chinh, quan tri hoat dong tac nghiép, quan ly danh muc dau
tw, dén quan ly rui ro, tai cau trdc bd may, hé thong kinh doanh. Cac tac gia
da c6 gang xay dwng mot bo khuon mau va nhitng nguyeén tac theo triét ly
loai bé lang phi cua hé thong, tap trung vao cac quy trinh mang lai gia tri gia
tang cho t0 chitc hay doanh nghiép. Tt do, ho cling nhan manh rang thach
thitc 16n nhat cia viéc cai tién doanh nghiép khéng nam & hé thong cong

https://thuviensach.vn



nghé hay thiét bi ma nam cha yéu & nhan thitc doi méi tw duy cia con nguoi
trong to chic.

O mot géc do khac, cudn Van hanh Tinh gon tap trung vao viéc gilip cac
doanh nghiép sau khdi nghiép cé nhitng buéc di tiép theo téi wu va hiéu qua
nhat. Thong qua cudn sach nay, cac ban cé thé nhan thdy ré nét tw duy Ding
Thoi Biém (Just-In-Time) dugc ap dung nhu thé nao trong viéc trién khai
van hanh trong mot doanh nghiép, nhat la nhitng doanh nghiép van con dang
chap chitng budc trén con duong kinh doanh m@i ctia minh. Van hanh Tinh
gon chi ra nhitng cach thitc ma cac doanh nghiép con non tré cé thé ap dung
de trién khai cac K€ hoach Kinh doanh ctia minh chi tiét nhat véi muc tiéu it
ton kém nhat va hiéu qua cao nhét, dong thoi cling gitup cac doanh nghiép
m&i loai bo duge nhitng rii ro tiém an trong qua trinh trién khai ké hoach
kinh doanh day thach thitc nay.

Cudn sach Xay dung Thuwong hiéu Tinh gon lai tap trung dé cap dén viéc
tng dung triét ly Tinh gon vao Xay dung Thwong hiéu & cac doanh nghiép,
nhat la cac doanh nghiép khéi nghiép. Triét Iy Tinh gon dwgc ap dung khi
cac doanh nghiép coi Thwong hiéu ciing nhw 1a san pham, luén khong hoan
hdo va can phai déi mdi, cdi tién dan theo thoi gian. Tt do, thwong hiéu cta
doanh nghiép méi cé thé in sau trong tw duy ctia khach hang hay doi tac.
Xay dung Thuong hieu Tinh gon cho phép cac doanh nghiép du khong dw
gia vé tai chinh van c6 thé xay dung va phat trién thwong hiéu theo cach
riéng ctua minh — xay dyng thuwong hiéu tir bén trong, tit nén tang cac gia tri
cot 10i — theo céach tiép can tranh lang phi, chat lwgng va hiéu qua cao.

Mot cudn sach ve triét ly Tinh gon khac trong loat sach Tinh gon cling rat
quan trong vdi cac ban la Phat trién Khach hang Tinh gon. V&i cu6n sach
nay, tac gia da mang dén cho ching ta cau tra 16i t6i wu nhat vé viéc tim hiéu
mong muon ctia khach hang dé phat trién nhitng san pham t6t nhat cho ho
cling nhw phat trién dwgc cac moi quan hé bén vitng vGi khach hang dwva trén
nén tang tw duy doi mdi, cdi tién lién tuc cua triét ly Tinh gon. Cudn sach
cling mang dén cho cac doanh nghiép nhitng cong cu phu hgp nhat dé kham
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pha, thau hiéu khach hang hay cach thitc téi wu nhat dé tiép can va tao dung
niém tin t* khach hang, dac biét phu hgp d6i vdi cac doanh nghiép khai
nghiép.

Khac vGi cac cubn sach trén, cuon Phan tich D liéu Tinh gon dé cap dén
mot khia canh rat quan trong va cling rat cu thé ctia doanh nghiép, do la
phan tich, danh gia nhitng dit liéu kinh doanh dé tir d6 dwa ra cac quyét dinh
chinh x4c va phi hgp nhat, PUNG THOI PIEM nhat. Triét Iy Tinh gon
dwgc ap dung & day dwa doc gia dén viéc gan két tw duy caéi tién, tv duy
ding thoi diém véi cac con s6 kho khan, nhitng s6 liéu ké toan kho doc
nhung lai ham chita nhitng thong diép then chot ctia doanh nghiép. Néu cac
doanh nghiép biét cach phan tich va st dung dir liéu ctia ho mét cach thong
minh, khong lang phi, khong du thira va ding thoi diém thi 1gi ich ma cac
dit lieu nay mang lai la vo cung to 16n.

Loat sach Tinh gon sé gitp cac ban c6 thé thdy rd hon cach thic van dung
triét ly Tinh gon khong chi cho mét linh vic hay mot nhém doanh nghiép
ma con cho thay triét Iy Tinh gon néu thuc sy duwgc thau hiéu va nam vitng
thi cé thé tr¢ thanh chia khoa gitip doanh nghiép, dac biét la doanh nghiép
khai nghiép hay con non tré, thanh cong!

Nguyén Danh Nguyén

Vién trudng Vién Kinh té & Quan ly, Dai hoc Bach Khoa Ha Néi
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T¢dng Riley, nguoi da luyén thanh cong nghé thudt héi “tai sao” ndm lan.
— ALISTAIR

Tdang anh trai t6i, Jacob, nguoi dd ra di qud sém, nhung da truyén cam
hitng dé t6i lubn thir thdch bdn thdn va chdp nhdn rii ro.

— BEN
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LOI TUA

Vi mot s6 ly do ma phong trao Khdi nghiép tinh gon da ching té sw xuat
sac trong viéc tao ra nhitng khau hiéu. Diéu ky quac 1a, néu ban dang doc
cubn sach, ban sé biét dén mdt s6 bo sung pho bién nhat ctia ching t6i vao
kho tt* vieng kinh doanh nhu: chuyén hwéng chién lwgc, san pham kha thi toi
thiéu, xay dung - do lwdng - hoc héi, trién khai lién tuc, hay cum tir noi tiéng
“ra khéi toa nha” cta Steve Blank. Ban c6 thé da mua mdt chiéc do phong
c6 in mot trong nhitng tr do roi.

Do da no6 lyc quang bé cac khéi niém nay trong nhitng nam gan day, t6i dang
khong c6 dé ha thdp tam quan trong cua ching. Ching ta dang séng trong
giai doan chuyén doi cach thitc lam viéc va nhitng khai niém nay la yéu t6
chu chét cda sy thay doi dé. Loat sach Tinh gon ra doi nham khién chuyén
doi nay séng dong hon bang cach tim hiéu chi tiét va di sau hon nhitng chiéc
bang khau hiéu.

Phan tich dit liéu tinh gon sé dwa nhiém vu nay 1én mot tam cao mdi.

Nhin bé ngoai thi thé gi¢i mGi nay c6 vé day phan khich va tdo bao. Sy cai
ti€n, nguodn tang trwéng maéi, niém vinh quang khi dat dwgc san pham phu
hop véi thi treong, dau dén vi that bai va chuyén huwéng chién lwgc, tat ca
tao nén sy kich tinh hap dan. Nhung toan bo cong viéc nay déu dya trén mot
néen tang tao thanh tir nhitng thit nham chan hon thé: ké toan, toan hoc va céac
chi s6. Va cac chi s6 ké toan truyén thong khi &p dung véi tinh thiéu chac
chan ctia cdi tién lai vo cung nguy hiém. Ta goi chiing la cac chi s6 do, hay
nhitng con s6 lam ban thdy vui nhung thye chét lai danh Itra ban mét cach
nghiém trong. Dé tranh dwgc ching, ching ta can m6t nguyén tac ké toan
hoan toan md&i ma toi goi la “ké toan phat trién”.

Hay tin t0i, 1a mot doanh nhan, t6i chang hé hitng thu gi véi mon K€ toan ca.
Thyc long ma noi, trong rat nhiéu cong ty cda t6i, cong viéc ké toan don
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gian dén kho tin: doanh thu, bién lgi nhuan, dong tién ty do — tat ca deu
bang khong.

Nhung ké toan lai 1a cot 16i ctia phwong phap quan ly hién dai. T thoi caa
Frederick Winslow Taylor, ta da danh gia k§ nang ngudi quéan ly bang cach
so sanh két qua v@i dy bao. Chinh phuc duwgc ké hoach dan t6i viéc thang
chitc. Ké hoach that bai khién gia c6 phiéu sut gidam. Biéu nay luén ding véi
mot sO loai sdn pham. Dy bao chinh xac doi hoi mot lich st t6 chite 1au dai,
vitng chac ma tir d6 co6 thé gitp ta dwa ra dy bdo. T6 chitc cang lau doi va
vitng chac thi dy bao cang chinh xac.

Ay thé ma c6 ai thuc sy thdy thé gidi dang trd nén vitng bén hon tirng ngay
khong? Bat c khi nao diéu kién thay do6i hodc ta c6 gang thay doi diéu kién
bang cach dwa ra mét sdn pham hoan toan méi thi dw bdo chinh xac tré nén
gan nhw khong thé. Va néu khong c6 thuéc do do, lam sao ta cé thé danh gia
dwgc minh dang tién b hay khong? Néu ta ban xay dung san pham sai, sao
ta c6 quyen tw hao rang da lam viéc ding thoi han va phu hgp véi ngan
sach? Day la ly do ta can cach hiéu méi vé viéc do lwong su phat trién, ngay
ca khi ban than la doanh nhan va quan ly, la nha dau tw vao cong ty va doi
ngill lam viéc duwéi quyeén.

D6 ciing 1a 1y do can dén mot cudc cach mang vé ké toan néu muodn thanh
cong trong ky nguyén lam viéc mgi nay. Ben va Alistair da lam viéc vo cung
cham chi khi khéo sat nhitng y twdng tuyét voi nhat vé cac chi so, phan tich,
thu thap nhitng vi du cu thé va tao nén dot pha khi trinh bay khuon kho riéng
ctia ho nham xac dinh chi s6 nao quan trong va khi nao ching quan trong.
Cong viéc thu thap nhitng tiéu chuan toan nganh dé ap dung cho nhiéu chi
s0 chu chot la vo cung dang gia.

bay khong phai mot cong trinh ly thuyét ma la mét chi dan cho nhitng
ngwoi thye hién dang tim kiém nhitng nguon tang tredng méi. Chiic cac ban
“di san” vui ve.
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Eric Ries
San Francisco

Ngay 4 thang 2 nam 2013
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1.OI NOI PAU

Phong trao Khéi nghiép tinh gon dang khudy dong ca mot thé hé doanh
nhan. N6 giup xac dinh dugc phan mao hiém nhat trong ké hoach kinh
doanh, sau do6 tim ra cach han ché nhitng phan rti ro d6 thong qua mot chu
ky hoc hoi lap di lap lai nhanh chéng.

Hiéu thau phong trao nay sé dan dén mot cau: Pirng ban thit ban lam dugc;
hay lam th ban ban duwgc. Cau nay nghia la tim ra thit moi nguwdi muén
mua.

Dbang tiéc la biét duwgc nguwoi ta muodn gi la mot viéc khé khan. Nhiéu truong
hop ngay ca ban than ho ciing khéng biét. Biéu nguwdi ta néi vdi ban thuong
1a didu ho nghi ban muén nghe!. Té hon 1a v&i vai tro ngudi sang 1ap va
kinh doanh, ban hay c6 nhitng y twéng manh mé va gan nhuw vugt quéa nhitng
gi nguwoi khac nghi, va diéu nay tdc dong mot cach tinh vi dén quyét dinh
cua ban.

1 http://www.forbes.com/sites/jerrymclaughlin/2012/05/01/would-you-do-

this-to-boost-sales-by-20-or-more/

Phan tich sé gitup khac phuc diéu nay. Do lwong khién ban cé trach nhiém.
Ban bi ép phai do6i dién véi nhitng thyc tai khong may thuan lgi. Va ban
khong danh ca doi va tién bac cia minh xay dung thit khong ai muon.

Khéi nghiép tinh gon gitp ban nam duwgc tién do va xac dinh phan rai ro
nhat trong qua trinh kinh doanh, nhd dé nghién cttu ching nhanh chéng dé
thich nghi. Phan tich di liéu tinh gon dung dé do lwong tién d6 do, gitip ban
trd 10i nhitng cau héi quan trong nhat va nhanh chong thu dugc nhitng cau
tra 10i ro rang.
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Cuodn sach nay chi cho ban cach tim ra mo6 hinh kinh doanh va giai doan
tang tredng cho minh. Ching toi sé giai thich cach tim ra Mot Chi S6 Quan
Trong Nhat va cach vach ra duwong ranh giéi dé ban biét dugc khi nao can
tang toc va khi nao can giam toc.

Phan tich dit liéu tinh gon la tdim bang diéu khién cho moi giai doan trong
qua trinh kinh doanh, tir khi khang dinh mot van dé c6 thyc hay khong, xac
dinh khach hang, quyét dinh xay dung thit gi dén khi dat ban than vao vi tri
c6 lgi vGi ngudi tiép nhan tiém nang. N6 khong ép ban phai x 1y dit liéu —
nhung c6 thé dwa dir liéu 1én vi tri trung tdm khién ban cang kho6 phét 10 va
ngan ban di lac huéng.

CUON SACH NAY DANH CHO AI?

Cudn sach nay danh cho cac doanh nhan dang c6 gang xay dung th gi do
dot pha. Ching t6i sé dan dat ban qua qua trinh phan tich, tir khi hinh thanh
y twong dén khi dat duwgc san pham phu hgp véi thi tredng va xa hon nita, vi
thé cudn sach danh cho nhitng nguwdi méi bat dau chang duwong kinh doanh
va ca nhitng ai da di dugc nita chang duwong.

Céac nha phan tich web va nha khoa hoc dit liéu cling c6 thé tham khao cudn
sach nay vi n6 chi ra cach vuegt khéi “so do phéu” truyén thong va lién két
nghien ctru voi nhitng thdo luan kinh doanh c6 y nghia hon. Tuwong tu, cac
chuyén vién kinh doanh trong linh vic phét trién san pham, quéan ly san
pham, marketing, quan hé cong ching va dau tu sé thay nhiéu noi dung lién
quan dén cong viéc cua minh vi n6 gitp ho hiéu va danh gia duwoc cac cong
ty khoi nghiép.

Hau hét cac cong cu va ky thuat dé cap duwoc ap dung lan dau cho cac ting
dung web hudng tGi nguoi tieu dung. Tuy nhién, ngay nay, chung tac dong
t6i mot lwgng ngwdi 16n hon nhiéu: cac cong ty dia phwong doc 1ap, quan ly
bau ctt, cac cong ty khdi nghiép B2B (doanh nghiép t&i doanh nghiép), can
bd cong chitc tdo bao dang c6 gang thay doi hé thong tir bén trong, va nhitng
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“doanh nhan noi b6” dang tao dot pha ngay bén trong nhitng t6 chitc 16n
vitng manh?.

2 Mot doanh nhan ndi bd (intrapreneur) 14 mot doanh nhan bén trong mot t6
chic 16n, thwong dau tranh vé mat chinh tri hon 1a mat tai chinh va truyén ba
thay doi tir bén trong. (TG)

O khia canh d6, Phan tich dif liéu tinh gon danh cho bat ky ai muén gitip t6
chitc cia minh hoat dong hiéu qua hon. Trong qua trinh viét sach, ching toi
da néi chuyén véi nhiéu cong ty tv nhan nhé, nhitng tap doan toan cau,
nhitng cong ty khai nghiép con non tré, cac nha té chirc chién dich, té6 chirc
tir thién va ca nhitng nhém tin nguwdng, tat cd ho déu dang dwa huwdng tiép
can c6 tinh phan tich tinh gon vao thuc hién trong t6 chitc cia minh.

CO PIEU GI TRONG CUON SACH?

Cudn sach nay chiva rat nhiéu thong tin. Chung t6i tién hanh phéng van hon
mot tram nha sang 1ap doanh nghiép, nha dau tw, doanh nhan noi bg, nha cai
tién, ngoai ra ching t6i con trinh bay hon 30 nghién cu tinh huéng. Chiing
toi cling liét ké hang loat khuén mau thyc hanh t6t nhat ma ban c6 thé ap
dung ngay. Noi dung cuén sach dugc chia lam bon phan chinh.

4 Phan I tap trung vao cac hiéu biét vé Khéi nghiép tinh gon, phép phan
tich co ban cling nhuv tw duy hwéng t6i thu nhan théng tin ti div liéu can co
dé thanh cong. Chung t6i diém qua mot s6 khuon kho xay dwng cong ty khai
nghiép hién tai va gi6i thiéu khuén khoé riéng ctia minh c6 tap trung vao
phan tich. Pay la budc huwdng dan co ban dé tién vao thé gidi Phan tich di
liéu tinh gon. Poc gia sé hiéu va nam roé duwgc phép phan tich co ban khi doc
xong phan nay.

4 Phan II chi cach 4p dung Phan tich dit liéu tinh gon vao cong ty khéi
nghiép cua ban. Chiing ta sé tham khao sau mo6 hinh kinh doanh mau va nam
giai doan moi cong ty khdi nghiép phdi trdi qua dé kham phéa san pham phu
hop vdi thi tredng nham t6i hiéu qua nhat. Ta cling sé noi vé viéc tim ra Mot
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Chi S6 Quan Trong Nhat doi v6i doanh nghiép ctia ban. Boc gia sé hiéu
duwgc loai hinh kinh doanh, giai doan hién tai va nhitng yéu t6 can xem xét
diéu chinh ctia doanh nghiép sau khi doc xong phan nay.

4 Phan IIT xét yéu td6 dugc cho la chuan myc. Ban khong biét liéu minh
dang lam tot hay té hai néu khong vach san dwong chuan. Phan nay giiap ban
nam dwoc kién thitc nén tang vé cac chi s6 chinh va hoc cach dat ra muc tiéu
riéng cho minh.

4 Phan IV chi cach ¢ng dung Phan tich di liéu tinh gon vao t6 chitc cta
ban, thay do6i van hda ctia nhitng cong ty khéi nghiép tap trung vao nguoi
tieu dung va doanh nghiép ciling nhu ctia cac doanh nghiép bén vitng. Sau
cung thi hwéng ti€p can dinh hwéng theo dit liéu co6 thé 4p dung khong chi
cho cac cong ty mai.

Vao cudi moéi chuwong déu c6 cau hoi dé ban trd 101 nham gidp ¢ng dung
nhitng diéu ban da doc dugc.

NHUNG CAU PHAN

Phan tich di liéu tinh gon khong ton tai don doc ma la mot phién ban ma
rong ctia Khdi nghiép tinh gon, chiu anh hwédng manh mé tir viéc phat trién
khach hang va cac khai niém khac tredc d6. Quan trong la can hiéu dwogc cac
cau phan dé trudce khi dao sau thém.

Phat trién khach hang

Phat trién khach hang — thuat ngt* do doanh nhan khd&i nghiép nhiéu lan,
Gido su Steve Blank dwa ra — nham thang vao phwong phap xdy dwng sin
pham va cong ty kiéu ao ao “cit xay roi nguaoi ta sé tgi” von da 16i thoi. Phat
trién khach hang tap trung vao thu thap phan héi lién tuc c6 tdc dong quan
trong tGi phwong hwéng cta san pham va doanh nghiép trén titng buwdc cta
con duong.
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Blank lan dau dinh nghia phat trién khach hang trong cuén sach The Four
Steps to the Epiphany (4 budc chinh phuc dinh cao) ctia minh va dinh nghia
lai y twéng do6 cung Bob Dorf trong cuon The Startup Owner’s Manual
(Bach khoa toan thu vé khéi nghiép?). Pinh nghia vé cong ty khéi nghiép 1a
mot trong nhitng khai niém quan trong nhat trong nhitng cong trinh nghién
cltu cua ong:

Cong ty khdi nghiép la mot t6 chivc hinh thanh dé tim ra m6t m6 hinh kinh
doanh c6 kha nang ma rong va lap lai.

3 Cudn sach ndy da dwoc Alpha Books mua ban quyén va xuét ban nim
2017. (BTV)

Hay ghi nhé dinh nghia nay su6t qua trinh ban doc cudn sach.
Lean Startup (Khéi nghiép tinh gon)

Eric Ries dinh nghia qua trinh Khéi nghiép tinh gon khi 6ng két hgp phat
trién khach hang, cac phwong phap phat trién phan mém linh hoat va thyc
hanh san xuat Tinh gon thanh mo6t khuon kho phat trién san pham va kinh
doanh mot cach nhanh choéng, hiéu qua.

Nghién cttu cua Eric lan dau dugc ap dung cho cac cong ty méi va hién dang
duwgc nhiéu to chirc thudc di moi quy mo st dung dé dot pha va céi tién. Sau
cung, van dé cta Tinh gon khong phéi nam & viéc gia ré hay quy m6 nho ma
¢ viéc loai bé nhitng diéu thira thai va di chuyén nhanh chéng vén cé 1gi cho
moi t6 chitc vdi bat ky quy mo nao.

Mot trong nhitng khai niém c6t 16i ctia Khéi nghiép tinh gon la xay dung —
do Iwong — hoc hoi — day la tién trinh gitip ban lam moi viéc, tir xay dung
tam nhin dén xdy dyng tinh nang san pham cho tGi phat trién cac kénh va
chién thuat marketing (xem Hinh P-1). Bén trong chu ky nay, Phan tich dir
lieu tinh gon tap trung vao giai doan do lwong.
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T6 chitc lap lai chu ky cang nhanh thi ban sé cang nhanh chéng tim dugc
san pham va thi treong phu hop. Néu do lwong tot nita, ban sé dé dang thanh
cong hon.
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Hinh P-1. Chu ky xdy dung do luong hoc hoi

Chu ky nay khong chi la cach dé nang cao san pham ma con la cach kiém tra
thue té hiéu qua. Xay dung sdn pham toi thiéu la mot phan trong khai niém
ma Eric goi la innovation accounting (tam dich: danh gia d6i méi) gitp ban
do lwong chat lwgng cong viéc dang lam mot cach khach quan. Phan tich di
liéu tinh gon 1a m6t cach dé dinh lwgng céi tién cta ban va dwa ban tién gan
hon dén viéc kiém tra thic té lién tuc, hay néi cach khac la dén thuc té.

CHUNG TOI RAT MONG NHAN PUQC PONG GOP TU CAC BAN

Xin hay dwa ra nhitng binh luan va cau haéi lién quan dén cudn sach nay téi
nha xuat ban:

O’Reilly Media, Inc.

1005 Gravenstein Highway North

Sebastopol, CA 95472

(800) 998-9938 (tai Hoa Ky hodc Canada)

(707) 829-0515 (quoc té hodc dia phuong)

(707) 829-0104 (fax)

Ban c6 thé truy cap trang web tai: http://oreil.ly/lean_analytics.
Trén do, chung toi liét ké cac dinh chinh, vi du va théng tin b6 sung.
Cac tac gia cling duy tri mot trang web cho cudn sach tai:
http://leananalyticsbook.com

Dé binh ludn hodc dat cac cau héi chuyén mon vé cubn sach, xin giti e-mail
t6i: bookquestions@oreilly.com
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bé tham khao thém thong tin ctia ching t6i vé sach, khéa hoc, hoi nghi va
tin tirc, moi xem trén website: http://www.oreilly.com.

Tim chung toi trén Facebook: http://facebook.com/oreilly
Theo doi ching t6i trén Twitter: http://twitter.com/oreillymedia

Xem video cla ching toi trén YouTube:
http://www.youtube.com/oreillymedia

SAFARI BOOKS ONLINE

Safari Books Online (www.safaribooksonline.com) la thw vién s6 theo yéu
cau, truyén tai nhitng ndi dung chuyén mon & dang sach va video tir cac tac
gia hang dau thé gidi trong linh vic cong nghé va kinh doanh.

Cac chuyén gia cong nghé, nha phat trién phan mém, nha thiét ké web,
chuyén gia kinh doanh va sang tao st dung Safari Books Online la nguon tai
nguyén chinh cho nghién citu, gidi quyét van dé, hoc tap va dao tao chitng
chi.

Safari Books Online cung cap mot loat san pham va chwong trinh chinh sach
gia cho cac to6 chitc, co quan chinh phu va cd nhan. Nguwoi theo doi c6 thé
truy cap hang nghin cudn sach, video dao tao va ban thao truwdc khi xuat ban
trong mot co s& dir liéu ho trg tim kiém toan bo tir cdc nha xudt ban nhw
O’Reilly Media, Prentice Hall Professional, Addison-Wesley Professional,
Microsoft Press, Sams, Que, Peachpit Press, Focal Press, Cisco Press, John
Wiley & Sons, Syngress, Morgan Kaufmann, IBM Redbooks, Packt, Adobe
Press, FT Press, Apress, Manning, New Riders, McGraw-Hill, Jones &
Bartlett, Course Technology va nhiéu nha xuat ban khac. Dé biét thém thong
tin vé Safari Books Online, xin hay ghé tham chiing t6i trén mang.
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1.OI CAM ON

Chﬁng toi mat mot nam dé viét cudn sach nay, nhung mat hang thap ky dé
hoc hoi tich lliy cho né. Cuon sach la thanh qua n6 Iyc nhém cua nhiéu nha
sang 1ap, nha dau tv va nha phat trién chia sé cau chuyén ctia ho trén mang
hay tryc tiép. Nguoi doc blog ca nhan ctia ching t6i cling nhu hang tram
nguoi dang ky blog Phan tich dit liéu tinh gon da dwa ra dong gop xay dung
xttng dang dwoc cong nhan cong lao cho nhitng phan xut sac nhat; con
chiing t6i xin nhan trach nhiém cho nhitng thiéu sot.

Mary Treselor la ngudi cé tiéng noi chinh cia nhom doc gia va da 1én tiéng
khi chiing t6i dwa ra nhitng dién dat kho hiéu. Gia dinh chiing t6i da rat kién
nhan va giup chung t6i doc va stta chita nhiéu lan. Chuing t6i da s6m gtti cho
cac nha phé binh nhitng chwong quan trong dé nho ho kiém nghiém lai
nhitng gia dinh va phép toan, nhiéu ngudi cé dong gép quy gia dén mitc ho
giong nhw dong tac gia vay. Sonia Gaballa cia Nudge Design da cham chat
website ching toi rat t6t, con doi ngli san xudt & O’Reilly chiu dyng nhitng
yéu cau vo ly va thay doi lién tuc ctia chiing t6i rat giéi. Va nhitng ngudi ban
& Totango, Price Intelligently, Chartbeat, Startup Compass va noi khac déu
nghién cttu ti mi dir liéu khach hang an danh gitip chiing t6i biét dén nhitng
tht nhw Phan mém nhw mot Dich vy, chinh sach gia, mitc gan két va cac chi
sO trung binh.

Nhung trén hét, ching t6i muén cam on nhitng ngwdi da thi thach, chia sé
va san long chi cho ching t6i nhitng diém t6t va xau cua cong ty khdi
nghiép von thwong doi hoi dau tranh dé duwgc chap nhan trinh bay cong khai.
Madc du nhiéu nguai da rat c6 gang nhitng ho van khong thé lam dugc diéu
dd, con chung toi sé dé cau chuyén do cho mot dip khac — nhung moi gop y
da gitp hinh thanh cu6n sach nay va gitip chung t6i biét phép phan tich va
phuwong phap Khéi nghiép tinh gon gan két ra sao.
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Phdan mot
HAY NGUNG LUA DOI BAN THAN

O phan dau cudn sach, ta sé tim hiéu ly do can téi dit liéu dé thanh cong.
Ta sé xem xét mot sO khai niém phan tich co ban nhw dit liéu dinh tinh va
dinh lwgng, chi s6 do, twong quan, nhém, phan khic va cac chi s6 dan dat.
Ta sé nhan dién sy nguy hiém khi qua phu thudc vao dir liéu, va tham chi sé
suy nghi mét chit dén viéc ban nén lam diéu gi cho cudc doi minh.

WILLIAM JEFFERSON CLINTON

https://thuviensach.vn



Chuong 1
CHUNG TA PEU LA KE DOI TRA

Hﬁy doi mat vGi diéu nay: Ban dang do tuwéng.

Chung ta ai cling do twdng — mot s6 ngwoi do twdng nhiéu hon nguwoi khac.
Nhitng doanh nhan la ngudi do twdng nhat.

Doanh nhan ciyre gidi trong viéc lira doi chinh ban than ho. DGéi tra tham chi
con la mot diéu kién dé tré thanh doanh nhan thanh cong — sau cung thi ban
van can thuyét phuc ngwoi khac tin vao mot diéu nao dé du thiéu bang
chiing thuyét phuc. Ban can nhitng nguoi tin twéng thwc hién mot ca nhay
niém tin cung ban. La mot doanh nhan, ban can song trong trang thai nita o
twdng dé song sét qua chuyén hanh trinh quay cuong duy tri cong ty khai
nghiép ctia minh.

Nhitng 10i n6i doi nhé rat can thiét. Ching tao ra mot truong bé cong hién
thye. Ching 1a mot phan ¢6 hitu khi ban tr@ thanh nha doanh nghiép. Nhung
néu ban bat dau tin vao tiéng tdm dwgc thoi phong ctia minh thi ban khé
long song s6t. Ban sé quay cubng trong qua bong do chinh minh tao ra va
khong thé thoat khéi né cho dén khi qua bong dap manh vao twong roi vo
tung.

Ban can ty ltra doi ban than, nhung dirng dé dén mic ty hily hoai doanh
nghiép cuia minh.

bay la luc can dén dit liéu.

Ao twdng cta ban du nghe thuyét phuc dén dau ciing s& tiéu tan dudi uy luc
manh mé cua dit liéu. Phép phan tich chinh la dé6i trong can c6 cua sy doi
trd, n6i mot cach cwong diéu la giong nhw phan am do6i phan dwong. Hon
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nita, nghién cttu theo huwéng dir liéu la co6t 16i thanh cong trong cac cong ty
khai nghiép, do la viéc tim hiéu diéu gi dang c6 tac dung va lap lai diéu dé
hwdng dén san pham va thi tredng phu hgp trwde khi can kiét ngan sach.

Chutng t6i khong néi rang linh cam la diéu xau. Ban nang la nguon cam
hitng va ban can lang nghe linh cAm cua minh, dong thoi dwa vao dé sudt
hanh trinh khéi nghiép. Nhung dirng dé né hay hoai ban than. Linh cdm van
quan trong; nhung ban can kiém chitng né. Ban nang la thit nghiém. Dit liéu
la bang ching.

PHONG TRAO KHOI NGHIEP TINH GON

bo6i mdéi kho khan hon ching ta twéng. Biéu nay dung ca khi ban la cong ty
khai nghiép doc 1ap c6 gang d6t pha mot linh viee hay 1a mot nhan vién tao
bao dam théach thitc thyc tai, chién dau véi tap thé va chéo lai qua nhitng rao
can quan liéu. Chang t6i hiéu diéu do. Viéc kinh doanh qua la dién r6, gan
nhu la khong tuwéng.

Khéi nghiép tinh gon dwa ra mot khuon kho gitip ban bat tay vao hoat dong
kién tao diéu méi la mot cach nghiém chinh hon. Khaéi nghiép tinh gon
mang tGi mot lwong 16n tinh thanh that tri thitc. Lam theo mo hinh Tinh gon,
viéc ltra doi sé dan tré nén rat kho, dac biét vdi chinh ban than ban.

Co6 mot ly do khién phong trao Khéi nghiép tinh gon dang ngay cang phat
trién. Ta dang s6ng trong thdi ky chuyén giao manh mé céach thitc xay dung
cac cong ty. Tao ra phién ban dau cho san pham hién ré dén mic gan nhw
bang khong. Lwu trit ddm may mién phi, truyén thong xa hoi mién phi,
nghién ctu canh tranh mién phi, ngay ca thanh toan giao dich cling mién
phil. Ta dang song trong thé gidi s& va cac bits dit liéu khong tén chiit chi
phi nao.

1 Khi n6i “mién phi”, y chiing t5i 1a “khong can dau tu trudc dang ké”. Rat
nhiéu dich vu ddm may va thanh toan can tra tién — doi khi con ton nhiéu
tién hon khodn ban bo ra dé tw lam — khi viéc kinh doanh dang dién ra.

https://thuviensach.vn



Nhuwng mién phi & day c6 nghia la khong can ban tam chi phi treée khi ban
tim dwgc san pham phu hgp véi thi truong. Co thé st dung PayPal, Google
Wallet, Eventbrite hay hang loat hé thong thanh toan va dat vé khac, va
chuyén chi phi giao dich sang cho nguwoi tiéu dung. (TG)

Dbiéu dé nghia l1a ban cé thé xay dung mot thi gi do, do lwdng hiéu qua va
hoc hoi tir d6 dé xay dung thit khac tot hon sau nay. Ban c6 thé nhanh chong
1ap lai, sém quyét dinh nén bat dau lai y twéng hay bé di va tién tGi y twéng
khac. Pay la luc phép phan tich phat huy tac dung. Hoc hoi khong dién ra
ngau nhién ma la mot phan tich hgp trong qua trinh Tinh gon.

Co van quan ly uy tin kiém tac gid Peter Drucker cho rang: “Néu khong do
luwong duge thi khong quéan ly dwgce.?” Biéu ndy khong thé diing hon v6i mo
hinh Tinh gon gitip cac doanh nhan thanh cong xay dung san pham, chién
lwge hwéng tGi thi tredng va hé thong tim hiéu nhu cau cia khach hang — tat
cd dién ra dong thoi.

2 Trong Management: Tasks, Responsibilities, Practices (tam dich: Quan ly:
Nhiém vu, Trach nhiém, Thwc hién), Drucker c6 viét: “Néu khong cé muc
tieu nang suat thi doanh nghiép khong c6 dinh huwéng. Néu khong c6 do
lvong nang suat thi doanh nghiép khéng cé kiém soat.” (TG)

XUYEN THUNG KHA NANG THAY POI THUC TAI

Hau hét cac doanh nhan déu tirng that bai, d6i khi hon mot lan. Néu ban
chwa tirng that bai thwong xuyén, co6 1€ ban dang lam sai cach va chua da
mao hiém thyc hién viéc ban can lam dé dat dugc thanh céng vang doi.

Nhung trén chang duwong khai nghiép, c6 luc moi thit sé di chéch hudng. Do
la that bai hoan toan. Luc nay, ban khéng lam dwgc gi nhiéu ngoai déng ctra
website va khoa tai khoan ngan hang. Ban choang vang, thach thic qua
khung khiép, va moi chuyén da két thiic. Ban that bai.

https://thuviensach.vn



Ban biét r6 diéu nay sé xay ra ti rat 1au triedc khi sy trat banh that sy dién ra.
Moi thit déu khong hoat dong. Nhung lic do, kha nang thay doéi thuc tai cta
ban con di manh dé ban gitt vitng niém tin. Két qua la, ban lao xuéng vuc vi
da Itra doi ban than su6t thoi gian qua.

Chung t6i khong tranh cdi hay phti nhan tdm quan trong ctia kha nang thay
doi thuc tai, nhung ching t6i muén kham pha kha nang d6. Hy vong la nho
d6 ban sé kip thoi nhan ra thoi diém trat banh dé tranh dwgc né. Ching toi
muon ban it phu thudc hon vao kha nang thay doi thyc tai va dwa nhiéu hon
vao Phan tich Tinh gon.

NGHIEN CUU TiNH HUONG: NHIEP ANH TREN AIRBNB - TANG
TRUONG NGAY TRONG TANG TRUONG

Airbnb la moét cau chuyén thanh cong dang kinh ngac. Chi trong vai nam,
cong ty da tré thanh mot cai tén cé tiéng trong nganh du lich, gitip nhiéu I
hanh c6 thém lya chon ngoai khach san va gitp nhiéu c4 nhan cé phong, can
hd hay nha cho thué kiém thém thu nhap. Nam 2012, nhitng ngudi di du lich
da dat hon 5 triéu dém nghi bang dich vu Airbnb. Hang c6é khai dau rat
khiém ton, va cac nha sang lap hang — nhitng nguwoi di theo tw duy Khéi
nghiép tinh gon — da tién tdi thanh cong bang mot phwong phap rat ro rang.

Tai sy kién SXSW? nim 2012, Joe Zadeh — nha phat trién san pham cua
Airbnb — d3 chia sé mot phan cau chuyén hap dan cuia cong ty. Ong tap trung
vao mot khia canh kinh doanh cta hang: nhiép anh chuyén nghiép.

3 Hoi nghi cong nghé dién ra tai My.

Bat dau bang gia thiét: “Nhitng chu nha cé dich vu nhiép dnh chuyén nghiép
sé kiém dugc nhiéu hon, va cac cha nha sé dang ky dich vu nhiép anh
chuyéen nghiép.” Pay la luc linh cdam caa nha sang lap nay sinh: ho c6 cam
giac rang nhiép anh chuyén nghiép sé gitp ich cho viéc kinh doanh cua
minh. Thay vi trién khai viéc d6 ngay lap titc, ho xay dung mdt San pham
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kha thi t6i thiéu huwdng dan (MVP Concierge) dé nhanh chong kiém chitng
gia thiét ctia minh.

MVP Huéng dan la gi?

Sdn phdm kha thi t6i thiéu la thi nhé nhdt ban cé thé xady dung dé tao ra gid
tri ban da hita hen sé mang dén cho thi trwong. Nhung khéng cé cho nao
trong khdi niém chi ré6 bao nhiéu phdn sdn phdm do phdi la that. Néu ban
dang suy nghi xdy dung moét dich vu di chung xe chdng han, ban c6 thé c6
két néi cdc tai xé va hanh khdch mét cdch tht cong.

DBdy la cdch tiép cdn huéng dan. Cdch nay thira nhdn déi khi viéc xdy dung
sdn phdm — ké ca la toi thiéu — khong phdi la khodn dau tw ddng gid. Rui ro
ban dang tim hiéu la “Liéu nguoi ta c6 chdp nhdn di nho xe nguoi lg
khong?” Chdc chdn la khéng. “Liéu minh c6 thé xdy dwng phan mém dé két
noi tai xé va hanh khdch khéng?” MVP Hudng ddn sé khong thé mé rong
quy mo, nhung lai la phuong thirc nhanh va don gidn trong thoi gian ngdn.

Gio day, khi viéc khai dong mét cong ty khdi nghiép chi ton it tién, tham chi
khéng mdt dong nao, thi sw chu y mdi la nguén lvc khan hiém thyc sw. MVP
Huéng dan sé giup ban kiém tra xem liéu c6 nhu cau thuc sy hay khoéng; né
cling gitup ban hiéu nhitng thtt moi nguoi thuc sy dung va hoan thién quy
trinh trud'c khi bdt tay vao viét mot dong ma hodc tuyén nhdn vién dau tién.

Nhitng thit nghiém ban dau vé MVP cta Airbnb cho thdy nhitng dia diém
dugce chup anh chuyén nghiép thu hut s6 lwot dat ché gap hai dén ba lan mitc
trung binh trén thi trudng. Diéu nay xac nhan gia thiét ban dau ctia nha sang
1ap, va héa ra nhitng cha nha cyc ky phan khich khi nhan dwge dé nghi chup
anh cho ho tir Airbnb.

Ntra cu6i nam 2011, Airbnb sé& hitu 20 nhiép anh gia thuwc dia chuyén chup
anh cho cac chi nha — gan nhw cung thoi diém chiing ta chitng kién sy tang
manh luwgt dat nghi dém c6 do thi hinh “chiéc gdy hockey” dwoc thé hién
trong Hinh 1-1.
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Airbnb tiép tuc thit nghiém hon thé nita. Céng ty gan ban quyén vao anh dé
tang do tin cay. Piéu nay lam bo phan dich vu khach hang phai gidi thiéu
thém dich vu nhiép anh chuyén nghiép khi nguwdi thué va ngudi co tiém
nang thué goi dén. Hang tang thém yéu cau vé chat lwgng hinh anh. Ting
budc trong qua trinh déu duwgc cong ty do dac két qua va diéu chinh khi can.
Chi s6 chinh ma Airbnb theo déi la s6 lwgt chup moi thang vi cong ty da
chitng minh dwgc bang MVP Hudng dan rang cang nhiéu anh chup chuyén
nghiép thi cang thu dwgc nhiéu lwgt dat cho.
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Hinh 1-1. Biéu ban co6 thé lam vdi 20 nhiép dnh gia va cdn ho cta nguoi
dan that dang kinh ngac.

Tinh t&i thang Hai nam 2012, Airbnb dang thuc hién gan 5.000 lwot chup
anh moi thang va tiép tuc gia tang sy tang trwdng cia chwong trinh chup anh
chuyén nghiép.

TOM TAT
* D6i ngili Airbnb da c6 dy cam rang anh dep hon sé tang lwgt thué cho.

» Ho da thr nghiém y twéng bang MVP Huéng dan, dat it cong sirc nhat co
thé vao mdt thit nghiém sé tao ra két qua phu hop.

 Khi thir nghiém dat két qua tot, ho xay dung cac yéu t0 can thiét va cung
cap cho toan b khach hang.

BAI HQC PHAN TiCH RUT RA

boi khi tang trudng dén tir mot khia canh trong viéc kinh doanh ma ban
khong ngo tdi. Khi ban nghi minh da tim dwgc mot y twdng dang gia, hay
quyét dinh cach th* nghiém né mot cach nhanh chéng, véi sy dau tw t6i
thiéu. Trwdc hét, hay xac dinh thanh cong sé ra sao va biét minh sé lam gi
néu dy cam ctia minh ding.

Tinh gon la mot cach xay dung doanh nghiép tuyét voi. Con phép phan tich
dam bao ban sé thu thap va phan tich dit liéu. Ca hai déu gép phan chuyén
doi cach nghi ctia ban vé viéc bat dau va phat trién cong ty. Ching khong chi
la cac qua trinh ma con la tw duy. Suy nghi c6 tinh phan tich va tinh gon
xoay quanh viéc dat cau hoi ding dan va tap trung vao mot chi sé chu chot
sé tao ra sy thay doi ban dang tim kiém.

Qua cudn sach nay, ching t6i hy vong sé cung cap cho ban nhitng huéng
dan, cong cu va bang chitng dé nam lay dit liéu nhw thanh phan cot 16i doi
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v6i thanh cong cho cong ty khdi nghiép ctia ban. Sau cung, ching t6i muon
chi cho ban cach st dung dit liéu dé xay dung mot cong ty khdi nghiép hiéu
qua hon mot cach nhanh chong.
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Chuong 2
I.LAM THE NAO PE GIU PIEM?

Phép phan tich xoay quanh viéc theo ddi cac chi s6 c6 vai trdo quan trong
cho doanh nghiép. Thuwong thi nhitng chi s6 dé dang gia vi ching c6 lién hé
v6éi m6 hinh kinh doanh — ngéan sach dén tir dau, moi thi ton bao nhiéu, cé
bao nhiéu khach hang va hiéu qua cta chién lwgce thu hit khach hang.

Trong mot cong ty khai nghiép, khong phai lic nao ban ciing biét chi s6 nao
la quan trong vi khong nam r6 toan bo linh virc kinh doanh ctia minh. Ban
thwdng xuyén thay doi hoat dong ma minh phan tich. Ban van c6 gang tim ra
san pham phu hgp hodc doi twgng khach hang muc tiéu ding dan. Trong
mot cong ty khdi nghiép, muc dich ctia phép phan tich la tim dwong dan t6i
san pham va thi treong ding dan tredc khi can kiét tién.

PIEU Gi LAM NEN MOT CHI SO TOT?

Duéi day la mot s6 quy tac vé nhitng yéu to tao nén chi s6 tot — mot con so
sé thuac day nhitng sy thay d6i ban dang tim kiém.

Chi s6 tot c6 kha nang so sanh: Kha nang so sanh mét chi s6 & cac giai doan
thoi gian khac nhau, nhithg nhém ngudi dung, hodc doi tha canh tranh gitp
ban hiéu cach moi thit dang chuyén doi. “Ty lé chuyén doi khach hang tang
so V(@i tuan tredc” mang nhiéu y nghia hon “ty 1€ chuyén déi 2%”.

Chi s6 tot c6 tinh dé hiéu: Néu moi nguwdi khong thé nhé va thao ludn vé no
thi viéc bién mot thay doi trong di liéu thanh thay doi trong van hoa sé khé

hon rat nhiéu.

Chi s6 tot c6 dang ty so hoac ty 1é: Nhitng ké toan va nha phan tich tai chinh
chi can nhin qua mot s6 ty 18 13 hiéu dwogc tinh hinh chung cta céng ty'. Ban
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cling can mot vai ty 1€ day.

1 Bao gdém cac chi s6 chinh nhu ty 1& gia-thu nhap, bién lgi nhuan, chi phi
ban hang, doanh thu moi nhan vién, v.v... (TG)

C6 mot so6 ly do cho thay ty 1é thuwong 1a loai chi s6 hiéu qua nhat:

¢ Ty lé gitp dwa ra hanh dong dé hon: Hay nghi dén viéc lai xe. Quang
dwong da di 1a mot loai thong tin, nhwng toc do — hay quang duwong trén gio
—mdi la yéu td6 ma ban c6 thé tdc dong vao vi nd cho biét tinh trang hién tai
va ban can tang toc hay gidm tdc dé tGi dich ding ltc.

¢ Ty lé von c6 kha nang so sanh: Néu so sanh mot chi s6 hang ngay vdi
cung chi s6 d6 hang thang, ban sé nhan thdy minh dang nhin vao mot xu
huwdng dai han. Khi lai xe, toc d6 1a mot chi s6, nhung tdc do thuc té€ so véi
toc do trung binh trong mot gio cho ban biét rdo minh dang tang t6c hay giam
toc.

# Ty lé ciling hiéu qua trong viéc so sanh cac yéu td c6 phan trai ngugc hoac
yéu t0 von gdy ra cang thang: D6 c6 thé la quang duong di dugc chia cho so
vé phat giao thong trong treong hop lai xe. Ban di cang nhanh thi quang
dwong di dugce cang nhiéu, nhung dong nghia ban sé phai nhan nhiéu vé
phat hon. Ty 1é nay ggi y liéu ban c6 nén vwgt qua toc do cho phép hay
khong.

Tam gac lai vi du twong tw vé chiéc xe, hay nghi dén mot cong ty khai
nghiép cung cap cac phién ban phan mém mién phi va tra phi. Cong ty can
quyét dinh mot trong hai lia chon: cung cdp mién phi mot loat tinh nang dé
thu hut nguoi dung méi, hodc danh riéng nhitng tinh nang nay cho khach
hang tra tién dé khién ho bo tién mua ching.

S@ hitu mGt san pham mién phi véi day dua tinh nang c6 thé lam gidam doanh
thu, nhung s& hitu mot san pham chap va sé lam gidm s6 nguwdi dung méi.
Ban can mot chi s6 két hgp ca hai dé hiéu dugc s thay doi anh huwdng ra sao
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tGi tinh trang hoat dong chung. Con néu khong, ban c6 thé lam gi d6 dé tang
doanh thu véi cai gia phai tra la sy tang treong.

Chi so tot thay doi cach xtr ly cia ban: Pay la tiéu chi quan trong nhat cia
mot chi s0: ban sé lam gi khac di dva trén sy thay doi trong chi s6?

® Cac chi so “danh gid” nhu doanh thu ban hang hang ngay, khi dwgc nhap
vao bang tinh, can khién dy doan cta ban chinh xac hon. Nhitng chi s6 nay
hinh thanh co s& danh gia d6i méi ctia Khai nghiép tinh gon, cho biét ban
gan vdi mo hinh 1y twéng dén dau va liéu két qua thuc té c6 dang quy vé ké
hoach kinh doanh cta ban khong.

® Cac chi so “thr nghiém”, chang han nhu két qua thitr nghiém, gitip ban t6i
ru hda san pham, gia ca hay thi trwong. Sy thay doi trong nhitng chi s6 nay
sé thay doi rat nhiéu hanh vi ctia ban. Hay thong nhat thay doi do sé la gi
tredc khi thu thap dit liéu: néu website mau héng tao nhiéu doanh thu hon
phién ban khac, hdy chon lu6n mau hong; néu hon nita sé6 nguwdi phan hoéi
néi ho sé khong bé tién cho mdt tinh nang nao dé thi dirng xay dung cai do
nita; néu MVP dugc chon khong tang 30% quy moé dat hang, hay tha thi
khac.

Vach ra mot dwong chuan la cach rat hay dé 4p dung mot phwong phap tiép
can c6 nguyén tac. Chi so tot thay doi chinh xac hanh vi ctia ban béi n6 gan
vOi muc tiéu gitt chan nguwoi dung, khuyén khich truyén miéng, thu hut
khach hang hiéu qua, hay tao ra doanh thu.

Dang tiéc, khong phai ltic nao moi viéc cling xdy ra nhu thé.

Tac gia, doanh nhan kiém dién gia noi tiéng Seth Godin dwa ra vai vi du vé
treong hop nay trong mot bai viét blog cé twa dé “Tranh nhitng chi s6 sai
léch”2. Buon cuoi mot diéu 1a (hodc khong hin thé) mot trong nhitng vi du
cta Seth lién quan dén nhan vién ban 6 t6 da xdy dén vGi Ben gan day.

https://thuviensach.vn



2 http://sethgodin.typepad.com/seths_blog/2012/05/avoiding-false-

metrics.html ty Itra d6i ban than va do twdng moi thit van 6n. Diéu d6 khong
thé dan dén thanh cong.

Khi dang hoan thién gidy td cho chi€c xe mdi, ngwdi moi gidi néi véi Ben
rang: “Anh sé nhan dugc mot cudc goi vao tuan téi. Ho muon tim hiéu trai
nghiém mua ban ctia anh. Viéc nay sé khong mat dén hai phut dau. C6 thang
diém tir 1 dén 5 va anh sé cho chung t6i mitc 5 phai khéng? Khong diéu gi
trong trai nghiém thiéu sy ddm bdo phai khong? Néu c6 thi toi vO cung, vo
cung xin 16i, nhing néu anh cho 5 thi t6t qua.”

Ben cling khong dé y chuyén nay lam (va ky la thay la khong c6 ai goi dién
ca). Seth goi day la mot chi so sai léch vi ngwdi ban xe danh nhiéu thoi gian
dé hoi xin danh gia tot (diéu ro rang quan trong vdi anh ta) hon la cung cap
trai nghiém tuyét voi (diéu can danh gia ngay tir dau).

Nhitng nhém ban hang sai 1am déu lam theo nhu vay. O mot cong ty,
Alistair da thady mot giam doc kinh doanh gan so tién boi thwong hang quy
voi s6 lwgng giao dich dang gidi quyét thay vi véi s6 lwgng giao dich da
hoan thanh, tic 1a véi lgi nhuan trén doanh s6. Nhan vién ban hang hoat
dong hwéng dén tién, thé nén ho lam nhitng gi ho van lam: di theo tién.
Trong treong hgp nay, diéu dé c6 nghia la can dén hai quy dé don sach mot
sy thira thdi khoi quy trinh — day la khoang thoi gian dang 1€ nén duwogc s
dung hiéu qua hon vao viéc hoan tat cac trién vong dam bao chat lvgng.

Puwong nhién, sy hai l1ong ctia khach hang hay dong quy trinh rat quan trong
v6i mot doanh nghiép thanh cong. Nhung néu ban mudn thay doéi hanh vi,
chi s6 ctia ban phai gan vai sy thay d6i hanh vi ban muén. Néu do lwong thi
khong gan v6i muc tiéu, tir do thay doi hanh vi cia minh, thi ban dang lang
phi thoi gian. Té hon nita la ban c6 thé ty Itva d6i ban than va do twéng moi
thi van 6n. Diéu d6 khong thé dan dén thanh cong.
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Mot diéu nita ban sé nhan ra & cac chi s6 la chiing thwong di theo cap. Ty 1é
chuyén doi (ty 1é phan tram ngwoi mua hang) gan véi thoi gian mua hang
(mat bao lau dé khién mét nguwdi mua hang). Hai chi s6 nay cho biét nhiéu
diéu vé dong tién cua ban. Twong tw, hé s6 lan truyén (s6 ngwdi ma mot
nguoi dung moi tham gia thanh cong vao dich vu) va thoi gian chu ky lan
truyén (mat bao lau dé nguwdi dung moi nguwoi khac) thac day toc do tiép
nhan khach hang. Khi bat dau kham pha nhitng con s6 cting c6 kinh doanh,
ban sé& nhan thdy nhitng cip nay. An ding sau ching la mét chi s6 chinh nhw
doanh thu, dong tién hay sy tiép nhan ctia ngwoi st dung.

Néu muon chon nhitng chi s6 ding dan, ban can lwu y nam cap:
Chi so dinh tinh va chi sé dinh lugng

Cac chi s dinh tinh thwong khong cé cau tric, cam tinh, 10 liéu va kho tong
hop; cac chi s6 dinh lwvgng goém sé liéu thong ké, cung cap nhitng con so 16
rang nhwng it sau sac hon.

Chi so6 do va chi sé tdc déng dugc

Cac chi s6 4o c6 thé lam ban an tam, nhung khong thay doi duwgc cach ban
hanh dong. Chi s6 tdc dong duwgc lam thay doi hanh vi bang cach gitap ban
lwa chon mot loat cac hanh dong.

Chi sé gidi thich va chi s6 bdo cdo

Cac chi s6 tham do c6 tinh suy doan va c6 dao sau hon diéu chwra biét dé tim
kiém lgi thé cho ban, con chi s6 bdo cao gitip ban theo sat cac hoat dong
binh thvdng, mang tinh quan 1y va hang ngay.

Chi sé dan dat va chi so thé hién két qua

Chi s6 dan dat gidp ban hiéu dwgc twong lai ¢ tinh dy doan; chi s6 thé hién
két qua giai thich qua khit. Nhitng chi s6 dan dat tot hon vi ban con thdi gian
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tac dong vao ching — con ngya van chwa rdi khoi chuéng.
Chi sé twong quan va chi s6 nguyén nhdn

Néu hai chi s6 thay do6i cung nhau, chiing goi la cé twong quan, nhung néu
chi s6 nay gay ra thay déi cho chi s6 khac, ching c6 quan hé nguyén nhan-
két qua. Néu ban phat hién mot m6i quan hé nguyén nhan-két qua gitra thiy
ban muén (nhuw doanh thu) va thit ban cé thé kiém soéat (nhuw quang céo) thi
ban c6 thé thay doéi twong lai.

Cac nha phan tich xem xét cac chi s6 cu thé thic day kinh doanh (dugc goi
la cac chi s6 danh gia hiéu suat cong viéc — KPI). Moi nganh cong nghiép
déu c6 KPI — néu ban lam chta nha hang, chi s6 dé la s6 ban cé khach sw
dung trong mot dém; néu la nha dau tw, chi s6 do la lgi nhuan trén dau tu;
con néu la mot website truyén thong, lwgt truy cap quang céao la chi s6 cha
chot, v.v...

CHI SO PINH TINH VA CHIi SO PINH LUQONG

Dt liéu dinh lwgng rat dé hiéu. D6 la nhitng con s6 ta theo déi va do lwong —
chdng han nhw diém s6 thé thao va ty suat xem phim. Mién la c6 th gi dé
duwgc xép hang, dém hay dat 1én can thi n6 la dinh lwgng. D liéu dinh luvgng
nhin rat dep va khoa hoc, dong thoi (cho la ban tinh toan ding) ban c6 thé
tong hgp, ngoai suy va dua n6 vao bang tinh. Nhung dit liéu dinh lwgng
chang may khi da dé khéi dong mot doanh nghiép. Ban khong thé hoi tirng
nguoi vé nhitng van dé ho gap phai va thu thap cau tra 16i dinh lwgng. Lic
nay, ban can dir liéu dau vao dinh tinh.

Dt liéu dinh tinh thuwdng 16n x0n, cé tinh chi quan va mo hé. N6 1a nhitng
cudc phong van hay tranh cdi, nén khé dinh lwgng. Ban khong dé dang do
dém dugc dit liéu dinh tinh. D liéu dinh lwgng tra 10i cau héi “cai gi” va
“bao nhiéu”, con dit liéu dinh tinh trd 10i cau hoéi “tai sao”. Dit liéu dinh
lvong khong mang téi cam xtc, trong khi dit liéu dinh tinh lai dam chim
trong cam xuc.
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Ban dau, ban tim kiém di liéu dinh tinh. Ban khong do dém cac két qua
bang s0, thay vao dé ban sé noéi chuyén véi moi ngudi — cu thé la nhitng
nguwoi ban cho la khach hang tiém nang trong thi trong muc tiéu hgp ly.
Ban dang kham pha. Ban dang di ra khai toa nha.

Viéc thu thap dit liéu dinh tinh c6 gia tri can sy chuan bi. Ban can dat ra cau
héi cu thé ma khong dan dat khach hang tiém nang hay chuyén hwéng cau
trd 10i ctia ho. Ban can tranh dé sy hdo hitc va kha nang thay déi thyc tai cta
ban than xam chiém chu dé phong van. Khong chuan bi treéc phéng van sé
gay ra két qua sai léch hodc v6 nghia.

CHIi SO AO VA CHI SO TAC PONG PUQC

Nhiéu cong ty khang dinh rang ho dinh huwéng theo dit liéu (data- driven).
Dang tiéc la ho chi 6m chat 14y phan dir liéu, ma it cong ty tap trung vao tw
con lai: dinh hwéng. Néu ban c6 mot phan dit liéu khong thé xi 1y, do goi la
chi s6 do. Néu tat ca nhitng chi s6 do chi ve vuot cai toi cia ban thi né chang
giup ich gi. Ban mong muon dir liéu sé truyén thong tin, dinh hwéng, cai
thién mo hinh kinh doanh va gitip ban quyét dinh mot loat hanh dong.

Bat ké khi nao nhin vao mot chi so, hay tw héi: “Minh sé lam gi khac di dya
trén thong tin nay?” Néu khong tra 10i duwgc, c6 1€ ban khong can ban tam veé
chi s6 d6 qua nhiéu. Va néu ban khéng biét nhitng chi s6 nao sé thay doi
hanh vi trong t6 chitc cia minh thi d6 chwa phai la dinh hwéng theo dit liéu.
Ban chi dang lung ting trong dong lay dit liéu thoi.

Vi du, hdy xem xét “tong lwgt dang ky”. Pay 1la mot chi s6 do. Con s6 chi c6
thé tang theo thoi gian (ding theo kiéu do thi “di 1én vé bén phai” kinh dién)
ma khong cho biét nguwdi dung dang lam gi hay liéu ho c6 gia tri véi ta hay
khong. Ho c6 thé dang ky vi ing dung roi bién mat mai mai.

Chi s6 “Tong so nguwdi dung hoat dong” t6t hon mot chit — ¢t cho la ban da
dinh nghia ngwdi dung hoat dong mot cach tir té — nhwng day van la mot chi
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sO do. NO cling sé tang dan theo thoi gian trir phi ban lam gi d6 cuc ky sai
lam thoi.

Chi so thue sy can quan tdm — chi so tdc dong dugc — la “phan tram nguoi
dung hoat dong”. Pay la mot chi s6 quan trong vi né cho biét mitc do cam
két vGi sdn pham ctia nguwoi dung. Khi ban thay doi diéu gi & san pham, chi
sO nay sé thay doi theo, va néu ban thay doi theo hwdng tot, chi s sé tang
1én. Piéu dé c6 nghia la ban c6 thé thir nghiém, hoc hoi va lap lai nhiéu lan
vdi chi s6 nay.

Mot chi s6 thu vi nita la “s6 nguwdi dung cé dugc trong mot khodng thoi gian
cu thé”. Thong thwong, chi s6 nay sé giip ban so sanh cac phwong phap
marketing khac nhau, chang han nhw mot chién dich trén Facebook vao tuan
dau, mot chién dich trén Reddit vao tuan thit hai, mot chién dich Google
AdWords vao tuan th¢ ba va mot chién dich trén LinkedIn vao tuan thi tu.
Chia giai doan thit nghiém theo thoi gian bang cach nay khong chuan xac
nhung lai twong doi dé dang®. Va ta c6 kha niang diéu chinh viéc nay: néu
Facebook hiéu qua hon LinkedIn thi ban biét noi dé dau tw r6i day.

3 Mot cach hay hon 1a tién hanh trién khai bén chién dich dong thdi, dung
phan tich dé chia nhém nguoi diung thu dugce thanh cac phan khic riéng.
Ban sé c6 dugc cau trd 10i trong mot tuan thay vi bén tuan va kiém soat
nhitng chi s6 khac nhw sy bién dong thdi vu. Ching ta sé tim hiéu chi tiét
hon vé phan khiic va phan tich nhém trong phan sau. (TG)

Cac chi s6 tac dong dugc khong phai diéu gi ky diéu. Ching khong bao ban
phai lam gi — nhw trong vi du trudc, ban co thé thir thay doéi gia ca, phuong
tién truyén dat hodc ngbn tir quang cdo. Mau chot & day la ban sé lam diéu
gi do duya trén dit lieu ma ban thu thap.

KHUON MAU: TAM CHi SO AO CAN COI CHUNG
Chung ta rat dé phai long nhitng con s6 tang dan theo thdoi gian. Day la danh

sach tam chi s6 4o noi bat can tranh.
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1. S6 luot truy cap. Pay la chi so tir thoi ky dau con “non dai” cda dich vu
web. Néu ban s@ hitu mot trang chita nhiéu noi dung, con so6 nay sé rat 16n.
Thay vi dém so6 lugt, hdy dém s nguoi.

2. SO lwgt xem trang. Chi s6 nay tot hon so lwot truy cap mot chit vi n6 dém
sO lan ai d6 gidi thiéu trang. Néu m6 hinh kinh doanh ctia ban khong phu
thudc vao lwot xem trang (chang han khong gian quang cao hién thi) thi ban
nén tap trung vao dém so6 nguoi.

3. SO lugt ghé tham. Liéu day la mot nguwoi ghé tham mot tram lan hay mot
tram ngudi ghé tham mot lan? Khong 6n.

4. SO nguoi truy cap duy nhat. Tat ca nhitng gi con s6 nay cho biét la bao
nhiéu nguwdi nhin thdy trang chi ctia ban. N6 khong néi 1én gi vé nhitng diéu
ho lam, tai sao ho lai ghé tham trang hay liéu ho bo di hay khong.

5. SO khach theo do6i/ban bé/lwgt thich. Viéc dém s6 ngwoi theo doi va ban
bé chang gi hon ngoai mot cudc thi vé do ndi tiéng néu ban khong thé khién
ho lam gi c6 ich cho minh. Khi ban biét c6 bao nhiéu ngudi theo déi sé lam
theo yéu cau cta ban thi ltic d6 mdi khang dinh ban da thu dwoc gi do.

6. Thoi gian truy cap trang/sé trang. Day la nhitng chi so thay thé it gia tri
cho sy cam két hodc hoat dong thyrc té triv khi doanh nghiép ctia ban gan véi
hanh vi nay. Néu khach hang danh nhiéu thoi gian trén trang dé phan nan
hodc yéu cau ho trg tir ban, day c6 1é 1a mot diéu té hai.

7. E-mail thu thap dugc. Mot danh sach gwri mail dai cho nhitng nguoi hao
httc vé cong ty khadi nghiép méi cua ban ciing t6t, nhung dén khi ban biét co6
bao nhiéu nguwdi sé mé& e-mail ban gwi (va tim hiéu nhitng thit trong mail),
thi diéu nay khéng hitu dung. Hay gtti e-mail thit nghiém cho mot s6 nguoi
theo doi da dang ky va xem ho c6 lam diéu ban n6i hay khong.

8. SO lugt tdi vé. Mdc du diéu nay doi khi anh huéng dén tht hang caa ban
trong ctta hang tng dung nhung chi lwgt tai vé thoi khong mang lai gia tri
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thwe. Hay xét dén hoat dong kich hoat, tao tai khoan hay diéu gi khac.
CHI SO GIAI THICH VA CHi SO BAO CAO

Avinash Kaushik, tac gia va nguoi thuyét giang Tiép thi s6 cua Google, cho
biét ciru B6 trwdng Quoc phong Donald Rumsfeld cé hiéu biét vé linh vy
phan tich. Theo Rumsfeld thi:

Co nhitng thir da biét 1a biét; c6 nhitng diéu ta biét rang ta biét. C6 nhitng
thit biét la chwa biét; chinh xac hon la c6 nhitng diéu ma hién tai ta biét rang

ta khong biét. Nhung cling c6 nhitng thit ta khong biét 1a khong biét — nhitng
diéu ta khong biét rang ta khong biét.

Hinh 2-1 thé hién bon loai théng tin nay.
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Hinh 2-1. Tai ndng tiém an ctia Donald Rumsfeld

Dbiéu “biét 1a khong biét” la mot hoat dong bao cdo — nhw dém tién, s6 nguwoi
dung hodc s6 dong ma. Ta biét rang ta khong biét gia tri chi s6, vay nén ta di
tim hiéu. Ta c6 thé st dung nhitng chi s6 nay trong ké toan (“HOom nay ta
ban dwoc bao nhiéu thiét bi?”) hodc do két qua thi nghiém (“Thiét bi mau
xanh hay mau do ban dwgc nhiéu hon?”), nhung & cd hai treong hop, ta biét
ta can dén chi so.

biéu “khong biét 1a khong biét” c6 lién hé nhiéu nhat vdi cong ty khai
nghiép: tim hiéu dé kham pha thi gi d6 mé&i mé sé gitip ban dot pha thi
treong. Chung ta sé tim hiéu trong nghién cttu tinh huéng tiép theo, do la
cach Circle of Friends da tim ra ngwoi dung phu hop nhat véi ho la cac ba
me. Diéu “khong biét 1a khong biét” chinh la noi an chita diéu ky diéu.
Chung dan ta vao nhiéu 16i tw duy nham lan, nhung ciing hy vong sé mang
dén khoanh khac khién ta thot 1én “Eureka!” khi thong sudt dwoc y tuwdng.
biéu nay khép vdi 16i Steve Blank néi vé viéc mot cong ty khai nghiép nén
danh thoi gian thye hién: tim kiém mdt mo hinh kinh doanh c6 kha nang ma
rong va lap lai.

Phan tich déu c6 vai tro nhat dinh trong ca bon goc cia Rumsfeld:

® Co6 thé kiém tra thong tin va gia thiét — chang han nhu ty 1é mé va ty 1é
chuyén do6i — dé dam bao ching ta khong lira doi ban than, va kiém tra xem
liéu ké hoach kinh doanh c6 chinh xac hay khong.

® C6 thé kiém tra tryc giac cua ta, bién gia thiét thanh bang chirng.

€ Co6 thé cung cap dit liéu cho nhitng bang tinh, biéu dé thac nwéc va cac
cudc hop hoi dong.

4 Co6 thé gitp ta tim ra mo6 vang co hoi dé xdy dung doanh nghiép. Trong
giai doan dau cda cong ty khai nghiép, van dé “khong biét 1a khong biét”
quan trong nhat vi ching c6 thé trd thanh vii khi bi mat cta ban.
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NGHIEN CUU TINH HUONG: CIRCLE OF MOMS KHAM PHA
CON PUONG PEN THANH CONG

Circle of Friends tirng la mot y twong don gian: mot wng dung Facebook cho
phép ban t6 chitc ban bé vao cac nhém vi muc dich chia sé ndi dung muc
tieu. Mike Greenfield va nhitng nguwdi dong sang lap thanh lap cong ty vao
thang Chin nam 2007, khong 1au sau khi Facebook trién khai nén tdng phat
trién ctia minh. Viéc tinh toan thoi gian vo cung hoan hdo: Facebook tré
thanh noi lan truyén c6 tinh mé dé thu hit ngwdi dung maéi nhanh chéng va
xdy dyng mot cong ty khdi nghiép. Chwa hé c6 mot nén tang nao trwdc dé
lai c6 nhiéu nguwoi dung va cé tinh m@ dén vay (Facebook cé khodang 50
triéu nguwoi dung & thoi diém do).

Tinh dén gitta nam 2008, Circle of Friends da cé 10 triéu nguwoi dung. Mike
tap trung vao tang trwdng hon bat c diéu gi. Anh néi “N6 nhu viéc chiém
dat”, va Circle of Friends r6 rang da lan truyén manh. Nhwng ton tai mot van
de, dé la qua it nguoi thue sy st dung san pham.

Theo Mike, chwa dén 20% s6 nhém c6 hoat dong sau khi tao nhém lan dau.
“Chung t6i c6 khodng vai triéu khach truy cap duy nhat hang thang ti s6 10
triéu nguwoi dung do, nhung véi mot mang xa hoi 16n nhw vay, ching toi biét
thé la chwa dua va viéc kiém tién c6 vé sé rat kho khan.”

Vay nén Mike tiép tuc dao sau vao van de.

Anh bat dau lwét qua co s dir liéu nguwoi dung va nhitng gi ho dang lam.
Luc dé6, cong ty khong hé cé bang phan tich chuyén sau, nhing Mike van cé
thé tién hanh mot s6 phan tich gidi thich. Va anh tim ra mot phan khic
nguwoi dung — cac ba me, chinh xac hon — di ngwoc lai véi xu hwéng gan két
hoi hot ctia da s6 ngwoi dung. Pay la nhitng gi anh tim duoc:

* Tin nhan cta nhitng ba me gt t¢i nhau dai hon trung binh 50%.

* Ho c6 xu huéng dinh kem anh vao bai dang nhiéu hon 115%.
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* Ho c6 xu hwéng tham gia vao mot cudc néi chuyén xuyén suot (hay sau)
nhiéu hon 110%.

* Ho c6 nhitng ngwoi ban ma mot khi dugc moi sé cdé xu hwéng trd thanh
ngwoi dung gan két nhiéu hon 50%.

* Ho c6 xu hwéng nhap vao thong bao trén Facebook nhiéu hon 75%.

* Ho c6 xu huéng nhap vao cac muc trén trang cht cdp nhat tin tic cia
Facebook nhiéu hon 180%.

* Ho c6 xu huédng chap nhan 16i moi ¢ng dung nhiéu hon 60%.

Nhitng con s6 nay hap dan dén mitc ngay thang Sau nam 2008, Mike va doi
ngli da hoan toan chuyén huwéng sw tdp trung. Ho chuyén trong tam. Va
thang Mwoi nam 2008, Circle of Moms dwgc trién khai trén Facebook.

Ban dau, s6 lwgng nguwdi dung gidam do thay doi trong tam, nhung dén nam
2009, doi da gia tang cong dong st dung lén con sO 4,5 triéu nguwoi — va
khong giong nhw nhitng nguwoi dung mat di khi thay doi, nhitng nguwdi nay
lai gan b6 mot cach tich cyc. Cong ty trdi qua vai thang tram sau d6 do
Facebook han ché kha nang lan truyén cta cac &ng dung. Cudi cung, cong ty
da tach khoi nén tdng Facebook va phat trién doc lap, sau d6 da ban cho Tap
doan Sugar vao dau nam 2012.

TOM TAT

« Circle of Friends la ttng dung twong tac xa hoi ding cho vao dung thoi
diém nhung sai thi treong.

* Bang cach phan tich dac diém gan két va hanh vi tich cyc cia nguoi dung,
sau d6 tim hiéu diém chung gitta nhitng nguwdi dung nay, cong ty da tim ra
thi trvong ding dan dé cung cap dich vu.
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» Khi da tim dwgc muc tiéu, cong ty tap trung — toan lyc dén mitc thay doi ca
ten.

Chuyén doéi hoac that bai, va san sang khong quay dau lai.
BAI HQC PHAN TiCH RUT RA

Chia khéa thanh céng cua Mike cung Circle of Moms nam & kha nang dao
sau dir liéu va tim kiém nhitng dac diém, co hdi c6 y nghia. Mike kham pha
ra diéu “khong biét la khong biét” dan dén mot cudc danh cuge 16n, dang sg
va liéu linh (b6 han tén chung Circle of Friends dé tap trung vao mot thi
treong ngach cu thé), diéu d6 nhw thé mot canh bac — nhwng la canh bac dya
trén dit liéu.

C6 mot “khéi lwgng téi han (critical mass)” dé gan bo can thiét dé mot cong
dong phat trién. Mot chut thanh cong c6 thé khong tao dwgc cho ban van toc
dé thoat ly. Vi thé, t6t hon hdy hwéng sy gan bé néng nhiét t6i mot thi
trrong muc tiéu nhé hon va dé tan cong hon. Tinh lan truyén can c6 sy tap
trung.

CHI SO DAN DAT VA CHi SO THE HIEN KET QUA

Ca chi s6 dan dat va chi so thé hién két qua déu co6 ich du ching phuc vu
muc dich khac nhau.

Chi so6 dan dat (d6i khi goi la chi thi dan dat) c6 muc dich dy doan twong lai.
Chéang han s6 khach hang trién vong hién tai trong phéu ban hang cho ban
cdm quan vé s lwgng khach hang mai sé thu dugce trong twong lai. Néu so
khach hang trién vong hién tai rat nhé thi ban sé kho kiém thém dwgc khach
hang mdi. Ban c6 thé tang s6 khach hang trién vong va ky vong s6 khach
hang mdi sé gia tang.

Mait khac, chi s6 thé hién két qua, chang han nhu ty 1é khach rai bo (la s6
khach hang roi bé dich vu trong khoang thoi gian nhat dinh) cho thay dau
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hiéu c6 van dé ton tai, nhung dgi dén khi ban thu thap duwgc dit liéu va nhan
ra van dé la gi thi da qud mudn. Khach hang da bo di thi sé khong quay lai.
biéu nay khong c6 nghia la ban khong thé tac dong 1én mot chi so thé hién
két qua (tirc la hanh dong dé cai thién ty lé khach rgi bé va roi do lai lan
nita), nhung né chi gidéng viéc dong ctra chuong khi ngwa da chay hét. Ngua
m&i sé khong chay nhwng ban da mat vai con roi.

Vao nhitng ngay dau ctia cong ty khdi nghiép, ban sé khong c6 du dir liéu dé
biét dwgc moi lién hé gitta mot chi s6 hién tai vdi mot chi s6 khac trong
twong lai, vi thé hdy do lwong cac chi s6 thé hién két qua ngay tir dau. Cac
chi s6 nay van c6 ich va c6 thé cung cap mot vach ranh gidi vitng chac vé
hiéu suat. Bé cac chi s6 dan dat cé tac dung, ban can cé kha nang phan tich
nhom va so sanh nhém khach hang theo thoi gian.

Vi du, hdy xem xét s6 lwgng phan nan cua khach hang. Ban c6 thé theo doi
sO cudc goi ho trg trong mot ngay, dén khi ban dat dwoc s6 lwgng cudc goi
dé st dung. Trwdc do, ban cé thé theo doi s6 lwgt phan nan cia khach hang
trong giai doan 90 ngay. Ca hai c6 thé la chi s6 dan dat caa lwgng khach
hang rdi bd: néu lwgng phan nan tang thi c6 vé sé ngay cang nhiéu khach
hang ngtrng st dung san pham hodc dich vu. Vi vai tro lam chi s6 dan dat,
phan nan ctia khach hang ciling cho ban biét nhitng ly 1é dé dao sau tim hiéu
van dé dang xay ra, tai sao khach hang lai phan nan nhiéu va giai quyét
nhitng van dé do.

Gio hdy xem xét cac chi s6 vé viéc huy tai khodn hodc hoan tra san pham.
Ca hai déu quan trong, nhung do dugc sau khi sy viéc dé dién ra. Chung chi
dinh rd0 van deé, chi c6 diéu la qua muon dé ngan viéc mat di khach hang.
Khach hang roi bo la chi s6 quan trong (sé dugc thdo ludn cu thé trong sudt
cuén sach), nhung nhin vao chiing mot cach thién can sé khéng khién ban
1ap lai va thich nghi & t6c do can thiét.

Cac chi s6 c6 mat & khap noi. Trong mot cong ty phan mém doanh nghiép,
lwot dat hang san pham mai theo quy 1a mot chi s6 thé hién két qua vé thanh
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cong trong ban hang. Ngugc lai, khach hang tiém nang chat lwgng méi la
mot chi s6 dan dat vi ching sé gitip ban du doan dwoc thanh cong trong ban
hang trudc thoi han. Nhung theo 10i bat ky ngudi nao tirng lam viéc trong
linh vyc ban hang B2B (doanh nghiép tGi doanh nghiép), ngoai khach hang
tiém nang chat lwgng, ban sé can hiéu biét r6 vé ty 1é chuyén doi va do dai
chu ky ban hang. Chi khi d6 ban md&i c6 thé dwa ra wéc tinh thue té vé khoi
lvong kinh doanh can dat la bao nhiéu.

Trong mot s6 treong hgp, chi so thé hién két qua ctia m6t nhém thudc cong
ty nay lai la chi s6 dan dat cho nhém khac. Chang han ta biét s6 lwgt dat
hang theo quy la chi so thé hién két qua doi v6i nhan vién ban hang (hop
dong da ky san roi), nhung véi phong tai chinh ma tap trung vao thu thap
thanh toan thi day lai la chi s6 dan dat vé doanh thu ky vong (do doanh thu
thue van chua xac dinh).

Cudi cung, ban can quyét dinh liéu thit ban dang theo doi c6 gitp ban dwa ra
quyét dinh ding dan sém hon khéng. Nhuw da néi, mét chi s6 thuc phai co
kha nang tac dong. Ta déu c6 thé tdc dong 1én cac chi so thé hién két qua va
dan dat nhung céac chi s6 dan dat cho biét diéu gi sé xdy ra, gitip giam thai
gian chu ky va khién ban tinh gon hon.

CHI SO TUONG QUAN VA CHI SO NGUYEN NHAN

Tai Canada, stt dung 16p xe cho mua dong c6 lién quan dén xu hwéng giam
tai nan. Nguoi ta st dung 16p xe cho mua dong mém hon khi thoi tiét lanh,
nhung nhiéu tai nan hon xay ra vao mua hé*. C6 phai diéu ndy nghia 13
ching ta nén yéu cau tai xé dung 16p xe mua dong sudt ca nam? Chac chan
la khong thé — vao duong mua hé néng nuc, 16p xe mém hon khién kha nang
phanh rat kém va xdy ra nhiéu tai nan hon.

4 http://www.statcan.gc.ca/pub/82-003-x/2008003/article/10648/c-
g/5202438-eng.htm
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Cac yéu to khac nhu s6 gio 1ai xe va ky nghi hé cé thé ciing gép phan vao
viéc tang ty 1€ tai nan. Nhung chi nhin vao mét méi twong quan don gidn ma
khong doi hdi nguyén nhan thwong dan dén quyét dinh té hai. C6 moi twong
quan gitta lwgng tiéu thu kem va chét dudi.

Co6 phai vi thé ta nén cam an kem dé ngan chan chét dudi khong? Hay nén
xac dinh lwgng tiéu thu kem dé dy doan van ménh gia co phiéu cta nha tang
16? Khong phai vay: kem va ty 1é chét dudi xay ra déu bai thai tiét mua he.

Tim ra moi twong quan gitta hai chi so 1a diéu tot. Cac moi twong quan gitp
ban dy doan diéu sé xdy ra. Nhung tim ra nguyén nhan diéu gi nghia la ban
c6 thé thay doéi diéu d6. Thong thwong, nguyén nhan khong chi don gian la
moi quan hé mot-mot. Nhiéu tac nhan két hgp dan dén diéu gi do. Trong
treong hop tai nan xe vao mua hé, ta phai xem xét yéu t6 tiéu thu do uéng co
con, so tai x€ con non tay trén dwong, so gio ban ngay nhiéu hon, nhitng ky
nghi hé va nhiéu yéu t6 khac. Thé nén, ban sé it khi thu dwgc moi quan hé
nguyén nhan 100%. Ban sé c6 dugc nhiéu chi s6 doc 1ap, moi chi so trong
dé6 lai “gidi thich” m6t phan hanh vi ctia chi s6 phu thuéc. Nhung ngay ca
mot mic d6 nguyén nhan nhat dinh cling rat gia tri.

Ban chithg minh nguyén nhan bang cach tim ra moi twong quan, sau do thyc
hién thi nghiém ma ban c6 thé diéu khién cac bién khac va do lwong sy khac
biét. Viéc nay rat khé bdi khong cé hai nguoi dung nao giong hét nhau; doi
khi ta gan nhw khong thé ap mot so lwgng ngudi dang ké vao mot thi nghiém
dugc kiém soat mot cach ding dan trong thé gidi thyec.

Néu c6 s6 nguoi dung da 16n, ban cé thé thyc hién mot bai kiém tra do tin
cay ma khong diéu khién cac bién khac, vi sau clng tdc dong cta cac bién
khac déu twong doi khong quan trong. D6 la 1y do Google kiém tra dugc cac
yéu td rat nhé nhu mau ctia mot siéu lién két>, va ciing 1a 1y do Microsoft
biét chinh xac thoi gian tai trang cham anh huwéng thé nao dén ty lé tim
kiém®. Con d6i v6i cong ty khéi nghiép mic trung binh, ban sé can thic
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hién cac bai kiém tra don gian hon ma chi thr nghiém maét sé thi, sau dé so
sanh nhitng bai kiém tra dé da thay doi cong ty ra sao.

> http://gigaom.com/2009/07/09/when-it-comes-to-links-color-matters/
6 http://velocityconf.com/velocity2009/public/schedule/detail/8523

Ta sé sdm tim hiéu nhitng loai hinh thit nghiém va phan khtc, con bay gio
hdy xac nhan diéu nay: moéi twong quan la tot. Nguyén nhan thi cang tuyét
vOi. D6i khi ban c6 thé phai bam 1ay yéu t6 dau, nhwng ban luén nén co
gang kham pha yéu t0 sau nita.

DICH CHUYEN MUC TIEU

Khi Ira chon muc tiéu ban dau la ban dang vach ra mot ranh gigi co thé thay
doi dugc — chit khong phai ¢6 dinh. Ban dang theo du6i mot muc tiéu di
dong vi ban thyc sy chwa biét dinh nghia thanh céng thé nao.

biéu chinh muc tiéu va cach xac dinh chi s6 chua chét la viéc c6 thé chap
nhan néu ban dang thyc sy thanh that véi ban than, nhan ra sy thay doi cé y
nghia cho cong ty ma khong phai la ha thap ky vong dé ban c6 thé tiép tuc
buéc di mac cho nhitng bang chitng can budc.

Khi sdn pham ban dau cta ban — sdn pham kha thi t6i thiéu — xuat hién trén
thi trvong va ban dang c6 dugc nhitng khach hang thich nghi nhanh va thw
nghiém san pham, ban thdm chi sé khong biét cach ho st dung ra sao (mac
du ban c6 thé dwa ra gia dinh). D6i ltic sé c6 mot khoang cach rat 16n gitra
diéu ban gia dinh va diéu nguwdi dung thyc hién trong thye té. Ban xay dung
tro choi da nguwdi choi va roi phat hién ra ho dang dung dich vu ctia ban lam
cong cu tai anh. Khong tin sao? B4 chinh la cach Flickr da bat dau.

Tuy nhién, d6i khi khodng cach khac biét lai nhé hon. Ban c6 thé gia dinh
nguoi ta phai dung san pham cda ban hang ngay méi khién ban thanh cong,
nhung hoa ra khong phai vay. Trong nhitng trvong hgp nay, viéc lam hop ly
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la cap nhat cac chi s6 phu hgp, mién la ban c6 thé chitng té dugce gia tri tao
ra.

NGHIEN CUU TINH HUONG: HIGHSCORE HOUSE XAC PINH
“NGUOI DUNG HOAT PONG”

HighScore House khéi dau la mot (tng dung don gian cho phép cac bac phu
huynh liét ké viéc nha va rén luyén con cai bang hé thong diém. Tré c6 thé
hoan thanh viéc nha, tich diém va chuyén déi diém thanh phan thwéng mong
muon.

Luc HighScore House trién khai MVP, cong ty da c6 san vai tram gia dinh
dé thir nghiém. Dai sang 1ap da vach san ranh gidi: d6¢ MVP dwgc danh gia
la thanh c6ng, cha me va con cai sé phai sit dung ng dung bon lan mot
tuan. Nhitng gia dinh nhu vay sé dwgc xem la “hoat dong”. D6 1a mot mic
cao nhung la mitc tot.

Sau khodang mot thang, ty 1é gia dinh hoat dong thdp hon mitc dwgc vach ra.
Doi ngii sang 1ap hét sitc that vong nhwng van kién tri thit nghiém véi no Iyc
cai thién sy gan keét:

* Ho thay doi dong dang ky (lam cho né ro rang va tang tinh gido duc dé gia
tang lwgt dang ky chat lwgng cling nhw cdi thién qua trinh lam quen va biét
cach st dung).

 Ho gtri thong bao qua e-mail nhac nhé phu huynh hang ngay.

* Ho gtti e-mail giao dich cho phu huynh dya trén hoat dong con cai thuyc
hién trén hé thong.

Sau moi lan déu c6 sy cai thién nhat dinh nhwng chira c6 hoat dong nao thay
doi ro rét dugce tinh hinh dé két luan MVP da thanh cong.

https://thuviensach.vn



Sau d6, nha dong sang lap kiém CEO Kyle Seaman da lam mdt viéc quan
trong: anh da goi dién va néi chuyén véi nhiéu phu huynh. Anh bat dau goi
cho nhitng bac cha me da dang ky nhung chwa hoat dong. Ban dau, anh tim
t6i nhitng ngwoi da hoan toan bé HighScore House (“roi bé hoan toan”).
Nhiéu nguoi trong s6 dé thay tng dung chwa giai quyét dwgc phan 16n noi
long ctia ho. Khong sao. Poi ngii sang 1ap chwa bao gio gia dinh thi truong
la “toan b cac bac cha me” — dinh nghia d6 qua rong, dac biét la doi vai
phién ban dau tién ctia sdn pham. Kyle dang tim kiém mot tap hgp gia dinh
nho hon ma HighScore House c6 thé gay anh hwdng dé cong ty thu hep phan
khuc thi trvong va tap trung vao do.

Sau do, Kyle goi cho nhitng gia dinh da dang st dung HighScore House
nhung chwa da nhiéu dé goi la hoat dong. Nhiéu gia dinh trong s6 nay da
phan hoi tich cwe: “Ching téi dang dung HighScore House. Tuyét lam. Lan
dau tién chung toi thay bon tré cé théi quen don givong!”

Phan héi t* nhitng bac cha me nay qua la bat ngd. Nhiéu nguwoi chi dung
HighScore House mot, hai 1an mo6i tuan, nhwng ho thu dwgce gia tri tir san
pham. Tt day, Kyle da nghién cttu viéc phan khic va kiéu gia dinh nao quan
tam nhiéu hay it t&i sdn pham cong ty cung cdp. Anh bat dau hiéu ra han
mutc st dung ban dau ma doi dat ra khong nhat quan véi cach nhitng khach
hang gan bé st dung san pham.

biéu dé khong cé nghia la doi khong nén dy doan. Néu khong c6 vach ranh
gidi ban dau, ho sé khong c6 tiéu chuan dé tim hiéu, va Kyle c6 thé da
khong nhac dién thoai 1én goi. Nhung gio ddy, anh da thuc sy hiéu duwgc
khach hang. Sy két hgp dit liéu dinh lwgng va dinh tinh chinh la chia khéa.

Nho vao viéc tim hiéu do, déi da xac dinh lai ngudng “ngudi dung hoat
dong” dé phan anh chinh x4c hon hanh vi ngwoi dung hién tai. Viéc diéu
chinh chi s6 chu chét véi ho khong cé van dé gi vi ho hoan toan hiéu dugc
1y do diéu chinh va c6 thé bién ho cho thay doi do.
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TOM TAT

 HighScore House da vach ra ranh gid¢i day tao bao ngay lic dau — nhung
két qua la khéng dat dugc.

* Nhom da nhanh chéng thit nghiém dé cai thién s6 ngudi dung hoat dong
nhung van khong da dé thay doi tinh thé.

« Ho goi dién va ndi chuyén vGi khach hang, nhan ra rang ho van tao ra gia
tri cho mét phan khiic nguwdi dung véi chi so st dung thap hon.

BAI HOC PHAN TiCH RUT RA

Trudc hét, hdy hiéu ro khach hang cia minh. Khong c6 gi thay thé dugc sy
gan bo v6i khach hang va nguwdi dung mot cach trie tiép. Moi con so trén
thé gigi khong thé giai thich tai sao sy viéc xdy ra. Hay nhac may ngay lic
nay va goi cho mot khach hang, ké ca vdi ngudi khong gan bo véi minh nita.

Viéc thit hai la dwa ra phéng doan ban dau va dat muc tiéu cho nhitng yéu to
ban nghi la thé hién thanh céng, nhung dirng thir nghiém ban than dén mic
dwa minh vao quén lang. Ha thdp chuan néu can thiét, nhung khong phai vi
muc tiéu vuegt qua né: do la gian doi. Hay st dung dit liéu dinh tinh dé hiéu
rd gia tri ban tao ra va diéu chinh chi khi nao vach ranh gi¢i méi phan anh
duwgc cach cac khach hang (trong phan khic cu thé) st dung san pham.

PHAN KHUC, NHOM, THU NGHIEM A/B VA PHAN TiCH PA
BIEN

Thtr nghiém la trong tam cua Phan tich tinh gon. Thit nghiém luon xoay
quanh viéc so sanh hai sy vat v@i nhau thong qua phan khuc, phan tich nhém
hodc thit nghiém A/B. Pay la nhitng khai niém quan trong déi v6i bat ky ai
dang c6 gang thuc hién viéc so sanh khoa hoc can dé khang dinh mét thay
doi sé dugc giai thich cu thé sau day.
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Phan khuc

Phan khiic don gian la m6t nhom chia sé dac diém chung. Pac diém doé cé
thé la nhitng nguwdi dung Firefox, hodac khach di nha hang chuyén dat truéc
chit khéng vao bat chgt, hodc hanh khach mua vé hang thwong gia, hodc cac
bac cha me 1ai xe ban tai.

Trén cac trang web, ban phan khuc khach ghé tham dwa theo mot pham vi
thong tin vé nhan khau va ky thuat, sau dé so sanh phan khiic nay véi phan
khtic khac. Néu khach st dung trinh duyét Firefox c6 lwgt mua hang it hon
10 rét, hay tién hanh kiém tra thém dé tim hiéu ly do. Néu con s6 ngudi dung
gin két bat thuong 1a khach tir Uc, hdy khao séat ho dé tim ra 1y do va sau d6
cd gang tao ra thanh cong twong ty véi thi treong khac.

Phan khuc c6 tac dung véi moi linh viec va moi loai hinh marketing, khong
riéng gi cac trang web. Cac nha marketing qua mail tryc tiép da thuc hién
phan khic trong nhiéu thap ky vdi thanh cong tuyét voi.

Phan tich nhom

Loai phéan tich thi hai so sanh cac nhém twong dong qua thoi gian goi la
phan tich nhom. Khi xdy dung va thit nghiém san pham, ban sé lap lai chu
ky lién tuc. Nguoi st dung tham gia vao hé thong cta ban trong tuan dau
tién sé co6 trai nghiém khac biét so v6i nguoi tham gia vé sau. Chang han,
toan b ngwoi dung cé thé trai qua chu ky dung th mién phi ban dau, sw
dung, chi trad roi tr bo. Khi viéc nay xay ra, ban sé diéu chinh mo hinh kinh
doanh. Nguoi dung ban dung thit vao thang thit nhat sé c6 trai nghiém khac
biét so vGi ngudi dung vao thang thit nam. Viéc d6 anh hudng thé nao dén
viéc ho roi bo? Dé tim hiéu diéu nay, chiing ta st dung phan tich nhém.

Mo6i nhom ngudi dung la mot nhom — nhitng nguwdi tham gia vao thi nghiém
xuyén su6t chu ky st dung san pham. Ban c6é thé so sanh cac nhom vdi nhau
dé tim xem, & mitc tong thé, liéu cac chi so chinh c6 tién trién tot 1én theo
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thoi gian khong. Duéi day la mot vi du cho thay tai sao phan tich nhém lai
quan trong vG6i cong ty khdi nghiép.

Tuwdng twong ban dang diéu hanh mot hang ban 1é tryc tuyén. Moi thang,
ban thu dwgc mot nghin khach hang méi va nhitng ngwdi nay tiéu mot s
tién nao d6. Bang 2-1 cho thdy doanh thu trung binh tiv khach hang ctia ban
tinh tir nam thang dau hoat dong.

Thang Mot | ThdngHa | ThingBa  ThingTu | Thing
N

TogsoMhdhbang 1000 | 2000 | 0 Al | Sou

Doanhthutrungbinh  S00d04a | 4300k | 430k AL | 43R
nénmeihich hng

Bdng 2-1. Doanh thu trung binh trong nam thang

Ban khong tim hiéu duwgc gi nhiéu tir bang nay. Tinh hinh t6t 1én hay xau di?
Do ban khong so sanh nhitng khach hang gan day vdi khach hang cii — va vi
ban tron lan viéc mua hang ctia khach hang da gan b6 nam thang vdi nhitng
nguwoi méi nén khé noi 1én dugc gi. Toan bo dit liéu nay thé hién doanh thu
c6 gidm nhe roi lai phuc hoi. Nhuwng doanh thu trung binh thi kha 6n dinh.
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Gio hdy xem xét nhom dit lieu twong tw, dwgc chia nho ra theo thang ma
nhom khach hang dé bat dau st dung trang web. Bang 2-2 cho thdy mdt
diéu quan trong dang dién ra. Cac khach hang ghé tham vao thang thit nam
tiéu ton trung binh 9 do-la trong thang dau tién ho st dung — gan gap doi
nhitng ngwoi ghé tham vao thang thit nhat. B6 han la mot sy tang trudng
16n!
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Thang | ThangHai | ThangBa | ThangTu | Thang

Tngsangiiding 1000 | 200 | 300 | 400 | 300

Tng imhat ~ SO0i-a | 3000a | 200db-a | 100404 | 05040

Thang thiha 600 d3a | 400doda | 200d04a | 10046
Thang thiba I 10040 | 600dia | 500003
Mg il | |
Thatg thiham b0 -

Bdng 2-2. So sanh doanh thu theo thang khach hang ghé tham
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Mot cach khac dé hiéu dugc nhém la t6 chie dit liéu theo trai nghiém nguoi
dung — nhv truong hop trong bang 2-3, ching t6i da lam viéc nay theo so
thang ho st dung hé thong. Cach nay cho biét mot chi s6 quan trong nita: toc
do doanh thu gidm sau thang dau tién.

Théng st dune

ThangMit ~ SA00tR | 300dia | 200ata | 100dba | 0S0alH

Tungbinh 70064 | S00de | 00¢a | 100d6a | 050d6a
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Bdng 2-3. Phan tich nhom dir liéu doanh thu

Phan tich nhém biéu dién mot géc nhin rd rang hon nhiéu. Trong vi du nay,
viéc kiém tién hoi hot & nhitng thang dau da lam giam tinh trang chung cta
cac chi s6. Nhom thang M6t ¢ hang dau tién tiéu 5 do-la trong thang dau
tién, sau dé giam dan chi con 0,50 d6-la & thang thit nam. Nhuwng chi tiéu
thang dau tién lai dang tang ro rét, va ty 1é gidam dwong nhv ciing tot hon:
Nhém thang Tu tiéu 8 db-la trong thang dau va 7 d6-la trong thang thit hai.
Mot cong ty trong cé vé tri tré ma thuyc té lai dang phat trién. Va ban biét chi
sO nao can tap trung: sv sut gidam doanh s6 ban hang sau thang dau tién.

Hinh thitc bao cdo nay cho phép ban nhin thay khu6én mau ro rang qua vong
doi ctia m6t khach hang, thay vi san sé ra hét toan bo khach hang mét cach
mu quang ma khong tinh dén vong doi ty nhién ma mot khach hang phai trai
qua. C6 thé thyc hién phan tich nhém cho chi s6 doanh thu, roi bo, truyén
miéng, chi phi ho trg hay bat ci¢ chi s6 nao ban quan tam.

Thit nghiém A/B va Phan tich da bién

Nhitng thir nghiém nhém ma so sanh cac nhém giéng Bang 2-2 dugc goi la
cac nghiéen cttu theo thoi gian (longitudinal study) do dir liéu dwoc thu thap
gan v6i chu ky ty nhién cia mot nhom khach hang. Trai lai, nhitng nghién
cttu ma trong d6 cac nhém khac nhau thudc cha thé thit nghiém dwgce cung
cap nhitng tradi nghiém khac nhau cung lic dugc goi 1a nghién citu tai mot
thoi diém (cross-sectional study). Nghién cttu tai mot thoi diém tién hanh
cho mot nita s6 khach ghé tham dwong dan mau lam va mita con lai nhan
duong dan mau xanh 14 cay dé xem nhém nao cé xu huéng dé nhap vao lién
két d6 hon. Khi ching ta so sanh mdt thudc tinh trong trdi nghiém cua cha
thé, chang han nhw mau dwong dan, va gia sit moi yéu té khac déu nhu nhau,
ching ta dang tién hanh thtt nghiém A/B.

Ban c6 thé thit nghiém moi thit vé san pham, nhung tot nhat hay tap trung
vao cac bwdc va gia thiét quan trong. Két qua co thé thanh céng ro rét: Jay
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Parmar, nha dong sang lap trang ban vé von cong dong Picatic, cho biét chi
don gian thay do6i cau kéu goi hanh dong ctia cong ty tir “Get started free”
thanh “Try it out free” da tang s6 ngwoi nhap vao dé nghi — goi la ty 1€ nhap
chuot vao — 1én 376% trong 10 ngay.

Thtr nghiém A/B c6 vé twong doi don gidn nhung lai c6 van deé.

Néu ban khéng phai la cong ty web 16n nhw Bing hay Google véi da luu
lvong dé chay thit nghiém riéng mét yéu t6 nhw mau duong dan hay téc do
trang va nhanh chéng cé dwoc cau tra 16i, ban sé c6 nhiéu thit can thi
nghiém hon kha nang lwu lwgng. Ban c6 thé sé muon kiém nghiém ca mau
trang web, noi dung 10i kéu goi hanh dong va bitc tranh ban trinh chiéu cho
khach ghé tham.

Thay vi chay mot chudi cac thit nghiém riéng biét lan lwgt — viéc nay sé tri
hodn chu ky tim hiéu ctia ban — ban c6 thé phan tich tat ca cung lic néu s
dung phuong phéap phan tich da bién. Phwong phap nay dwa trén phan tich
thong ké két qua dé xem yéu t6 nao c6 twong quan manh mé vdi sy tién trién
cua mot chi so chu chot.

Hinh 2-2 minh hoa bén cach néu trén dé chia nhé nguwdi dung vao cac nhom
phu va phan tich hodc thtt nghiém nhitng nhom nay.
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Hinh 2-2. Nhém, phan khitic, thir nghiém A/B va phan tich da bién
CHU KY PHAN TiCH DU LIEU TINH GON

Phan 16n noi dung Phan tich di liéu tinh gon 1a vé viéc tim ra mot chi s6 co
y nghia, sau d6 chay thit nghiém dé cai thién cho dén khi chi s6 da dam bao
dé ban chuyén sang van deé tiép theo hodc giai doan tiép theo trong doanh
nghiép. Qua trinh nay dugc thé hién trong Hinh 2-3.

Cudi cung, ban sé tim thay mot mo6 hinh kinh doanh bén vitng, c6 thé lap lai,
tang truvong va hoc cach mé rong quy mo cua no.
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Hinh 2-3. Chu ky hoat dong cho cong ty khoi nghiép phan tich

Chung t6i da gidi thiéu nhiéu théng tin vé cac chi so va phan tich & chwong
nay, c6 thé ban da hoi cang thang roi. Ban da biét dugc:

€ Yéu to gi lam nén mot chi so tot
# Chi s0 4o la gi va lam sao dé tranh chiing

® Su khéc nhau gitta chi s6 dinh tinh va dinh lwgng, gitta chi s6 gii thich
va bdo cdo, giita chi so dan dat va thé hién két qua, giita chi s6 twong quan
va nguyén nhan

4 Thi nghiém A/B la gi va tai sao thit nghiém da bién dang dan pho bién
hon

€ Sy khac nhau gitta phan khic va nhom

Trong nhitng chwong tiép theo, ban sé ap dung toan bo nhitng phép do luwong
cho m6t s6 mo6 hinh kinh doanh va cac giai doan tang truéng ctia cong ty
khdi nghiép.

BAI TAP: PANH GIA NHUNG CHI SO BAN THEO DOI

Hay xem lai ba chi s6 ditng dau trong sé6 nam chi s6 ban theo doi thwong
xuyén va danh gia hang ngay. Viét ching ra r6i trad 16i nhitng cau hoi sau
day:

* Bao nhiéu chi so trong dé la chi sé tot?

» Ban dung bao nhiéu chi s6 dé duwa ra cac quyét dinh kinh doanh va bao
nhiéu la chi s6 do?

* Ban c6 thé loai bo chi s6 nao khong gia tang gia tri khong?

* C6 chi s0 nao khac ban dang nghi tGi c6 thé cé y nghia hon khong?
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Gach di nhitng chi s6 xau va thém chi s6 mdi vao cud6i danh sach, réi tiép
tuc doc cudn sach nay.
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Chuong 3
QUYET PINH VIEC BAN PHAI
LAM

Lé nha sang lap, ban luoén c6 gang quyét dinh nén tap trung lam viéc gi

trong vai nam ti€p theo cia cudc doi. Ly do ban muén tinh gon va phan tich
ky lwdng qua trinh la dé ban khéng lang phi cudc doi cho viéc xay dung thi
chang ai muén c6. Hodc nhv 16i nha sang 1ap Netscape va nha dau tw mao
hiém Marc Andreesen mo ta: “Thi tredng khong ton tai khong quan tam ban
thong minh dén dau*.”

1 http://pmarca-archive.posterous.com/the-pmarca-guide-to-startups-part-4-
the-only

Hy vong ban c6 y twéng vé thit minh mudn xay dyng. D6 la ban ké hoach
chi tiét va la th ban sé thir nghiém bang phép phan tich. Ban can thé hién
gia thiét cha minh vé y twdng mot cach nhanh chéng va nhat quan dé co thé
ra ngoai kiém chitng (hodc bac bé) gia thiét do vdi khach hang thuc té. bé
lam vay, ching t6i dé xuat khung mo hinh tinh gon (Lean Canvas) cua Ash
Maurya da dat ra mét qua trinh rd rang cho viéc xac dinh va diéu chinh m6
hinh kinh doanh dwa trén sy phat trién khach hang. M6 hinh cta Ash sé
duwoc thao luan sau trong chwong nay.

Nhung chiéc “khung mo hinh” mdi chi 1a mot mira nhitng gi ban can. Bay
khong chi 1a viéc tim ra mo hinh kinh doanh hiéu qua — ban con can phai tim
mo6 hinh ban muon phat trién. Nha c¢6 van chién lugc, blogger va thiét ké
Bud Caddell cé ba tiéu chi ro rang khi quyét dinh nén danh thdgi gian vao
viéc gi: viéc ban gidi lam, viéc ban muon lam va viéc ban cé thé kiém tién
khi lam.
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Hay tim hiéu khung m6 hinh tinh gon va ba tiéu chi cia Bud cu thé hon.
KHUNG MO HINH TINH GON

Khung mo6 hinh tinh gon la mét ké hoach kinh doanh bang hinh anh dai mot
trang co6 tinh tiép dién va c6 thé diéu chinh, dwgc Ash Maurya xay dung vGi
cam hitng ttr Khung mo hinh tinh gon ciia Alex Osterwalder?. Trong Hinh 3-
1, m6 hinh gém chin 6 duwgc bd tri trén mot to gidy dé dwa ban qua nhitng
phan quan trong nhat cia bat cit doanh nghiép nao.

2 http://www.businessmodelgeneration.com/canvas

https://thuviensach.vn



VNDE | clPRAP | DEWUATGUTR| LOTHE | PHANKRIC
[t 1w Uq{hl§gi&iphép ﬂ(:]fﬂﬂ.ﬂ BG{I]UTEN KHACH HANG
IO 0| e ingi | Thkngté i | Lt o g
v ipcinbin | sanoénbdt Al { g i o i
" bt g
4 Whc g m ang 9 2
gimepiacs | CCTRUKRO 3 (b
kit | .chCHﬁFh,h BiNHiNG Em
jhofinld | EeGogam) o TIEP AN TR
g | bty | oo h'ﬁé;;fkt;m@ il
GO vty | dacidhdhing
bgng | idgte- iy
8 i chovider)
(O CUCHIPHI DONG DOANHTHU

il Ecc ol i i s ién

7

L0 é g agudn doanh

6

https://thuviensach.vn



Hinh 3-1. Ban c6 thé mo ta toan bé doanh nghiép bang chin 6 nho

Khung m6 hinh tinh gon tuyét voi & cho xac dinh dwge khu vure 6 rii ro
cao nhat va budc phai ap dung tinh thanh that tri thitc. Khi c6 gang quyét
dinh liéu ban c6 co hoi kinh doanh thyc sy hay khong, moé hinh cua Ash
khuyén ban nén xem xét cac yéu to sau day:

1. Van dé: Ban da xac dinh van dé thuc sy ma nguwdi khac nhan thite duoc
ho gap phai hay chwa?

2. Phan khic khach hang: Ban c6 biét thi trong muc tiéu cua minh
khong? Ban c6 biét cach hwéng thong diép dén thi trwong d6 nhu nhitng
nhom biét 1ap khong?

3. Dé xuat gia tri doc dao: Ban da tim dugc cach rd rang, khac biét va dang
nh@ dé giai thich tai sao dich vu cua ban lai tot hon hay khac biét chwa?

4. Giai phap: Ban c6 thé giai quyét van dé theo cach ding dan khong?

5. Cac kénh ban hang: Ban sé dwa san pham hodac dich vu cia minh dén
khach hang va thu lai tién tit ho bang cach nao?

6. Dong doanh thu: Tién sé dén tit dau? Tién sé dwgc chi trd m6t lan hay
nhiéu lan? La két qua ctia mot giao dich truc tiép (vi du: mua do an) hay cé
phan gian tiép (dat mua tap chi)?

7. Co cau chi phi: Chi phi tryc tiép, bién d6i va gian ti€p ma ban sé phai tra
khi kinh doanh la gi?

8. Cac thuwdc do chu chét: Ban c6 biét nhitng con s6 nao can theo doi dé
nam dwgc minh dang tién trién khong?

9. Lgi thé doc quyén: “Yéu to thiic day” sé giip no lyc cta ban tao dnh
hwéng manh hon nhitng doi tha canh tranh khac la gi? Chung t6i khuyén

https://thuviensach.vn



khich moi cong ty khdi nghiép hay st dung khung mo hinh tinh gon. Do la
mot trdi nghiém md& mang nhiéu diéu va rat dang bé cong strc dau tuw.

BAN NEN TAP TRUNG VAO VIEC GI?

Khung mé hinh tinh gon cung cap mot khuon kho hinh thitc gitip ban lya
chon va diéu khién doanh nghiép ctia minh. Nhung con mét mat khac, mang
yéu to con ngwoi hon, lién quan dén van dé nay.

Ban c6 mudn lam diéu d6 khong?

biéu nay khong may khi dugc hoi. Cac nha dau tw néi rang ho tim kiém
nhitng nha sang 1ap day dam mé va thyc sy quan tam dén viéc gidi quyét van
dé. Nhung hiém khi diéu nay dugc 16i ra dé ban suy nghi cho thau dao. Néu
ban dinh sinh tén v&i tw cach 1a nha sang lap, ban phai tim dwogc sy giao thoa
vé nhu cau (cho sdn pham cta ban), kha nang (dé ban tao ra san pham), va
khat khao (dé ban quan tam dén san pham).

Ba diéu trén thuong bi bo qua va bi lu mo dwéi anh hwdng manh mé tir div
liéu va “con 1§” phan héi tir khach hang. Nhung né khong nén bi xem nhe.
bing xay dung mot cong ty ma ban sé ghét bé. Cudc doi ngan lam, va sy
chan chwong cia ban sé nhanh chéng thé hién ra thai.

Bud Caddell da vé mot so do vo cung don gian vé cach ngudi ta nén lya
chon lam gi, thé hién trong Hinh 3-2.

So d6 ctia Bud biéu dién ba vong tron giao nhau: thi ban thich lam, thi ban
lam t6t va thi ban c6 thé duwgc tra dé lam. V&i moi vung giao nhau giita cac
vong, anh dé xuat mot cach hoat dong:

4 Néu ban muén lam mot viéc va gidi viéc do, nhung chwa dugc tra tién dé
lam, hay hoc cach kiém tién tir viéc do.
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4 Néu ban gidi mot viéc va c6 thé dugc tra tién dé lam, nhung khong thich
lam viéc dd, hay hoc cach noéi khong.

4 Néu ban thich lam mot viéc va c6 thé dugc tra tién dé lam, nhung khong
gioi viéc do, hay hoc cach lam viéc do that gioi.

bay khong chi 1a 101 khuyén tuyét voi danh cho nhitng nha tw van huéng
nghiép; khi trién khai mot dy an kinh doanh, ban can danh gia hgp ly céa ba

yéu to nay.
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Hinh 3-2. So' d6 ctia Bud Caddell xudt hién trén tuong ctia moi tw van hudng
nghiép

Pau tién hay hdéi ban than: minh c6 lam viéc minh mong duwgc lam t6t hay
khong? Pay la cau héi vé kha nang dap ttng nhu cau thi treong tét hon doi
tha canh tranh, va la sy két hgp ctia ky nang thiét ké, ma hda, tao dung
thwong hiéu va vo van yéu to6 khac. Néu ban x4ac dinh mot nhu cau thuc su,
ban sé khong phai la nguwdi duy nhat dap @ng dugc né va sé can huy dong
toan bo tai nang ban cé dé thanh cong. Ban c6 mang lwGi ban bé va quan hé
c6 thé mang dén cho ban lgi thé kho canh tranh gitp cai thién cong viéc hay
khong? Ban c¢6 tai nang lam nhitng viéc quan trong thuc sy tot hay khong?
Khéng bao gid tao dyng cong ty trén san choi binh dang — do6 la noi nhitng
nguoi khac dang ding.

Nhi*tng quy tac twong tw 4p dung cho nhitng ngwdi lam viéc cho cac t6 chitc
16n. Brng trién khai sdn phdm ma&i hay tham nhap thi truong mdi chirng nao
san pham va thi truong hién tai chwa tao cho ban 1gi thé canh tranh. Nhitng
doi thu canh tranh tré it tén tudi hon sé dau tranh dé chiém thi truong vGi
ban, va quy mo thi trdng ctia ban sé la 1gi thé chit khong phai la bat 1gi.

Tht hai, hay xac dinh liéu ban c6 thich lam viéc nay hay khong. Cong ty
khai nghiép sé tiéu ton cudc doi ban va sé la nguon khong ngirng khién ban
thdy nang né. Cong ty cua ban sé canh tranh v&i ban be, ngwdi yéu, con cai
va ca s@ thich cta ban. Ban can tin vao diéu minh dang lam dé luon bam
chac vao n6 va chéo lai qua nhitng ltic thang tram. Ban c6 san long bé céng
sttc vao n6 ngay ca khi khéng dugc tra tién? D6 cé phai van dé dang giai
quyét khién ban lién tuc ké 1é cho ngwoi khac khéng? D6 c6 phai thit sé dwa
sw nghiép theo hwéng ban mong mudn va tao danh tiéng phu hop véi to
chitc hién tai cia ban? Néu khong, c6 1é ban nén tiép tuc tim hiéu.

Cubi ciing, hdy dam béo ban c6 thé kiém tién tir viéc d6>. Pay 1a van dé nhu

cau thi treong. Ban phéi c6 khd nang tich liiy da tién tit khach hang vi gia tri
ban mang dén va lam viéc d6 ma khong can bo qua nhiéu tién dé thu dugc
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nhitng khach hang nay — ciing nhw qua trinh thu hat va thu tién cta ho phai
phat trién ma khong bi phu thudc vao ban véi tu cach nha sang lap.

3 Khong phai ai cling mong kiém tién tit cong ty khéi nghiép ctia minh. Mot
sO0 ngwoi lam dé dugc cha y, hodc dé khac phuc chinh phu, hoac dé khién thé
gidi t6t dep hon. Néu ban la mot ngwoi nhuw thé, hay thay tivr “tién” thanh
“tao ra két qua mong muon dat dwgc” khi doc cudn sach nay. (TG)

Do6i vGi doanh nhan ndi bg, cau héi nay don gidn can cau tra 16i la dy an
duwgc phé duyét, nhung hay nhé ban dang dau tranh véi chi phi co hoi — tite
la bat c& viéc gi to chitc c6 thé lam thay vi dy an cta ban hodc 1gi nhudn cta
cong ty hién tai. Néu diéu ban dang lam vé co ban cé vé khong mang lai gia
tri vat chat thi c6 1€ ban nén tim kiém diéu khac.

Hién tai day la yéu t6 quan trong nhat trong ca ba; hai yéu t6 dau thi dé réi
vi ching tuy thudc vao ban. Nhung gio day, ban phai tim hiéu xem c6 ai sé
tra tién vi thit ban c6 thé cling nhv mu6én xay dung hay khong.

O nhitng giai doan dau cia cong ty khoi nghiép, ban s& 1am viéc vdi rat
nhiéu dir liéu. Ban bi ngap trong hang dong y kién va bi lung lay bai bat c
phan hoi méi nao nghe dugc.

Pirng bao gio quén ban dang c6 gang tra 10i ba cau héi mau chot:
® To6i da xac dinh dugc mdt van dé dang giai quyét chwa?

# Giai phap t6i dé xuat c6 ding dan khong?

@ T06i c6 thue sy muon giai quyét van dé dé khong?

Hay néi ngan gon la: minh c6 nén xay dung thit nay khong?

BAI TAP: TAO MOT KHUNG MO HINH TINH GON
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Hay vao trang http://leancanvas.com dé tao khung mo6 hinh dau tién cho
minh. Chon mét y twdng hodc dy an ban dang thyc hién, hodc diéu gi dé ban
van hay nghi dén. Danh 20 phat véi khung mo6 hinh va xem né ra sao. Dién
vao cac 6 dva trén thit t dwge danh so6, nhung cit thodi mai bé qua nhitng 6
chwa dién dugc. Chang t6i sé cho.

Ban da lam nhwv thé nao? Ban c6 thdy phan nao trong y twéng hay doanh
nghiép ctia ban 1a mao hiém nhat khong? Ban c6 phan khich vé viéc duong
dau véi vung mao hiém dé khi da nhin thdy ching trong khung m6 hinh
khong? Néu ban ty tin roi, hdy chia sé khung mé6 hinh tinh gon véi nguoi
nao do (nha dau tw, c6 van hay dong nghiép) va dung né dé bat dau thao
luan.
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Chuong 4

PINH HUONG THEO DU LIEU VA
NHAN THONG TIN TU DU LIEU

Dﬁ’ liéu c6 strc manh rat 16n. N6 cé thé gay nghién, khién ban phan tich
moi thit qua mitc. Nhung thwe ra hau hét viéc ching ta lam lai do vo thic,
dya trén kinh nghiém qua khi va hanh dong thuc té. Va ciling cé 1y do hop
ly cho diéu d6: chiing ta dwa vao sy khén ngoan va kinh nghiém chi¢ khéng
phai phan tich citng nhac dé vugt qua nhitng van dé ngay nay qua ngay
khac. Téom lai 1a ban chang hé thit nghiém A/B truéc khi chon mac quan gi
moi sang; va néu lam that thi chac ban chang ra néi ctra dau.

Mot chi trich danh cho Khai nghiép tinh gon la né qua phu thudc vao dit
lieu. Cac phé binh cho hay thay vi lam n6 lé cho di¥ liéu, ta nén dung n6 lam
cong cu. Chung ta chi nén nam théng tin tr dit liéu chit khong dé dit liéu
dinh hwéng. Pa phan la ho lwoi va kiém cé dé khoi lam phan viéc nang
nhoc. Nhung déi khi ho cling cé ly: st dung dit liéu dé t6i wu hoa mét phan
cong viéc kinh doanh ma khong dirng lai va nhin vao bi¢c tranh toan canh rat
nguy hiém — tham chi c6 thé gay ra tai hoa.

Hay dé y dai ly du lich Orbitz va phat hién cua hang vé viéc ngwoi dung
may Mac san sang dat cho phong khach san dat tién hon. Giam déc Cong
nghé Roger Liew tra 10i t& Wall Street Journal rang: “Tryc gidc ctia ching
toi mach béao [rang ty 1é nguwdi dung Mac san sang dat khach san bon hoac
nam sao nhiéu hon 40% so v&i ngwoi dung may tinh dé ban va ciling &
nhitng phong sang hon], va ching t6i da chitng minh dugc diéu dé dva vao
dir lidu.”!

1

http://online.wsj.com/article/SB100014240527023044586045774888226673

https://thuviensach.vn



25882.html

Mot mat, thuat toan bo qua dit lieu khach hang c6 vé khong lién quan (@
treong hgp nay la viéc khach hang la nguwoi dung Mac) sé khong tim ra dugc
co héi nay dé tang doanh thu. Mat khac, thuat toan t6i wu hoa mét cach mu
quang dva trén dit liéu khach hang, bé quén moi lién hé vdi doanh so, co6 thé
dan dén nhitng hau qua khon lwong — nhw PR té hai chang han. Sy t6i wu
hoa may moc dinh huwéng theo dit lieu khi khong duwgc danh gia cua con
nguoi tiét ché lai cé thé gay ra nhiéu van de.

Nhiéu nam trudc, Gail Ennis, sau nay la Giam d6c Marketing ctia ga khong
16 trong linh viec phan tich Omniture, n6i v6i chiing toi rang nhitng ngudi st
dung cong cu t6i wu hoa ndi dung cua cong ty da phai st dung danh gia cia
con ngwoi dé han ché téi wu héa may méc. Khi dé riéng cho thiét bi x ly,
phan mém nhanh chéng hoc dwgc rang hinh anh nhitng phu ni* an mac hé
hang tao ra ty 1é nhap chudt vao nhitng trang web cao hon nhiéu so véi cac
dang hinh thitc ndi dung khac. Nhung ty 1€ nhap chudt dé chi la mot sy gia
tang ngan han, trdi lai con gay ton hai cho thwong hiéu ctia cong ty phu
thuéc vao n6. Do d6, phan mém ctia Omniture hoat dong cung v&i nhitng
ngwoi giam sat hiéu ré bic tranh toan canh va cung cap cac hinh anh phu
hop dé may kiém tra. Con ngudi tao cam hitng; may méc lo xac nhan.

Trong toan hoc, cuc dai dia phwong (local maximum) la gia tri 16n nhat cta
m6t ham trong mot mién cho trudc?. Pitu do c6 nghia rang day khong phai
la gia tri 16n nhat cé thé, chi 1a 16n nhét trong mot pham vi cu thé. Bé so
sanh, hay hinh dung mot cai ho va mot swon nii. Nwdc khong ndm & mirc
thap nhat c6 thé — la & muc nwdc bién — nhung & mitc thap nhat c6 thé trong
khu viec xung quanh ho.

2 http://en.wikipedia.org/wiki/Maxima_and_minima

T6i wu hoa xoay quanh viéc tim gia tri nhé nhat va 16n nhat cia mét ham cu
thé. May moc c6 thé tim dwgc cac thiét 1ap t6i wu cho thi gi d6, nhung chi
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bén trong cac han dinh va viing van dé ma n6 biét, twong ty nhw nwdc trong
ho & swon ndi khong thé tim thdy gia tri thap nhat c6 thé ma chi la gia tri
thap nhat trong pham vi han dinh cho né.

Dé hiéu dwogc van dé vé téi wu hoa trong han dinh, hay hinh dung ban dugc
giao cho ba chiéc banh xe va yéu cau phai tao ra phwong tién 6n dinh va tot
nhat. Sau nhiéu 1an thr di thi lai da cac cach bo tri banh xe, ban tim ra mot
két cdu gidng chiéc xe ba banh. D6 la két cau ba banh t6i wu.

T6i wu hoa dinh huwéng theo dit liéu c6 thé thyc hién hinh thic cai tién lap
lai nay. Cai n6 khong lam dwoc 1a bao ban “Anh biét khong? Boén banh c6
khi con tot hon nhiéu!” Toan hoc gioi trong viéc tdi wu hoa mot hé thong da
biét; con nguwoi lai gidi trong viéc tim kiém hé thong mai. Néi cach khac, sy
thay doi wu tién cuc dai dia phwong; sy déi mdi wu tién dot pha toan cau.

Trong cudn River Out Of Eden (Dong song troi khuat dia dang) (Basic
Books), Richard Dawkins st dung hinh twgng mot con song dang chdy dé
mo ta su tién hoa. Theo 6ng gidi thich thi tién hdéa c6 thé tao ra con mat.
Thuyc té thi tién héa c6 thé tao ra hang loat phién ban mat cho con trung, loai
tam chan, con ngudi, dai bang va ca voi. Cai tién héa khéng lam duoc la di
ngugc lai: khi ban da c6 con mat hitu hiéu thi dét bién nhé thwong khong tao
ra sy phat trién. Con nguoi sé khong cdi tién mat dai bang vi cac budc trung
gian déu dan dén két qua thi lyc kém.

T6i wu hoa hoan toan bang may moc ciing c6 nhitng han ché twong tu tién
héa. Néu t6i wu hoa huéng tdi cuc dai dia phwong thi ban c6 thé dang bé 16
mot co hdi to 16n va quan trong hon. Viéc ban phdi lam la giong nhw mot
nha thiét ké thong minh trwdc sy phat trién cda dir liéu.

Nhiéu nha sang 1ap cong ty khéi nghiép ma ching t6i da no6i chuyén thuong
hoai nghi vé viéc dé cong viéc kinh doanh phan anh chi qua nhitng con sé.
Ho mu6n tin vao linh cam ctia minh. Ho khong dé dai trwdc viéc cong ty
duwgc toi wu hoa ma thiéu di “linh hén” con ngudi, va ho nhin thdy nhu cau
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phai nhin vao bitc tranh 16n hon vé thi trudng, van dé dang giai quyét va mé
hinh kinh doanh cha chét cta ho.

Toém lai, dit liéu dinh lwgng rat tot dé thir nghiém cac gia thiét, nhung lai rat
vung vé khi phai tao ra gia thiét méi néu khong két hgp véi ndi quan con
nguoi.

NGHIEN CUU TINH HUONG: LAM SAO PE NGHI NHU MOT
NHA KHOA HOQC DU LIEU

Monica Rogati, nha khoa hoc dit liéu tai LinkedIn, cung cdp cho ching ta 10
cam bay pho bién cac doanh nhan can tranh khi nghién cttu dit liéu ma cong
ty khéi nghiép cua ho thu dugc.

1. Cho rang di liéu la sach. Lam sach di liéu thu thap thuwong la cong viéc
chu yéu phai thue hién, va hanh dong lam sach don gian c6 thé tiét 10 nhitng
dac diém quan trong. Monica hoi “Cé phai mot 16i do dac khién 30% s6 liéu
cta ban bi v6 gia tri khng?”, “Ban c6 thuc sw ¢6 nhiéu ngudi dung dén thé
& khu viec ma 90210 (Beverly Hills)?” Hay kiém tra dit liéu ngay tir dau dé
dam bdo chung hgp 1€ va hitu dung.

2. Khong danh dong moi thit. Gia st ban dang lap danh sach cac dia diém
lam dam cuwéi dugc yéu thich. Ban c6 thé dém s6 nguwoi bay dén dy dam
cwdi, nhung néu khong tinh dén téng s6 ngwoi di may bay dén thanh pho
ddy nita thi ban sé chi nhan dwgc mét danh sach cac thanh pho c6 san bay
nhon nhip ma thoi.

3. Bé qua thiéu s6. 21 nguoi dung san pham ctia ban hon mot nghin 1an mot
ngay co6 thé la ngwoi ham mo 16n cta ban, hoac 1a may dam bam lay trang
cta ban dé 1ay ndi dung. Du ho la ai di nita thi bo qua ho ciing la sai lam.

4. Tinh cac thiéu s6. Mdc du 21 nguoi dung san pham cta ban mot nghin lan
moi ngay c6 vé thud vi ditng tir géc nhin dinh tinh vi ho c6 thé chi ra nhitng
diéu ban khong ngo t6i nhung ho khong co tac dung tot khi xay duwng mo
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hinh téng quat. Monica canh bao rang: “Ban sé muon bé qua phan thiéu sé
dé khi xay dung san pham dir liéu, néu khong tinh nang ‘ban cling c6 thé
thich’ trén trang ctia ban sé c6 nhitng muc giong hét nhau khap noi — nhitng
thit nhitng nguwdi haim mo citng cua ban van lu6n mong muoén.”

5. Bo qua tinh thoi vu. “O, c6 phai ‘thyc tap’ 1a cong viéc dang phat trién
nhanh nhit ndm nay khong? A, tir tit, day 1a trong thang Sau théi.” Khong
can nhac nhitng thay doi vé thoi gian trong ngay, ngay trong tuan hay hang
thang khi nhin vao dac diém dir liéu sé dan tGi nhitng quyét dinh sai lam.

6. B qua kich c& khi bdo cdo tang treéng. Boi canh rat quan trong. Theo 16i
Monica n6i: “Khi ban chi vira bat dau, chinh xac thi viéc b6 ban dang ky
dich vu van tinh la gap doi co s@ ngudi dung.”

7. Boi thyc dit liéu. Bang dit liéu sé khong c6 tac dung may néu ban khong
biét phai nhin vao dau.

8. Chi s6 canh bao sai 1éch. Ban mu6n phéan @ng nhanh truéc dit liéu, vay
nén ban dat ra cdc mic canh bao dé biét khi nao c6 chi s6 1éch lac ma khac
phuc nhanh chéng. Nhung néu nguwdng ban dat qua nhay cam, chi s6 sé trd
nén “lam diéu” — va ban lai bat dau phét 16 ching.

9. HGi chitng “Khong thu thap dugc ¢ day”. “Tron lan dir liéu cta ban véi
dir liéu tir nhitng nguon khac c6 thé dan dén nhitng phat hién an chita c6 gia
tri”, theo 161 Monica. “Khach hang tuyét nhat ctia ban c6 dén tir vung tap
trung nhiéu nha hang sushi khong?” Viéc nay c6 thé mang dén cho ban mot
vai y twéng tuyét voi vé viéc thit nghiém thit gi tiép theo — hoac tham chi
anh hwéng dén chién thudt tang tredng cta ban.

10. Tap trung vao yéu té nhiéu. Monica canh bao: “Ching ta bi b6 budc (va
sau do bi 1ap trinh) dé nhin vao nhitng diac diém & cho cha c6 dic diém nao.
Viéc nay giup ta bé qua nhitng chi s6 &o, lui lai va nhin vao bitc tranh 16n
hon.”
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KHOI NGHIEP: TINH GON VA TAM NHIN LON

Mot s6 doanh nhan bi &m anh véi dit lieu dén mic phat cuéng, gan nhw
khong dirng lai dugc, nhung lai hay bé tac trong héi chitng té liét phan tich.
S6 khac lai hoi hot, 1a nhitng nguwdi hanh dong theo truc giac bong bot, phot
10 dit liéu néu n6 khong phu hop va chuyén doi y twdng lién tuc khong theo
nguyén tac. GOc ré cua sy trai ngwgc nay nam & thach thitc chinh ma nhirng
ngwoi tng ho Khai nghiép tinh gon thuwong déi mat: lam sao ¢6 thé cung lic
c6 san pham kha thi t6i thiéu va tam nhin v6 cung manh mé?

Nhiéu nha sang lap st dung Khai nghiép tinh gon lam c& dé mé cong ty ma
khong c6 tam nhin. “Ngay nay, viéc lap cong ty dé qua ma.” Ho giai thich,
“chwéng ngai thap dén mitc ai ciing lam dwgc phai khéng?” Thé nhung c6
tam nhin 16n rat quan trong: khdi tao mot cong ty ma thiéu tam nhin khién
ban dé phai chiu nhitng tac dong bén ngoai, ké ca tir khach hang, nha dau tuw,
doi thua, bao chi hay bat c yéu té6 nao. Khong cé tam nhin 16n, ban sé thiéu
muc dich, va theo thdi gian ban sé thdy minh dang tr6i vo dinh.

Vay néu mot tam nhin liéu linh, tdo bao va to 16n lai quan trong dén vay —
mot tam nhin v&i muc tiéu kiéu thay doi thé gidi — thi lam sao né c6 thé hoa
hop vGi cach tiép can titng budc, luon dat cau héi cia Khai nghiép tinh gon
duoc?

Cau tra 10i thuye ra kha don gian. Ban can nghi dén Khai nghiép tinh gon
nhw mot qua trinh ban dung dé di tiép va dat dwgc tam nhin ctia minh.

Chung t6i doi khi nhac nhé nhitng nguoi sang lap & giai doan ban dau rang
khong phdi ho dang xay dung san pham. Ho dang xay dung mot cong cu dé
tim hiéu san pham gi can xay dung. Viéc nay gitup phan tach cong viéc kip
thoi — tim ki€m mo6 hinh kinh doanh bén vitng — ti* man hinh, dong ma va
danh sach gri mail ho da can than tao dung suét chang duwong.

Khéi nghiép tinh gon hwdng vao viéc hoc hoéi trén hét moi thit, va khuyén
khich nghi rong, kham pha va th nghiem. N6 khong phai la viéc luét qua
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mot cach vo nghia quy trinh xay dung — do lwong — hoc hoi — ma la viéc
thue sy hiéu diéu gi dang dién ra va don nhan nhitng kha nang mdi.

Hay tinh gon. Bung nghi nho. Chung toi da néi vai nhitng nguoi sang lap
lu6n mudn tré thanh nha cung cap hang dau dich vu ¢ bang hay tinh cta ho.
Sao khong phai la toan thé gigi? Dén cd Quan Pong minh cling phai chon
lay ranh giéi do6 bg, nhung dirng budéc & Normandy khong c6 nghia la ho
thiéu tdm nhin 16n. Ho vira tim dwoc cho rat tot dé khai dau.

Mot s6 nguoi tin rang Khéi nghiép tinh gon khuyén khich quy m6 nho,
nhung trén thue té, néu dugce dung hop ly, Khéi nghiép tinh gon sé gitip mé
rong tam nhin vi ban dwgc khuyén khich dat cau hoi vé moi thi¢. Khi ban
dao sau va boc tach tirng 16p viéc ban dang lam — du cho ban c6 dang nhin
vao van deé, giai phap, khach hang, doanh thu hay thit gi khac — ban sé dé
tim thay nhiéu diéu hon ban cho doi lic dau. Néu tan dung co hdi, ban vira
c6 thé ma@ rong tam nhin vira hiéu cach dén dich nhanh hon, tit ca dién ra
cung luc.
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Phan hai

TIM RA CHIi SO PHU HQOP CHO
HIEN TAI

Giéf ban da hiéu dugc nhitng nguyén tac co ban cta phan tich. Vay hay

chuyén sang no6i vé tam quan trong cua trong tam, nhitng mo hinh kinh
doanh cu thé va cac buéc ma moi cong ty khai nghiép phai trai qua dé tim ra
san pham dung dan va thi tredng muc tiéu tot nhat. Khi da trang bi kién thirc
nay, ban c6 thé tim dwgc nhitng chi s6 quan trong d6i véi minh.

Khung ciing la thi¢ thay déi theo cong nghé méi chit khong riéng gi birc anh
trong khung.

MARSHALL MCLUHAN
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Chuong 5
KHUON KHO PHAN TIiCH

Tréi qua nhiéu nam, ching ta da chitng kién sy xuat hién ctia nhiéu khuon
kho gitp hiéu vé cong ty khai nghiép cling nhw nhitng thay déi ma cac
doanh nghiép nay trai qua trong qua trinh phat trién va tim kiém thi treong,
dong thoi gitup cac doanh nghiép nay thu hit dwgc khach hang va tao doanh
thu. Moi khu6n kho lai dwa ra mét quan diém khac vé chu ky cia cong ty
khai nghiép va cling dé xuat nhitng chi s6 va cac linh virc can tap trung.

Sau khi so sanh doi chiéu mot s6 nhitng khuon kho nay, chiing t6i da duwa ra
cach hiéu riéng vé céng ty khai nghiép, cu thé vé nhitng chi s6 dung dé danh
gia tién do. Chung toi sé st dung khuon kho méi nay xuyén suét cudn sach,
nhung trede hét, hdy tham khdo mot s6 khudon khé hién c6 va chiing phu
hgp vd&i Phan tich dit liéu tinh gon ra sao.

MO HINH CHIi SO CUOP BIEN (PIRATE METRIC) CUA DAVE
MCCLURE

Thuat ngit Pirate Metrics do nha dau tw mao hiém Dave McClure dwa ra, lay
t* chi* cai dau ctia nam yéu to riéng biét dé xay duwng mot doanh nghiép
thanh cong. McClure phan chia cac chi s6 ma mot cong ty khéi nghiép can
xem xét: thu hut (acquisition), kich hoat (activation), duy tri (retention),
doanh thu (revenue) va gii thiéu (referral), hay AARRR!,

1 http://www.slideshare.net/dmc500hats/startup-metrics-for-pirates-long-

version

Hinh 5-1 thé hién cach ching t6i hiéu vé mé6 hinh ctia McClure, mo6 td nam
bwdc ma ngwoi dung, khach hang hay khach ghé tham can trai qua dé doanh
nghiép khai thac dugc moi gia tri ttr ho. Gia tri khong chi thu dugc tw giao
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dich (doanh thu) ma con dén tir vai tro cua nha marketing (gigi thiéu) va
nguoi sang tao noi dung (duy tri).
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Hinh 5-1. “Thdm chi ca cuép bién ciing can chi s6!” (Dave McClure)

Nam yéu to nay khéng nhat thiét phai tuan theo trinh ty c6 dinh, chang han
ngwoi dung co6 thé gidi thiéu cho ngudi khac trede khi chinh ho bé tién ra,
hodc cé thé quay lai nhiéu lan trwdc khi dang ky. Tuy vay, danh sach duéi
day van la mot khuon kho hop 1y dé xem xét cach doanh nghiép can dé phat

trién (xem Bang 5-1).
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Bdng 5-1. Chi s6 cudp bién va nhitng tiéu chi can theo doi
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PONG CO TANG TRUONG CUA ERIC RIES

Trong cudon Khdi nghiép tinh gon, Eric Ries néi vé ba dong co thic day tang
treéng ctia mot cong ty khéi nghiép. Ting dong co déu co6 cac chi sé hiéu
sudt cong viéc (KPI) twong @ng.

Pong co bam tru

Pong co bam tru tap trung vao viéc khién nguwoi dung quay trd lai va tiép tuc
stt dung san pham. N6 gidng véi giai doan duy tri cia Dave McClure. Néu
nguwoi dung khong bam tru thi ty lé khach hang roi bo sé cao va doanh
nghiép sé khéng co6 su twong tac. Twong tac la mot trong nhitng yéu t6 dy
doan thanh cong chuan xac nhat: lvgng nguwdi dung ban dau cia Facebook
khong hé 16n, nhung cong ty da thu hut duge gan nhw toan bd sinh vién caa
mot treong dai hoc st dung dich vu va tiép tuc quay lai chi trong vai thang
tir ltic ra mat. D6 bam tru ctia Facebook qua 1a dang kinh ngac.

KPI co ban ctia d6 bam tru la ty 1& duy tri khach hang. Céac chi s6 quan trong
khac can theo doi la ty 1é khach hang roi bo va tan suat st dung. Do bam tru
lau dai thuwong dén tir gia tri ma khach hang ty tao ra khi st dung dich vu.
Ngudi ta khé c6 thé roi bé Gmail hay Evernote bdi dé 1a noi ho lwu trit moi
thiz. Twong nhw nhw vay, néu mot nguwdi choi xo6a tai khoan khéi mot tro
choi trye tuyén da nguwoi choi (Multiplayer online game — MMO), anh ta sé
mat hét trang thai va cac vat pham trong tro choi ma anh ta vat va méi kiém
duoc.

Do bam tru khong chi 1a viéc duy tri ma con vé tan suat, day la ly do ban
cling can theo sat cac chi s6 nhw thoi gian ké tir 1an cudi ghé tham. Néu ban
c6 phuwong phap thic day viéc ghé tham tré lai nhu thong bdo qua e-mail
hodc cap nhat thi ty 16 mé e-mail va ty 1€ nhidp chudt vao quang cdo cling rat
quan trong.

Pong co lan truyén
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Lan truyén hoan toan la viéc truyén thong diép ra ngoai. Tinh lan truyén rat
hap dan vi n6 tang theo cap s6 nhan néu moi ngwdi dung gidi thiéu thém
duwgc 1,5 nguoi dung nita, co sé ngwdi dung sé md rong vo tan cho dén khi
bdo hoa tat ca ngudi ding.?

2 Puwong nhién moi chuyén khong bao gid don gian nhuw thé; ty 18 roi bé, doi
tha canh tranh va cac yéu t6 khac khién con s6 khong thuc si vo han. (TG)

Chi s6 chu chét ctia dong co nay la hé s6 lan truyén — s6 nguwdi dung méi ma
moi ngudi dung mang lai. Do viéc lan truyén tang theo cdp s6 nhan (nguoi
dung duwgc gidi thiéu lan lwot sé gidgi thiéu nhitng nguwdi dung khac), chi so6
nay do lwong s6 nguwoi dung mdéi trong moi chu ky lan truyén. Tang trudng
xuat hién khi hé s6 lan truyén 16n hon mét, nhwng ban van phai tinh dén ty
1é r&i bé va that thoat. Hé s6 cang 16n thi toc do tang tredng cang cao.

Viéc do lwong hé s6 lan truyén van la chwa da. Ban ciling can tinh dén cac
thanh phan tao nén chu ky. Chang han khi tham gia vao da s6 mang xa hoi,
ban sé dugc yéu cau két noi véi tai khoan e-mail dé tim cac lién lac khac,
sau do ban sé dugc chon c6 moi ho hay khong. Nhitng nguoi do sé nhan
dwgc e-mail va c6 thé phan hoi. Nhitng budc riéng biét nay déu dong gop
vao viéc lan truyén, do dé wéc doan cac thanh phan la cach cai thién dong co
lan truyén bang cach thay doéi thong diép, don gidn hoa qua trinh dang ky,
V.V...

Con nhitng yéu t6 khac anh hwéng dén su lan truyén, trong dé cé toc do
nguwoi dung moi nguwdi khac (con goi la chu ky lan truyén) va dang lan
truyén. Chung ta sé tim hiéu k¥ hon & phan sau ctia cuén sach.

Pong co chi tra

Pong co tang tredng thi ba 1a chi trd. Van hanh dong co nay trudce khi biét
san pham cé sy bam tru va lan truyén thuwong la mét hanh déng voi vang.
Tro choi Hawken cua Meteor Entertainment la mot tro choi da nguoi choi
mién phi nhung lai kiém duwgc tién nho cac nang cap trong tro choi. Meteor
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tap trung vao nhom nguoi choi tht trede (tinh bam tru), sau do6 mai phat
trién tinh lan truyén (md&i ban bé choi), va cudi cing mdéi dén chi tra (nguoi
choi mua cac nang cap dé tang do canh tranh hodc tang thém trai nghiém
trong tro chaoi).

Dboi ldc, thu duge tién la chi so thiét yéu dé quyét dinh mét mo hinh kinh
doanh bén vitng. Néu ban thu duwgc nhiéu tién ti khach hang hon sé tién bé
ra dé thu hat ho va lién tuc lam dwgc nhw vay — ban da tao dung dugce sy bén
vitng. Ban khong can tién tir cdc nha dau tw bén ngoai nita va van phat trién
von cht sé hitu tirng ngay.

Nhung ban than viéc thu dugce tién khong phéi 1a mot dong co tang trudng,
do6 chi la mot cach dé kiém tién. Doanh thu chi gitp tang treang khi ban chia
mot phan doanh thu nguwoc trd lai cho viéc thu hit khach hang. Khi dé, ban
sé c6 mot b6 may ma ban c6 thé diéu chinh dé phat trién doanh nghiép theo
thoi gian.

Hai chi s6 mau chot trong bé may nay la gia tri vong doi khach hang (CLV)
va chi phi thu hat khach hang (CAC). Kiém dugc tién tiv khach hang nhiéu
hon s6 tién bo ra dé thu hit ho 1a diéu t6t, nhung cong thitc cia thanh cong
khong chi don gidan nhu thé. Ban van can chu y t6i dong tién va ty Ié tang
treong dugce thic day bai khoang thoi gian khach hang tra hét. Mot cach dé
do Iwong yéu td nay la thoi gian hoa von khach hang — thdi gian can dé thu
héi chi phi thu hit mét khach hang.

KHUNG MO HINH TINH GON CUA ASH MAURYA

Ching ta da tim hiéu khung mo6 hinh tinh gon & Chuwong 3 khi néi vé viéc
xac dinh van dé gi can gidi quyét. Hay tham khdo khung Cach st dung
khung m6 hinh tinh gon dé biét mét s6 bi quyét khi dwra mo hinh vao thyc
tién.

CACH SU DUNG KHUNG MO HINH TINH GON
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Khdc vdi ké hoach kinh doanh truyén thong, ban nén str dung va cdp nhdt
khung mé hinh tinh gon lién tuc. N6 la mét ké hoach duoc vi nhu mét “thuc
thé song”, chir khong phdi mét mé gia thiét vé nghia ma ban dua vao khi
bdt dau xdy dung cong ty khéi nghiép. Mot khi dd hoan thién khung mé hinh
(hodic phan 16n ké hoach do), ban bat dau chay thit nghiém dé kiém chitng
hay bac bo nhitng gi ban da gia dinh.

O mitc don gidn nhdt, hdy hinh dung méi 6 c6 hai khd ndng “thanh
cong/thdt bai”: néu thir nghiém thdt bai, ban khéng tién tdi 6 tiép theo; thay
vao do, tiép tuc thir nghiém dén khi nao hodn toan hét cdach, hodc chuyén
dén budc tiép theo. Ngoai 1é duy nhdt la 6 “Cdc thuwdc do chii ch6t” co
nhiém vu luu trit nhitng chi sé quan trong nhat ma ban dang theo doi. Ban
khong thuc hién thir nghiém trén 6 nay, nhung du sao hoan thién no cling la
viéc quan trong vi chdc chdn cdc chi s6 nay can duoc tranh ludn va thdo
ludn.

Ting 0 trong mo hinh cia Ash cé nhitng chi s6 lién quan can theo doi, dugc
trinh bay trong Bang 5-2 (m6 hinh c6 riéng mot 6 cho cac chi s6 can dugc
cap nhat moi khi ban tdp trung vao mét yéu t6 khac nhau trong mo6 hinh).
Nhitng chi s6 nay sé bién mo6 hinh kinh doanh trén gidy thanh thuc té khi
tirng 6 dwgc chitng thye, hoac sé dwa ban vé vach xudt phat. Cac chi s6 doc
1ap c6 thé thay doi tuy thudc vao loai hinh kinh doanh, nhuwng cac hwéng dan
van c6 gia tri nhw nhau. Ching t6i sé chia sé chi tiét & phan sau cuén sach vé
cac thuwéc do chu chot dwa trén tirng loai hinh kinh doanh cuing véi chuan
muc trong &ng.
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0 khung mé | Mt 56 chist lén quan

hinh tinh gon

Van da Khach hang co nhu cau giai quyet van 48, khach hang nhan thu
dute ho cd nhu cau do

Gidi phdp Khach hang th san pham kha thi toi thiéu (MVP), tuong téc, ty 18
khach hang réfi bé, tinh néng sif dung nhidu nhat/it nhdt, ngudi san
sang chitra

Déxudt gid tri Cac diém st phan héi, nhiing x&p hang déc l3p, phan tich tam I, cic

ddc ddo mb td bdng |61 cha khdch hang, khdo sat, tim klém, va phdn tich

canh tranh
Phan khuc M d6 dé dang tim kigm nhom khach hang tiém ning, phan khic ti
khach hang khéa dac trung, luong truy cp muc tiéu trngudn khdch hang nhét dinh
(ac keénh S ddu mdi va khach hang mdi kénh, hé s6 va chu ky lan truyén, chi s
khach hang do luing su hai lang cia khach hang, ty [ mé, chiét khau phén phai,

ty 12 nhap chudt, PageRank [xép hang trang), tiép cin qua tin nhan

Lol thé dic quydn | HIéu bigt clia khach hang vé dé xust gia tr dBe dao (UVP), bing sdng
ché, tai san thuong higu, rao can gia nhap, 56 hang gia nhap mdi, tinh
dic quyén quan hé

Dong doanh thu  Glé trl vong dol khach hang, doanh thu trung binh méi nguéi ding,
ty 1& chuyén dai, gid tri don hang, ty [é nhap chubt

Cer edut chi ph Chi phi c& dinh, chl phi thu hiit khdch hang, chl phi dich vu cho khach
hang thit n, chi phi hd trg, chiphi tir khda
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Bdng 5-2. Khung mé hinh tinh gon va cdc chi sé lién quan

KIM TU THAP TANG TRUONG CONG TY KHOI NGHIEP CUA
SEAN ELLIS

Sean Ellis la mot doanh nhan va nha marketing noi tiéng, la nguwdi da dwa ra
thuat ngi* growth hacker® va c6 lién quan dén nhiéu cong ty khéi nghiép c6
toc d6 tang trudng chéng mat, trong dé c6 Dropbox, Xobni, LogMeln (IPO)
va Uproar (IPO). Hinh 5-2 thé hién Kim ty thap tang trudng cong ty khéi
nghiép cda anh, tap trung vao viéc can lam sau khi da dat duwgc budc san
pham phu hgp véi thi truong.

3 Nguoi lam vé growth hacking — su giao thoa giita hai yéu t6 Marketing va
Coding. (DG)
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Hinh 5-2. Giéng nhu xay kim tw thdp, viéc tdng trudéng céng ty khdi nghiép
ton nhiéu céng strc

Cau hoi dat ra ¢ day ro rang la lam thé nao biét duwgc san pham da phu hop
v0i thi treong hay chwra? Sean da 1ap ra mot ban khao sat don gian ma ban
c6 thé gti cho khach hang (tham khdo tai dia chi survey. io) dé xac dinh xem
liéu ban da san sang day nhanh t6c do tang truwdng hay chwa. Cau héi quan
trong nhat trong ban khao sat 1a “Ban cam thay nhu thé nao néu khong con
dwgc st dung san pham hoac dich vu nay nita?” Theo kinh nghiém cta
Sean, néu co tir 40% so ngwoi trd 1én noi rang ho sé rat that vong néu mat di
dich vu thi ban da tim dwgc mot ty 1€ phu hgp, va gio la ldc mé rong quy mo
r0i.

CHIEC PHEU DAI (LONG FUNNEL)

Vao thud so khai ctia website, cac trang giao dich da c6 nhitng phéu chuyén
do6i twong doi don gian. Khach ghé tham truy cap trang chu, dinh huwéng vé
san pham mong mudn, nhap thong tin thanh todn va xac nhan don hang.

Gio thi khéng con nita. Ngay nay, phéu mé rong vugt ra khéi trang cha
website, xuyén suot hang loat cdc mang xa hdi, cac nén tang chia sé, trang
lién két va trang so sanh gia ca. Ca yéu t6 ngoai tuyén va truc tuyén déu anh
huwéng dén mot lan mua san pham. Khach hang c6 thé ghé vao vai lan tham
do trwde khi tién dén chuyén doi.

Chung t6i goi do la chiéc phéu dai. D6 1a mdt cach dé hiéu dugce lam thé nao
cong ty ban lai dugc ai d6 chu y va chang duong dwa nguoi do tv nhan thic
ban dau dén muc tiéu ma ban mong nguwdi do6 hoan thanh (chang han nhw
mua hang, tao noi dung hay chia sé thong diép). Thong thuong, do lwong
mot phéu dai bao gom viéc dwa vai bién phéap theo doi vao tin hiéu ban dau
dé ban c6 thé theo doi hoat dong nguwdi dung trén trang — diéu ma nhiéu géi
dich vu phéan tich ngay nay déu cé thé bao cdo. Hinh 5-3 thé hién vi du vé
bao cdo luong khach ghé tham qua mang xa hoi bang Google Analytics.

https://thuviensach.vn



e St Wit | R
‘E 438 Yk D o P 'r'l'ﬂlﬂhpﬂl H'I‘Ihtlﬂil-’l

Hinh 5-3. Khdch hang chi tra dich vu ctia ban danh hau hét thoi gian & dau
truéc khi mua san phdm cua ban
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Hon nita, cadc nguon truy cap chong chéo c6 thé cho biét mic do anh hwéng
ctia mot nén tang nhat dinh dén ty 1é chuyén doi duwgc biéu dién trong Hinh
5-4.

https://thuviensach.vn



There were 1,385 fotal conversions

il Conversions: 1,385
| Assisted Conversions: 357

Mult-Channel Conversion Visualizer
See the percentane of corvarsion pathe (et
i oo o e vl i Direct & Social Netwark & Refaral & Emall: 0.18% (2)
Jelact up fo four channes,
b
o D s
¥ S0zl Network %
¥ {Refaral 19,845
4 OEmal 1248%
| ) rgank Search By

https://thuviensach.vn



Hinh 5-4. B6i khi can rat nhiéu dp luc dé thu duoc khdch hang

Chung t6i da theo doi phéu dai ctia riéng minh trong su6t qua trinh trién khai
website vé sach Phan tich dir liéu tinh gon®. Chiing t6i khéng hé c6 “muc
tiéu” nhw lwgng ban, nhung van c6 mot s6 diéu ching t6i mong khach ghé
tham thyc hién: dang ky vao danh sach nhan mail, nhdp vao bia sach va lam
khdo sat. Nho tao ra cac URL chuyeén biét cho nhitng nguwdi tiing ho chia sé,
ching t6i da gai mot tin hiéu vao dau Phéu dai va quan sat cach thong diép
lan toa.

4 http://leananalyticsbook.com/behind-the-scenes-of-a-book-launch/

Vi du, ching t6i da biét dugc nhitng nguoi theo doi nha van kiém dién gia
Julien Smith thwong it tham gia khdo sat hon nhitng ngudi theo doéi Eric
Ries va Avinash Kaushik, trtv khi ho la khach ghé tham thwong xuyén, ho sé
c6 xu hwdng lam khao sat nhiéu hon. Thong tin nay gitip chiing t6i lwa chon
nhom nguwdi ing hd phu hgp cho cac chién dich quang ba trong tuwong lai.

CAC GIAI POAN VA CONG TRONG PHAN TiCH DU LIEU TINH
GON

Sau khi tham khédo nhitng khuén kho trén, ching ta can mot moé hinh xac
dinh r6 cac budc tach biet ma mot cong ty khéi nghiép thwong trai qua va
cac chi s6 “mé& cong” chi ra da dén lic chuyén sang buwdc ti€p theo. Nam
giai doan ching t6i da xac dinh la Thau hiéu, Bam try, Lan truyén, Doanh
thu va M@ réng. Ching t6i tin rang phan lén cac céng ty khéi nghiép déu
trdi qua nhitng giai doan nay, va dé chuyén tiép cac giai doan, ho can dat
duwgc nhitng muc tiéu nhat dinh lién quan dén cac chi s6 dang theo doi.

Hinh 5-5 biéu dién cac giai doan va cong trong Phan tich dit liéu tinh gon va
mo hinh nay khép véi cac khuén kho khéac ra sao. Mot phan dang ké cudn
sach nay duwgc bo cuc theo cac giai doan nay, do do6 doc gia can hiéu dugc
cach thic hoat dong ctia mo hinh nay.
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Hinh 5-5. Khuén khé khdp noi!!!

Cudi cung, c6 mot sé khuon kho hiéu qua gitp ban suy nghi vé céng ty cta
minh.

€ Mot s6 khuon kho nhw Chi s6 cwdp bién (Pirate Metrics) va Phéu dai
(Long Funnel) tap trung vao viéc thu hut va chuyén doi khach hang.

4 S0 khac nhv Bong co tang truéng va Kim ty thap tang trudng cong ty
khai nghiép lai dwa ra cac chién thuat gitp biét dugc thoi diém va cach thire
tang truong.

€ Mot so nita, nhw khung mo hinh tinh gon, thi gitip ban vach ra nhitng
thanh phan trong mo hinh kinh doanh dé ban danh gia chiing mot cach doc
lap.

Chuing t6i dé xuat mot mo hinh méi goi la Cac giai doan Phan tich di liéu
tinh gon, rit ra t nhitng tinh tiy ctia cac mo hinh trén va nhan manh vao
nhitng chi s6. M6 hinh nay xac dinh c6 nam giai doan riéng biét ma cac
cong ty khai nghiép phai trai qua trong qua trinh tang trudng.

Mac du chung t6i tin rang Cac giai doan Phan tich dit liéu tinh gon mo
phong mot mo6 hinh twong doi don gian dé nam dugc tién do phat trién cong
ty khéi nghiép nhung ching t6i thira nhan n6 cling kha phitc tap. Ké ca da
c6 khuon kho nay ro6i, ban van can dung thém nhitng khuon kho khéc nita,
thé nén c6 rat nhiéu thit phai xi ly. D6 la ly do ban nén (tam thgi) gat hét
déng nay sang mot bén va tdp trung vao mét chi sé quan trong nhat, dé
chinh la n6i dung cia chuong tiép theo.
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Chuong 6

NGUYEN TAC CUA MOT CHi SO
QUAN TRONG NHAT

Nhé sang 1ap thuong thich nhiéu thit, lu6n theo dudi nhitng thit hao nhoang

nhat ho nhin thdy. Ho thwong l1dy khai niém chuyén hwdng chién lwge lam
cd cho chitng r6i loan kha nang tap trung man tinh, thay vi quay vong y
twdng bang phuwong phap cé hé thong.

Nhung mot trong nhitng chia khéa dan t6i thanh cong cia cong ty khéi
nghiép la tap trung thuc sy va c6 nguyén tac dé duy tri né. Ban van c6 thé
thanh cong du chua tap trung, nhung dé chi la an may thoi. Ban sé ton rat
nhiéu thoi gian tréi vo dinh, va bai hoc nhan duwgc lai cang dau ddén, ton
cong hon thoi. Néu c6 bi quyét nao dan dén thanh cong cho cong ty khai
nghiép thi do la su tap trung.

Tap trung khong c6 nghia la chi nhin & pham vi gan. Chung t6i khong néi
rang chi c6 mot chi s6 ban dé tdm dén tr khi c6 y twédng mdi cho dén ngay
ban ban cong ty. Tuy nhién, diéu chiing t6i muon noi la vao bat ci thoi diém
nao, ludén c6 mot chi s6 ban can dé tam nhiéu hon bat c& gi khac. Thu gon
lai vé cot 16i, Khai nghiép tinh gon thuc chat la thu hit sy chid y vao ding
th, ding thoi diém véi dung tw duy.

Nhu da néu & Chuong 5, Eric Ries chi ra ba dong co thic day tang truéng
doanh nghiép: dong co bam try, lan truyén va chi trd. Ong canh béo ring
mac du moi céng ty thanh cong vé sau déu dung ca ba dong co nhung tap
trung lan lwot vao tirng dong co van t6t hon. Chang han, ban tap trung khién
san pham bam tru vGi nguwoi dung cot 16i, sau do6 tan dung diéu do dé lan
truyén san pham, roi tan dung nén tang ngwoi dung dé tang doanh thu. D6
goi la tap trung.
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Trong linh vic phan tich va di liéu, viéc nay nghia la lya chon mot chi s6
duy nhat cuc ky quan trong vdi budce dang thye hién khi phat trién cong ty.
Ching ta goi day la M6t Chi s6 Quan trong nhat (One Metric That Matters —
OMTM).

OMTM chinh la con s6 ban hoan toan tdp trung vao nhiéu hon moi yéu to
khac trong giai doan hién tai. Nhin vao CLV (gia tri vong doi khach hang)
khong c6 y nghia khi ban dang khang dinh mét van dé, nhung c6 kha nang
dé 1a chi s6 phu hgp can tap trung khi ban ti€p can san pham phu hgp véi thi
treong.

Ban sé luon phai theo ddi va danh gia nhiéu con s6. Mot s6 déng vai tro
quan trong: day la nhitng KPI ma ban can theo doi va bado cdo hang ngay. S6
khac sé dwgc lwu triv dé dung veé sau, chang han nhu trong treong hop dén
lic can twong thuat lich st cong ty cho nha dau tw va lam maét thiét ké do
hoa thong tin (infographic). Thiét 1ap va quan ly thiét bi ngay nay twong doi
don gian nho cac cong cu nhw Geckoboard, Mixpanel, Kissmetrics, Totango,
Chartbeat, v.v... Nhung dirng dé viéc theo déi qua nhiéu thi khién ban xao
nhang. Nam git* moi th nhuwng tap trung vao yéu to quan trong.

NGHIEN CUU TiNH HUONG: MOZ THEO DOI IT KPI HON PE
GIA TANG SU TAP TRUNG

Moz (treéc day la SEOmoz) 1a mot ctra hang Phan mém nhw mot Dich vu
(Software as a Service — SaaS) thanh cong gitip nhiéu cong ty kiém soat va
cdi thién xép hang trang web cua ho trén bo may tim kiém. Thang Nam nam
2012, cong ty da huy dong dwogc 18 triéu do-la tién von. Giam doéc Biéu
hanh Rand Rishkin da xuat ban mot bai viét chi tiét vé qua trinh tién trién
ctia cong ty dén thoi diém dé!. Cap nhat cia Rand bao gom mét sb chi s6 do
— khi ban c6 gan 15 triéu nguwdi ghé tham trang web moi nam, ban c6 quyén
dugc 4o mot chiut — nhung 6ng cling chia sé mdt vai con so thad vi cu thé lién
quan dén viéc chuyén doi khach hang tir dung thit mién phi sang dang ky c6
trd phi va rdi bé dich vu.
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1 http://www.seomoz.org/blog/mozs-18-million-venture-financing-our-

story-metrics-and-future

Chung t6i n6i chuyén vdi Joanna Lord, Pho Chu tich Marketing Tang truong
& Moz dé hiéu thém vé cach coéng ty xtr 1y chi s6. Co cho biét: Cong ty rat
bam sat theo chi s6 dé dinh huwéng. Moi nhém déu bao cao hang tuan cho
toan thé cong ty vé KPI, nhitng chuyén bién va tom tat. Ching t6i cling c6
mot man hinh 16n trong van phong cap nhat so lwgng khach hang va lwgng
dung thit mién phi. Chting t6i tin rang minh bach cho toan thé cong ty vé cac
chi s6 gitip moi ngwdi nam bat tinh hinh va lu6n nhac nhé moi nguoi vé tién
do (cting nhu thach thitc) theo goc do cong ty.

Do6i v6i cong ty da tim dwgce san pham phu hop véi thi tredng va hién tap
trung vao mé rong quy mo, tap trung vao mot chi s6 duy nhat cang tré nén
kh6 khan hon. Diéu nay khong cé gi bat ngd; nhiéu phong ban déu tang
tredng nhanh chéng va cong ty c6 thé phai gidi quyét nhiéu thit khac nhau
cung mot lic. Nhung ké ca véi toan bo no lwc cung lic, Joanna néi rang cé
mot chi s6 dirng trén tat ca: Lwgt bo sung mang lwéi (Net Adds). Chi s6 nay
la tong s6 nguoi dang ky tra tién mdi (c6 thé dang chuyén doi tiv dung thw
mién phi hodc dang ky tra tién truc tiép) trir di tong s6 ngwoi hay dich vu.

“Luwgt bo sung vao mang lwdi gitip phat hién nhanh chéng nhitng ngay c6
lwgt hiy nhiéu (va khac phuc van dé do) va giup ching t6i cdm nhan ty 1é
chuyén doi tir dung thir mién phi dang dién ra nhw thé nao,” Joanna cho biét.

Moz theo doi nhitng chi so6 lién quan khac bao gom Tong Chi tra (Total
Paying), Luwgt dung thtt mién phi hém trudc va Binh quan lwgt bé sung
mang lwgi trong 7 ngay. Tat ca nhitng chi s6 nay thyc sy gop vao Lugt bo
sung mang lwdi moi ngay.

biéu thu vi la khi Moz thye hién vong tai chinh cu6i cung, mot trong nhitng
nha dau tw chu chot, Brad Feld cia Foundry Group, ggi y cong ty theo doi it
KPI hon. Joanna giai thich: 1y do chinh la v&i tu cach cong ty, ban khong thé
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tac dong cung lic vao hang loat KPI. Brad nhdc nhé ching t6i rang qua
nhiéu dit liéu c6 thé phan tac dung. Ban sé lac trong nhitng xu huéng so liéu
ky la ma khong ggi dugc buc tranh toan canh nhw nhitng xu hwéng khac.
Ban ciing c6 thé mat nhiéu thoi gian bdo cdo va lam viéc v6i nhitng con so
khong thyc sy dan dén hanh dong. Nho bo bt bao cdo KPI hdang ngay
xudng con mot vai chi s6, cai ching to6i tap trung vao vdéi vai tro la mot cong
ty va tién do lam viéc déu dugc boc 10 r6.

TOM TAT

* Moz dinh hwéng theo chi s6 — nhung khong c6 nghia céng ty boi trong dir
liéu, ma dva trén mot chi so ditng trén tat ca: Lugt bo sung mang 1uwdi.

» Mot trong nhitng nha dau tw ctia cong ty thue sy dé nghi giam so6 lwgng chi
sO cong ty theo doi dé giit tap trung vao bitc tranh toan canh.

BAI HOC PHAN TiCH RUT RA

Mac du viéc theo doi nhiéu chi so la rat to6t nhuwng d6 van la cach chac chan
lam mat tap trung. Chon mot bo KPI t6i thiéu lam nén tang cho cac phong
doan kinh doanh la cach tot nhat dé khién toan b té chitc chuyén dich theo
cung mot huéng.

BON LY DO SU DUNG MOT CHi SO QUAN TRONG NHAT

OMTM c6 vai tro quan trong ban dau. Vé sau, khi céng ty khéi nghiép ma
rong, ban sé muodn tap trung vao nhiéu chi sé hon va sé cé nguon luc, kinh
nghiém dé lam vay. Quan trong la ban cling c6 d6i ngii c6 thé giao pho viéc
theo doi cac chi s6. Nguoi t6 chitc c6 thé quan tam dén thoi gian hoat dong
hodc do tré, con trung tam goi dién lai lo lang thoi gian gitr may trung binh,
va tuwong tw nhitng bo phan khac.

O Year One Labs, mot trong nhitng phép thit cho nhitng nha c6 van va dau
tw nhu ching t6i 1a d6 o rang cia OMTM ma mot doi hiéu duge va theo
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doi. Néu ho nam duwge va bam sat theo giai doan hién tai thi do la diéu tot.
Néu ho khong biét n6 la gi, néu chi s6 d6 khong ding véi giai doan, néu ho
c6 nhiéu chi s6, hodc ho khéng biét gia tri hién tai la gi, ching ta biét cé gi
do6 khong on.

Lwa chon OMTM cho phép ban tién hanh cac tht nghiém cé kiém soat
nhanh chéng va so sanh cac két qua hiéu qua hon. Hay nhg: Mot Chi so
Quan trong nhat thay doi theo thoi gian. Khi ban tp trung vao viéc thu hut
nguwoi dung (va chuyén doi ho thanh khach hang), OMTM c6 thé gan lién
v6i kénh thu hit cé hiéu qua cao nhat hodc ty 1é chuyén doi tir dang ky sang
nguwoi dung hoat dong. Khi ban tap trung vao duy tri, ban c6 thé quan tam
dén ty 1é roi bd, va thir nghiém vé viéc dinh gia, dac tinh, cai thién ho trg
khach hang, v.v... OMTM thay doi tuy theo giai doan hién tai ctia ban, va
trong mot s6 trueong hgp, no thay doi rat nhanh.

Hay tim hiéu bon 1y do ban nén st dung Mot Chi s6 Quan trong nhat.

# N6 tra 101 cau hoi quan trong nhat ctia ban. O bat cit thoi diém nao, ban
déu sé co gang tra 10i hang tram cau héi khac nhau va xem xét hang triéu
thit. Ban can xac dinh linh vie rai ro nhat déi véi doanh nghiép ctia minh
cang nhanh cang tot, va do6 la noi c6 cau hdi quan trong nhat. Khi biét cau
héi ding dan 1a gi, ban sé biét chi s6 nao can theo doi dé tra 10i cau hoi. Bé
chinh la OMTM.

# N0 ép ban phdi vach ra mot ranh gidi va c6 muc tiéu ro rang.

Sau khi xac dinh van dé chinh muén tap trung, ban can dat ra muc tiéu. Ban
can mot cach dé dinh nghia thanh cong.

4 N6 tap trung toan b cong ty. Avinash Kaushik goi viéc c6 gang bao cao
qué nhiéu thtt 13 tré dit liéu (data pucking)?. Khong ai thich bi tré ca. Hay
dung OMTM nhv mot cach tap trung toan bd cong ty. Hién thi OMTM noi
bat qua cac bang trén web, man hinh tivi hay e-mail dinh ky.
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2 http://www.kaushik.net/avinash/difference-web-reporting-web-analysis/
4 NO tao cam hitng cho mot van héa chudng thit nghiém.
Dén gio ban nén hiéu rd tam quan trong cta thir nghiém.

Viéc quan trong la di chuyén qua chu ky xdy dung — do luong — hoc héi
cang nhanh va cang thuong xuyén cang t6t. Dé thanh cong trong viéc nay,
ban can cha dong khuyén khich viéc thit nghiém. Diéu do6 sé dan dén mot so6
that bai nhd, nhung ban khong thé tritng phat viéc d6. Moi thit lai kha trai
ngwoc: that bai tir thit nghiém cé ké hoach va cé phwong phap don gian la
cach thitc ban hoc héi. Sau cung, viéc d6 dich chuyén moi viéc tién 1én. D6
la cach ban tranh dwgc mot that bai 16n. Moi ngudi trong t6 chitc nén dugc
truyén cam hitng va khuyén khich thi nghiém. Khi moi ngudi tap hgp xung
quanh OMTM va dugc trao co hoi thit nghiém doc 1ap dé cai thién chi s6, do
sé la mot lyc lwgng hung manh.

NGHIEN CUU TiNH HUONG: SOLARE TAP TRUNG VAO MOT
VAI THUOC PO CHU CHOT

Solare Ristorante 1d mot nha hang Y & San Diego do doanh nhan khéi
nghiép nhiéu lan Randy Smerik s& hitu. Randy c6 kinh nghiém trong linh
vie cong nghé va dit liéu, tirng la Téng Giam doc cho Tap doan Tri tué
doanh nghiép Teradata va s& hitu nam cong nghé. Chang c6 gi ngac nhién
khi 6ng mang tu duy dinh huwéng theo dit liéu vao cach thitc diéu hanh kinh
doanh cta minh.

Mot budi téi & nha hang, con trai cia Randy la Tommy — quan ly quan bar —
da hét 1én “24!” Chung t6i von luén tim kiém cau chuyén vé chi s6 kinh
doanh nén da héi anh ta con s6 d6 c6 y nghia gi. Anh giai thich: hang ngay,
nhan vién cho toi biét ty 1é gitta chi phi thué nhan vién va tong doanh thu
ctia ngay hom truéc. Pay la mot con so6 kha phd bién trong linh virc nha
hang. Con s6 dé rat hitu ich vi n6 két hgp hai thi ban déu cé kiém soét &
mitc do nao do6 la doanh thu sau moi bita va chi phi thué nhan vién.”
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Randy giai thich khi chi phi nhan vién vuegt qua 30% téng doanh thu thi day
la diéu xdu vi n6 nghia la ban dang hodc tiéu ton qua nhiéu cho nhéan vién
hodc khong dat di doanh thu moi khach hang. Mot nha hang dat sao
Michelin3 cé du tién dé thué thém nhan vién va tra cho ho nhiéu hon vi nha
hang ban cung cap cho khach hang nhitng chai rwgu vang dat tién va tan
huwéng doanh thu moi khach hang & mitc cao. Nhung trai lai, mot nha hang
binh thwong it 1ai phai git mitc chi trd nhan vién thap.

3 Biéu twong dé danh gia chat lwong ciia mot nha hang. (BTV)
Ty 1€ nay c6 hiéu qua bai no:

» Bon gidn: N6 chi la mot con so.

» Ttec thoi: Ban c6 thé tinh ra dwgc hang ngay.

» Tac dong dugc: Ban cé thé thay doi nhan vién hodc khuyén khich ban gia
tang (upselling) vao ngay hom sau, trong khi chi phi nguyén liéu, thuc don
hay thué cho lai ton thdi gian diéu chinh hon.

* So sanh dwgc: Ban c6 thé theo d6i né theo thdoi gian va so sanh véi cac nha
hang khac cung linh vuc.

 CoOt 16i: N6 phan anh hai khia canh co ban ctia mo hinh kinh doanh nha
hang.

Hoéa ra, 24% la muc do hop ly. Dué6i 20% thi c6 kha nang ban dang chua
phuc vu khach hang t6t va trdi nghiém an uéng cua ho cé thé khong thoai
mai (Randy cé thé thit nghiém véi cac mitc d6 phuc vu khac nhau va tinh
toan so tién bo khach an deé lai, hoac binh luan trén Yelp néu ong thuc su
muon phan tich).

Randy cling dung mot chi so6 thit hai dé dw doan 6ng sé c6 bao nhiéu khach
hang. Vao 5 gio chiéu hang ngay, nhan vién giti cho 6ng s6 lugt dat chd vao
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budi t6i. Ong cho biét: Néu t6i c6 50 lwot dit chd vao 5 gid chiéu, t6i biét
minh sé phuc vu cho khodng 250 khach t6i hom d6. Ching toi xac dinh
dwgc ty 1€ 5-1 1a binh thwong d6i véi Solare.” Con s6 nay khong ap dung
cho moi nha hang — nha hang dat sao Michelin dugc wa thich cé ty 1é 1-1 vi
no6 luén hét chd, con nha hang d6 an nhanh khong nhan dat trwdc rd rang
khong thé st dung chi s6 nay. Nhung doi véi lwgt dat cho tai Solare vao 5
gio chiéu, cing mot vai kinh nghiém, du cung cap mot chi s6 dan dat hgp ly
cho biét tinh hinh budi t6i sé ra sao. N6 cling cho phép doi ngii & Solare thuc
hién vai diéu chinh nhé vé nhan vién hodac mua thém san pham b6 sung kip
thoi dé ddm bao nha hang c6 thé xtr Iy dugc lvu lwgng khach hang.

TOM TAT

» Nha hang nh¢ kinh nghiém ma biét dwgc nhu cau gan véi lugt dat trudc,
va biét ty 1é gitta nhan vién va doanh thu hgp 1y la bao nhiéu.

* Chi s6 ding dan giup du doan twong lai, cho ban co hoi dé lvong trudc cac
van dé va khac phuc ching.

BAI HQC PHAN TiCH RUT RA

Ngay ca cac cong ty khong vé ky thuat cling can tim cho minh mot vai chi
sO don gian lién quan dén mo hinh kinh doanh cét 16i, sau dé theo doi chiing
theo thoi gian dé dv doan diéu sé xdy ra va xac dinh cac dac diém hodc xu
huéng.

VACH PUONG RANH GIOI

Biét dugc can tap trung vao chi s6 nao van chwa da. Ban can vach ra mot
ranh gidi nita. Gia st ban da quyét dinh “S6 khach hang méi méi tuan” lam
chi s6 ding dan dé tap trung vi ban dang thir nghiém cac cach thu hat khach
hang mai. Hop 1y théi, nhung n6 chwa tra 10i cau hoi thwe sy: Ban can bao
nhiéu khach hang mdi moi tuan? Hodc cu thé hon: Ban nghi bao nhiéu
khach hang méi moi tudn (trén titng kénh thu hat) sé xac dinh mot mic do
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thanh cong cho phép ban quyét tdm hon trong viéc thu hat nguwdi dung va
chuyén sang giai doan tiép theo trong qua trinh?

Ban can chon mot con so, dat né lam muc tiéu va c6 du tu tin dé cho minh 1a
thanh c6ng néu dat dugc con sé d6. Con néu ban khong dat dwgc muc tiéu,
ban can quay lai bang vé ké hoach va thir lai.

Lwa chon con s6 muc tiéu cho bat ct chi s6 nao ciling cuc ky khé. Chiing toi
da ching kién nhiéu cong ty khéi nghiép chat vat vGi viéc nay. Thong
thuong, ho trdnh chon mot con so6 tong thé. Bang tiéc 1a viéc nay c6 nghia
rang sé rat khé dé biét dugc can lam gi khi thit nghiém da hoan thién. Trong
vi du ching t6i dwa ra, néu thit nghiém thu hit nguwdi dung that bai € ché, bat
clt con s nao ban da chon trwdc do co 1€ déu khong cé nghia ly gi; ban biét
do6 1a that bai r6i. Con néu nd Iyc cia ban lai thanh cong bat ngd thi ban
cling sé biét diéu dé luon. Moi thit sé déu ré rang. Nhung trong hau hét
treong hop, thit nghiém thuong c6 két qua tré tréu la & ngay doan gitta. Co
chut thanh cong, nhung khong c6 gi la phi thwong ca. Liéu thanh cong doé du
dé minh di tiép chwa, hay phai quay lai va thit nghiém thém nita? D6 1a vi tri
kho khan nhat ma ta roi vao.

Co hai cau tra 16i hgp 1y cho cdu héi thanh céng trong nhu thé nao. Cau tra
161 th nhat dén tit mo6 hinh kinh doanh cta ban, c6 thé cho biét mot chi s6
can phai la gi. Néu ban biét can 10% s6 ngwoi dung dang ky phién ban tra
tién trong trang web ctia minh dé dat muc tiéu kinh doanh thi d6 chinh la
con sO ban can.

Tuy nhién, & giai doan ban dau khi kinh doanh, ban van dang tim kiém mo
hinh kinh doanh phu hgp. Biéu do6 sé khéng n6i chinh xac cho ban diéu ban
can. Cau tréd 16i hop ly thit hai 1a hdy nhin vao nhitng gi binh thwong hoac ly
twdng. Nam dugc mot ranh gidi trong linh viec cé nghia ban biét diéu gi co
kha nang xdy ra, va ban c6 thé so sanh ban than vai diéu do. Khi thiéu thong
tin khac, day la vi tri tot dé bat dau. Chung t6i sé chia sé mot s6 diém chuan
cho linh vure cé thé cé ich vdi cac ban trong phan sau cudn sach.
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PO CHOI CO GIAN (SQUEEZE TOY)

Con mot yéu to6 quan trong nita cia OMTM. Va ching t6i khong thé tim
dwgc gi gidi thich yéu t6 nay t6t hon do choi co gian.

Néu ban t6i wu héa cong ty dé toi da hoa mot chi s6, viéc quan trong da xay
ra. Giong nhv thit do choi phong phong xa cang thang ma ban hay bép, bop
ch6 nay sé khién né phong ra ché khac. Va do la diéu tot. Téi wu hoa
OMTM khong chi vat kiét chi s6 khién ban thu dwgc nhiéu nhat tr d6 ma
con tiét 16 vi tri tiép theo ma ban can tap trung no lyc, viéc thwdng hay xay
ra vao thoi diém buwdc ngoat cia doanh nghiép:

® C6 thé ban da t6i wu héa s6 luwgt dang ky phong gym ctia minh va da lam
tat ca nhitng gi c6 thé dé téi da doanh thu — nhwng gid ban can tap trung vao
chi phi moi khach hang dé c6 thé thu duwgc 1gi nhuan.

4 C6 thé ban da tang lwu lwgng ngwdi truy cap trang ciia minh — nhung gio
ban can t6i da lwvgng chuyén doi thanh khach hang.

4 Co thé ban da dat dugc lwgng nguwdi dat chan vao quan ca phé ma ban
luén mong mudn nhung gio ban can phai khién nguwoi ta mua nhiéu c6c ca
phé hon thay vi chi ngo6i dé hang gio stt dung Wi-Fi cta quan.

Bat ké OMTM hién tai cta ban la gi thi hdy chdp nhan viéc n6 sé thay doi.
Va hay cho doi thay doi dé sé tiét 16 phan dit liéu tiép theo ban can dé xay
dung cong viéc kinh doanh t6t hon mot cach nhanh hon.

BAI TAP: XAC PINH OMTM CUA BAN

Ban c6 chon duwgc M6t Chi s6 Quan trong nhat cho cong ty khai nghiép cta
minh khong? Hay thir lam xem. Néu ban da lam bai tdp & cu6i Chuong 2,
ban sé c6 mot danh sach ngan gon nhitng chi s6 hop ly dé theo doi; gio hay
chon cai ban khong thé lam viéc ma thiéu no.
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Liéu toan bd cong ty cta ban c6 thé lam viéc chuyén tam duy nhat vao viéc
cai thién chi s6 d6 khong? Diéu gi c6 thé dat dwgc néu ban lam viéc d6? Ban
c6 thé vach mot ranh gidi dé do két qua khong? Néu chwa ciling khong sao.
Bay gio hay viét ra Mot Chi s6 Quan trong nhat va hién tai né nam & dau,
chung ta sé trd lai v6i vach ranh gidi kia sau.
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Chuong 7

BAN PANG KINH DOANH LINH
VUC GI?

Céch ban kiém tién thic day chi s6 ban can quan tam. Vé mat dai han,

phan rai ro nhat khi kinh doanh thuwong gan tryc tiép véi cach cong ty kiém
tién.

Nhiéu cong ty khéi nghiép c6 thé xay dung mot san pham va giai quyeét
nhitng van dé k¥ thuat, mét sé lai co thé thu hat lwgng khan gid dung dan
(va thwong rat 16n), nhung chi so it kiém dugce tién. Ngay cd nhitng ga
khong 16 nhw Twitter va Facebook ciing vat 1on v&i viéc kiém duwgc chut tién
t* lvgng nguwoi dung dong dao cua minh.

Khéng cé biéu twong dai dién mot cong ty khdi nghiép nao tiéu biéu hon
hinh dnh “quay ban nwéc chanh”, va n6 la mot mo hinh don gian, cé tinh
khai nghiép va rti ro thap dé biét dwgc cach cac céng ty van hanh ra sao. Va
twong tiy mot quay ban nwdc chanh, mac du cho moi ngwdi uéng nwdc chanh
mién phi trong mot thoi gian dé gy dung nhom khach hang — mét hinh thic
tam thoi chwa kiém tién c6 vé hgp 1y va c6 chién lwgce, ban van phai 1én ké
hoach mo hinh kinh doanh tir s6m.

Néu ching t6i yéu cau ban mo td mo6 hinh kinh doanh ctia mét quay ban
nuwdc chanh, cé 1€ ban sé mo ta rang ban nwdc chanh véi gia cao hon gia tri
thwe dé kiém 10i. Néu hoi thém chi tiét, ban c6 thé néu nhitng chi phi do
gom:

# Cac chi phi bién doi tir nguyén liéu (chanh, dwong, céc, nuwéc)
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4 Chi phi marketing mot lan (quay, bién hiéu, thung da, héi 16 cdu em dé no
ra dirng ban hang ngoai duong)

4 Chi phi nhan vién theo gio (ma thuc té khong dang noi lam khi ban la tré
con)

Ban ciing c6 thé noi rang 1a doanh thu 1a mot ham gitta mitc gia ban dua ra
va so coc nudc ban dugc.

Gio hay gia st ban bi hoi xac dinh phan rii ro caa vu kinh doanh nay. Phan
nay gom tinh bién dong cta twong lai nganh cam quyt, thoi tiét, lvu lwong
nguoi qua lai @ khu vuc caa ban, v.v...

Mot diéu ching t6i nhan thady ¢ hau hét nhitng nha sang 1ap doanh nghiép
thanh cong da gap la kha nang lam viéc ctia ho & ca mitc do cuc ky chi tiét
lan cye ky triru twgng trong doanh nghiép. Ho c6 thé lo lang vé bé cuc mot
trang hay tir ngit tiéu dé e-mail ngay nay, roi lai ngoi can nhac tac dong cua
doanh s6 mét lan so v6i hang thang vao hom khac. M6t phan la do ho khong
chi c6 gang diéu hanh doanh nghiép ma con c6 gang kham pha moé hinh kinh
doanh t6i wu nhat.

bé quyét dinh chi s6 nao can theo doéi, ban can mo6 td dwgc mo hinh kinh
doanh ctia minh bang mdt cach don gidn hon m6 hinh cia quay ban nwéc
chanh kia. Ban can Iui lai, b6 qua moi chi tiét va chi nghi dén nhitng thanh
phan to 16n thye su.

Khi gidam thiéu moi tht xuéng nhitng khéi co ban theo cach nay, ban chi
nghi ra dwgc mot vai mo hinh kinh doanh chu yéu trén Web. DBang noi la tat
ca m6 hinh dé déu c6 mét s6 cha dé chung. Thit nhat, muc tiéu cta ching la
tang tredng (thuc té, Paul Graham noéi rang su tap trung vao tang trwéng la
thudc tich dinh nghia chinh ctia mot cong ty khéi nghiép)!. Thit hai, ting
treong dat duwgc bang mot trong nhitng Bong co tang trwdng chinh cua Eric
Ries: tang do bam try, lan truyén hodc doanh thu.
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! http://paulgraham.com/growth.html

Mo6i mo6 hinh kinh doanh can t6i da dong Iyc tir ba dong co nay dé phat trién.
Sergio Zyman, Giam doc Marketing ctia Coca-Cola, néi rang marketing la
ban nhiéu thit hon cho nhiéu ngwoi hon thwong xuyén hon dé kiém nhiéu
tien hon mot cach hidu qua hon?.

2 http://www.zibs.com/zyman.shtml
Tang tredng kinh doanh dén tir viéc cdi thién mot trong nam “cai hon” nay:

4 Nhiéu thit hon nghia la thém san pham hodc dich vy, wu tién nhitng thi
ban biét khach hang muén c6 dé khong lang phi thoi gian xay dwng nhitng
tht ho khong dung hodc mua. V6i nhitng doanh nhan noi bg, day nghia la ap
dung cac phuwong phap Tinh gon vao phat trién san pham md&i thay vi mé&
mot cong ty moi.

4 Nhiéu nguwoi hon nghia la thém nguoi dung, ly twéng nhat la thong qua
lan truyén hoac truyén miéng, nhung cling qua quang cao tra tién. Cach tot
nhat dé thém nguoi dung la khi né 1a mot phan tich hgp st dung san pham —
vi du Dropbox, Skype, hodc mot cong cu quan ly dy an mdi nhitng nguoi
bén ngoai lam nguwoi dung — do viéc nay xay ra ty dong va cé sy tan thanh
ngam tr ngwoi dung di moi.

€ Thuong xuyén hon chi do bam tru (ngwoi dung quay lai), lwong nguoi
dung roi bé giam di (ngwoi dung khong di nira), va st dung nhiéu lan (nguoi
dung st dung thwong xuyén hon). Ban dau, do bam tru thwong 1a yéu t6 chu
chot can tap trung vi cho dén khi nhitng ngudi tiép nhan dich vu ban dau cot
16i cua ban thdy san pham xuat sac thi kh6 c6 kha nang ban dat duwgc hiéu
qud marketing lan truyeén.

4 Nhiéu tién hon nghia la thuyét phuc dugce khach mua nhiéu hon va toi da
gid nguwoi dung sé tra, hodc tién thu dugc tir s6 lwgt nhap vao quang cao,
hodc lwgng nodi dung ngudi dung tao ra, hodc s6 vat pham nguwoi choi mua.
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4 Hiéu qua hon nghia la giam chi phi van chuyén va ho trg dich vy, nhung
cling gidam chi phi thu hit khach hang bang cach chi it quang céo tra tién hon
va truyén miéng nhiéu hon.

VE NGUOI DUNG

Mo hinh kinh doanh xoay quanh viéc khién moi nguoi lam diéu ban muon
dé doi l1ay thit gi d6. Nhung khong phai ai cling giong nhau. Sy that 1a khong
phai ngudi dung nao cfing t6t cho ban.

€ Mot s6 la ngwoi dung tot — nhung chi khi 1a nguwdi dung lau dai.

Mo hinh mién phi dich vu co ban ctia Evernote hiéu qua mot phan do nguai
dung veé sau ciling dang ky tai khoan tra tién, nhung c6 thé mat hai nam ho
md&i lam thé.

€ Mot sO6 nguoi dung sé la ngudi di tiép thi mién phi, va cé thé ho khong
bao gi¢ tré thanh ngwoi dung tra tién, ho van c6 thé lan téa thong diép cta
ban hodc maoi duwgc ngudi sé tra tien.

€ Mot sO6 nguoi dung hoan toan dnh huwdng xau — ho lam ban xao nhang,
tiéu ton tai nguyeén, rai tin rac 1én trang cia ban hay lam réi tung cong viéc
phan tich cta ban.

Khi ban khién moi ngudi biét duge sy ton tai ciia minh, van rat it nguoi
trong s6 khach ghé tham sé thyc sy quan tdm dén san pham ctia ban. Nhiéu
nguoi chi lwét qua. Vinicius Vacanti, ngudi dong sang lap va CEO cua Yipit,
c6 goi lai chuyén nay trong mot bai dang 14y cam hing tir viéc mé cong ty
vao nam 20103;

3 http://viniciusvacanti.com/2012/11/19/the-depressing-day-after-you-get-

techcrunched/
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Dbay co6 phai su kién thanh 1ap 16n cua chiing t6i khong vay? Sao khong c6
them nguoi dang ky? Sao nguoi ta khong hoan thanh quy trinh dang ky? Sao
nguoi ta khong quay lai? Gio ngwoi ta da dwa tin vé cong ty khai nghiép caa
minh r6i thi lam sao c6 thé dugc dwa tin nita? Sao ngudi dung khong dang
hoat dong cua ho len Facebook va Twitter? Chung ta c6 vai nguoi dung mai
ban bé nhung sao ban ho lai khong chap nhan 16i maoi?

Chia khéa ¢ day chinh la phép phan tich. Ban can phan khic ngwoi dung
dang gia, thuc sy t nhitng ngwoi ghé qua, to mo hay khong dem lgi ich kia.
Sau do6, ban can tao thay doi dé tang t6i da s6 nguoi dung thuc va loai bo
nhitng nguwdi khong cé tac dung. Viéc nay nghe c6 vé ngd ngan nhw viéc doi
hoéi dwa thé tin dung ra tredc — mot cach chac chan dé tir choi nhitng nguoi
dung chi to6 mo ma khong c6 y dinh cam két hay chi trd. Hodc n6 cé kha
nang la mét cach tiép can tinh té hon, chang han nhw khéng c6 gang tai kich
hoat nhitng ngwoi khong gan bo khi ho da bo dich vu mot thoi gian.

Néu ban la nha phat trién tro choi ma nguwdi dung chi choi mot 1an, hodc xay
dyng mot trang thwong mai dién ti dy trit nhitng d6 hiém khi dwgc mua, tot
thdi — c6 diéu hay kiém tién tredc da. Néu ban la nha cung cap phan mém
nhw mot dich vu (SaaS) véi chi phi tang thém thadp cho nguwdi dung mdéi thi
hinh thitc mién phi tinh nang co ban (freemium) cling hgp ly mién la ban
tach ré rang nhom ngudi dung gan bé vdi ngudi dung binh thuwong. Néu ban
hy vong nguwoi mua mua do cua ban thwong xuyén, ban can khién ho thay
duwgc yéu mén. Ban sé nam dwgc tinh hinh.

Viéc phan khuic nguwoi dung thuc sy ra khoi nguoi dung binh thuwong cling
phu thudc vao cong sttc nguwdi dung bo ra cho wng dung ban cung cap. Mot
s0 san pham thu thap thong tin mot cach thu dong: Fitbit theo doi buéc di;
Siri dé y thoi diém ban ghé noi nao d6; Writethatname phan tich hop thw dén
dé biét cac dia chi lién hé méi cua ban. Vi ngudi dung khong phai lam gi
nhiéu nén kho cé thé biét ho da “bé di” chwa. Tim ngwoi dung khéng gan bé
dé dang hon néu ho phai cht dong st dung san pham.
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Tim hiéu thém veé Fitbit da dé cap & trén, day la mot thiét bi nho theo doi
hoat dong gitip dém s6 budc di, tir d6 tinh toan lwgng calo da dot chay, so
dam da di, so bac thang da leo va hoat dong tong thé.

Nguoi dung Fitbit c6 thé don gian ghi lai buwdc di bang mot thiét bi trong tui,
ho c6 thé dung thi d6 dé dong bo dit liéu vGi ng dung lwu trit cia cong ty,
c6 thé vao cong thong tin dé xem di liéu ctia minh va chia sé cho ban be, c6
thé nhap thong tin gidc nga va do an bang tay dé cai thién thong tin thu thap
thu dong, va ho c6 thé mua Fitbit phién ban cao cap (premium) c6 kha nang
gitup ho dat dugc nhitng muc tiéu sitc khoe ctia rieng minh.

Mo6i m6 hinh st dung nay lai dai dién cho m6t mic do gan bé khac nhau cta
nguwoi dung, va Fitbit c6 thé phan loai nguwdi dung trén nam phan khiic nay.
Va nén lam thé: viéc nguoi dung Fitbit chi dung thiét bi di kem dé ghi lai s6
bwdc di hang ngay ma khong bao gio tai thong tin do 1én la hoan toan binh
thuong, nhung két qua la cong ty sé khong thé kiém dugc tién tir nguwdi dung
dé nita ngoai chi phi ban dau (chang han qua quang cdo trén giao dién, dang
ky phién ban cao cip hay ban di liéu nguwdi dung tong hgp). Gia tri caa
nguoi dung do thap di dang ké. Dy doan doanh thu chinh xac dwa vao hiéu
biét cach nhitng phan khic ngwoi dung khac nhau st dung san pham.

La mot cong ty khéi nghiép, ban c6 rat nhiéu mé hinh thanh toan va khuyén
khich dé lya chon: mién phi tinh nang co ban, mién phi dung tht, tra trudc,
gidm gia, quang cao tai trg, v.v... Lwa chon ctia ban can phu hop véi cach
thitc phan khic dang thuc hién, thoi gian can cho mot nguwoi dung tré thanh
khach hang tra tién, mic do dé st dung dich vu va gia tri mot ngudi méi ghé
tham mé&i doi véi cong ty 1a bao nhiéu.

Khoéng phai khach hang nao ciing t6t. Pirng la nan nhan cta viéc dém s6
khach hang. Thay vao do6, hdy tdi wu hoa dich vu cho khéach hang tét va phan
khuc hoat dong dya tréen nhom khach hang bi thu huat bgi nhitng hanh dong
nay.
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CUON SO LAT VE MO HINH KINH DOANH

Mot san pham khong chi bao gom thit ban mua. D6 la sy két hgp cua dich
vu, thuong hiéu, danh tiéng, uy tin trong dai ching, ho trg, déong goi va vo
van yéu to khac ma ban tra tién mua. Khi mua mot chiéc iPhone, ban ciling
nhan duwgc mot phan nho cé tinh cia Steve Jobs trong dé.

Twong tw, m6 hinh kinh doanh la sy két hgp cia nhiéu thit. D6 1a thit ban
ban, cach ban truyén tdi no6, cach thu hiat khach hang va cach kiém tién tw
khach hang.

Nhiéu nguoi gat bo di nhitng yéu t6 nay cia mot mo hinh kinh doanh.
Chung t6i ciing thtra nhan la c6 lam thé. Mién phi tinh nang co ban khong
phdi 1a m6 hinh kinh doanh — d6 1a chién thuat marketing. SaaS khong phai
mo hinh kinh doanh — dé la cach thitc phan phoi phan mém. Quang céo trén
trang thong tin dai ching khong phai mé6 hinh kinh doanh — d6 la cach kiém
doanh thu.

O phan sau ctia cudn sach, ching toi sé gidi thiu sau mau kinh doanh.
Nhung trwde khi lam viéc do, ching t6i mudn noi vé cach chiing t6i tim ra
ching. Hay nghi dén cudn so6 lat ban c6 hoi nhé — thit ban c6 thé két hgp cac
phan co thé khac nhau ¢ moi trang dé tao nén nhitng nhan vat khac nhau.

Ban c6 thé xay dyng mo6 hinh kinh doanh theo cach nay, nhung thay vi
nhitng thit nhw dau, than hay chan, ban doi thanh cac yéu t6 cia mot doanh
nghiép: kénh thu hut, chién thuat ban hang, nguén doanh thu, loai san pham
va mo hinh phan phéi.

4 Kénh thu hit la cach thitc ngwoi khac biét dén ban.

4 Chién lvge ban hang la cach ban thuyét phuc ngudi ghé tham trg thanh
nguoi dung hodc nguwoi dung tré thanh khach hang. Nhin chung, ban sé yéu
cau nguwoi do tra tien hodc ban cung cdp mot hinh thitc khan hiém hodc doc
quyén — chang han gigi han thoi gian, giéi han dung luwgng, loai bé quang
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cao, tinh nang bo sung hodc mong mudn duwgc gitt kin thong tin cia khach
hang — dé thuyét phuc ho thwe hién.

4 Ngudn doanh thu don gian la cach ban kiém tién. Tién cé thé dén tw
khach hang mot cach tryc tiép (qua thanh toan) hodc gian ti€p (qua quang
cao, gidi thiéu, phan tich hanh vi, sang tao noi dung, v.v...). Nguon doanh
thu c6 thé bao gom cac giao dich, dang ky, cwéc héa don tiéu dung, doanh
thu quang cdo, ban lai dit liéu, quyén gop va nhiéu hinh thitc nita.

® Loai sdn pham la gia tri ma doanh nghiép ctia ban tao ra cho khach hang
dé doi ldy doanh thu.

4 M6 hinh phan phoi la cach ban dwa san pham dén khach hang. Hinh 7-1
trinh bay nam yéu t6 nay kem theo nhiéu mé hinh va vi du cho moi yéu to.
Hay nh¢@ day chi la mét s6 vi du — hau hét doanh nghiép dwa trén nhiéu kénh
thu hat, hodc thr nghiém nhiéu mo6 hinh doanh thu khac nhau hay nhiéu
chién lwgc ban hang da dang.
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9 KENHTHU HUT

CHIEN

LUCC BAN HANG

Lam sao khach
ghé tham, khach
hang hodc ngué
ding biét vé
cing ty khai
nghiép

Cong ty khal
nghigp [am gl

dé thuyet phuc
khach tham hodc
noual ding trd
thanh khach
hang trd tién

« Quang cao tra tién

+ Quan Iy b may tim kiém

+ Tiép can phudng tién
K hoi

o Lan truyén tu dong

« Lan truyén tu than

+ Marketing lién két

» Quan hé cang chiing
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sinh thal

+ Muamét Iin

« Giam gia va vu dai

« Diing thi mien phi

« Ban ding mian phi

« Tra tién cho su riéng tu

+ Choi mién phi

« Banner trén Informationweek.com

+ Xép hang cao cho ELC vé da chai

tré em

+ Hoat ddng trén Twitter (Vi du;
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» Mai thanh vién nhdm vao Asana
» Thung ngudi ding Dropbox khi cd

dang ky méi

+ Chia s& phan tram doanh 56 véi

blogger idf thiéu

+ D trinh phat hidu cho SXSW
+ Dua vao thi trvong Android

» Mua mdy tinh trén Dell.com

« Giam qia Black Friday, ha gid, mién

phigiac hang

» Thétl giar dang thir han ché nbur Fithit

+ Tang mién phi, dua vao néng cap

nhu Evernote

» NOl dun tal khoan mién phi cdng

khal nhu Slideshare

+ Tinh tién mua do trong Ung dung,
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MO HINH DOANH THU

M HINH PHAN PHOI

LOAI SAN PHAM

Congtykhdi  « Giao dich mit lan » Mua mdt [3n ti Fab

nghigplam sao . piang ky dinh ki + Phihang thang ti Freshbooks
tlju wmE Phi tiéu thu » Chu ky dién todn tii Rackspace
tir khéch thim,
nout dirig e +» Nhilp quang cdo + Doanh thu PPC trén CNET.com
khichhang - Banlaldirliéungublding - Cap phép firehose cla Twitter

+ Quyén gbp +» Chién dich hang ném coa Wikipedia
Congtykhdi  + Phan mém + Bt ké todn cla Oracle
nghign am g, g thng + Dim méy EC2 clla Amazon
(OMERSN g héa i hang bén 1 i Thinkgeek
phamhodcdich i o i
el ih dﬂunq ngueidung  » Capnhattrang thai trén Facebook
phan ciing hoac taolap « Danh muc nha cha thué trén Airbnb
phinmém;ca  + Thitruing + Trang tin CNN
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phim dén duge Dich vu ki thuat s6 « Mua trd choi desktop cla Valve
b, Van chuyén trictiép  + Van chuyén dao tl Sur La Table
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Hinh 7-1. Giéng nhuw cuén so Idt ctia ban h6i nhé, cé nhiéu chir hon thoi
RAT NHIEU LUA CHON

C6 v0 van “trang” ban c6 thé gan vao cudn so 1at. B6i ngiti Startup Compass,
cong ty khéi nghiép danh tdm huyét giip d& cac cong ty dwa ra quyét dinh
kinh doanh t6t hon dwa trén dir liéu, da xac dinh c6 12 mo6 hinh doanh thu:
quang cdo, tu van, di liéu, tao dir liéu khach hang tiém nang, phi dang ky,
phi ghi danh, quyén s& hitu/phan cing, phi thué, tién tai trg, dang ky theo
doi, phi giao dich va hang hoa do. Nha dau tw mao hiém Fred Wilson c6 tai
liéu liét ké mot so6 lwgng 16n cac m6 hinh doanh thu tir web va di dong,
nhiéu mo6 hinh trong d6 la bién thé ctia sdu m6 hinh co ban sé dugc liét ké &
phan sau cudn sach®.

4 https://hackpad.com/Ch2paBpUylU#Web-and-Mobile-Revenue-Models

Startup Compass ciing dé xuat mot s6 mo hinh tai chinh “chu chot” két hop
nhiéu trang trong cudn so lat: tim kiém, tro choi, mang xa hoi, truyén thong
mai, san giao dich, video, thwong mai, cho thue, dang ky theo doi, am thanh,
tao dir liéu khach hang tiém nang, phan citng va thanh toan.

Ban c6 thé tan dung nhitng “trang” nay dé tao dwng mot mo hinh kinh doanh
co ban. Hinh 7-2 thé hién mot cudn so6 1lat mo6 hinh kinh doanh mau cuta
Dropbox.
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Hinh 7-2. Lat nhirng trang s6 dan dén Dropbox

Mot wu diém khi trinh bay mé hinh kinh doanh theo cdu tric s6 lat nhw thé
nay la né khuyén khich 16i tw duy dinh hwéng sang tao.

Moi lan lat “trang” la mot lan chuyén hwéng: sé ra sao néu cung cap
Dropbox dwdi dang phan phoi thue té? Hay tinh phi treée dé dung dich vu?
Hay dua vao quang cdo tra tién?

SAU MO HINH KINH DOANH

Trong nhitng chwong tiép theo, ching ta sé cung tim hiéu sau mé6 hinh kinh
doanh. M6i m6 hinh la toéng hoa cua nhitng yéu t6 trén, va ching t6i da co
gang két hogp v6i nhau da dé gitp ban cdm nhan mot sé6 vi du phd bién.
Nhuwng giong nhw cudn so lat ctia bon tré, co6 rat nhiéu dang thitc: tir danh
sach néu trén da cé hon 6.000 cach hoan doi thi tw va danh sach cac yéu to
tao dugc khong bao gio can kiét.

Chua dirng lai ¢ do, ban con c6 thé ap dung nhiéu dang thitc cing mét lic:
Amazon c6 hinh thitc phan phéi thue, giao dich, SEM (tiép thi qua cong cu
tim kiém), nha ban 1é don, nhung hang cling c6 nhiéu cong viéc kinh doanh
bd trg khac nhw ngwdi dung tao ndi dung theo hinh thitc danh gia san pham.
Vay nén khong nhw may cuén s6 twong dbi don gian cta tré con, cong ty
cta ban c6 thé dé dang tr@ thanh mét “con quai vat cé nhiéu dau”.

Dbé tranh phitc tap, ching téi quyét dinh gitt sdu mo6 hinh kinh doanh & mic
don gian. Chung t6i sé trinh bay cac khia canh cua nhitng mo hinh kinh
doanh nay cung cac chi s6 quan trong nhat déi v6i moi loai doanh nghiép.
Hay hinh dung ta dang m& cudn so 1at vé m6 hinh kinh doanh tGi mot
“trang” cu thé — noi ban sé nhin thay nhitng yéu té cua chinh cong ty ban.

4 Néu ban dang kinh doanh thwong mai dién tir ban dé cho khach hang, hay
doc Chuong 8.
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4 Néu ban phan phoi SaaS (phan mém nhw mét dich vu) cho nguwdi dung,
hay m@ Chuong 9.

4 Néu ban dang xay dung m6t wng dung di dong va kiém doanh thu ti viéc
mua san pham trong ng dung, hwéng dén Chuong 10.

€ Néu dang xay dung noi dung va kiém tién nhd quang cdo, ban sé tim
duwgc thong tin chi tiét vé cac trang phwong tién truyén thong & Chuong 11.

4 Néu trong tam chinh la khién ngudi dung tao lap ndi dung trén nén tang
ctia ban giong cach cta Twitter, Facebook hay reddit thi hdy mé& Chuwong 12.

€ Néu ban dang xay dung thi treong lwong dién (two-sided marketplace)
noi ngudi mua va ngwdi ban c6 thé dén cung nhau, hay xem Chuwong 13.

Hau hét cac doanh nghiép déu thuoc mot trong nhitng loai hinh nay. Mot so
thi khong, nhung ho van song hanh rat sat véi nhitng loai hinh nay trong
thue té. Mot nha hang sé c6 tinh giao dich nhw thwong mai dién tit; mot cong
ty ké toan cung cdp dich vu tuan hoan giong nhu cong ty SaaS, v.v... Hy
vong rang ban sé tim dwgc mot mo hinh gan véi minh dé hoc duge nhitng
bai hoc quan trong vé phan tich va ap dung ching vao cong ty ban khi
nghién cttu cac giai doan tang trueng tiv Chuong 14 trd di.

BAI TAP: CHON MO HINH KINH DOANH CUA BAN

Trong nhitng chwong tiép theo, ta sé di qua sdu mo hinh kinh doanh mau.
Hay tim mo6 hinh cda ban va viét ra, sau do liét ké tat ca nhitng chi s6 ban
xac dinh trong mo hinh kinh doanh d6 va xem chung c6 khép v6i nhitng chi
s0 ban dang theo doi khong. D6i v6i nhitng chi s6 ban theo doi, hay tam gac
lai gid tri cta ching ngay hom nay néu ban chwa lam. Néu cong ty ctia ban
trung v&i mot s6 mo6 hinh (viéc khong hé hiém xdy ra) thi hay 1ay chi so tw
moi m6 hinh dé va dwa chiing vao danh sach trong bai tap nay.
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Chuong 8

MO HINH THU NHAT: THUONG
MAI PIEN TU

Trong mot cong ty thwong mai dién t, khach ghé tham mua gi dé tw nha
ban 1é trén nén tang web. Day c6 1é la hinh thitc phd bién nhat cta kinh
doanh tryc tuyén, va chac chan la hinh thitc ma phan 16n cong cu phan tich
truyén thong luén nham dén. Nhitng nha ban 1é 16n nhv Amazon,
Walmart.com va Expedia déu la cac cong ty thwong mai dién tt.

Néu mo6 hinh thwong mai dién t& gan véi mo hinh céng ty ctia ban nhat,
chwong nay sé chi cho ban mot s6 chi s6 quan trong nhat ban can cha y ciling
nhw mot s6 “van dé nhé” lam phitc tap hon viéc phan tich.

M6 hinh thwong mai dién ti¢ thué dau gom mat “phéu” twong doi don gian:
khach ghé tham trang, di qua mé6t chudi cac trang dé dén dwoc mot san pham
mong muon, nhan “mua”, cung cdp mot s6 thong tin thanh todn va hoan tat
viéc mua hang. Pay la “phéu chuyén do6i” truyén thong la nguén goc ctia cac
go6i phan tich pho bién nhw Omniture va Google Analytics.

Nhung thuwong mai dién ti hién dai khong may khi don gidn nhw thé:

4 Phan 16n nguwoi mua tim dwgc thit mong mudn qua cong cu tim kiém hon
la dinh vi qua mét chudi cac trang. Nguwdi mua hang bat dau tim tong thé va
lwvon qua Iwgn lai tir cac trang ghé tham trd lai két qua tim kiém, muc dich
dé tim duoc thit ung y.

Khi da tim dwgc roi, dinh vi trén trang tré nén quan trong hon.
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Dbiéu nay c6 nghia cac phéu trén trang phan nao da 16i thoi; nhitng tir khoa
gio quan trong hon.

4 Cac nha ban 1é sit dung bo may dé xuat dé du tinh thit gi ngwdi mua
mong muodn nita, dva trén nén tang dé xuat tr nguwdi mua trede day va nguoi
dung cé thong tin twong tw. Rat it khach ghé tham nhin thay cac trang cta
minh giéng vdi cua nguoi khac.

4 Cac nha ban 1é luén tdi da héa nang suat, c6 nghia la ho phan khtc luéng
truy cap. Nhitng nha ban 1é quy mé vira va 16n phan khiic phéu bang mot s6
bai kiém tra dwgc thue hién dé tim san pham, dé xuat va gia ca phu hop.

4 Viéc mua hang con bat dau trwdc ca khi vao website, nhw trén mang xa
hoi, hop thw dén, cong dong truc tuyén, khién kho theo doi qua trinh mua
hang hon.

Cac cong ty thwong mai dién tit kiém tién bang cach rat don gian va ro6 rang:
ho 14y tién doi san pham, thit ho sé phan phdi bang cach dién tr (chang han
nhu tdi vé tng dung so trén iTunes) hodc cach thyc té€ (chang han nhu giao
hang giay cua Zappos). Ho dung tién dé thu hit khach hang qua quang cao
va gidi thiéu lién két. Gia dugc dat ra dwa trén sitc mua cua thi treong hoac
dwa trén ky vong cac doi thu canh tranh. Mot s6 nha ban 1é 16n c6 kinh phi
va thoi gian dé dau tuw vao sé thiét 1ap gia theo phép toan dva trén cung, cau
va kiém tra lién tuc, trong d6, mot s6 truong hop dan tdi dinh gid vo 1y
hodc nhitng dé xuat dwa trén cac yéu té nhw loai trinh duyét tim kiém.

! Trong bai ding “Cuén sach gia 23.698.655,93 do6-la ctia Amazon vé loai
ru6i”, nha sinh vat hoc thuéc Pai hoc UC Berkeley, Michael Eisen giai thich
cach cac cudc chién gia theo thuat toan gitta cac hang sach day gia mot cudn
gido trinh vé ru6i 1én t6i tén 23 trifu do-la  (http://
www.michaeleisen.org/blog/?p=358). (TG)

Nhitng nha ban 1é dién tr tap trung vao su trung thanh cua khach hang nhw
Amazon tao dung moi quan hé thwong tric v6i ngwoi dung. Ho cung cap
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pham vi san pham da dang, va nguwdi mua quay lai thwong xuyén, do dé ho
sé lam moi th c6 thé dé khién viéc mua ban tré nén don gidn va ty dong
(trong treong hgp cia Amazon, cong ty da dang ky ban quyén mo hinh mua
hang bang m6t ci nhap chuot (one-click) ma hién nay da cho phép cac nha
ban 1é khac st dung, trong dé co Apple).

Nhitng cong ty thwong mai dién tir tap trung vao moi quan hé khuyén khich
nguoi dung tao dung danh sach mong muén va danh gia san pham, cé nghia
la médc du mo6 hinh kinh doanh c6t 16i van la thwong mai dién t& nhung ho
van quan tam dén nhitng mo6 hinh khac, chang han nhu ndi dung do nguai
dung tao dyng (UGC), chitng nao nhitng mo6 hinh d6 van ban dwgc hang.
Mat khac, nhitng nha ban 1é thuvong mai dién t@ khong ky vong lugt mua
hang nhiéu lan, thwong xuyén tap trung vao viéc kiém duwgc cang nhiéu tw
nguwoi mua cang t6t va khién nguwdi mua chia sé thong tin cho ngudi khac.

KHUON MAU: BAN DUNG CO CHE THUONG MAI DIEN TU
NAO?

Kevin Hillstrom thudc Mine That Data, co quan tw van tap trung vao viéc
giip do cac cong ty hiéu cach thitc khach hang twong tac véi quang céao, san
pham, thwong hiéu va kénh, da lam viéc véi mot s6 cong ty thuwong mai dién
tt. Anh cho biét nhitng nha ban 1é tryc tuyén can biét moi quan hé giita ho
vOi ngwoi mua la gi vi viéc nay tdc dong dén moi thi tv chién lwgc
marketing dén kich c& xe mua hang. D€ hiéu diéu nay, anh tinh toan ty 1é tai
mua hang hang nam: bao nhiéu phan trdm ngwoi mua hang ndm ngoai sé lai
lam vay nam nay?

Co ché thu hat

Néu khong dén 40% nguwdi mua hang nam trudc sé lai mua trong nam nay
thi hay huwdng trong tam cong ty ban sang thu hut khach hang mgi. Chuong
trinh khach hang than thiét khéng phai 1a khoan dau tw dai han hgp ly doéi
v6i loai hinh kinh doanh nay. Kevin noéi rang 70% céac cong ty thwong mai
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dién t roi vao loai nay khi da trwdng thanh. Cira hang ban thiét bi lan binh
khi nén hay leo nti c6 1€ 1a vi du thich hgp: nhiéu khach hang mua thiét bi
mot lan va khong qua cuong hoat dong d6 dén mitc phai nang cap thiét bi.
b6 khéng han la diéu xdu — n6 chi o chién lwge marketing ma thoi. Mot
trang ban kinh mat trec tuyén c6 thé dat nhiéu no lyc marketing hon vao
viéc thuyét phuc nguoi da mua hang gidi thiéu v6i nguwoi khac va han ché
thuyét phuc nhitng nguwdi mua nay mua thém nhiéu kinh.

Co ché két hop

Néu 40-60% khach mua hang nam tri'6c van mua nam nay thi cong ty sé
phat trién nho sy két hop cta khach hang mdi va khach hang cii. Cong ty
can tap trung vao thu hit cling nhuv tang tan sudt mua hang — khach hang
trung binh mua 2-2,5 lan mo6i nam. Zappos la cong ty thwong mai dién ti
theo m6 hinh két hgp.

Co ché trung thanh

Néu 60% trd 1én nguwdi dung nam tride sé lai mua thi gi dé6 vao nam nay thi
cong ty can tap trung vao yéu td long trung thanh, khuyén khich nhitng
khach hang trung thanh mua thvong xuyén hon. Nhitng chuwong trinh khach
hang than thiét chi hiéu qua khi nha ban 1é c6 dugc sy cam két nay tir khach
hang, va chi 10% s0 cong ty thuwong mai dién ti¢ dat duwgc co ché nay khi
tredng thanh. Amazon la mot vi du tiéu biéu cho co ché nay.

Ty 1é tadi mua hang hang nam la chi s6 dy doan sém phuong thitc ma mat
cong ty khai nghiép trong linh viec thuwong mai dién ti sé thanh cong vé lau
dai. Tham chi tr trudc khi mot nam troi qua, cong ty thwong mai dién tr co
thé nhin vao ty 1é tdi mua hang trong 90 ngay dé nhan thay minh dang & co
ché nao.

Ty 1é tai mua hang trong 90 ngay ti*t 1% dén 15% cho biét ban dang & co
ché thu hut.
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« Ty 1€ tdi mua hang trong 90 ngay tir 15% dén 30% tirc la ban dang trong co
ché két hop.

» Ty 1é tadi mua hang trong 90 ngay dat trén 30% titc ban dang & co ché trung
thanh. Khong c6 diém gi thuc sy han ché vé bat cit co ché nao trong s6 nay.
Kevin s& hitu khach hang ma chi 25% s6 nguwoi mua nam nay sé mua tiép
trong nam sau. Nhitng céng ty nay thanh cong vi ho biét ho can mot s6
lwgng 16n khach hang méi & mitc chi phi twong doéi thap, va ho tap trung
toan bo nd lwc marketing vao viéc thu hut khach hang tin cdy va chi tra
duoc.

“Viéc doanh nghiép dang & co ché nao khong quan trong. Viéc quan trong
nhat la CEO phai biét dwgc minh dang & co ché nao,” Kevin cho biét. “T6i
chitng kién nhiéu nha lanh dao c6 gang cai thién sy trung thanh cta khach
hang. Néu dang & co ché thu hat, ban sé khong thé — va cling khong nén co
thtt — tang do trung thanh. Vi du, khach hang trung binh chi can vai chiéc
quan bo mo6i nam. Ban khong thé ép khach hang mua thém dwoc! Hiéu dwoc
khach hang va co ché méi thyc sy quan trong.”

Kevin cho biét anh thuwong xuyén chitng kién nhitng nha lanh dao doanh
nghiép trong mang thwong mai dién ti theo thoi ky c6 gang thuyét phuc
khach hang mua qua khong ding mua cao diém. Anh noéi: “Viéc nay khong
c6 tac dung. Ho dang trong co ché thu hat. Tt hon ho hay tao dung su chu
y cho khach hang trong suot nam dé kiém dwgc khach hang mdi vao thang
Muoi mot va Muoi hai.”

Mac du tang doanh thu la quan trong nhung dirng c6 bién khach hang thanh
nhitng thit khong ding nhu ho. Kevin néi: “T6i khong c6 ép khach hang lam
nhitng viéc ho khong cé xu huéng lam thé t¢ trudc. Nhu truong hgp cia
Zappos chang han, t6i sé khong nhat thiét c6 day khach hang tir co ché két
hgp sang co ché trung thanh. Nhung t6i van ¢ gang cai thién dich vu khach
hang (hoan trd mién phi), va viéc d6 mang lai khach hang mé&i (mot nira
thanh cong co ché két hgp) cam thay thodi mai v4i cong ty minh. Néu t6i
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trong co ché thu hut thi t6i sé van c6 gang cai thién dich vu va mat hang
m&i, nhung t6i biét muc dinh chinh cia minh la ludon c6 dwgc khach hang
mai, ngay ca khi cong ty da trudng thanh.

Kevin cho rang tang 10% ty 1€ tai mua hang hang nam la rat khé du cong ty
c6 no lyc cao nhat di nita. Anh néi: “Néu ty Ié tai mua hang hang nam la
30%, con s6 do6 sé dao dong tir 27% dén 33%.”

Trudc sy phat trién cia mang xa hdi va cac trang nhu Facebook va Pinterest
c6 thé goi y cho nhitng khach ghé tham, cac céng ty thwong mai dién twr
ngay cang quan tdm hon dén chiéc phéu dai bat dau bang mot cau tweet,
video, duong dan va két thic bang mot lwgt mua ban.

Nha ban 1é tryc tuyén can nam dwoc théng diép gi, trén nén tang gi sé tao ra
nhém khach ghé tham ma mua hang. Khi ho da vao trang cua ban, trong tam
sé 1a khién lwvgng do ngwdi mua cang nhiéu cang tot.

DPat duwgc gia hop ly rat quan trong — dac biét khi trang thwong mai dién t
ctia ban @ co ché thu hit von chi c6 mét co hdi dé 1dy dugc doanh thu tir mot
khach hang. M6t nghién cttu nam 1992 vé t6i wu hoa kinh doanh do cong ty
tw van quan ly McKinsey tién hanh da so sanh tdc déng cua viéc cai thién
cac khia canh khéac nhau ctia doanh nghiép d6i véi 1gi nhuan hoat dong?.

2 http://hbr.org/1992/09/managing-price-gaining-profit/ar/8

Theo minh hoa trong Hinh 8-1, dat dwgc chinh sach gia hgp ly c6 tac dong
rat 16n vao kha nang tao 1gi nhuan tong thé ctia doanh nghiép.

Mot nghién cttu thue hién vao nam 2003 dé xuat gia tri tac dong nho hon &
mttc chi 8% — nhung lai 13 con s& vuot xa nhitng nd lwc khac.

3 http://download.mckinseyquarterly.com/popr03.pdf
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Hinh 8-1. Néu muén doanh nghiép virng bén, hdy tim gid duing
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Hay xét truong hop ctia mot ctra hang ban dé hang sang tryc tuyén. Nguoi
dang ky theo doi trang nay kiém duwgc nhitng vu mua doc quyén giam gia
d6i véi cac san pham do ngudi van hanh trang dat ra. Khach ghé tham c6 thé
lwét tim nhitng san pham c6 san, nhung phai dang ky dé dat hang hoac dat
san pham vao gié hang; chinh nhd dang ky, ho da dong y nhan e-mail cap
nhat hang ngay. Khach ghé tham ciing c6 thé tweet hodc nhan like tht gi ho
thay trén trang do.

Cong ty quan tam dén nhiéu chi s6 chinh sau:

Ty lé chuyén doi

S6 khach ghé tham mua hang.

Luot mua moi ndm

SO lwot mua moi khach hang thyc hién moi nam.
Quy mo gioé hang trung binh

S6 tién khach tiéu trong mot lwgt mua hang.

Ty 1é roi bo

Ty 1€ phan tram s6 nguwdi bat dau tién hanh mua, sau lai khong mua nita.
Chi phi thu hut khdch hang

SO tién cong ty bé ra dé khién ngwoi khac mua hang.
Doanh thu moi khdch hang

Gia tri vong doi ctia moi khach hang.

Ttr khoa hang dau thiic ddy viéc truy cdp vao trang

https://thuviensach.vn



Nhitng thuat ngit nguoi dung tim kiém c6 lién quan dén cong ty — goi y cho
nhitng san pham hodc thi truong lién ké.

Thudt ngir tim kiém hang dau

Tinh ca nhitng thuat ngi* dan t6i doanh thu va nhitng thuat ngit khong c6 két
qua nao.

Tinh hiéu qud cta cong cu dé xudt

Kha nang mot khach ghé tham thém mot san pham dwgce dé xuat vao gid
hang.

Tinh lan truyén

Ty 1€ truyén miéng va chia sé cia moéi khach ghé tham.

Tinh hiéu qua cua danh sdch gtti mail

Ty 1é nhdp chudt va kha nang khién nguwoi mua quay lai mua hang.

Nhitng nha ban 1é k¥ tinh hon con quan tdm dén nhitng chi s6 khac nhu s6
bai danh gia dugc viét hodc sé bai dugc cho la hitu ich, nhung day chi la
mot cong viéc bo sung bén trong té chitc, va ta sé xem xét van dé nay khi
tim hiéu m6 hinh ngwoi dung tao 1ap ndi dung trong Chuwong 12. Hién tai,
hdy tim hiéu k§ hon vé nhitng chi so.

Ty lé chuyén doi

Ty 1€ chuyén déi don gian la ty 1é phan tram khach ghé tham trang cta ban
c6 mua hang. DBay la mét trong nhitng chi s6 dau tién dung dé danh gia tién
do doanh nghiép cua ban. Tinh toan va th nghiém chi s6 nay ciing don
gian. Ban sé mo xé ty 1é chuyén doi theo nhiéu cach — qua thong ké nhan
khau, sao chép, gigi thiéu, v.v... — dé xem diéu gi dé khién ngwoi ta mua
hang hon.
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Ban dau, ty 1€ chuyén doi tham chi cé thé quan trong hon tong doanh thu béi
muc tiéu ban dau cia ban don gian la chitng minh sé c6 ai d6 mua hang (va
cho ban dia chi e-mail ctia ngudi nay va dir liéu vé san pham nguwdi dé mua).
Nhung cling c6 nguy co ta tap trung qua nhiéu vao ty 1é chuyén doi. Ty lé
chuyén do6i phu thudc 16n vao loai hinh kinh doanh thwong mai dién t¥ cua
ban, va liéu thanh cong cua ban cé phai la nho long trung thanh khach hang,
thu hit khach hang mdi hay két hgp ca hai khong.

Luot mua moi nam

Mac du ty 1é chuyén doi la quan trong nhwng né khong phan anh toan bo cau
chuyén. Con nhiéu vi du vé cac trang thuwong mai dién ti c6 ty 1€ chuyén doéi
cao hoac hodc thadp ma van thanh cong. N6 tuy thudc vao loai hinh trang
thuwong mai dién t& va cach moi nguwoi mua. Mot ctra hang ban quan tai co 1€
chi ban mot lan trong su6t vong doi ctia mot khach hang, trong khi ctra hang
tap hoa lai ban cho khach hang nhiéu lan moi tuan.

Néu ban xem xét ty 1é chuyén doi trong chu ky 90 ngay thi day sé la mot chi
sO dan dat rat hitu ich doi vdi loai trang thwong mai dién tir cia ban. Khong
c6 cau tra 10i dang hay sai, quan trong hon la biét tap trung vao long trung
thanh hoac vao thu hut.

Quy mo gioé hang

Ntra con lai trong phuwong trinh ty 1€ khach hang chuyén doi chinh la quy mo
gié hang. Ban khong chi mu6n biét bao nhiéu phan tram s6 nguwdi mua hang
ma con muon biét ho tiéu bao nhiéu tién.

Ban c6 thé phat hién mot chién dich sé dé thic day khach mua hang hon,
nhung mot chién dich khac lai khién s6 ngwdi bo nhiéu tién gidam di.

Trén thuc té, ban sé so sanh tong doanh thu tao ra vGi cach ban thu dugc
khoan thu dé dé xac dinh phan khic khach hang c6 kha nang sinh lgi nhat.
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Nhung dirng qua mai mé v6i doanh thu top-line; cai thuc sy quan trong la
1gi nhuan.

Bill D’ Alessandro thudc Skyway Ventures, tap doan dau tw tw nhan tap trung
vao cac cong ty thwong mai dién tit, cho biét: “Chia khéa thanh cong cuta
thirong mai dién tit nam & viéc tang kich c& gio hang; dé thye sy 1a cho tao
ra tién. Toi thich dat chi phi thu hit khach hang lam mdét khodn chi phi c6
dinh, vay viéc quy mo don dat hang ci tang la dang ma rong lgi nhuan bién
cua ban.”

Ty 1é roi bo

Khoéng phdi ai cling mua hang. Hiéu don gidn nhat, ty 1€ roi bé trdi ngugc
v6i ty 1é chuyén doi. Nhuwng qua trinh mua hang thuwong c6 nhiéu budc —
danh gia mat hang, cung cip thong tin van chuyén, nhap chi tiét héa don,
v.v... Trong mot so trudng hgp, qua trinh con c6 thé lién quan dén bén thi
ba: Kickstarter dwa ngudi dung qua Amazon dé ho cung cdp thoéng tin tin
dung, con Eventbrite lién két t&i PayPal dé nguwdi mua tra tién mua vé.

S6 ngwoi roi bo khéi phéu & tirng giai doan nay la ty 1€ rdi bo. Phan tich ty
1é nay & tirng bwdc rat quan trong, giup phat hién khau nao trong qua trinh
khién ban ton that nhiéu nhat. Trong vai trweong hgp, d6 co thé chi 1a mot
trrong nao doé trong mau dién — chang han nhw yéu cau nguwdi mua nhap
quoc tich c6 thé khién ho thdy bi phan biét. Cong cu nhw ClickTale thuc hién
phan tich qua trinh rdi bo ngay tir khau dién mau, khién ta dé dang tim dugc
cho viedng mac trong qua trinh chuyén do6i khién ban mat di khach hang.

Chi phi thu hat khach hang

Khi biét c6 thé thu duoc tién tw khach ghé tham, ban sé muén huéng luéng
truy cap tGi trang cia minh. Cé thé dung quang cao, tdi wu truyén thong xa
hoi, danh sach gri mail hodc lién két thanh vién. Du c6 dung cach nao, ban
sé can phdi tang chi phi. Cac trang thwong mai dién t&* nhw phép toan can
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ban: kiém nhiéu tién hon nho ban do véGi gia cao hon chi phi ban bé ra dé
tim ngwdi mua va van chuyén hang.

Tinh toan chi phi thu hit tong thé kha dé dang; viéc sé phitc tap hon néu ban
c6 nhiéu kénh dan tGi truy cap trang cda ban. Tin t6t la cac cong cu phan
tich dugc xay dung chinh xac dé lam viéc nay cho ban. Ly do Google c6 san
pham phan tich mién phi la bdi cong ty kiém tién nhd quang céo lién quan
va mudn viéc mua quang cdo va do lwong hiéu qua ctia quang cao cia ho dé
dang nhat cé theé.

Doanh thu moi khach hang

Doanh thu moi khach hang (hay gia tri vong doi) c6 vai tro quan trong véi
tat ca cac loai hinh thwong mai dién ti, bat ké ban tap trung vao viéc thu hut
khach hang méi hay long trung thanh (hodc ca hai) di nita. Tham chi néu
doanh nghiép khong tao ra long trung thanh (vi ban d6 khong dwgc mua
thwong xuyén), ban van muon t6i da héa doanh thu moi khach hang; ban
lam vay bang cach tang quy mé gio hang va ty 1é chuyén doi trong khi giam
ty 1é roi bo. Doanh thu moi khach hang thye sy chi s6 tong hgp cua nhitng
con s chu chot khéac, va thé hién mot cach do lwdng don gian, hiéu qua tinh
trang doanh nghiép thwong mai dién tr ctia ban.

NGHIEN CUU TINH HUONG: WINEEXPRESS TANG 41% DOANH
THU MOI KHACH GHE THAM

WineExpress.com la doi tac ctta hang rwgu doc quyén cta danh muc va
website Wine Enthusiast, von da cung cap cac phu kién va dy trit rwgu chat
lwgng hon 30 nam. Cong ty cha dong thyc hién cac tht nghiém A/B va
nhiéu th nghiém khac nhau dé tang ty 1é chuyén doéi thanh khach mua hang.
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Hinh 8-2. Trang “Wine of the Day” ban dau ctia WineExpress

Hang quyét dinh gidi quyét mot trong nhitng trang cé lwu lwgng cao nhat
trén website cia minh — trang “Wine of the Day” gigi thiéu mot lwa chon
rwgu trong ngay duwgc van chuyén véi phi chi 99 xu. Cong ty tang lwu lwgng
truy cap trang qua danh sach e-mail chon lgc va dinh vi trang. Ngoai san
pham gidi thiéu, trong tdm chinh cda trang con mot video thir reegu thuce sy
cung vi giam déc dwgc yéu mén cta cong ty.

WineExpress.com lién thué co quan t6i wu héa chuyén doi WiderFunnel
Marketing dé phat trién va thyc hién mét chién lwge danh cho trang “Wine
of the Day”. WiderFunnel da phat trién va thir nghiém ba thiét ké khac nhau,
hau hét hudng tGi thit nghiém cac hwdng tiép can bo cuc khac nhau. Hinh 8-
2 minh hoa b6 cuc ban dau.

Sau cung, mot trong nhitng phién ban thiét ké da chién thang, mang lai con
sO0 41% tang trwdng doanh thu moéi khach. “Ty 1é chuyén doi ciing tang
theo” theo 10i Chris Goward, CEO cua WiderFunnel, “nhung mau choét &
day la doanh thu moi khach tang dang ké. Nhiéu doanh nghiép thwong mai
dién tr tdp trung qua nhiéu vao chuyén doéi khach hang. D6i véi
WineExpress.com, thanh cong nam & viéc moi ngwdi mua nhiéu san pham
hon.”

Trang “Win of the Day” chuyén d6i dwgc khach hang rat t6t, nhung
WineExpress.com cam thay van con co hoi dé tang do chuyén doi do. Tuy
nhién, doi ngii cong ty hiéu ro thach thitc moi trang thwong mai dién t phai
doi mat: ddm bado can bang giita viéc toi wu giao dich ban hang va t6i wu
tong doanh thu. Tap trung qua nhiéu vao chuyén do6i khach mua hang c6 thé
tac dong tiéu cwc 1én lgi nhuan néu quy mé dat hang trung binh syt giam
trong qua trinh.

B6 cuc va thiét ké tao dot pha cho cong ty duwgc thé hién ¢ Hinh 8-3.
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Chris cho biét: “Chung t6i phat hién viéc dat video & phan ntra trén trang la
yéu t6 chinh dan t&i thanh cong cua trang md@i. Luéng mat nhin cua b6 cuc
mdi cling cdi thién do r6 rang, it yéu t6 gay xao nhang khién ban quén mat

viéc mua hang.”
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Hinh 8-3. 41% tdng truéng doanh thu moi khdch thay doéi doanh nghiép ctia
ban ra sao?

TOM TAT

» WineExpress.com st dung thtr nghiém A/B dé tim ra trang tao ty 1€ chuyén
doi khach hang tot hon.

« Khi ty 1é chuyén doi tang, ty 1é tang thuc sy la 41% vé doanh thu moi
khéch ghé tham.

BAI HOC PHAN TiCH RUT RA

T6i wu hoa trang web la viéc quan trong. Nhung hdy ddm bao ban dang t6i
wu hoa theo ding chi s6. Ban khong chi muon ty 1€ chuyén doi cao du diéu
do6 la t6t. Ban mudn doanh thu moi khach phaéi cao, tic gia tri vong doi
khach hang (CLV) cao vi do6 chinh la th¢ thyce sy thic ddy mo hinh kinh
doanh cua ban.

Tw khoéa va thuat ngit tim kiém

Hau hét moi nguwoi tim duwgc san pham mong mudn bang cach tim kiém, c6
thé thong qua trinh duyét web, cong cu tim kiém hay ngay trén trang web.
Trong moi trwong hgp, ban déu mudn biét tir khéa nao tang lwu lwgng truy
cap ma chuyén thanh tién duoc.

Doi v6i tim kiém tra tién, ban sé dau thau véi nhitng ngwoi khac dé thu dugc
nhitng tir khoa pho bién trén cong cu tim kiém nhw Google. Hiéu dwgc tw
khoéa nao cé “gia tri” twong doi tot — khong qua dat, nhung van da kha nang
thu duwgc lIvu lwgng truy cap hop ly — la diéu nhitng chuyén gia marketing
bang cong cu tim kiém van lam dé kiém tién.

Doi véi tim kiém mién phi, ban sé tap trung nhiéu hon vao noi dung hap dan
gilip tang xép hang ctia ban trén bé may tim kiém va qua viéc viét ngi dung
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quang cao c6 chita nhitng thuat ngit tim kiém mong mudén ma khach hang tra
phi thvong st dung (dé ban xuat hién trén két qua tim kiém vi c6 lién quan
dén noi dung).

Ban cling mudn phan tich tim kiém ngay trén trang ctia minh. Pau tién, ban
can chac chan minh c6 tht moi ngwdi tim kiém. Néu nguwoi dung tim kiém
thit gi d6 va khong tim thay — hodc tim kiém r6i lai nhan nut quay lai thi do
la dau hiéu cho thdy ban khong c6 thit ho muén. Thi¢ hai, néu mét doan tim
kiém quan trong roi vao mot thé loai nhat dinh thi day la dau hiéu ban c6 thé
muon thay doi quan diém, hodc thém thé loai d6 vao trang cha dé xem liéu
ban c6 thé nam bat dwgc nhiéu hon veé thi trudng do6 mot cach nhanh hon
khong. Jason Billingsley, Crru Phé Cha tich Bo phan Sang tao cua Elastic
Path — mot cong ty trén nén tang thuwong mai dién t, néi rang: “Nhitng con
s0 khac nhau theo chiéu doc va giita cac trang, nhwng nhitng céng cu tim
kiém tryc tiép co ban chiém 5-15% luwgt dinh vi trang.”

Chtng ta sé khong di sau vao téi wu héa bo may tim kiém va marketing theo
bd mday tim kiém & day. Hién tai, hdy cong nhan tim kiém la mét phan quan
trong cua bat ct co ché thwong mai dién ti nao, va mo hinh dinh vi hinh
thitc tredc day dan t6i mot trang nhat dinh da 16i thoi (mac du né van duy tri
trong nhiéu cong cu phan tich).

Ty lé chap thuan dé xuat

Nhitng cong ty thwong mai dién ti 16n dung cong cu dé xuat dé gigi thiéu
thém sdn pham cho khach. Ngay nay, nhitng cong cu nay dang dan trd nén
pho bién rong rai hon nho dich vu dé xuat tir bén thit ba lam viéc vdi nhitng
hang ban 1é nhé hon. Ngay ca cac blogger ciing c6 thudt toan kiéu nay, dé
xuat nhitng bai khac twong tw véi bai ma khach ghé tham dang doc.

Co6 nhiéu cach tiép can khac nhau véi viéc dé xuat. Mot s6 ngudi dung thi
ngwoi mua da mua tredc day; s6 khac c6 gang dy doan san pham mua hang
t dac diém cta khach nhu dia ly, gigi thiéu, hoac nhitng gi khach da nhap
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vao trudc do. Phan tich du doan ctia khach ghé tham dwa rat nhiéu vao viéc
tim hiéu bo may va nhitng chi s6 ban theo doi giita cac cong cu khac nhau,
nhung tat cd déu quy vé mot diéu: t6i sé c6 dwgc doanh thu phu la bao nhiéu
thong qua cac dé xuat?

Khi diéu chinh bo may dé xuat, ban sé muon xem liéu minh da dich chuyén
mti tén cua minh theo dung huéng hay chwa.

Lan truyén

Do6i véi nhiéu trang thwong mai dién ti, kha nang lan truyén la yéu t6 quan
trong vi 10i gidi thiéu va sw chi y c6 tinh lan truyén dan dat luéng truy cap
ré ma lai cé gia tri cao. Pay la yéu t6 c6 chi phi thu hit khach hang thap
nhat va c6 gia tri dé xuat cao nhat tir ngwdi ma ngwdi nhan tin twéng.

Ty lé nhap chuot vao danh sach gii mail

E-mail c6 thé khong c6 vé hap dan lam trong thé gidi di dong khi moi ngudi
ludn trye tuyén, nhung hay can nhac diéu nay: néu ban cé quyén tiép can
khach hang — va ho lam theo diéu ban néi — thi ban cé thé giit ho quan tam
con hiéu qua hon nhiéu. Fred Wilson, déi tac tai cong ty von dau tw mao

hiém Union Square Ventures, goi e-mail 1a mét vii khi bi mat®.

4 http://www.avc.com/a_vc/2011/05/social-medias-secret-weapon-

email.html

Chi vai nam truéc day, nhiéu nha phan tich va nha dau tw luon ty hoi liéu
truyén thong xa hoi sé dan dén cai két cho e-mail hay khong. S6 phan tré¢
tréu thay, hoa ra ngwoi ta don nhan truyén thong xa hoi chinh qua e-mail.
Ngay cang nhiéu &ng dung xa hdi dang ldy sitc manh cta e-mail lam don
bay dé thiic day su st dung lap lai va kha nang duy tri cho minh.

Moi e-mail ban gwi déu c6 thé bi chdn bang nhiéu cach trudc khi ngudi dung
lam viéc ban mu6n, nhw dwgc thé hién trong Hinh 8-4.
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Ban tinh toan ty 1é truy cap qua e-mail bang cach chia so6 lwgt ghé tham thu
duwgc tr mot chién dich cho so tin nhan ban gtti di. Phan tich phitc tap hon
cda ty l€ nay sé can dén phan tich nhiéu vi tri ma & d6 chuyén c6 thé di sai
huwéng — chang han bao nhiéu phan tram dia chi e-mail khong con hoat dong
nita — va can xem xét két qua sau cung ban huwéng tGi (chang han nhw mot
lwgt mua hang).

Ban ciling can tao dung mot chi so6 dong gép tir chién dich — co ban la doanh
thu thém vao nho chién dich trir di chi phi cia chién dich va ton that do moi
nguwoi nguing theo doéi. Tin tot 1a da s6 nén tdng e-mail cé dit liéu nay nén
khong can tén nhiéu strc.

https://thuviensach.vn



Dﬂf:}m?“ mmﬁﬂlkmﬂmﬁﬁﬁﬂﬂﬂﬂ[ﬂmmm
I (hanngudiqlf

I Bia (T khang hap lé

I Bi mdy chi gam 6 vi danh tiéng
U g
I Bi iy chii gan c2 ndi dung
tin
I Bihich hiang gdn et
danh sdch den
. Bihich hing gin e
nfidung in nhn

Khang duigc m

I Biloaira
. Khang nhap van dung dan

I Khdng haan thanh muc tigy

https://thuviensach.vn



Hinh 8-4. Moi e-mail déu phdi di qua mét chdng duong nhv thé nay; vay
ban con thdc mdc tai sao ty 1é truy cdp qua e-mail lai thdp nita khong?

KET HQOP NGOAI TUYEN VA TRUC TUYEN

Tat cad cac hang thwong mai dién tir déu phai chuyén th gi d6 cho nguoi
mua. Luot giao hang doé c6 thé la qua dién tr, nhung trong da so treong hop,
d6 la van chuyén hang hoa vat chat di khap noi. Chi phi van chuyén cao
khong chi lam giam ty 1é chuyén d6i ma viéc van chuyén thanh cong va
ding hen con la mot yéu t6 16n lam nguwoi mua hai long va khién ho mua
nhiéu lan. Vi thé, can phan tich ky cang nhitng yéu t6 ngoai tuyén ctia cong
viéc thrvong mai dién ti.

Thoi gian giao hang

Van chuyén thoi gian thyc va chuyén hang ngay hom sau dang dan tré nén
pho bién, va ngwoi mua dang ngay cang doi hdi cao hon. Mau chét la thoi
gian giao hang co lién quan chdt ché dén hiéu qua x ly hdu can ctia nha ban
1é. Cac cong ty thwong mai dién ti hau hét c6 thé dat dwgc hiéu qua quan ly
dang ké chi nho t6i wu qua trinh hoan thanh don hang va van chuyén. Nhitng
hiéu qua nay tré thanh lgi thé canh tranh vi chiing cho phép ban ban cho
nguwoi tieu dung quan tdm nhiéu dén dich vu nhanh hon, chat lwvgng t6t hon,
hon la mirc gia ré nhat.

Dy trit kho hang

Jason Billingsley phat biéu: “Khi hét hang, lwgng ban sé gidam. Diéu nay
dwong nhién rat ro rang, nhung rat it cong ty thwong mai dién tr lam gi do
dé xu ly diéu nay.” Cai thién quan ly hang duy trit c6 thé tao ra khac biét 16n
cho doanh thu. Jason dé xudt day san pham hét hang trén danh muc sin
pham hodc trang gidi thiéu mat hang xuodng vi tri thap hon, gitip khach hang
khong biét duwgc diéu nay. Ban cling cé thé an nhitng san pham nay khoi
muc tim kiém, hodc lai dé ching xuat hién & thdp hon trong két qua tim
kiém.
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Pem lwgng dy trit kho va lwgng ban ra phan tich cling rat tha vi. Jason nai:
“Nhiéu hang thwong mai dién tir du trit qua nhiéu nhitng thit khong ban chay
nhung khong da cho cho nhitng thit thye sw ban chay.” Anh dé xuat can doi
cac loai san pham dva trén ty 1é san pham d6 chiém trong lwgng ban va
trong du trit. Néu mét loai san pham khong ban dwgc nhiéu, nhung nhom do
lai chiém ty 1é cao trong du trit cia ban thi moi chuyén dang mat can bang
r0i.

SO PO MO HINH KINH DOANH THUONG MAI PIEN TU

Hinh 8-5 thé hién dong di chuyén ctia nguwdi dung qua mot mo hinh thuwong
mai dién t&, cung nhitng chi s6 chinh & tirng giai doan.
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Hinh 8-5. Hon ca m¢t phéu dién hinh: cdch doanh nghiép thuong mai dién
ti thu hut khach hang

MO RONG: THUONG MAI PDPIEN TU TRUYEN THONG
(TRADITIONAL E-COMMERCE) VA THUONG MAI PIEN TU
THUE BAO (SUBCRIPTION E-COMMERCE)

Vay la ta da tim hiéu mot mo hinh thwong mai dién t¥ twong doéi don gian
cho giao dich mot 1an. Tuy nhién, rat nhiéu dich vu lai dya trén hinh thitc
dang ky thué bao. Viéc nay lam moi thit phitc tap hon.

Dich vu thué bao thu tién khach hang dinh ky. Do Iwong ty 1€ rgi bé dé hon
— khach hang khong gia han tai khoan hodc huy bo hoan toan — nhung viéc
nay dién ra rat nhanh chéng. Luwgt mua sé khong giam dan theo thoi gian ma
doanh thu tit khach hang don gian la cham dit. Néu ban thudc loai hinh nay,
hay tham khao mo hinh kinh doanh tiép theo — Phan mém nhw mot Dich vu
— vi no cling ap dung tot vGi ban.

Céac cong ty dién thoai bo rat nhiéu cong sirc gidi quyét su roi bé kiéu nay
cta khach hang. Ho xay dung mo hinh phitc tap nham dy doan khi nao mét
nguoi dang ky sap hiay dich vu, sau dé dé nghi tang ngwdi dé mét chiéc dién
thoai m@i hodc gidm gia mét hgp dong mdi trwdc khi ngwdi dé huy.

Thong tin thanh todn quéa han cling la mo6i quan tam trong hinh thitc thué
bao. Néu ban c6 gang thu phi tir thé tin dung cta khach hang cho khoan gia
han hang thang va giao dich that bai, ban sé phai thuyét phuc anh ta nhap lai
chi tiét thanh toan.

bing tir khia canh phan tich, diéu nay nghia la can phai theo doi thém cac
chi s6 vé ty 1é qua han thanh toan, hiéu qua cua chién dich gia han va cac
yéu t6 ho trg (hodc han ché) ty 1€ gia han. Nhitng chi s6 nay sé dong vai tro
quan trong vé sau khi ban dang c6 gang giam ty 1é khach roi bé, nhung do
tong s6 nguwoi dung trung thanh ciling tang, doanh thu tr viéc gia han chiém
phan dang ké trong tong doanh thu.
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NHUNG PIEU MAU CHOT

4 Biét dugc ban tap trung vao yéu té trung thanh hay thu hut 1a rat quan
trong. Viéc nay dinh hwéng toan bd chién lwgc marketing va nhiéu tinh nang
ban xay dung.

4 Tim kiém ca trén va ngoai website déu dang tré nén pho bién hon dé tim
kiém san pham mudn mua.

® Ty l¢é khach hang chuyén déi, tdi mua hang va quy mé giao dich la cac chi
sO quan trong, con chi s6 quan trong sau cung la san pham cta ba chi s6
trén: doanh thu moi khach hang.

4 Ding bé qua nhitng yéu t6 thyc té nhw van chuyén, hau can va kiém ké
hang trong kho.

Con mot mo hinh kinh doanh nita gan vGi thuwong mai dién t: thi truong
lvdng dién. Ca hai m6 hinh déu lién quan dén giao dich gitta ngwdi mua va
ngwoi ban cling nhw long trung thanh cia khach hang. Néu muén biét thém
vé thi trwong, hdy dén Chwong 13. Con khong thi ban c6 thé chuyén dén
Chuong 14 dé hiéu dugc giai doan hién tai anh hwéng dén nhitng chi s6 ban
theo doi ra sao.
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Chuong 9

MO HINH THU HAI: PHAN MEM
NHU MOT DICH VU (SAAS)

Cﬁng ty SaaS cung cdp phan mém theo yéu cau, thwong dugc chuyén qua
website ctia cong ty. Salesforce, Gmail, Basecamp va Asana la vi du cta
nhitng sdn pham SaaS noi tiéng nhat. Néu ban dang van hanh doanh nghiép
SaaS thi day la nhitng diéu ban can biét vé cac chi so.

Hau hét cac nha cung cap SaaS tao ra doanh thu nho dang ky hang thang
(hodc hdang nam) ma nguwdi dung trd. Mot so tinh phi theo khoi lwgng st
dung — nhv dung lwgng lwu trit, bang thong hodc chu ky dién toan — mac du
hinh thitc nay ngay nay phan 16n thuéc moé hinh cong ty dién toan dam may
vé Co sé ha tang nhue mot Dich vu (Infrastructure as a Survice — IaaS) va
Neén tang nhw mot Dich vu (Platform as a Service — PaaS).

Nhiéu nha cung cap SaaS cung cap mo6 hinh dich vu theo tang c6 ap dung
phi hdang thang thay doi tuy theo khdi lwgng ttng dung. D6 c6 thé 1a s6 dv an
trong cong cu quan ly du an hodc sé khach hang trong tng dung quan ly
quan hé khach hang. Tim ra su két hop téi wu nhat gitta cac tang nay va gia
ca la mot thach thitc 1au dai, va cac cong ty SaaS dau tw no lwc dang ké vao
viéc tim kiém cach thuyét phuc nguwdi dung chuyén 1én cac tang cao hon va
sinh lgi hon.

Do chi phi gia tang khi thém mot khach hang méi vao dich vu SaaS khong
dang ké — thtr nghi Skype ton it chi phi ra sao khi thém mot nguwdi dung méi
— nhiéu nha cung cap SaaS st dung mo hinh ding mién phi dé thu hit khach
hang'. Cac khach hang c6 thé bit dau st dung phién ban dich vu mién phi bi
han ché tinh nang va hang mong muén ho sé st dung hét dung lwgng mién
phi va phdi trd tién dé mua thém. Vi du, Dropbox cho nguwoi dang ky vai
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gigabyte lwu trit mién phi, sau d6 lam moi cach c6 thé — bao gom khuyén
khich chia sé va tai anh 1én — dé dam bao nguwoi dung st dung dung lugng
do.

1 C6 nhiéu cach tiép can hinh thitc ban dung mién phi, tir cich dung thu
mién phi, san pham khong day du cho dén coupon giam gia, ching ta sé
nghién citu chi tiét hon khi n6i dén t6i wu héa doanh thu. (TG)

Hay xem trueong hgp mot cong ty khdi nghiép vé quan ly dw 4n cho phép
nguwoi dung st dung thit sdn pham nhung tinh phi néu dung hon ba du an
cung lic. Cong ty cung cdp bon ting: mién phi, 10 dw an, 100 dy an va
khong gidi han. Ngoai ra, ho con chay quang cao trén nhiéu nén tang dé thu
hit nguwoi dung truy cap vao trang cia minh, va moi lan mét ngudi dung mai
ai dé tham gia dy an, nguoi do sé trd thanh mot ngwoi dung.

Cong ty quan tam dén nhitng chi s6 chinh sau:
Suw chuy

Cong ty thu hut khach ghé tham hiéu qua ra sao.
Su két nap

Néu ban dang dwa vao mot trong cac mo hinh nay dé tiép thi dich vy, c6 bao
nhiéu khach truy cap trd thanh nguwoi dung mién phi hodc dung thir.

Po bam tru
Khéch hang st dung san pham & mitc do nhw thé nao.
Khach hang chuyén déi

Bao nhiéu ngudi dung tré thanh khach hang tra tién va bao nhiéu trong do
chuyén sang tang chi tra cao hon.

https://thuviensach.vn



Doanh thu moi khach hang

Moi khach hang mang lai bao nhiéu tién trong khoang thai gian nhat dinh.
Chi phi thu hat khach hang

SO tién cong ty bo ra dé thu dugc mot nguwdi dung tra tién.

Tinh lan truyén

Khach hang c6 nhiéu kha nang moi nguwdi khac va lan truyén thong diép
khong va mat bao lau dé ho lam vay.

Ban gia tang
biéu gi khién khach hang chi nhiéu hon va tan suét viéc d6 dién ra.
Thoi gian hoat dong on dinh va d¢ on dinh

Co6 bao nhiéu 161 phan nan, van dé leo thang hodac lan sap may chu cong ty
gap phai.

Khach hang roi bo

C6 bao nhiéu nguoi dung va khach hang bo dich vu trong khoang thoi gian
nhat dinh.

Gia tri vong doi

Khach hang cé gia tri bao nhiéu ttr lic bat dau dén lic ngirng dich vu.
Nhitng chi s6 nay tuan theo trinh ty logic va ty nhién. Hay xem xét vong doi
cta khach hang: cong ty thu hit ngwoi dung thng qua marketing lan truyén
hodc tra tién. Cong ty hy vong nguoi dung do tiép tuc st dung dich vu va

cudi cling sé tra tiéen dang ky. Nguwoi dung lai moi nguwdi khac, va co thé
nang cap lén tang cao hon. Véi tu cach khach hang, ngwdi nay co6 thé cé vai
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van dé. Sau cung, ngwoi dé cé thé nging st dung dich vu — ¢ thoi diém nao
do, ta biét dwgc nguwdi dé da dong gép bao nhiéu doanh thu cho cong ty.

M6 ta vong doi khach hang theo cach nay la phuwong phap hiéu qua dé hiéu
nhitng chi s6 chinh thic day doanh nghiép. Khdi nghiép tinh gon sé ho trg
tai diém nay. Ban can biét khia canh nao cua viéc kinh doanh la qua rti ro va
sau d6 nghién citu dé cai thién chi so biéu thi cho rai ro do.

Pang tiéc la khong phai lic nao viéc nay ciing kha thi. Khong c6 cach nao
do dugc ty 1€ chuyén doi néu khong c6 nguwdi dung nao dé chuyén doi. Ban
khong thé dinh lwgng do lan truyén néu khéng c6 khach hang tra tién nao
moi nguwoi dung méi. Va co 1é ban cling khong thé do lwong duwgc do bam
tru chi véi rat it ngwdi néu dich vu doi hoi mot lwgng 16n ngwoi dung dé co
hiéu qua. bBiéu nay nghia la ban phai biét rai ro nam & dau, nhwng tap trung,
theo dung trinh ty, vira du do t6i wu hoa dé dua doanh nghiép dén mot vi tri
ma & do co thé dinh lvgng va hiéu dugce rai ro do.

Ctt cho la cong ty theo vi du kia quan tam dén viéc liéu san pham da du tot
dé khién nguoi dung st dung lién tuc chwa. Pay thuwong la vi tri phu hop dé
tap trung doi vGi cac cong ty SaaS vi ho hiém khi c6 co hoi thit hai dé tao an
twgng, va can nguoi dung quay lai. Noi cach khac, ho quan tam dén do bam
try.

Puwong nhién la cong ty sé can mot lwgng chuyén doi nao dé (va dan dén
lvgng chu y nao do6), nhung chi da dé thiv do bam tru. Cé thé thu hut dugc
nhitng nguwoi dung ban dau qua truyén miéng hodc ban truc ti€p hay qua
twong tac voi nguwdi dung trén mang xa hdi. Co6 1é chwa can dén mot chién
lwgc marketing tw dong va hoan thién ¢ giai doan nay.

NGHIEN CUU TINH HUONG: NGHIEN CUU VONG POI KHACH
HANG CUA BACKUPIFY

Backupify la mot nha cung cap du phong dit liéu ddm may hang dau. Cong
ty dugc Robert May va Vik Chadha thanh 13p vao nam 2008 va da huy dong
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dwgce 19,5 triéu do-la trong nhiéu vong goi von.

Backupify gioi trong khodn tap trung vao chi s6 nhat dinh & giai doan nhat
dinh dé tang trudng quy mo. CEO va nha dong sang lap Robert May cho
biét: “Ban dau, ching toi tap trung vao khach ghé tham trang cong ty vi chi
muon kéo nguwdi ta dén trang cia minh. Sau d6, ching t6i chuyén sang tap
trung vao dung th vi can c6 ngudi thit nghiém san pham.

Khi Backupify da c6 dugc da so6 ngudi dung thit sdn pham, Robert tap trung
vao lwgt dang ky (chuyén doi tir dung thit mién phi thanh khach hang tra
tién). Hién nay, trong tam chinh la doanh thu dinh ky hang thang (monthly
recurring revenue — MRR).

Nganh dv trit ddm may da trwdng thanh hon rat nhiéu trong nhitng nam tré
lai day, nhwng vao nam 2008, n6 van con la mot thi trdng non tré. Vao thoi
diém do6, cong ty tap trung vao khach hang va nhan ra rang mac du doanh
thu tang nhung chi phi thu hat khach hang (CAC) lai qua cao. Robert giai
thich: “Vao dau nam 2010, ching t6i phdi ton 243 do-la dé thu duwgc mot
khach hang nhung ngudi nay chi tra 39 d6-la moi nam cho chiing t6i. Kinh
té thé thi qua tham hai. Hau hét cac @ng dung tiéu dung khac phuc chi phi
thu hit cao bang vai hinh thitc lan truyén, nhung dit liéu du phong lai khong
lan truyén duwgce. Vay nén ching t6i phai chuyén huwéng chién lwgce (tir nguoi
tiéu dung sang doanh s0).”

Su chuyén hwéng cua Backupify da thanh cong. Cong ty tang treéng ruc ro.
Hién tai, cong ty van tap trung vao MRR nhung ciing theo doi gia tri vong
doi khach hang (CLV). CLV va CAC la hai chi s6 thiét yéu déi vdi mot
doanh nghiép vé dang ky thué bao.

Trong truong hop cuia Backupify, ty 1€ gitta CLV va CAC la 5-6x, nghia la
clt moi do-la cong ty dau tw vao tim kiém mot khach hang 1a lai thu vé 5 do6-
la hodc 6 do-la. Biéu nay qua tuyét voi va mot phan 1a nho ty 1€ khach hang
roi bo thap. Hoa ra, dy trit dit liéu dam may c6 chinh sach gitt chan khach
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hang quan trong, cho phép cong ty c6 nhiéu thoi gian dé thu hoi chi phi thu
hit véi hinh thitc doanh thu. Ta sé nghién ciu ty 16 CAC/CLV chi tiét hon
trong phan sau.

Robert noi: “Tang trudng MRR ¢ 1€ sé la chi s6 hang dau ctia ching t6i dén
khi nao dat moc 10 triéu do-la doanh thu lap lai hang nam. T6i theo doi ty 1€
khach roi bé, nhung tap trung nhiéu hon vao viéc bu dap chi phi thu hut
khach hang cac thang, tic t6i thu lai tién ti* mo6i khach hang nhanh mtc
nao.”Muc tiéu cta Robert cho chi s6 nay la dwdi 12 thang doi véi bat c
kénh nao. Bu dap chi phi thu hiat khach hang 1a vi du tuyét voi vé mot con s6
chita dung nhiéu thit vi n6 bao trum ca hiéu qua marketing, doanh thu khach
hang, dong tién mat va ty 1é khach hang roi bé.

TOM TAT

 Trwdc khi tap trung vao nhitng chi s6 tai chinh phic tap, hdy bat dau tw
doanh thu. Nhung dung bo qua chi phi vi kha nang sinh 161 la chia khoa thuc
st dan t@i tang trwdng.

* Ban biét da dén Iic mé rong quy mo khi dong co chi tra dang hoat dong rat
tot, viéc nay xdy ra khi CAC chiém ty 1é nhé so véi CLV — mot dau hiéu
chac chan ban dang thu duwgc 1gi nhuan t6t tir khoan dau tw ctia minh.

» Hau hét cac doanh nghiép SaaS déu phat trién vé doanh thu dinh ky hang
thang — khach hang tiép tuc tra tién hang thang, do la nén tang tuyét voi dé
xay dueng mot doanh nghiép.

BAI HQC PHAN TiCH RUT RA

Cac chi s6 quan trong vdi doanh nghiép thwong tién trién tw nhién va thay
do6i theo thoi gian trong sudt qua trinh doanh nghiép phat trién. Chi s6 bat
dau ti¢r khi theo doi nhitng cau hoi kiéu “Cé ai quan tdm dén thit nay
khong?”r6i dan phitc tap hon nhw “Doanh nghiép c6 thyc sy mé rong dugc
khong?”Khi bat dau cha y dén nhitng chi s6 tinh vi hon, cé khi ban lai nhan
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ra m6 hinh kinh doanh ctia minh co ban dang c6 16i va khong hé bén vitng.
bting chi bat dau mot cach thiéu chon lya: doi khi cai ban can la thi truong
m&i, khong phéi san pham mdi, va thi truong dé co6 khi lai gan v6i ban hon
ban twong.

PO LUONG SU GAN KET

Chi s6 quan trong nhat cho sw gan két la viéc sit dung hang ngay. Bao nhiéu
khach hang st dung sdn pham hang ngay? Néu san pham khong phai tng
dung hang ngay thi tao dyng dwong ranh gigi gan két toi thiéu mat 1au hon,
va thoi gian can dé lap lai thong qua mét chu ky hoc hoi lai dai hon. Xac
dinh du gia tri kip thoi dé ngan nguwdi dung roi bo cling khé nita. Thoi quen
von khé hinh thanh — va véi bat o san pham nao mdai la ban dang tao ra
nhitng thoi quen méi ma ban muon lam viéc dé cang nhanh va cang manh
mé cang tot.

Evernote la vi du vé ttng dung dung hang ngay (hay t6i thiéu nha sang ché
né mong muon ban dung hang ngay!). Nhitng nguwoi trd tién dé dung
Evernote hau hét 1a ngwoi dung hang ngay. Evernote da bao cdo rang chi 1%
nguoi dung chuyén sang khach hang tra tién?, nhung CEO Phil Libi van cho
dé la on — sau cung, cong ty c6 hon 40 triéu nguwoi dung, va dang tap trung
hon nita vao s gan két, chinh la ly do vi sao hang dang mua lai cac cong ty
nhu Skitch va thém tinh nang tai anh lén.

2 http://econsultancy.com/ca/blog/10599-10-tips-for-b2b-freemiums

Sau nhiéu nam hoat dong, cong ty ciling biét dwgc rang mat hang thang hay
tham chi hang nam dé ngudi dung tra tién. Cac nha dau tw hau nhw dong y
véi trong tam ctia cong ty la sy gan két. N6i cach khac, ty 1€ chuyén doi
khong phédi méi quan tam chinh cia Evernote lic nay, mdc du khi hang da
cdi thién dugc sy gan két thi chac chan day sé la chi s6 hang sé tap trung vao
tiéps.
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3 http://gigaom.com/2012/08/27/evernote-ceo-phil-libin/

Chon hai &ng dung khac ta dung rat nhiéu nhung khéng coi la ¢ng dung
dung hang ngay: Expensify dé bdo cdo chi tiéu, va Balsamiq dung cho
wireframing®. Chi vi chiing ta khong dung hing ngdy khong c6 nghia mot
nguwoi dai dién ban hang lwu dong hay mot ngwoi thiét ké giao dién ngudoi
dung UI khong dung hang ngay.

4 Cong cu dé trinh bay dé xuét chitc ning, cau triic va chic ning ctia mot
trang web. (DG)

DPay la bai hoc quan trong vé mo6 hinh kinh doanh va Khai nghiép tinh gon —
ban mang tdi thi truong phién ban ban dau cta san pham, thr nghiém s
dung va tim xem n6 thu duwgc sy gan két cao nhat tir khach hang vi diém gi.
Néu c6 mét phan khic nguwdi dung dam mé san pham ctia ban — nhitng
nguoi tiép nhan ban dau — thi hdy tim hiéu diém chung cta ho, tap trung vao
nhu cau cta ho va tang trwdng tir d6. Hay gianh lay cho do6 bo vao thi
treong. N6 sé cho phép ban ldp lai trén mot phan khc thi tredng c6 sy gan
két cao nhanh hon nhiéu.

Mot so @ng dung — chang han nhw dang ky qua cudi, cong cu dat hen véi
nha si hay trang chuan bi thué — khéng phai dé dung hang ngay. Nhung ban
van can dat mot tiéu chuan cao cho su gan két va do lwong né. Quan trong la
ban can hiéu hanh vi khach hang va vach rd duong ranh gigi phu hop véi
hanh vi d6. Cé 1&é muc tiéu la st dung hang tuan hodc hang thang.

Néu xay dung mot thit c6 tinh dot pha ngay trong ban chét, ban can xem xét
chu ky tiép nhan céng nghé tr lic bat dau dén ltic pho bién. Xe lai, may cha
Linux, dan am thanh tai nha va 106 vi séng ban dau déu chi dwgc mot phan
khiic nhé thi treong tiép nhan, nhuwng mat hang nam trdi truyén ba va hang
trieu do-la cho marketing méi dugc coi la thong dung.

Trong giai doan dau cua cong ty, thong thuwong ban sé chi c6 mot lwgng nhé
nguwoi theo déi mot cach nhiét tinh va tan tdm. Xy ra diéu nay la do san
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pham mdi ban dau chi hdap dan véi nhitng ngwoi tiép nhan dau tién thoai mai
vGi thay doi, hodc hap dan vdi phan khic thi truong qua khao khat co giai
phap ctia ban dén mitc san sang chiu tiép nhan mot thit van con nhiéu van
de. Nhitng nguoi tiép nhan sém sé 1én tiéng nhan xét, nhung hay coi chirng.
Nhu céau cua ho chwa chac da phan anh nhu cau ctia nhitng ngudi dung dai
ching dong ddo hon va sinh 1gi nhiéu hon. Google Wave ban dau gay xon
xao chud y nhung lai khong thé thu hit sy quan tam cta dai chiing mac du c6
b0 tinh nang manh meé va linh hoat.

Ban mong nhitng nguwdi dung dau tién phdn dnh nhom nguwoi dung dai
ching, tit d6 ban c6 thé vuon tGi thi trong 16n hon — diéu ma Geoffrey
Moore goi la “vuot qua khac biét vé y kién”. Diéu nay khong phai lic nao
cling &p dung dwoc. Ban cling sé khong c6 lwgng chi so giong nhau dé dwa
ra quyét dinh.

Khi do lwvong sy gan két, ditng chi nhin vao mot chi sé thd nhu tan suat ghé
tham. Hay tim ra ddc diém théi quen st dung thong qua ng dung. Chang
han, phat hién ngudi dung dang nhap ba lan mdi tuan ciing thd vi, nhung
thure sw ho lam gi bén trong @ng dung? Nh& dau ho chi danh c¢6 vai phiat moi
lan dang nhap thi sao? Diéu dé la tot hay xau? Co6 nhitng tinh nang nhat dinh
nao ho dung thay cho cac tinh nang khac khong? Co tinh nang nao ho lu6n
dung va c6 nhitng tinh nang ho khong bao gio dong vao khong? Ho ty dong
quay lai st dung hay qua phan hoi e-mail?

Tim dugc dac diém gan két nghia la phan tich dir liéu theo hai cach:

4 Dé tim cach dé cai thién tinh hinh, hdy phan khiic nguoi dung lam diéu
ban mudn ra khéi nhém khong lam vay, va xac dinh diéu khién ho khac biét.
Tat ca nguwoi dung gan két c6 song trong cung mot thanh pho khong? Tat ca
nguwoi dung vé sau déu trd thanh nguwoi cong hién trung thanh cta ban c6
biét dén ban nhd mot mang xa hoi khong? Ngwoi dung moi ban bé thanh
cong c6 déu dudi 30 tudi khong? Néu ban tim dwgec mot tap hgp hanh vi
mong muon & cung mot phan khiic thi cé thé nham vao dé.
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4 Dé xac dinh liéu mot thay doi c6 hiéu qua khong, hay thi nghiém thay
doi dé 1én mot nhém nho nguwdi dung va so sanh két qua cia nhém doé véi
nhom khéac. Néu ban dwa vao mot tinh nang bao cdo mdi, hay tiét 10 né cho
mot nita s6 nguwdi dung dé xem c6 nhiéu hon sé dé tiép tuc dung vai thang
khong. Néu thit nghiém tinh nang theo cach nay ma c6 két qua khong mong
muon — khach hang khéng hiéu dwgc tinh nang méi cé thé tirc gian — thi it
nhat hdy so sanh nhom ngwoi diung tham gia sau khi thém tinh nang vai
nhom nguoi dung tu trede do.

Huwéng tiép can dinh hwdng dir liéu dé do lwong tinh gan két tot nhat can chi
cho ban khong chi mic d6 bam tru ctia san pham hodc dich vu ctia ban ma
con ai bam tru va liéu no Iyc caa ban c6 dugc dén dap khong.

Ty 1é khach hang roi bé

Ty 1€ khach hang r&i bo la phan tram s6 ngudi bé dich vu cta ban theo thoi
gian. C6 thé do lwong chi s6 nay hang tuan, hang thang, hang quy, v.v...
nhuwng ban nén chon mot khoang thoi gian chung cho toan bé chi s6 va bam
lay n6 dé so sanh dé dang hon. VGi mo6 hinh kinh doanh s dung mién phi
hodc dung thit mién phi, ban c6 cd nhom ngwoi dung (khong tra tién) va
khach hang (tra tién), khi d6 ban can theo doi riéng ting ty 1€ rdi bé & ca hai
nhom. Mac du nghe cé vé la chi s6 don gidn nhung c6 mot sé yéu té phirc
tap c6 thé khién hiéu nham, dac biét cho nhitng cong ty c6 ty 1€ tang trudng
bién thién cao.

Nguoi dung khong tra tién “rdi bo” bang cach hiay tai khoan hodc don gidn
la khong quay lai nita; nguwdi dung tra tién roi bo bang cach huy tai khoan,
ngirng thanh todn hodc chuyén vé phién ban khong tra tién. Ching t6i de
xudt dinh nghia ngwoi dung khong hoat dong la ngwoi khong dang nhap
trong vong 90 ngay (hoic it hon). O thoi diém nay, ho da bé di; trong thé
gigi khong ngirng két noi, 90 ngay da la mai mai.
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Tuy nhién, hdy nhé rang ban van c6 kha nang mai ho trd lai dich vu sau do
néu c6 nang cap tinh nang dang ké — giong cach Path da lam khi thiét ké lai
tng dung — hodc néu ban da tim ra cach dé€ tiép can ho qua noi dung hang
ngay, giong cach Memolane thuc hién khi givi ky niém nhitng nam truéc cho
nguoi dung.

Theo nha khoa hoc dif liéu ctia Shopify, Steven H. Noble® giai thich trong
mot bai dang blog chi tiét®, cong thitc don gian tinh ty 18 roi bo 1a:
> http://blog.noblemail.ca/

6 http://www.shopify.com/technology/4018382-defining-churn-rate-no-

really-this-actually-requires-an-entire-blog-post

(S0 nguoi roi bé trong suodt giai doan)/(So6 khach hang trong lic dau giai
doan)

Bang 9-1 biéu dién méot vi du don gian tinh toan ty 1é khach hang rdi bo cua
mot cong ty SaaS dang c6 ban dung mién phi.

https://thuviensach.vn



Thang M6t | ThangHal | ThangBa | ThangTu | ThangNam | Thang Sdu

Nouai ding

Ban déu 50.000 53000 | 56300 59.930 63423 bE.315

M 3000 3600 4320 3,184 6.221 7465

Tong 53.000 56,600 60,920 66.104 72325 79.750
Ngui dung hoat dong

Ban dau 14.151 15.000 13,900 16,980 18.276 19831

Mei 849 500 1080 1.29% 1,335 1.866

Tﬁ;ng 15.000 15.500 16,980 15.276 19.831 21,697
Nouidi ding trd tién

Ban dau 1.000 1.035 1.035 1.049 1.079 1.128

M 60 /2 86 104 124 149

Métd (29) (26] (27] (29] (30] [33]

Tong 1.035 1.081 1.140 1.216 1.310 1.425
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Bdng 9-1. Vi du vé tinh todn ty 1é khdch hang roi bo

Béng 9-1 thé hién nhitng nguwoi dung, ngudi dung hoat dong va nguoi dung
tra tién. Nguwdi dung hoat dong la nhitng ngudi c6 dang nhap t6i thiéu mot
lan trong thang sau khi dang ky. Nguwoi dung mdi tang véi mitc 20% mot
thang, 30% st dung dich vu it nhat m6t lan (trong thang sau khi dang ky), va
2% chuyén thanh khach hang tra tién.

Dudi day 1a cong thiic tinh ty 18 1o bé vao thang Hai:

(26 nguoi dung roi bo trong giai doan/1.035 ngudi dung tra tién vao dau
giai doan) x 100

2,5% s6 khach hang roi bo moi thang nghia la khach hang trung binh & lai
v6i dich vu trong vong 40 thang (100/2,5). Day la cach ban cé thé dung dé
tinh gia tri vong doi cuia mot khach hang (40 thang x doanh thu hang thang
trung binh moi nguwdi dung).

Tinh phitc tap cia ty 1é roi bé

Noble giai thich rang do s6 lwgng roi bo trong mot giai doan nhat dinh bi
anh huéng badi toan bo giai doan, nhung s6 khach hang & dau giai doan lai la
mot con s6 bat dugc lic d6 nén tinh toan ty 1€ rdi bo theo cach nay c6 thé
dan t6i két qua sai léch cho nhitng cong ty khéi nghiép c6 toc do tang truedng
bién thién hodc nhanh bat thwong. No6i cach khac, ty 1€ rdi bo khong thé dem
lam chuan cho hanh vi va quy mo — ban cé thé thu dugc ty 1€ roi bé khac
nhau vGi cung mot kiéu hanh vi ngudi dung néu khong than trong.

Dbé khac phuc diéu nay, ban can tinh toan ty 1é roi bo bang cach tuy phirc tap
hon nhuwng chinh xac hon: tinh trung binh s6 khach hang trong giai doan ban
dang phan tich dé tranh chi nhin vao s6 ngudi c6 dugc ¢ ban dau giai doan:

(So lwgng khach hang roi bé trong giai doan) / {[(S6 khach hang dau
giai doan) + (So6 khach hang cuéi giai doan)]/2}
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Cong thitc nay tinh ra téng s6 khach hang ca giai doan la két qua tét hon, tuy
nhién van con van dé néu moi thit tang trvdng qua nhanh. Néu ban c6 100
khach hang vao dau thang va 10.000 khach hang vao cudi thang, cong thitc
nay cho rang ban c6 5.050 khach hang vao gitta thang — ma c6 khi khong
phai néu d6 thi tang treéng cia ban c6 dang giong cay gay choi hockey. Pa
sO6 nguwoi dung mdi xuat hién vao ntra sau cua thang nén so trung binh khong
c6 tac dung. Ngoai ra, hau hét ngudi roi bo cling nhw vay.

Té hon nita: néu ban dém s6 ngwoi roi bo 1a “ngwdi khong quay lai trong 30
ngay” thi ban dang so sanh ton that thang trwdc véi mirc tang thang nay, viéc
nay con nguy hiém hon vi ban theo doi mot chi s6 thé hién két qua (nhitng
tin xau cda thang tredc). Thé nén dén lic ban phat hién ra diéu gi sai lam thi
dang sang thang tiép theo roi.

Phép toan vé sau con phttc tap hon. C6 hai cach dé don gidn héa né. Cach
thit nhat 1a do ty 1€ roi bé bang nhom, khi dé ban so sanh ngwdi dung méi
v6i nguwoi da roi bé dwa trén thoi diém ho tré thanh nguwdi dung ban dau.
Cach tht hai thi thuc sy don gian, d6 la ly do chung toi wa thich: do lvong ty
1é roi bé moi ngay. Khoang thai gian do lwong cang ngan thi kha nang thay
doi trong giai doan d6 lam sai 1éch tinh hinh cang thap.

SO PO MO HINH KINH DOANH SAAS

Hinh 9-1 thé hién dong di chuyén ctia ngudi dung qua mot mo hinh SaaS,
cung nhitng chi s6 chinh & tirng giai doan.
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Hinh 9-1. Khdch ghé tham, nguoi dung, khdach hang: vong doi cua cong ty
Saa$S

NGHIEN CUU TINH HUONG: CLEARFIT BO THEO DOI SO
LUQNG PANG KY HANG THANG PE PAT TANG TRUONG GAP
10 LAN

ClearFit 1a mot nha cung cdp SaaS phan mém tuyén dung huéng dén gitp
d& cac doanh nghiép nho tim duwgc @ng vién dy tuyén va dvw doan kha nang
thanh cong ctia ho. Lac bat dau, nhitng ngudi sang lap Ben Baldwin va
Jamie Schneiderman dé nghi g6i 99 d6-la/thang (mo6i lwgt dang viéc lam).
Ben gidi thich: “Chung t6i lién tuc nghe rang dang ky hang thang la chia
khoa dan t6i thanh cong cho mot doanh nghiép SaaS. Vay nén dé la huéng
chuing t6i chon, nhwng n6 khong hiéu qua nhw ké hoach.”

Hai yéu t6 lam khach hang cua ClearFit kho hiéu la: méc gid va dang ky
hang thang. Ben va Jamie muon dat gia ClearFit thap hon so tién khach hang
tra dé dang bang thong bao viéc lam (théng thwong hon 300 do-la moi bai
dang), nhung khach hang da qua quen véi diém gia kia dén mitc hoai nghi
vé gia 99 dob-la/thang cua ClearFit. Ben noi: “Ching t6i khong canh tranh
v6i cac bang thong bao viéc lam ma lam doi tac véi ho, nhung lic dé c6 vé
hop 1y néu dat diém gia thap hon dé thu hat sy cha y.” Khach hang khong
hiéu tai sao ho nén trd mét khoan dang ky cho thit ho gan nhu thinh thodng
mé6i dung dén. Theo 10i Ben: “Mot cong ty khi muodn tuyén ngudi thuong
muon lam that nhanh va san sang dau tw vao thoi diém d6. Khach hang cta
ching t6i qua it dé phai can dén mé6t doi ngii HR hodc ban tuyén dung tan
tam lién tuc tim kiém ngudi tai, va viéc tuyén ngudi can bién chuyén thuwong
xuyen.”

Ben va Jamie quyét dinh bo qua lwgt dang ky hang thang thap kia va chuyén
sang mo hinh ma khéach hang ctia ho hiéu dwgc: phi tirtng cong viéc. ClearFit
trién khai mitc diém gia mdi la 350 do6-la cho moi cong viéc (trong 30 ngay)
va gan nhu ngay 1ap titc thu duwgc lwgng ban hang tang ba lan. Khoi lwgng
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tang va diém gia cao hon da day doanh thu 1én mwoi lan. Ben cho biét: “Lic
tang gia la tin hiéu quan trong tGi cac khach hang. Ho hiéu dwgc mé hinh va
c6 thé dé dang so sanh gia tri d6 v6i nhitng giai phap khac ho st dung. Mac
du th chung t6i lam khac v&i dang bang thong bao viéc lam, ching toi
muon khach hang cdm thdy thodi mai khi mua dich vu cia minh va mu6n
phu hgp véi cach ho phan bo tai chinh cho viéc tuyén dung.”

Trong treong hop cta ClearFit, viéc cai tién m6 hinh kinh doanh khéng hé
hop ly. Ben noi: “Ngudi ta khong dang ky thuong xuyén dich vu cat téc,
hamburger hay tuyén dung. Ban phai hiéu khach hang la ai, ho mua nhu thé
nao, tai sao lai mua, va ho tran trong san pham hodac dich vu cua ban ra sao.”

Chuyén hwdng cua ClearFit sang m6 hinh gia moi bai dang cong viéc c6 thé
di ngugc lai vGi tinh chat dya trén dang ky ctia hinh thitc SaaS, nhung cong
ty van tiép tuc thanh cong vang doi v4i mitc tang trudng doanh thu 30% qua
cac thang.

TOM TAT

» Ban dau ClearFit tap trung vao mé6 hinh dang ky dé c6 doanh thu, nhung
khach hang hiéu nham mitc gia thap la dau hiéu ctia dé nghi thiéu chac chan.

» Cong ty chuyén sang mo hinh ghi danh tra tién, va doanh so6 tang gap ba
trong khi doanh thu tang mudi lan.

» Van dé khong phai @ mé6 hinh kinh doanh ma la & viéc dinh gia va thong
diép truyeén tdi cho khach hang trién vong.

BAI HQC PHAN TiCH RUT RA

SaaS la dich vu dinh ky khéng c6 nghia n6 can dwogc dinh gia theo cach dé.
Néu san pham cua ban la san pham ngan han — nhw mét bai dang céng viéc
duy tri trong thoi gian ngan — thi c6 18 sé tot hon néu dé xuat dinh gia giao
dich cao hon. Dinh gia la mot viéc doi hoi phai khéo 1éo. Ban can tht cac
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diém gida khac nhau mot cach dinh tinh (bang cach tiép nhan phan hoi cta
khach hang) va dinh lwvgng. Pirng cho rang gia thap la cau trd 16i; khach
hang c6 thé chwa nhan ra hét gia tri tir dé nghi ctia ban. Va hay nhé rang moi
thi, ké ca gia, déu tao nén “san pham” ban dang gidi thiéu.

MO RONG: BAN MIEN PHi, TANG GIA VA CAC MO HINH PINH
GIA KHAC

Hau hét sy phirc tap ciia mo6 hinh SaaS déu dén twr hai thit: hwéng quang ba
ban lya chon va cac tang gia.

Nhuw da thay, mot s6 cong ty SaaS sit dung mo6 hinh ban mién phi cac tinh
nang co ban (freemium) dé thuyét phuc nguoi ding st dung dich vu, sau do
kiém tién khi nhitng nguwoi nay vugt qua nac nao d6. Huéng thit hai 1a ban
dung thit mién phi ma sau dé chuyén thanh dang ky c6 tra tién néu khach
hang khong ditt khoat hiy sau mot thoi gian nhat dinh. Hueéng thi ba 1a chi
tra tién. Con nhiéu hwéng khac. Moi huwéng lai ¢6 wu va nhwge diém — cach
chi tra tién kiém soat gia, dé doan hon va lap titc cho ban y niém rang dé
nghi cia minh c6 gia tri hay khong; ban mién phi giup ban biét dwgc cach
nguoi ta st dung dich vu va xay dung tin nhiém vd&i ban. Khac biét gitta
nhitng nhém ngudi dung nay c6 thé lam viéc phan tich tré nén phic tap hon.

Loi khuyén thit hai danh cho cach ban phan tang gia. Do khach hang khac
nhau thi tiéu thu san pham & m&c khac nhau nén gia ho tra cé thé thay doi
theo thoi gian. Diéu nay nghia la ban dang lién tuc c6 gang dwa nguwdi dung
1én tang cao hon, va dy doan tang trudng bo sung vao cac yéu td thudc mo
hinh khién viéc du doan va giai thich tién d6é kinh doanh ctia ban cang kho
hon.

Phan 16n chuwong chiing ta néi vé SaaS lam dich vu dwa dén khach hang theo
hinh thitc dang ky hang thang. Nhung con nhitng mo hinh doanh thu khac
nita ciing c6 hiéu qua. Mac du mé6 hinh dang ky quy vé ké hoach tai chinh dé
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doan hon va doanh thu 6n dinh hon nhwng né khéng phai lic nao cling phu
hop véi dé xuat gia tri hay cach khach hang mong muon tra.

NHUNG PIEU MAU CHOT

4 Maic du ban mién phi tao dugc nhiéu chu y nhung thye chat 1a mot chién
thuat ban hang va la chién thuat ma ban can st dung can than.

® Trong SaaS, ty 1€ roi bé mang y nghia bao trum. Néu ban c6 thé xay dung
dwgc mot nhém nguwdi dung trung thanh nhanh hon téc do ho rdi bo, ban sé
thanh cong.

4 Ban can do lwong do gan két ctia nguoi dung tr trede khi ho tré thanh
khach hang, va do lvong hoat dong khach hang tw trede khi ho bién mat dé
luén nam quyén kiém soat tro choi.

4 Nhiéu nguwoi gan mo hinh SaaS véi viéc dang ky thué bao, nhung ban c6
thé kiém tién tir phan mém duwgc mong cho theo nhiéu cach, déi khi con co
hiéu qua 16n.

Cac cong ty SaaS c6 nhiéu diém chung vGi nhitng (tng dung di dong. Ca hai
mo hinh kinh doanh déu quan tdm dén ty 1é khach hang r&i bo, doanh thu
dinh ky va tao dyng du gan két vGi nguoi dung dé thuyét phuc ho tra tién
cho san pham. Ban c6 thé doc Chwong 10 dé tim hiéu thém, hodc chuyén
sang Chuong 14 dé hiéu dwoc giai doan hién tai ctia ban anh huwéng dén chi
so ban can theo doi ra sao.
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Chuong 10

MO HINH THU BA: UNG DUNG DI
PONG MIEN PHIi

M 0 hinh kinh doanh thit ba dang ngay cang ph6 bién la @ng dung di
dong. Viéc ban ng dung di dong ldy tién c6 phéu ban hang kha ré rang —
quang ba tng dung va moi ngudi trd tién mua. Nhung khi ban phat sinh
doanh thu ttr nhitng nguén khac, chang han nhw ndi dung trong tro choi, tra
tién mua tinh nang hodac quang cdo thi mo6 hinh tré nén phitc tap hon. Sau
khi xem xét cudn sach 1at mo6 hinh kinh doanh & Chuwong 7, néu ban quyét
dinh sé thuc hién kinh doanh tng dung di dong thi day sé la phan n6i dung
phan tich danh cho ban.

Ung dung di dong da phét trién thanh mé hinh kinh doanh cong ty khéi
nghiép nho sy di 1én cua hé sinh thai dién thoai thong minh iPhone va
Android. M6 hinh ng dung ctia Apple thi c6 t6 chitc chat ché vi ca cong ty
kiém soat nhitng san pham duwgc cho phép va danh gid cac ban san pham
trinh 1én. Ung dung trén nén tang Android cé thé tai vé tir ctta hang Android
hodc tdi ngoai tir nhitng nguon khac khong bi kiém soét chat ché.

Déi véi Khéi nghiép tinh gon, mé hinh ctta hang tng dung! dit ra mot thach
thitc. Khong giong @ng dung web von dé thye hién thit nghiém A/B va trién
khai lién tiép thi ng dung di dong phdi trdi qua b6 phan gac cong
(gatekeeper) cua ctta hang ng dung — bé phan nay han ché s6 lwgng budc
1ip ma mot cong ty cé thé thue hién va han ché thit nghiém. Ung dung di
dong hién dai hién dang vugt qua cac bo phan gac cong & mirc dé nao do
nh@ dwa vao ndi dung trire tuyén ma khong yéu cau nang cap tng dung thyc
su, nhwng viéc nay can ton nhiéu cong sitc hon dé thiét 1ap. Mot so nha phat
trién Gng ho viéc th nén tang Android trwdc vi dé duwa cap nhat thuong
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xuyén cho ngudi dung hon. Khi nhitng nha phat trién nay da c6 MVP dugc
chap thuan trén Android, ho sé chuyén sang moi truong trién khai kiém soat
cao hon cua Apple. S6 khac chon mét thi truong phu nhé hon (nhu App
Store ctia Canada) va tap trung stta 16i cho san pham & d6 trwdc.

1 Cu thé: Apple c6 App Store va cé thé c6 quyén st dung tén nay. Nhung
con nhiéu ctra hang cho nguwdi dung mua mot tng dung ti* mot nén tang nhw
Android hay Kindle. Ngay dén Wii va Salesforce’s App Exchange ciing c6
chung dong luc ta dang no6i dén ¢ day. Vay nén khi nhac dén “ctra hang ting
dung” (app store), y chiing t6i la bat cit san thi trrong nao ban san pham mai
do nha ché tao nén tang doé tao ra. (TG)

Céac nha phét trién &ng dung di dong kiém tién ngay tr tng dung cua ho theo
nhiéu cach:

N¢i dung tdi vé dugc (vi du ban d6é hodc phuong tién moi)

Tower Madness, mét tro choi Tower Defense (tht thanh) pho bién trén
iPhone, ban thém bo ban do bo sung véi gia ré.

Nhan dang va tuy chinh bé ngoai nhan vat va ndi dung tro choi (tht nudi,
trang phuc cho nhan vat dai dién cua ngwoi choi)

Blizzard ban cac phu kién bd trg khong lién quan dén chién ddu nhu thu
nuoi hay khung hinh éo.

Loi thé (vil khi tot hon, ndng cdp, v.v...)
Draw Something tinh phi cac mau sac gitip vé dé dang hon.
Thoi gian tiét kiém

Cho héi sinh ngay 1ap titc thay vi phai dgi khodng thdi gian dai, mot chién
lwgc duge nhieu MMO nén tang web thong thwong ap dung.
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Loai b6 b6 dém ngugc thoi gian

Tang mitc nang lwong thuwong mat mot ngay dé lam mdi la phwong phap
Please Stay Calm st dung.

Khuyén khich chuyén sang phién ban trd tién

Mot s6 ttng dung han ché tinh nang. Nhw da trinh bay, chang han tng dung
di dong cta Evernote khong cho phép dong bd ngoai tuyén cac tép néu
ngwoi dung chwa nang cap thanh khach hang tra tién.

Qudng cdo trong tro choi

Mot so tro choi chita quang cdo trong dé, ngudi choi phai xem noi dung
quang cao dé nhan dugc tién trong tro choi.

Xét mot tro choi di dong kiém tién tir cac khodn mua do trong tro choi va
quang cdo. Nguoi dung tim duwgc ¢ng dung trong cita hang tng dung bang
cach tim kiém do dwoc trwng bay san nho do pho bién hodc nam trong mat
danh sach. Ngudi dung sé xem xét tng dung — tham khdo xép hang, so luwot
tai vé, cac tiéu dé khac va nhitng danh gia — roi cudi cung tai &ng dung ve.
Sau dé, ho chay tng dung va bat dau choi.

Tro choi sé c6 nén kinh té riéng trong dé (xu vang) co6 thé dung dé mua vii
khi hoac sitc khée nhanh hon so véi chi choi don thuan. Ciing c6 cach khac
la xem quang cdo dé dugc nhan xu vang. Cong ty danh kha nhiéu thdi gian
dé can doi gitta viéc gidp ngwoi choi binh thwong (khong mudn tra tién) thay
théa man trong khi van tim cach khién mua ban hap dan hon (sao cho nguai
choi tra mot khoan nhé). Pay la ché khoa hoc kinh té giao nhau véi tam ly
thiét ké tro choi.

Cong ty sé quan tam dén nhitng chi so chinh sau day:

Luot tdi vé
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Bao nhiéu ngwoi da tai ing dung vé, cting nhw cac chi so lién quan nhw vi tri
xuat hién va xép hang trong ctra hang ng dung.

Chi phi thu hiit khdch hang (CAC)

Ton bao nhiéu dé thu dwgc mot nguwdi dung va thu duwge mot khach hang tra
tién.

Ty 1é chay ting dung
SO phan tram ngwoi tai wng dung vé ma thye sy chay va tao tai khoan.
Phan tram nguoi ding/nguoi choi hoat dong

Phan tram ngudi dung chay tng dung va dung né vdi tan sudt hang ngay va
hang thang: dé la nguwoi dung hoat dong hang ngay (DAU) va nguoi dung
hoat dong hang thang (MAU).

Phan trdm nguoi dung tra tién

Bao nhiéu ngwoi dung trong do sé tra tién dé mua th gi.
Thoi gian dan dén lan mua do dau tién

Mat bao lau ti Iic nguwdi dung kich hoat dén Iic mua do.
Doanh thu trung binh hdng thdng ttr moi nguoi diing (ARPU)

Con s6 nay thu dugc ca tir giao dich va xem quang cdo. Vé co ban, chi so
nay ciing gom ca théng tin cu thé vé tng dung — chang han man hinh hay
muc nao thwong khién ngwoi dung mua nhiéu nhat. Ngoai ra hay dé y
ARPPU cta ban, titc doanh thu trung binh tir moi ngwdi dung tra tién.

Nhdp vao xép hang
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Ty 1é phan tram nguwoi dung xép hang hodc danh giad trén ctta hang ting
dung.

Tinh lan truyén
Trung binh c6 bao nhiéu ngwoi dung khac dwgc mot ngwoi dung moi.
Khach hang roi bo

Bao nhiéu khach hang g&d cai dat ‘ng dung hodc chwa mé n6 trong mot
khoang thoi gian nhat dinh.

Gia tri vong doi khach hang

Mot nguwdi dung dem lai gia tri bao nhiéu tw lic bat dau dén lic ngirng dich
vu.

Ching ta da diém qua mot so chi s6 & trén trong phan tre6c vé mo hinh
SaaS, nhung c6 mot vai chi s6 c6 nhiéu khac biét trong linh vire tng dung di
dong.

SO LUQNG CAI PAT

Theo nha tv van phan tich di dong va phat trién Distimo, viéc dwgc xuat
hién trén ctta hang ¢ng dung c6 tac dong to 16n t6i doanh s6 tng dung?. Mot
tng dung da nam trong top 100 va sau d6 dwoc xuat hién hang dau sé nhay
trung binh 42 bac trén thi truong Android, 27 bac trén App Store cta iPad va
15 bac trén App Store cua iPhone.

2 http://www.distimo.com/wp-content/uploads/2012/01/Distimo-Publication-
January-2012.pdf

Do6i véi nha phat trién di dong, dong luc ctia clra hang ing dung quan trong
hon da s6 nhitng thit khac khi n6i dén viéc tang tién vuwot bac. Pugc trung
bay ngay trang chu App Store cua Apple thwong xuyén sé tang luvu luwgng
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dén trdm lan3. Cong ty phén tich Flurry wéc tinh vao ndm 2012, 25 tng dung
hang dau trén App Store ctia iPhone da chiém gan 15% toan bd doanh thu,
con phan con lai trong top 100 chiém gan 17%. Lenny Rachitsky, nha sang
1ap Localmind, mé6t ng dung vi tri di dong xa hoi la mot phan ctia Year One
Labs, cho biét: “Dwgc xuat hién la mot diéu to tat nhat ting xdy ra véi
ching t6i. Tham chi dwgc xudt hién & vi tri nao trén App Store cling quan
trong vi anh hwdng tGi viéc liéu ban cé xuat hién & phan dé nhin thidy hay
khong.

3 http://blog.flurry.com/bid/88014/The-Great-Distribution-of-Wealth-
Across-iOS-and-Android-Apps

Alexandre Pelletier-Normand, nha dong sang lap Execution Labs, nha thic
day phat trién tro choi, cho rang dwgc xuat hién trén Google Play tham chi
con thu lgi vé doanh thu nhiéu hon khi xuat hién trén App Store ctia Apple.
“Pugc xuat hién trén Google Play tang xép hang ctua ban, va xép hang trén
Google Play thuong kha it bién dong so v&i App Store. Biéu d6 nghia la ban
sé xép hang cao hon trong thai gian lau hon, dan dén nhiéu doanh thu hon.”

Mac du lgi thé canh tranh nay dang dan thay déi — nhin chung doanh thu cac
tng dung it ph6 bién hon dang tang — nhuwng thye té rat don gidn: néu mudn
kiém tién, ban can dwgc xép hang cao trén cac ctta hang tng dung, va viéc
duwgc xudt hién trén do6 cé ich vo cung.

DOANH THU TRUNG BINH MOI NGUOI DUNG

Cac nha phat trién &ng dung di dong lién tuc tim nhiéu cach khéo 1éo dé
kiém tién tir (tng dung cia ho. Ho tip trung vao doanh thu trung binh moi
nguwoi dung (ARPU) véi tan suat hang thang hoac toan bo vong doi. Nhiéu
nha phat trién tro choi ty dwa vao chitc nang do lwong cho ng dung ctia ho
vi khong c6 cach r6 rang nao dé dé dang thu thap dit liéu ti *ng dung.

Néu dang sang tao mot tro choi thi dirng chi quan tdm dén doanh thu. Ban
dang di theo mot ranh gidi méng manh giita ndi dung hdp dan va trai
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nghiém choi gay nghién khién moi yéu t6 déu vui vé, va viéc mua ban trong
tro choi mang lai tién. Tranh “mdc tdi” khién ngudi choi ti bo la viéc kho:
ban can gitt ngudi choi quay lai va moi ban bé choi trong khi van 1y duogc
mot khoan tién tir ho khodng mot bang mai thang (hoac it nhat cling vai do-
la!). Két qua la ngoai ARPU thi mot s6 chi s6 sé lién quan dén kha nang
choi dugc (dam bao tro choi khong qua khé cling khong qua dé va ngudi
choi khong bi bé tac) va dé gan két ctia ngudi choi.

ARPU don gian la doanh thu tao ra chia cho s6 nguoi diung hodc ngwoi choi
hoat dong. Néu ban thoi phong con s6 ngwoi choi hoat dong dé khién minh
trong that ngau, ban sé giam ARPU, vi thé chi s6 nay budc ban phai vach ra
mot moc thue té€ vé khai niém ctia “gan két”. Pho bién nhat thi ARPU dugc
tinh theo giai doan hang thang.

bo6i véi tro choi di dong, co6 thé do gia tri vong doi khach hang (CLV) bang
cach tinh trung binh s6 tién moi nguwdi choi bo ra sau khi roi bo. Nhung c6
thé sé mat (mong la vay!) hang thang hay nam dé mot ngudi choi rdi bé ban
nén sé dé hon néu wdc tinh CLV theo cach ap dung cho cong ty SaaS.

Quay trd lai vi du tro choi di dong mién phi kiém tién nhd mua ban trong tro
choi va quang cdo. Thang nay, tro choi chi c6 trén 12.300 lugt tai vé, va
96% trong do6 chay ng dung va két ndi tGi may chu cia céng ty. Trong so
nay, 30% tré thanh nguwoi choi “gan bé” st dung tng dung vao ba ngay
riéng biét.

https://thuviensach.vn
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Hinh 10-1. Cdch tinh todn toan bé chi so thiét yéu cua ttng dung di dong

Moi nguoi choi gan két tao ra trung binh 3,20 do6-la moi thang vé doanh thu
tir két hgp mua ban trong tro choi va quang cdo. Nhw vay tic 1a lwgt tai vé
thang nay sé tao ra doanh thu la 11.339 do-la (mac du c6 thé mat chut thoi
gian dé cong ty nhan dugc doanh thu d6 vi mo hinh thanh toan cda ctra hang
tng dung). Trong tong sd nguwdi choi, 15% rdi bé moi thang, titc la vong doi
nguoi choi trung binh 1a 6,67 thang (1/0,15). Tt d6 suy ra doanh thu hang
thang cua cong ty nay la khoang 75.500 do-la. Gia tri vong doi nguoi choi la
ARPU nhan v6i vong doi nguoi choi — truong hop nay la 21,33 do-la.

Néu cong ty biét chi phi thu hit ngwdi choi gan bo thi cling cé thé tinh dugc
lvgng moi nguwdi choi dong gop vao doanh thu, lgi titc dau tw vao quang
cdo, va thoi gian can dé héi phuc khoan dau tw thu hit mot nguwdi dung gan
bé. Hinh 10-1 thé hién toan bd viéc thyc hién nhitng phép toan nay.

Mo hinh kinh doanh ctia c6ng ty xoay quanh nhitng con sé nay. Cong ty can
tang s6 lugng tai vé, tang ty 1é gan két, t6i da ARPU, giam thiéu ty 1€ rdi bo
va cdi thién d6 lan truyén dé gidm chi phi thu hat khach hang. Thwong co
mau thuan ty nhién giita nhitng muc tiéu nay — chang han nhw viéc lam tro
choi gay hitng tha hon dé ngwoi choi khong roi bo véi viéc trich suat tién
khién ARPU lén cao — va day la cho can dén nghé thuat va sy khéo 1éo cua
cong viéc thiét ké tro choi.

TY LE NGUOI DUNG TRA TIEN

Co6 mot s6 nguoi choi don gian sé khong bé tién vao tro choi. Va c6 nhitng
ngwoi khac (hay goi la “ca voi”) san sang boé hang nghin do-la dé chiém wu
thé trong tro choi yéu thich. Hiéu dugc sy khac nhau gitta hai nhom — va tim

cach khién ngudoi dung mua do trong tng dung — la chia khéa dan téi mat
ttng dung di dong mién phi kiém dwgc tién thanh cong.

Chi s6 co ban nhat & day la ty 1é phan tram nguwdi dung tra tién mua gi do.
Ngoai chi s6 co ban nay, ban cling muén thwe hién viéc phan khic va phan
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tich nhom. Chang han néu ban biét médt chién dich quang cdo nao d6 mang
lai ngwoi dung cé kha nang cao sé mua do trong tro choi, ban nén chay
nhiéu chién dich nhw thé hon. Ban ciling can tinh t€ vé thi ban gi6i thiéu cho
nguwoi dung trong tro chagi: ca voi sé san sang mua nhiéu do gid cao hon,
nguoc lai, ban dau nén gidi thiéu th gi dé ré cho nguwdi dung chwa ting
mua gi.

Viéc do lvong ARPU gidp ban c6 y twdng rd rang vé so tién nhitng nguoi
dung tra tién dang bé ra. Viéc thuyét phuc ngudi dung da tra tién tra nhiéu
hon c6 thé khéng tao ra tac dong ro rét 1éen ARPU vi phan 16n ngudi dung sé
khong tra tién, nhung hoan toan c6 thé nhich doanh thu mot cach dang ké.
Hay doi x v6i nguoi dung tra tién nhw mot co s@ khach hang riéng biét va
theo doi hanh vi cua ho, viéc ho roi bé va doanh thu tach biét véi nhém
nguoi khong tra tién.

KHACH HANG ROI BO

Ta da tim hiéu chi tiét vé ty 1€ roi bo trong Chuwong 9. Pay ciling 1a chi s6
quan trong doi véi tng dung di dong. Keith Katz, dong sang lap Execution
Labs, mot nha thuic day phat trién tro chagi va ciru Phé Chu tich Monetization
cta OpenFeint, dé xudt theo doi ty 1€ rdi bo theo cac giai doan thdi gian cu
thé:

Theo doi khach hang roi bé sau mot ngay, mét tuan va mot thang vi nguoi
dung bo di vao thoi diém khac nhau vi ly do khac nhau. Bo di sau mot ngay
c6 thé do phan hwéng dan choi qua té hodc khong hap dan nguwoi dung. Bo
di sau mot tuan c6 thé do tro choi caa ban chwa “da chiéu sau”, va sau mot
thang c6 thé do ké hoach cap nhat kém.

Biét khi nao nguwoi dung bo di chi ra 1y do ho bo di va viéc ban c6 thé thw
lam dé gitr ho & lai lau hon.

SO PO MO HINH KINH DOANH UNG DUNG DI PONG
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Hinh 10-2 thé hién dong di chuyén ctia nguwdi dung qua mot cong ty @ng
dung di dong, cung nhitng chi s6 chinh & tirng giai doan.
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Hinh 10-2. Moi thi? trong tting dung di dong déu phadn hoi tré lai ctra hang
tng dung

Nha phat trién game ngudi Bitic Wooga 1a mot bac thay vé chi so. Cong ty
xay dung mot cong thic cho cac tro choi xa hoi thanh cong hoan toan dwa
vao cac con s6 dinh huéng. Cong ty c6 hon 32 triéu nguoi dung hang thang
hoat dong tai 231 qudc gia, va hon 7 triéu ngwoi dung hang ngay. Trong mot
bai bao ctia Wired vao nam 2012, nha sang lap Jens Begemann da chia sé
phuong hwéng tiép can cta cong ty*.

4 http://www.wired.co.uk/magazine/archive/2012/01/features/test-test-test?

page=all

Wooga quay vong lién tuc va phat hanh ban cap nhat hang tuan. Hang chon
mot chi s6 chinh dé tap trung cho mdt ban cap nhat — chang han nhv tinh
duy tri — va xac dinh s6 chién thuat st dung dé cai thién chi s6 d6. Khi ban
cap nhat dwgc phat hanh, cong ty sé do lwong can ké nhitng thay déi va diéu
chinh thich hgp theo d6. Tong cong Jens danh gia 128 diém dit liéu hang
ngay. Néu thay thit gi khong hgp ly v6i minh, 6ng gii né cho cac doi san
pham. Lic d6 moi thi tuy thudc vao ngudi lo sdn pham, ho phai nham tGi
con s dang xét va tim ra diéu gi dang xdy ra va lam sao dé cai thién no.

MO RONG: KIEM TIEN TRONG UNG DUNG VA QUANG CAO

Mot trong nhitng yéu t6 lam phitc tap héa mé hinh nay la phwong phap kiém
tien. Nhu ching ta da thay, c6 rat nhiéu cach cong ty kiém tién tit cac @ng
dung di dong. Mot s6 quang cao chita cac video trong (ng dung; treong hop
khac c6 thé 1a mot “ban tai vé duwgc quang cdo” khuyén khich ngwoi diung
thtt m6t ng dung khac. Khi diéu nay xdy ra, nguwdi dung roi tng dung hién
tai — viéc nay c6 thé gia tang ty 1€ roi bo, gidam do gan két va can trd trai
nghiém.

Cac nha phat trién tro choi phai tim cach dé tich hgp cong cu kiém tién mot
cach than trong, dac biét khi cach d6 khong phu hgp véi cha dé tro choi, va
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phai do lwong tac dong ctia nhitng nguon doanh thu nay vdéi hanh vi sau do
clia nguoi choi.

NHUNG PIEU MAU CHOT
# Cac tng dung di dong kiém tién theo nhiéu cach khac nhau.

€ Hau hét tiéen dén ti*t mot lwong nhé nguwoi dung; nén phan khic nhitng
ngwoi nay va phan tich nhw mot nhém biét 1ap. Chi s6 chinh la doanh thu
trung binh moi nguwdi, nhung ban cling c6 thé theo d6i doanh thu trung binh
moi ngwoi dung tra tién vi nhitng “ca voi” nay qué khac biét.

Céc doanh nghiép di dong rat giong vGi doanh nghiép SaaS: ca hai déu c6
gang gan két ngwoi dung, thu tién tir ho nhiéu lan va giam ty 1é khach hang
roi bo. Ban c6 thé quay lai Chwong 9 dé tim hiéu thém vé cac chi s6 SaaS
hodc chuyén t6i Chuwong 14 dé tim hiéu cach giai doan doanh nghiép cta
ban dinh hwéng céc chi s6 quan trong v&i ban.
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Chuong 11

MO HINH THU TU: TRANG
PHUONG TIEN TRUYEN THONG

Qu&ng cao chi tra cho Internet. Viéc chen quang cao vao noi dung truc
tuyén gio dé dén mic vdi nhiéu cong ty, kiém tién dya trén quang cao la
nguon doanh thu dv phong cho mot tro choi gia ré hodc giup chi tra chi phi
van hanh san pham dung mién phi. Nhiéu website dwa vao quang cao dé chi
trd chi phi nhung rat it trang lam tot diéu nay.

Nhitng trang lam duwgc thwong tdp trung vao nodi dung, c6 gang thu hat
khach ghé tham nhiéu lan — nhitng nguwoi sé danh mot khodng thoi gian dang
ké trén trang va xem nhiéu trang trén do.

Néu mo hinh kinh doanh ctia ban gan giong trang phwong tién truyén thong
thi sy tap trung chinh cta ban la chia sé thong diép cua nguoi quang cao cho
nguwoi xem va kiém tién nho gay an twong, ty 1é nhap chudt vao xem hoac
doanh s6. BO may tim kiém cta Google, trang chu cia CNET va website cta
CNN déu la cac trang phuong tién truyén thong.

Doanh thu quang cdo cé nhiéu dang khac nhau. Mot sé trang kiém tién nho
trng bay bang quang cdo hodc ky cac hgp dong tai trg. Doi khi doanh thu
gan vGi sO lugt nhap vao quang cao hodc sb tién ngam tr cac lién két. Doi
khi don gian chi la quang cao hién thi moi khi c6 sy lién két véi mot khach
ghé tham.

Céc trang phuong tién truyén thong quan tdm chu yéu vao ty 1€ nhap chudt
vao hodc hién thi vi d6 chinh la doanh thu thuc, nhung ho cling can tang téi

da thoi gian khach bé ra trén trang ctia minh, s6 trang ho xem va s6 khach
tham mot 1an (so sanh véi khach tham nhiéu lan), vi viéc nay dai dién cho co
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hoi trinh dién quang cao tdi khach tham — va co hoi cham tGi nhitng nguoi
md&i ma nha quang cao cé thé quan tam.

Hinh dung mot trang tin tic thé thao kiém tién tir cA bon mé6 hinh doanh thu

(tai trg, hién thi quang cdo, nhdp vao quang cdo, va lién két). Trang co
20.000 khach truy cap duy nhat ghé tham trang trung binh 12 lan mdt thang,
va moi lan ghé tham ho lai danh trung binh 17 phut trén trang nay (xem

Bang 11-1).
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Bdng 11-1. Tinh todn luwgt xem trang hdng thdng

Trang nay c6 quan hé doi tac véi mot doi thé thao dia phwong va mét hop

dong lau dai cho hién thi bang quang cdo ctia doi nay trén moi trang phu dé

doi lai 4.000 d6-la moi thang (xem Bang 11-2).

Doanh e o

Vidy

Ghicni

I |

T g i g thing

L0 di

Thea pdng da

G0 bamer it

Ting dingadntii

i

A0

Theo b i tang e

Bdng 11-2. Tinh todn doanh thu tai trg hdng thdng

Trang nay cling c6 hgp dong hién thi quang cao thu lai 2 d6-la cho moi

1.000 lan ngudi xem bang quang cado (xem Bang 11-3).
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Bdng 11-3. Tinh todn doanh thu tr hién thi qudng cdo

Vira 16i 1a nhitng mé hinh doanh thu twong d6i don gian. Nhung cong ty
cling c6 ca doanh thu tra cho moi lwgt nhap chuét. Mot phan bo cuc trang
web thuong dugce dy trit cho quang cao tt mot mang quang cao cua bén th
ba chén quing céao lién quan dén khach ghé tham va ndi dung trang (xem
Béng 11-4).
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Bdng 11-4. Tinh todn doanh thu tir viéc nhdp chudt vao qudng cdo

Doanh thu nhdp chudt vao quang cado phu thudc vao ty 1é s6 khach ghé tham
nhap vao quang cdo va khoan tién tra cho moi lwgt nhap vao dé (khoan tién
nay thwong tuy thudc vao gia tri cia mot tir khoa cu thé). Do do, trang c6 thé
c6 nhitng ndi dung khac biét dé thu hit nhiéu chu dé quang cao sinh 16i hon.

Cudi cung, trang dé ban sach thé thao thong qua quan hé lién két v4i mot
ctra hang sach truc tuyén. Trang giGi thiéu “cudn sach trong tuan” trén moi
trang phu; viéc nay tuy khong tao dugc doanh thu khi ai d6 nhap vao duwong
dan tdi cudn sach nhung van tao dwgc doanh thu néu ai d6 mua cudn séch
(xem Béang 11-5)'.

1 Ty vao mat hang ma déi twong lién két c6 thé tao ra doanh thu tit toan bod
hoat dong mua, khong chi moi mat hang dwgc liét ké trén trang lién két. Néu
mua mot cudn sach trén Amazon va cd mot chiéc may tinh, doi twong lién
két gigi thiéu ban qua cudn sach kiém dwgc mét phan trong doanh s6 may
tinh — diéu nay tao cho Amazon lgi thé rat manh khi canh tranh véi cac bat
dong san quang cao qua lién két. (TG)
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Doanh thu gua lian ket Vidi | Ghichu

Quang cdo ién ket mdi frang 1 Thee o cuc trang web

Quang cAo lién két duoe hidn th 2640000 | SBaudng cdo mobl trang x luet xem

Phan trém nhap vao quing caolién ket | 1.20% | Tly theo hiéu qud quing cio

Tong luat nhdp vao quang cao lién két | 31680 | 56 quang cdohin thix s6 luet
nhip vao quang cao lién ket

Ty 16 chuyen dai tirlién két 430% | Khd nang doi tac lién ket han
(uioc hang

Téng s6 chuyén doi lién ket 136224 | Luetnhdp quing co x tylé
chuyen doi

Gl tr doanh 6 lén két trung binh - [43,50dd-la | Quy mé gid hang cia dol tac lign ket

Tong daanh 56 lién ket 5925744 | Doanh thu lign két taora

d6-a

Phan tram lién ket 104 Phan tram clia doanh thu lién két
c duor

Tong dang gop lién két 592574 | Doanh solién két x 16 ién ket

d6-1a
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Bdng 11-5. Tinh todn doanh thu lién két

Mo hinh lién két thwong phitc tap (va thwong thi nhitng nguwdi diéu hanh
trang khong biét dwgc khach ghé tham mua hang gi — ho chi kiém tra 1a c6
mua hay khong). M6 hinh nay dwa trén nhiéu phéu: phéu dwa khach ghé
tham tdi trang, phéu thuyét phuc khach nhdp vao va phéu thuc hién giao
dich trén mot trang ctia bén thit ba.

Trang thé thao ctia chiing ta tan dung cd bon m6 hinh kiém tién tir phwong
tién truyén thong riéng biét. Bé lam dwgc thi can danh dang ké khoang
khong gian trén man hinh cho nha tai trg, bang quang cdo hién thi, hai quang
cao can truy cap va mot quang cdo lién két mua sach. BPwong nhién viéc nay
sé lam giam gia tri cda trang va danh it cho cho n6i dung gia tri hon khién
khach ghé tham quay lai. Viéc duy tri sy can bang gitta khong gian cho
quang cao va noi dung gia tri kha phuc tap.

binh gia tai tr¢ va quang cao hién thi thwong dugc thwong théao tryc tiép va
tuy thudc vao danh tiéng cua trang vi day la dang ho trg té nhi hon va nha
quang cao mong cO dugc sy tin nhiém. Cac mang lwgi quang cao dinh gia
cho lién két va quang cdo tra tién moi lwgt nhap chudt dya trén viéc dau thau
gitta nhitng ngwoi mua quang cao.

Céac trang phwong tién truyén thong st dung rat nhiéu tinh toan; doi luc ta
cam thdy ching nhuv dwoc thiét ké tir bang tinh chi khéng phai bang trinh
soan thao thuc té, nhiéu chi s6 do chung t6i da canh bao truéc dé cé lién
quan dén nhitng trang truyén théng vi cac trang nay kiém tién nho vao do
pho bién.

Chung quy lai thi cac trang phuwong tién quan tdm dén cac chi so:
Nguoi xem va nguoi roi bo

Bao nhiéu ngwoi ghé tham trang va trung thanh ra sao v6i trang.
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S6 lugng xem qudng cdo (Ad inventory)
SO lwot xem c6 thé quy thanh tién.
Ty gid qudng cdo

Doi khi do bang chi phi moi lwgt twong tac — ban chat 1a so6 tién mot trang cé
thé kiém duwgc ti nhitng vi tri an twgng kia dwa vao noi dung chung va
nhitng nguoi ghé tham trang.

Ty Ié nhdp vao qudng cdo
Bao nhiéu lwgt xem thyc sy chuyén thanh tién.
Cdn doi noi dung/qudng cdo

Can doi giira ty 1é cho trong cho quang cao va ndi dung gitp t6i da hoa hiéu
qua chung.

NGUOI XEM VA NGUOI ROI BO

Chi s6 1o rang nhat doi vdi trang phuwong tién truyén thong la quy moé nguoi
xem. Néu gid dinh mot quang cdo dat dugc ty 1€ nhap chudt vao theo tiéu
chuan nganh, cang nhiéu ngudi ghé tham trang thi ban cang thu duwgc nhiéu
tién.

Theo doi tang truéng qua quy mé nguwoi xem — thwong do bang so luwgng
khach truy cap duy nhat moi thang — la diéu can thiét. Nhung do luong
khéch truy cap duy nhat c6 thé khién ta di chéch huwéng néu tap trung vao dé
qua nhiéu; nhw da Ivu y tredc, sy quan tdm quan trong hon nhiéu so vai luu
lwgng, vay nén biét c6 bao nhiéu khach truy cap mat di cling nhw thém vao
rat quan trong.

Ban c6 thé tinh toan lwgng khach roi bo trén mot trang truyén thong bang
cach nhin vao sy thay doi vé khach truy cap duy nhat trong mot thang nhat
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dinh va s6 khach ghé tham méi trong thang do (xem Bang 11-6).

Thing | Thang | Théng | Thing | Thang | Thing | Thing
Mot | Hal | B | Te | Nam | S

Krachowycapaty | 3000 | 4000 | 5000 | 7000 | 6000 | 7000 | 000

Thaydolsovtithng | A | 1000 | 1000 | 2000 ({1000} 1000 | 1

(hachthammai | 3000 | 1200 | 1400 | 3000 | 1000 | 1200 | 100
(i dau

hich g VA |20 | 40 | 100|200 | 20| I

Bdng 11-6. Tinh toan khach roi bo
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Trong vi du trén, mot website md& vao thang Mot va thu dugce 3.000 khach
truy cap duy nhat trong thang d6. Moi thang, trang lai c6 thém mot so6 lwgng
ngwoi truy cap lan dau duy nhat nhat dinh nhung cling mat di mot s6 khach.
Ban c06 thé tinh s6 khach rdi bé bang cach trtv s6 khach truy cap lan dau duy
nhat cho s6 thay doéi so véi thang tredc — s6 khach méi “bu dap” cho ton that
cua thang trudc.

Luu y doi lac chién dich hiéu qua cé thé che day van dé khach roi bé. Trong
vi du nay, mdc du trang tang dwgc 2.000 khach truy cap duy nhat vao thang
Tw nhung cling dé mat di 1.000 khach nita.

Néu c6 kha nang thtt nghiém nhiéu b6 cuc khac nhau — thit mot bo cuc o it
quang cao hon chang han — trén cac phan khic khach truy céap, ban c6 thé
xac dinh mirc d6 “thué khach roi bé (churn tax)” dang trd cho viéc chita noi
dung quang cao trén trang. Sau do, ban c6 thé can doi con s6 nay vGi doanh
thu kiém dugc nho quang cao.

SO LUQT XEM QUANG CAO

Theo doi khach truy cap duy nhat 1a mot khéi dau tot, nhwng ban can tinh
toan s6 lwgt xem quang cdo nita. D6 1a tong lwgt xem trang duy nhat trong
mot khodng thoi gian vi moi lwgt xem lai 1a co hgi cho khach xem mot
quang cao. Ban c6 thé wéc lwgng danh muc tir cac khach ghé tham va so
trang tham moi 1an, nhung da s6 cac géi phan tich biéu hién con s6 m6t cach
tw dong (xem Bang 11-7).
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Bang 11-7. Tinh toan lugt xem trang

SO lwgt xem thue té dya trén bo cuc trang va so lwong yéu t6 quang cdo trén

moi trang.

KHUON MAU - HIEU SUAT VA TY SO PHIEN TRUY CAP-LUQT

NHAP

Moét yéu t6 khdc cdn quan tdm la ty s6 phién truy cdp-lugt nhdp. Website

nao ciing mat di mot so6 khdch cu thé truéc khi ho ghé tham trang do. Cir

100 Iugt tim kiém trén web co6 dan dén trang cua ban va dwgc nhdp vao thi

khodng 95 gt sé thuc sy vdo trang cua ban. Can bdn diéu nay thé hién

ndm trong s6 nhirng nguoi nay nhdn nut quay lai, hodc thdy trang cua ban

tdi qud ldu hodc doéi y khong muén ghé tham nira.
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Ty s6 giita phién truy cdp (vao trang cta ban) va lugt nhap (ttr cdc lién két
tim kiém hodc duong dan gidi thiéu) la mét chi s6 vé hiéu qua va do tin cdy
cua trang web. Jody Milkey va Phillip Dixon cua Shopzilla da phan tich chi
tiét anh huéng cua mirc cdi thién hiéu qua doi vdi ty s6 phién truy cdp-luot
nhdp khi cong ty xdy dung lgi trang web dé tdi nhanh va 6n dinh hon. Cudi
cung, phién ban lam lai thu dwgc s6 khdch ghé thdm cho trang tang 3-4%.
Nhung chi trong mét thoi gian ngdn, trang lagi chitng lai la két qud cua
nhirng thay doéi dang dién ra va ty sé lai sut giam lan nita. Giit cho mot
trang chay nhanh la cudc chién khong ngirng nghi.

TY GIA QUANG CAO

Ty gid mang lwdi quang cdo trd cho ban dé dang mot quang cao tuy thudc
vao noi dung trang va ty gia hién tai cho mot thuat ngit hodc twr khoa tim
kiém cu thé. Boi v6i trang truyén thong don thuan, ty gia quang cao dugc
xac dinh phu thudc vao cha dé trang web va noi dung ban dang téi. Doi véi
mang xa hoi, thong ké dac diém nhan khau ngudi xem thiic day ty gia quang
cdo. Thong ké khach truy cap sé dong vai tro ngay cang quan trong khi cac
nén tang mang xa hoi nhw Facebook gidi thiéu quang cdo ctia bén tht ba tuy
thudc vao phan khic ngudi dung — ban sé dwoc tra tién dwa trén khach ghé
tham cua ban la ai thay vi viéc trang cua ban chita ndi dung gi.

CAN POI NOI DUNG/QUANG CAO

Quyét dinh 16n ma trang truyén thong nao cling phai dwa ra la 1am sao dé chi
trd h6a don ma khong ban hét. Viéc nay biéu hién r6 theo hai cach. Thit nhat
la khong gian quang cdo: qua nhiéu quang cao dan dén ndi dung té hai va
long trung thanh ctia khach ghé tham giam sut. Thit hai la ndi dung: néu néi
dung dugc viét dé thu hat nhitng tiv khoa quang céo sinh 1gi thi sé cam giac
bi gwong ép va trong c6 vé nhu dwgc tra tién dé quang cao.

Thiét ké bo cuc va phong cach viét noi dung la nhitng van dé vé nghé thuat,
nhung nhitng quyét dinh nghé thuat do lai c6 1gi cho qua trinh phan tich.
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Néu nghiém tic vé mat ndi dung, ban can thir nghiém cac bé cuc khac nhau
dé xac dinh doanh thu-khach rgi bo, va cac noi dung viét khac nhau dé xac
dinh gia tri gitta noi dung va quang cao.

Co6 mot s6 cong cu thuwong mai ho trg viéc nay. Chang han, Parse.ly phan
tich ndi dung nao thu hit nhat. Ban ciing c6 thé phan khtic cac chi s6 chinh
nhv doanh thu hodc phan tram khach ghé tham roi khéi mot trang cu thé
theo tac gia, chu dé hoac bé cuc.

SO PO MO HIiNH KINH DOANH PHUONG TIEN TRUYEN THONG

Hinh 11-1 thé hién dong di chuyén ctia ngudi diung qua mot cong ty phuong
tién truyén thong, cung nhitng chi s6 chinh & tirng giai doan.

https://thuviensach.vn



(R L R R Y L E e R R

ERAFFERRERRAERD A

O

JAEssEEINIREE,

THOAT LUON

RS A EEEE

&

R R L R R

DANGKY
Ty ledang ki

a ]
R e RN

Ti1& nhd vio

AL ERESRN LRI NN ERERASI LA R YRR R RNERISILERARNLRN S]]

@

R R e AR
"

®

SEEAEEERAFEE R AT AR
]

O
GAN BO TREN TRANG

[ s
[ 8
W W
# i
[ i
[ [
" A
. A
[ [
¥ 4
[ [
[ [
. W
[ [
. B
& 4
[ L]
W i
[ [
i [
" ¥
. .

s
] ]
L T T R
asdsmEssrarnEeTEEd
s B
- -

=
s &
. .

=
s a
- A
a 0}
SEApEEREERREERNS AL ianE

o

DOANH THU QUANG CAO

EEAET R RN F AR F R RNy
.

S bt 32 Ci philf st
=Pt

%1 10 et 22 Danh £
~ Doanh hu fén kit

Ty 1E nhdp vau 3¢ Gid 0C
=Dioanh th 2RC

-
-
L]
L]
L
=
-
*
L ]

CHIASE seee

Lan truyén
Thift it w by

L R L e L LR Y

©

ER RS RS EA P EE N EE SN EEE R RN S

https://thuviensach.vn



Hinh 11-1. Viéc tinh toan gia tri cua khdach hang trén cdc trang thong tin
truyén thong rat phirc tap

MO RONG: LIEN KET AN, AM THANH NEN, CHAN QUANG CAO
VA PAYWALL

Sy da dang cac m6i quan hé kinh doanh trong truyén thong tryc tuyén c6 thé
khién viéc tim ra chi s6 hiéu suat chinh (KPI) tré nén phitc tap. Duéi day la
bon vi du vé cac yéu té phirc tap ban can cha y.

Mo hinh lien két an

Pinterest — &ng dung ghim hinh anh truc tuyén — tirng thay d6i URL cua
nhitng bitc anh san pham nguwoi diung da tai 1én bang céng cu Skimlinks.
Nhung khi trang phat trién, doanh thu tir lién két nhanh chéng tdng vugt xa
cac mang lién két 16n khac?, va mé hinh lién két 4n di dugc mang ra ap
dung?.

2 http://www.digitaltrends.com/social-media/pinterest-drives-more-traffic-to-
sites-than-100-million- google-users/

3 http://llsocial.com/2012/02/pinterest-modifying-user-submitted-pins

Pinterest c6 thé kiém tién nhanh chéng tr lwu lwgng truy cap nho thu thuat
nay, va khong chi quan tam dén so6 lwgng nguwoi dong gép noi dung (chi so
ndi dung do nguwoi dung tao ra, hay UGC) ma con dén kha nang ai do sé
nhap vao anh va thyc hién mot giao dich tiv d6. Viét lai lién két 1a mét cach
tot dé kiém tién nhd ndi dung ngudi dung tao ra ma khéng can quang cao —
bién moi tht dwgc dang thanh quang cdo mot cach hiéu qua — nhuwng lam
phttc tap h6a mo6 hinh kinh doanh, va cé thé gay tac dung nguoc.

Am thanh nén
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Trong mot thir nghiém, cac quang cao trong khong chira thong tin c6 ty 1é
nhap vao khoang 0,08% — twong dwong véi mot sd chién dich c6 tra tién®.
Quéng cao moi nhitng ngwoi nhap vao giai thich tai sao lam vay; nhitng
ngwoi phan héi duge chia déu thanh nhém chi do to0 mo va vo tinh nhap vao.
Néu quang cao cua ban tao doanh thu khéng kha kham hon am thanh nén
ma quang cao trong dat dwgc, ban can tim hiéu ly do.

4 Mot nghién cttu vao thang Sau ndm 2012 do Qu§ nghién citu Quang céo
ti€én hanh trén ntra triéu lwot xem quang cado cho ra két qua nay; ty 1é nay
thay doi tuy loai trang. Tham khao
http://adage.com/article/digital/incredible-click-rate/236233/. (TG)

Chan quang cao

Nguoi dung biét ky thuat doi khi cai phan mém chan quéng cédo trén trinh
duyét cho phép chdn quang cao tir cac cong ty cung cdp quang cao duwgc biét
tGi. Viéc nay giam lugt xem quang cdo cua ban va cé thé lam phép phan tich
cta ban bi r6i tung. Reddit trén thuc té c6 chay mot s6 quang cao chira noi
dung vui nhon, tro choi nhé hodc tin nhan cdm on khach ghé tham khong
chdn quang cao.

Paywalls (Birc twong phi)

Khoéng hai long vdi doanh thu tir quang cdo tryc tuyén, mot so trang truyén
thong chay cac paywall thu phi nguoi dung truy cap noi dung. Mo hinh
paywall chay hién thi tir hinh thitc déng gép tw nguyén (thuong duwdi dang
ctra s6 quang cao (pop up) khi khach Ian dau ghé tham) cho téi trang tra phi
hoan toan chita noi dung chi truy cap dwoc khi tra phi dinh ky.

Mot s6 trang truyén thong st dung kiéu khodng ngan gitra, cho phép khach
c6 thé truy cap mot phan bai bdo moi thang nhu trong Hinh 11-2, nhung
phai trd phi dé doc vugt gidgi han nay. Nhitng trang nay dang c6 gang tao can
bang gitta ndi dung “gidi thiéu” (vi du mot bai bao dugc nhac dén trén
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Twitter c6 thé tao doanh thu quang cdo) va noi dung “dang ky” (khi trang dé
la nguon tin hang ngay chu yéu cta nguwdi dung).

You have read 9 of 10 free articles this month,
.'Nﬂllﬂﬁfk Aveacy 1 subscrber?Log e

el
VLI 1 i b 0

Hinh 11-2. Sv gia tdng khéng thé ngdn chdn cua paywall

Mo hinh paywall lam phttc tap viéc phan tich vi cé sw danh d6i gitta doanh
thu quang cao va dang ky, va vi c6 mét phéu thuwong mai dién tit md@i can do
lvong: nd lwc chuyén déi khach ghé tham dwoc gidi thiéu thong thwong
thanh khach dang ky tao doanh thu dinh ky.

NHUNG PIEU MAU CHOT

# Daéi vdi trang phuong tién truyén thong, doanh thu quang céo la trén hét —
nhung quang cdo c6 thé bao gom mo6 hinh quéng cao hién thi, xem gi trd nay
(pay-per-view), quang cdo tra tién (pay-per-click), va mé hinh lién két, vi
thé, viéc theo doi doanh thu rat phitc tap.

https://thuviensach.vn



¢ Cac trang phuong tién truyén thong can cho trong (dudi dang dong mat
nhin ctia khach ghé tham) va mong mu6n nho ndi dung thu hit nhém nguoi
ma cac nha quang cdo muon.

€ Rat khé dam bao can doi gitta ndi dung hay va da s6 quang cao dé tra chi
phi.

Cac trang phuong tién truyén thong tredc day tu tao ndi dung riéng dudi
dang blogging, video va nhitng bai bao twong thuat. Nhung ngay cang nhiéu
n6i dung truc tuyén hién nay la do chinh nguwoi dung tao ra. Néu mudén tim
hiéu thém vé mo hinh kinh doanh ngudi dung tao ndi dung va nhitng chi so
can theo doi, hay doc tiép Chuwong 12. Con néu ban muon di thang dén cac
giai doan ctia mot cong ty khdi nghiép va tac dong cta ching dén doanh
nghiép truyén thong cta ban, hay chuyén sang Chuong 14.
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Chuong 12
MO HINH THU NAM: NOI DUNG
NGUOI DUNG TAO LAP

Ban c6 thé cho rang Facebook, reddit va Twitter la cac trang phuong tién

truyén thong, va ban da ding: ho tao ra doanh thu nho quang cao. Nhung
muc tiéu chinh cta ho la 1ap ra mot cong dong gan két tao ra ndi dung.
Nhitng trang c6 muc tiéu twong tw nhw Wikipedia tao doanh thu ttt nhitng
nguoén khac, chang han nhw nho quyén gop.

Chung t6i goi day la cac trang ndi dung do nguoi dung tao lap (UGC).
Nhitng trang nay dang dwoc xép vao mo hinh kinh doanh riéng vi quan tam
chinh cua ho la sy phat trién cia céng dong tao ra ndi dung; néu khong cé
hoat dong cta nguwdi dung, trang sé ngirng hoat dong vinh vién. Néu ban da
quyét dinh tham gia vao mo hinh UGC thi chwong nay sé giai thich nhitng
chi s6 ban can theo doi.

Trong mo6 hinh nay, ban tap trung vao viéc tao 1ap ndi dung hay, tic la
khong chi cac bai dang va tai 1én ma con ca nhitng binh chon, binh luan, gan
cO spam va cac hoat dong gia tri khac. UGC xoay quanh sy doi dau giita noi
dung hay va dg, va ty 1é gitta nguoi dung la nguoi chi lwét qua hay nguoi
sang tao ndi dung. Pay 1a phéu gin két!, twong ty nhw cac phéu chuyén dai
co ban ctia mo hinh thwong mai dién t&@ — chi khac la thay vi hwéng dén viéc
mua, ban lai lién tuc c6 gang dwa lwgng nguwdi dung ctia minh 1én mic do
gan két ngay cang cao hon, bién nguoi lwét qua thanh nguwdi binh chon,
nguoi binh chon thanh ngwoi binh luan, va c thé tiép dién.

1 Charlene Li ctia Altimeter Group goi khai niém nay 1a kim ty thap vé do
gan két. (TG)
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Wikipedia la mot vi du vé trang UGC — c6 noi dung hay, dang tin cay, c6
trich dan tham khao ro rang gitip cho trang; nhitng tran chién nay l¥a hodc
chinh stta thwong xuyén gitta hai nguwoi déng gop dang canh tranh thi rat
khong t6t cho trang. Twong ti mot trang thwong mai dién tir tao phéu tir cac
bwdc ma ngwdi mua phai tién hanh, mét trang UGC do lwong ty 1é nguoi
dung st dung theo nhitng cach nhat dinh. Doanh thu thuwdng dén tir quang
cao hodc quyén gop, nhung do chi la phu so v6i cot 16i cia moé hinh 1a nguoi
dung gan bo.

Xét mot mang xa hoi tap trung vao chia sé lién két nhu reddit chang han. Bat
c? ai cling c6 thé doc ndi dung va chia sé nho nut xa hoi trén trang web. Khi
nguwoi dung cé tai khodn, nguoi dé cé thé binh chon noi dung hay hoac dé,
binh luan vé noi dung hodc tw dang ndi dung ctia minh. Ngwoi do co thé tao
thdo ludn nhom riéng xoay quanh mot chu dé. Va cling c6 thé dung tai
khoan cua minh dé nhan tin cd nhan cho nguwdi dung khac.

Cac cdp do gan két tao ra mot phéu ty nhién, tir nhitng ngudi dung hoan toan
khong gan két, chi lwét qua mot lan cho t6i nhitng nguwoi cuc “ghién”. Mot
trong nhitng chitc nang c6t 16i cda trang la thu hut ngwdi dung mot lan va
bién ho thanh ngwoi dung c6 tai khoan, va sau cung la nguwdi cong tac. Hinh
12-1 thé hién mot vi du phéu gan két, va liét ké nhitng gi ma reddit,
Facebook va Youtube gan cho cac cap do gan két. Lwu y rang khong phai
trang UGC nao ciing c6 toan bo nhitng cap do nay.

https://thuviensach.vn
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Hinh 12-1. Mang xd héi nao trén thé gidi ciing chi muén ban yéu quy né
thoi

Tinh gan két tang dan khong chi ding véi moi website — dé con la kiéu mau
xay ra sudt trén mang. Twitter cling twong tw nhu reddit: ngwoi ta dung dé
néi chuyén, chia sé va binh ludn vao céac lién két. Thay vi tinh nang up-
voting (ung ho) thi lai c6 nut retweet; thay vi tinh nang down-voting (phan
doi) thi lai c6 tinh nang chan. Flickr, Facebook, LinkedIn va YouTube déu
c6 cac cap do gan két kha giong vay.

Cong ty UGC quan tam dén mot vai chi sO0 nita ngoai nhitng chi s6 trong
Hinh 12-1:

S6 khdch ghé tham gan bo
Tan suat ngudi dung quay lai trang va ho & lai bao lau.
Mitrc do6 sang tao noi dung

Ty 1€ khach c6 twong tac ndi dung bang hinh thitc nao do, tir sang tao cho
dén binh chon ndi dung.

Thay do6i phéu gan keét

Trang chuyén nguwoi dung 1én cac mirc gan két hon vé ndi dung theo thoi
gian dat hiéu qua ra sao.

Chia sé va lan truyén néi dung
NoOi dung dugc chia sé ra sao va viéc nay thuc day tang tredng thé nao.
Tinh hiéu qua cua thong bao

Ty 1é nguwoi dung c6 tuwong tac voi push, e-mail hay hinh thitc khac khi dugc
nhac.
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SU GAN KET CUA KHACH TRUY CAP

Trang UGC thanh cong khi khach ghé tham tré thanh nguwoi dung thuong
xuyén. Nhu da tim hiéu veé ty 1é khach roi bé cua SaaS, ching ta hiéu dugc
chi s6 qua tinh st dung gan day — ti¢c la 1an cudi c6 ngwoi quay trd lai trang
la khi nao? Mot cach nhanh chéng dé tinh dwgc con s6 nay la ty s6 ngay-
tuan: c6 bao nhiéu khach ghé tham ngay hom nay ciing ghé tham trudc dé
trong tuan? Pay la chi s6 cho biét nguwdi ta c6 trd lai thwong xuyén hay
khong ké ca khi nguwoi dung khong tao tai khoan.

Mot chi s6 nita la s6 ngay trung binh ké tir Ian cudi ghé tham mac du ban
can loai bé nhitng nguwdi dung viegt qua gidi han gat bo (chang han 30 ngay)
khi tinh chi s6 nay, néu khéng nhitng nguwoi dung da bé di sé lam sai 1éch
con sO cta ban. B6i v6i ngudi dung cdé tai khodn va c6 hoat dong, ban c6 thé
do do gan két bang cach khac: s6 ngay ké tir bai dang cudi, s6 binh chon moi
ngay, v.v...

TAO LAP NOI DUNG VA TUONG TAC

Mtc do tham gia cta nguoi dung khac biét ro rét trén trang UGC. Trén
Facebook, moi ngwoi dung dang nhap dé lam nhiéu thi ngoai viéc xem
thong tin ca nhan vi d6 la mot “khu vuon twong vay kin” chita ngi dung
trong do6. Reddit thi c6 tinh m@& hon nhung van c6 mot ty 1€ 16n ngwoi dung
c6 dang nhap vi do 1a yéu cau dé binh chon tng hd cac bai ding?. Nguoc lai,
cac trang nhu Wikipedia va Youtube la nhitng dich vu c6 phan 16n nguoi
dung don thuan chi tiéu thu néi dung nén phdai dwa vao nhitng tin hiéu bi
dong nhw dit liéu dwong dan hodc thoi gian trén trang lam tiéu chuan danh
gia.

2 Ciing c6 thé vi quy trinh ding nhap khéng yéu cau x4c nhan qua e-mail —
tirc 1a ngudi dung c6 thé an danh. (TG)

Do twong tac cling c6 sy khac biét 16n tiy vao viéc ban dang yéu cau nguoi
dung lam. Vai nam truédc, Rubicon Consulting cong b mot nghién cttu vé ty
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1é tham gia vao cong dong tric tuyén. Nghién citu xem xét tan sudt nhitng
nguwoi phan hoi thye hién cac hoat dong nhat dinh trén mang. Theo Hinh 12-
2 ¢6 su chénh 1éch 16n vé d6 gan két.

https://thuviensach.vn



TILETHAN GIATHE LOA K61 DUNG

Mo e Comsaig
)
. {himgBaocir
" il
Al e — o —— — — — - et
g Enmitai
) E I EEEEENE B it
i aEEEN
{habng o
i ity
= | Hilnwithig

{hang
iy

J
W= . EEE B [ gt
B R EEE E W B tiniing

g e T gy
O 4
§ 2 & 8 F 8 £ & ¢ i
:.:.. '-:‘I' a e E
S w3 3 ¥ 3 % 3
F 0w o r | £ T E
$ s F 5 5 42 §°
Vi Kz | 'E z 2
1 ) i, T
- g I Z ¥
b = g s =
fou ; g
: S
g,
I'E.

https://thuviensach.vn



Hinh 12-2. Qud nhiéu viéc can lam cho cong dong nhung lai c6 qua it thoi
gian

Ban dau, cac trang UGC can gidi quyét van dé lam viéc nao tredc. Ho can
ndi dung dé 16i kéo ngwoi dung, va can ngwoi dung dé tao 1ap noi dung. Doi
khi ndi dung c6 thé bat nguon tr noi khac: Wikimedia ban dau dinh tr&
thanh mét trang do cac chuyén gia viét, nhung sau d6 da chuyén huwéng
thanh mo6 hinh cong dong cting chinh stta — trang da vugt qua duwgc van de
“con ga va qua trirng” nho xac dinh ndi dung ding cho ngay tir dau.

Ty 1€ tao lap ndi dung va ty lé tham gia rat quan trong ngay twr dau. Veé sau,
cau héi sé chuyén thanh noi dung hay c6 dwgc dwa 1én dau khong hay nguoi
ta c6 binh luan vé ndi dung dé khong — do6 la nhitng dau hiéu cho thdy nén
tang nguwoi dung cé quan tdm dén thao luan va dang xay dung mot cOng
dong.

THAY POI PHEU GAN KET

Trén reddit c6 nhiéu tang gan két: mirc lwét qua, binh chon, binh luan, dang
ky v@i subreddit, gti lién két va tao subreddit. Moi tang dai dién mot mitc
do tham gia va tao 1ap noi dung cua ngwoi dung, va moi loai nguoi dung lai
thé hién mot gia tri kinh doanh khac cho cong ty. Moi trang UGC déu c6
mot phéu giong nhau, mac du cac budc cé thé khac nhau.

Cac budc trong phéu khong loai trir 1an nhau — chang han mét ngudi cé thé
binh luan ma khong binh chon — nhung nhitng budc nay nén dugc sap xép
theo thit ty giad tri tang dan d6i v6i mo hinh kinh doanh khi nguwdi dung
chuyén dich qua phéu. N6i cach khac, néu ai d6 dang ndi dung ban thdy
“hay hon” so vGi nguoi khac chi don thuan chia sé mot cau chuyén thi nguoi
d6 dang ¢ tang cao hon trong phéu. Mau chét la chuyén cang nhiéu ngudoi
dung sang tang sinh lgi nhiéu hon cang t6t (tao nhiéu ndi dung hon va lya
chon ndi dung hay hon c6 kha nang phé bién).
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Mot cach hinh dung viéc nay la so sanh tang gan két theo thoi gian. Viéc nay
rat giong véi mo hinh kich thich mua nhiéu hon trong SaaS: d6i véi mot
nhom ngudi dung nhat dinh thi mat bao lau dé dwa ho chuyén t6i giai doan
gia tri hon trong phéu gan két? Dé kiém tra diéu nay ta hay phan phéu theo
giai doan thoi gian (theo thang chang han) hodc theo nhém (xem Bang 12-
1).
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Néu gia st nguwoi dung ¢ moi tang trong phéu gan két thiwc hién tit ca cac
hoat dong “di trwéc” & trén — chang han nguwdi binh luan binh chon, nguoi
dang binh luén, v.v... — thi ta c6 thé biéu dién thay doi theo thoi gian dudi
dang biéu do c6t chong & Hinh 12-3.
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Hinh 12-3. Ban c6 thé chia nguoi diung vao cdc nhom riéng biét dua trén
hanh vi khong?

Biéu d6 giup ta hinh dung dugc tang trwdng & moi phan khic nhwng khong
thuc sw néu ra khau nao trong qua trinh gan két dang tién trién tot 1én hay
xdu di. € biét diéu nay, trwdc hét ta can tinh toan ty 1é chuyén doéi trong
phéu gan két cho tirng thang nhw Bang 12-2.
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Khi biét dugc ty 1€ chuyén déi & tirng giai doan thi ta c6 thé xem xét nhitng
sy thay doi twong doi cta ty 1€ ti thang nay t6i thang khac nhw Bang 12-3.
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Nho dit liéu nay, ta c6 thé biét dwgc phan nao da chuyén bién t6t 1én hodc
xau di dva trén thay doi da thyc hién hodc trdi nghiém khac nhau mot nhom
cu thé c6 trén trang ra sao. Chang han, mot ty 1€ nhé hon khach truy cap mot
lan da trd lai trang vao thang Ba, nhung mot ty 1€ nguwdi 16n hon thé binh
luan va tao bai dang trong thang do6. Biéu nay cho phép ta dwa ra thay doi va
ti€p tuc bam sat tién do.

Sau cung ban sé dat dwgc mot phéu gan két “binh thwong” khi c6 mot ty 1é
nguwoi tham gia o6n dinh vao tirng giai doan. Diéu nay la 6n; cac trang UGC
c6 duwong cong hiéu sudt tao 1ap ndi dung, theo dwdng nay thi mét s6 luwgng
ngwoi nho lai tao ra phan 16n ndi dung. Chiing t6i sé trinh bay mot sé vi du
ty 1é chuyén d6i ly twdng ctia phéu gan két @ Chuong 27.

GIA TRI NOI DUNG TAO LAP

Noi dung do ngudi dung tao 1ap déu c6 gia tri. Po6 c6 thé la s6 khach truy
cap duy nhét nhin thdy ndi dung (nhw truong hgp trang Wikipedia), so lugt
xem trang thé hién s6 lwgt xem quang cdo (Facebook) hodc mot cach do
lwong phitc tap hon nhw doanh thu lién két tao ra nhd nhap vao noi dung
nguodi ding ding (nhw mo hinh lién két Pinterest)?.

3 Truc do, ching toi da canh bao ring s6 khach ghé thim duy nhat 14 chi s6
ao nhung do la khi ap dung cho tang tredng trang. Khi do lwong gia tri mot
mau nodi dung doc lap thi dé 1a mot ty 1€ hitu ich. (TG)

Bat ké ban danh gia ndi dung thé nao di nita, ban sé mudn do lwong n6 bang
nhom hodc phan khic lwu lwgng. Néu dang c6 quyét dinh cho dau tu dé thu
hat khach tham, ban sé mudn biét cac trang gidi thiéu nao mang lai nguoi
dung gia tri. Ban c6 thé tim kiém mot doi twgng cu thé (nhw Mike
Greenfieldng da lam khi so sanh do gan két va xac dinh gia tri phan khuc
ngudi ding trén Circle of Friends va két qua 1a trién khai Circle of Moms)*.
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4 Xem lai “Nghién citu tinh huéng: Circle of Moms khdm pha con dudng
dén thanh c6ng” & Chuong 2. (TG)

CHIA SE VA LAN TRUYEN NOI DUNG

Trang UGC phat trién chinh nhd hanh vi ctia khach truy cap, va mau chét
trong nhitng hanh vi do6 la chia sé. YouTube kiém tién ti* ndi dung nguoi
dung, dva trén cac video pho bién c6 do lan truyén cao dé thu hut lvu lvgng
truy cap va khong gian quang cdo. Néu trang cua ban la mot khu vueon
khong bi vay kin — titc 1a ngudi dung c6 thé chia sé thda thich véi thé gidi —
thi viéc theo doi cach thitc chia sé noi dung la rat can thiét. Viéc nay lai it
quan trong hon véi cac trang kiéu vieon cé twong vay kin nhw Facebook von
c6 muc tiéu la gitt ngwoi dung bén trong tng dung.

Mac du tweet va thich ndi dung cting hitu ich, hay nh& co6 rat nhiéu hoat
dong chia sé dién ra qua cac hé thong khac — chang han RSS feeds va e-
mail. Trén thyc té, hang Tynt ché tao cong cu cho cac nha xuat ban gan thé
viéc chia sé khi mot duwong dan dugce sao chép va dan, wéc tinh 1én tGi 80%
hoat dong chia sé dién ra qua e-mail°.

> http://www.mediapost.com/publications/article/181944/quick-whats-the-

largest-digital-socialmedia-pla.html
Ban muon theo doi cach ndi dung dwoc chia sé vi nhiéu ly do:

4 Ban can biét liéu minh c6 dang dat dugc mitc do lan truyén dua duy tri
cong ty khong.

4 Ban mudn hiéu cach néi dung dugc chia sé va vGi ai. Néu moi nguoi doc
gtti mot URL cho nguoi khac va nguoi dé sau nay quay tr@ lai trang, ban
can biét lwgt tham do 1a két qua cua lugt chia sé vi gia tri ndi dung khong chi
¢ lwgt quang cdo no thé hién ma con & lwgt ghé tham thém no tao ra.
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® Theo doi gitup ban biét c6 nén can nhac st dung chién lwgce kiém tién kiéu
paywall khong.

TiINH HIEU QUA CUA THONG BAO

Trudc day, ching ta tirng thiét ké moi thit chuyén biét cho Web. Nhitng nam
gan day, cac nha thiét ké lai tap trung vao nhitng thiét bi di dong véi tranh
cai vé “thiét ké cho di dong” hay “di dong trwdc”. Nhung cé ly do hop ly dé
tin rang twong lai cua cac wng dung khong phai la tinh di dong — d6 la thong
bao.

Thiét bi di dong ngay nay nhw bé nao nhan tao. Ta dwa vao n6 dé dugc nhac
nha& cac budi hop, bdo cho chiing ta khi cé nguwoi khac dang nghi vé minh va
giip ta tim duwong vé nha. Cac céng nghé trg ly thong minh nhw Siri va
Google Now sé chi tang cwong tinh thong bao théi. Hién nay cac hé thong
thong bao trén thiét bi di dong da nhw mot trén chién réi, véi viéc da cac
ing dung gianh giat dé duoc ta chad y.

Trong mo hinh UGC, kha nang lién tuc kéo nguoi dung quay lai ¢ng dung
thong qua cac thong bao la mot phan quan trong dé duy tri do gan két.

Fred Wilson goi thong bao di dong la thi thay do6i ca cudc choi: Cac thong
bao trd thanh cach thirc chinh ma t6i dung dién thoai va tng dung. Tai it khi
mé& Twitter tric ti€p. T6i thdy minh c6 “10 lwgt @nhac dén mdi” va nhap
vao thong bao dé di thang dén cot @mention ctia Twitter. T6i thdy minh c6
“20 lugt checkin méi” va nhap vao thong bao dé di thang dén cot ban be
Foursquare.

Ong dwa ra ba 1y do chinh khién day 1a mot chuyén déi to 16n°: Truwéc hét,
né cho phép t6i dung duwgc nhiéu tng dung gan két trén dién thoai hon. T6i
khong can hét cac @ng dung trén trang chinh. Mién la t6i nhan dwgc thong
bao khi c6 twong tdc mdi thi téi chang can quan tdm may @ng dung dé nam
dau trén dién thoai nita.
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® http://www.avc.com/a_vc/2011/03/mobile-notifications.html

Thit hai, t6i c6 thé cai bao nhiéu ng dung giao tiép tuy thich. Hién tai toi c6
SMS, Kik, Skype, Beluga va GroupMe trén dién thoai. To6i c6 thé cai thém
rat nhiéu nita. Toi khong can trung thanh véi bat ky hé théng giao ti€p nao,
chi can trung thanh véi hop thong bao ctia minh thoi.

Va cudi cung, man hinh théng bao chinh la man hinh chinh. Khi mé dién
thoai, d6 chinh la viéc dau tién toi lam.

Ban do lwong do hiéu qua cta théng bao gan nhw giong vGi do lwong ty 16
phan phoi e-mail: ban giti mdt s6 lwgng tin nhan nhat dinh, va mot sé tin
nhan trong do sé tao ra két qua ban mong dgi. Diéu nay ding vdi bat ké tin
nhan nao dwgc gii qua e-mail, SMS hay ng dung di dong.

SO PO MO HINH UGC

Hinh 12-4 thé hién dong di chuyén ctia nguwdi dung qua mét cong ty UGC,
cung nhitng chi s6 chinh & tirng giai doan.
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Hinh 12-4. UGC xoay quanh viéc bién khdch truy cdap thanh nguoi tao lap
noi dung

MO RONG: TAO LAP NQI DUNG THU bONG

Tuwong tu tuy thong bao chay ngam nhwng theo nhiéu cach van noi bat trén
giao dién hién thi trwdc, tao lap ndi dung ciing thwong dién ra an. Google da
duwa vao mang xa hoi Google+ thong tin va cap nhat theo co s@ nguoi dung
don gian bang cach cho phép chay céac tinh nang nén nhw Latitude va tai anh
1én, dong thoi lién két t6i cac trang bén ngoai dwa trén thong tin cua ban.

Khi ngay cang nhiéu thiét bi di dong tré thanh cac cdm bién theo doi stc
khoe, vi tri, giao dich va th6i quen ctia con ngwdi, ching ta sé thidy co su
phan chia thanh tao lap ndi dung cht dong (chia sé lién két, viét mot bai
dang) va tao lap noi dung thu dong (tw dong ghi vao dong thoi gian hoat
dong ctia nguoi dung; gitip hé thong tim hiéu dwa vao dit liéu duong dan).
Thay do6i nay tao ra wu thé 16n cho nhitng ai xay dung céng cu thu thap dir
liéu — cac hang ché tao thiét bi di dong, cac cong ty giao dich, v.v...

Xem xét ba thay d6i trudc mat: check-in xung quanh la tinh nang ma thiét bi
thong minh dang ky cac thay do6i vé vi tri va chia sé nhitng thay déi do; vi
dién t&r dugc thiét ké dé luu trit dit liéu vé do trung thanh, dat vé va thanh
vién; cong nghé giao ti€p pham vi gan cho phép chia sé thong tin hoac thanh
toan bang cach dat thiét bj tiép xtic vdi thi gi d6. Chi ba cong nghé nay thoi
cling sé tao ra m6t mo dit liéu thu dong ma khi duwgc trao quyén truy cap phu
hop c6 thé ghi vao dong thoi gian cta ai dé rat nhiéu chi tiét c6 thé dugc
chuyén thanh noi dung do ngwdi dung tao lap, ngay ca khi nhitng viéc nay
dién ra trén nén tang.

Mac du diéu nay khong thay doi thé gidi UGC hién nay nhung né sé dan
lam phttc tap cac phép do lwong mirc chia sé don gian hién c6 va tao ra rat
nhiéu thong tin nhiéu — liéu nguwsi dung c6 gan két khong hay anh ta chi don
thuan quén tat tinh nang gan két thu dong nao d6? Co loai hinh chia sé thu
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dong nao tét hon cho doanh nghiép khéng? Néu c6 thi chiing ta c6 thé lam
gi dé thuc day hoac dap tng khong?

NHUNG PIEU MAU CHOT

® Sv gan két caa khach ghé tham la diéu quan trong nhat doi véi UGC. Ban
theo do6i hoat dong tham gia cta khach qua “phéu gan két”.

4 Nhiéu nguwoi dung sé chi lwogn 16 trén ng dung, mot s6 sé dong gép mot
chit n6i dung va s6 khac nita tré thanh ngwoi tao 1ap ndi dung nhiét tinh. Ty
1é 80/20 xudt hién xuyén sudt hoat dong ma ban muén ngwoi dung dat dugc.

€ Dé gilt nguwoi dung quay lai va gan bé vGi dich vy, ban can théng bao
hoat dong vai ho qua e-mail va cac hinh thirc “gian doan” khac.

4 Can rat nhiéu cong sirc dé ngan chan ltra dao doi véi mot trang UGC.

Doanh nghiép UGC c6 thé tap trung trén hét vao s dong gép cua nguoi
dung, nhung phan 16n thoi gian van c6 thé chi tra chi phi nhd quang cao.
Néu ban mu6n tim hiéu thém vé quang cdo va linh vuc truyén théng, hay
quay lai Chwong 11. Néu muén di thang sang cac giai doan cta cong ty khai
nghiép va ching anh hwéng ra sao tdi cac chi s6, hay chuyén sang Chuong
14.
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Chuong 13
MO HINH THU SAU: THI TRUONG
LUONG DIEN

Thj treong lwdng dién la mot bién thé cua trang thuwong mai dién ti nhung
ching cé du diém khac nhau dé xép thanh mét loai hinh riéng biét. Sau khi
doc Chuong 7, néu ban két ludn minh dang chay mo hinh kinh doanh nay thi
day la diéu ban can biét.

Trong m6 hinh nay, cong ty kiém dugc 1gi nhuan néu ngwdi mua va nguoi
ban cting nhau hoan thanh mot giao dich. eBay la vi du dién hinh nhét cho
dang thi trvong lwdng dién, tuy vay dac diém co ban ctia mo hinh nay kha
pho bién. Hay xem xét cAc mo6 hinh kinh doanh duwéi day, tat cd nhitng mé
hinh nay déu c6 dac diém cua thi truong lwdong dién:

4 Dich vu lap danh muc bat déng san cho phép ngudi c6 y dinh mua tim
dwgce nha dat theo nhiéu tiéu chi va sau dé trich mot khodn phi dé thiét lap
giao dich, c6 thé & dang chi phi mot Ian hoac mot phan.

4 Indiegogo cho phép nghé si lap danh muc cac duv an va tim dén nhitng
nguoi ung ho. Nguwoi ung hd co thé lwét qua cac dy an va tim dy an ho muon
ho trg. Trang thu duwgc mot phan tién tir cac khoan ung ho.

® eBay va Craigslist cho ngwoi ban 1ap danh muc va quang cdo san pham
va cho nguwdi mua mua do tw d6. Trong trwedng hop cta Craigslist, mot so
giao dich rat nho (chang han nhu thué ch6é & moét s6 thanh phd) méi ton tién,
con lai trang hoan toan mién phi.

# Cac ctra hang tng dung cho cac nha phat trién phan mém lap danh muc
san pham cda ho dé chia sé doanh thu. Ctra hang tng dung khéng chi quan
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ly danh muc ng dung va phan phoi tng dung ma con phan phéi ban cap
nhat, ho trg van dé tranh chap va quan ly cac giao dich tién té.

4 Cac trang hen ho cho phép cac cdp doi trong twong lai xem qua thong tin
ctia nhau va tinh phi khi hoan thanh mdt phan gid¢i thiéu hoac khi tiét 16
thong tin b6 sung & goi dang ky tra tién.

® Hotwire va Priceline cho cac khach san 1ap danh muc b6 sung, sau do6 tim
kiém nguwoi mua san sang mua vGi gia khuyén mai. Ho sé gidu danh tinh
khach san dén khi hoan thanh giao dich.

Tat ca nhitng vi du nay déu c6 mot mo hinh danh muc duwgc chia sé va hai
bén lién quan — ngwoi mua va ngwoi ban, nguwoi tao lap va ngwoi ung ho, cap
déi twong lai'. hay khach san va khach du lich. Cac dich vu déu kiém duoc
tién khi hai bén lién quan dén vdi nhau va thuwong cé dac trung riéng dua
trén mot hé thong chi s6 tim kiém hodc tiéu chuan nhat dinh (vi du can hé da
dwgc tham dinh, binh chon ngwdi ban). Va dich vu nay déu can bat dau tw
lap danh muc.

1 Tuy cin ban chi c6 mot bén lién quan trong trang hen ho 1a ngwdi muén
hen ho — nhiéu trang tap trung vao moi quan hé khac gidi ti€p don dan 6ng
va phu nit khac nhau (chang han mién phi dang ky cho ngudi dung la niy).
Chung t6i dé cap ¢ day vi tha thuat da dugc dung dé pha tan van dé con ga
va qua trizng thi treong hay gap phai, nhung do hen ho tryc tuyén ngay cang
pho bién nén tinh trang nay it xdy ra hon. (TG)

Trong phan nay, ta sé dinh nghia thi truong lvdng dién mot cach hep hon, bo
bét mot s6 vi du néu trén. Theo dinh nghia cta ching t6i thi:

€ Nguoi ban c6 trach nhiém lap danh muc va quang ba san pham. Dich vu
bat dong san ma chi don thuan céng b6 danh muc nhitng ngwdi kinh doanh
bat dong san thi khong dat yéu cau, nhuwng mot trang chti s@ hitu-rao-ban thi
duoc.
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€ Nguoi s hitu thi truong nay c6 hwéng tiép can “khong nhiing tay” vao
giao dich c4 nhan. Cac trang nhu Hotwire c6 tao hé so thong tin khach san
sé khong tinh vao day.

¢ Ngudi mua va ngudi ban hay cé canh tranh 1gi ich. O hau hét md hinh thi
trrong nguwoi ban déu mudn tich liy dwgc cang nhiéu tién cang t6t, con
nguwdi mua lai muén bé it tien nhat c6 thé. O trang hen ho, bat ké khac biét
gidi tinh nao thi ca hai bén déu c6 chung moi quan tam — mot ngwdi hen ho
phu hgp — vay ta sé loai truong hgp nay khoéi van dé dang xét.

Thi trwong lwdng dién d6i mat véi mot van dé duy nhat: ho phai thu hat
dwgc cd nguwdi mua va ngudi ban. Diéu nay c6 vé la doi hoi gap doi cong
viéc. Qua tim hiéu mot s6 nghién citu tinh huéng sap t6i, cac cong ty nhw
DuProprio/Comfree, Etsy, Uber va Amazon déu tim ra cach vugt qua tinh
thé nay, nhung tat ca déu chung nhau mot diém: tap trung vao bat c ai ¢
tiéen. P6 thuwong la nguwdi mua: néu tim dwgc nhém mubn tiéu tién thi tim
mot nhdm muon kiém tién cling dé thoi.

NGHIEN CUU TIiNH HUONG: DUPROPRIO THEO DOI PIEU Gi?

DuProprio/Comfree la thi trudng chu sé hitu-rao-ban 16n nhat va mang luwéi
bat dong san dugc truy cap nhiéu thit hai tai Canada. Do dong chu tich
Nicolas Bouchard thanh 1dp nam 1997, cong ty lap danh muc 17.000 bat
dong san va dat khoang 5 triéu lugt truy cap moi thang. Cong ty tinh phi mot
lan khodng 900 do-la dé dang ky danh muc, di kém véi dinh gia, dat bién va
anh HDR. Cac cong cu b6 sung tir tw van phap luat cho dén hwéng dan vé
bat dong san c6 thu phi thém. Cong ty cling c6 moi quan hé lap danh muc
nha dat lién két vGi mot to bao 6 tiéng.

Nicolas da lam viéc rat Tinh gon (Lean) tir trwéc khi Tinh gon xuat hién. La
con trai cia mot nha kinh doanh bat dong sdn va chu doanh nghiép tw lic
con tré — dd diéu hanh mot doanh nghiép kinh doanh san go cing khi con
hoc trung hoc — anh da gitp cha minh xay duwng mot website tir thud ban dau
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cia Web. Sau dé, anh da phat hién ra: “T6i bat dau dé y nhitng tdm bién
‘chil nha rao ban’ mau den-cam & ctta hang kim khi. Thé 1a t6i lan ra m6i
lién két va noi: ‘hay tao mot trang web bat dong san cho nhitng nguwdi cha
nha.” T6i thuyc hién viéc nay ngay tai tang ham & nha cha me.”

Phién ban dau tién cua website c6 dang tinh, xay dung nhd chuwong trinh
Microsoft Frontpage. Khong hé cé nhan vién gitip d&. Nicolas thu hit nguai
ban méi bang cach luc tim cac quang cdo rao vat va lai xe khap noi tim
nhitng bién “cht rao ban nha”, thuyét phuc nguwdi ban ghi tén vao trang cta
anh. Anh lién twéng lai: “Hoi do, KPI duy nhat la s6 lwgng bién t6i c6 — vi
dé6 la cach ngwdi mua tim ra website ctia t6i, va dwong nhién ca sé lwgng bat
dong san liét ké trén website nita.”

Dan dan, Nicolas tim ra nhitng ngu6n ngwdi ban tiém nang nita khi xem cac
T6i van con nghich nggm tim cach diéu chinh dich vu va cach dung web c6
1gi cho minh va cho khach hang.”

bau nam 2000, khi dd c6 chat tén tudi, cong ty chuyén tir mot trang tinh
thanh trang dong, va chuyén thu cong toan bo danh muc ngudi ban sang
trang mé&i. Dén thoi diém do, cong ty chi méi c6 cong cu phan tich co ban —
khong gi nhiéu ngoai bd dém luwgt ghé tham trang. Cong ty thém Webtrends
vao bo may phan tich. V@i phién ban trang dong, mot ngwoi ban dang nhap
sé c6 kha nang tw cap nhat dit liéu vé bat dong san ctia ho. Anh néi: “Vao
lic d6, nguwoi ban c6 thé xem thém vé dién bién hoat dong cia ho, gom s6
lan ho xuat hién trén két qua tim kiém, s6 lan nguwdi ta nhap vao danh muc,

V.V...

Vai nam sau, cong ty thém tinh nang dang nhap cho khach hang mua, cho
phép ngudi co6 trién vong mua thiét l1ap tiéu chi tim kiém, sau dé dang ky
nhan thong bao khi c6 can nha dat phu hgp dwgc rao ban. Trong tam tap
trung vao tim kiém.
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Nicolas cho biét: “Trwdc sy xuat hién cua trang dong, ching toi theo doi so
lwgng khach ghé tham va s6 lwgng dang ky theo doi ngwdi ban vi dé chinh
la cho sinh 16i cho minh.” Nhung di liéu van chwa chinh xac: cong ty van
dang tap trung vao luot ghé tham, khong phai khach ghé tham.

Mot ly do gidi thich diéu nay la thi treong ludng dién phite tap hon ta twéng
nhiéu. Thwong thi ngudi ban nha cling dang tim mua nha md&i — viéc nay
khién ta kh6 phan khic Ivu lvgng r6 rang gitta hai nhom — vi thé Nicolas dat
ra mot nguyeén tac don gian theo kinh nghiém la: “Khi nao chting ta c6 chi s
1.000 lwgt ghé tham website thi coi bang 1 dang ky.” Mdc du mic nay
khong ro rang nhung da dé vach ro ranh gigi. “Pay la mot ty 1é chuyén doi
can ban. Muc tiéu la tao ra nhiéu chuyén déi hon moi lwgt tham.”

Cong ty ngay cang can than hon khi phan tich nén da céi tién phwong phap
phan tich. “Chung t6i bat dau nhin vao ty 1é chuyén déi khach vao trang
dang ky, tai day c6 hién thi nhiéu goi ching t6i gidi thiéu. Chung toi bat dau
quy ci hon mét chit, nhwng viéc nay con dién ra rat 1au truede khi ching t6i
tién hanh thr nghiém A/B thuc sy.” Cong ty diéu chinh website dé xem liéu
c6 tang do chuyén doi hay ty 1€ lwgt ghé tham-lwgt dang ky, nhung van la
mot quy trinh theo tirng thang.

Maic du ngay nay cong ty nhan dwgc phan tich chi tiét tir Google, Nicolas
khong ban tam téi cac chi tiét. Anh chi r6: “Luon cé nhiéu khach hon muon
mua nha.” Anh cling khong tdp trung nhiéu vao mitc tao tai khoan phia
nguoi mua. “Ngay chi @ Québec thoi da co 3 triéu lugt ghé tham va 1,2 trieu
khach truy cap duy nhat moéi thang, nhung chi mot ty 1€ nhé trong dé — 5%
hodc thap hon — tao tai khoan.”

Tuy nhién, Nicolas lai quan tam rat nhiéu dén doi tht canh tranh. “Ching t6i
muon chat lwong tot nhat cé thé, t6t hon cac chuyén vién bat dong san.
Chuing t6i c6 dit liéu tir Co quan Nha & va Thé chdp Canada va Hoi dong
Bat dong san Canada, do dé chung t6i biét chinh xac c6 bao nhiéu bat dong
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san dugc 1ap danh muc va dem ban. Ching t6i ty minh danh gia nhitng con
sO nay lién tuc va theo da khu vure.”

Hién nay, cong ty cé ba muc tiéu 16n. Cong ty mudn thuyét phuc ngwdi ban
liét ké bat dong san ctia minh trén trang, mudn thuyét phuc nguwdi mua dang
ky nhan thong bao khi c6 bat dong san san sang cho mua, va mudn ban bat
dong san.

DuProprio la vi du tiéu biéu vé cach mot cong ty chuyén qua nhiéu giai doan
phat trién. Cac chi s6 cong ty theo doi thay doi theo thoi gian:

» Ban dau, trang tinh la da — trong tdm vao thu hut (bién trén bai cé, so
lwgng nha liet ke).

* Sau dé trong tam chuyén sang ty 1€ tir khach ghé tham thanh ghi danh muc
la mé6t cach do lwong xem thi trwong cé van dong tot khong.

» Khi thi truong phat trién, cong ty chuyén sang cac chi so6 doanh thu nhw ty
1é tir nha trong danh muc sang ban dwgc va gia géi doanh so6 trung binh.

* Hién cong ty dang thém cac chi s6 mdi dé t6i wu ty 1€ truy cap qua e-mail,
két qua tim kiém va st dung tng dung di dong mdi trién khai. “Hién thoi,
do cach hé thong duwgc xay dung ma ching toi rat kho biét dugce liéu c6 tim
kiém trong xdy ra trén website khong, nhung ching t6i dang nghién citu van
dé nay r6i.”

Sau cung, trong thi treong lwdng dién, Nicolas da chon tap trung vao nguon
tién. Anh néi: “V§i chung téi ngay nay, chi mot chi s6 16n thoi la doanh so.
Mot chi s6 tham chi 16n hon thé 1a ty 1€ nha da ban véi trong danh muc: tong
sO bat dong san duoc liét ké trén danh muc so vdi tong so bat dong san ban
duwgc. Néu nha khong ban dugc thi viéc kinh doanh ctia ching toi cling tiéu
tan. Sé khong c6 ai truyén miéng, khong cé danh gia t6t, khong c6 15.000
ching nhan tw nhitng nguoi ban hai long, khong c6 nhan dan ‘Da ban’ trén
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bién cam tham cé. Tham chi néu ngay mai toi liét ké duwgc thém 10.000 bat
dong san nita ma khong ban dugc cai nao thi toi ciing tiéu doi.”

TOM TAT

» Ban dau, thi truong cé thé phat trién danh muc cia minh mét cach tha
cong, stt dung hwéng tiép can khong doi hoi cong nghé. Hay lam nhitng diéu
khong ma rong quy moé duoc.

» Doi v6i mot so thi treong, phi cho moi lwgt ghi danh muc hodc lwgt giao
dich sé hiéu qua ch khong phadi tién hoa hong.

» Néu c6 thé thu hat sy chd y cia nguwdi mua, viéc thuyét phuc ngudi ban
tham gia cling sé dé hon, vay hdy dén cho co tién.

» Trang lwu tri tinh c6 thé da da ching té kha nang ton tai cia mot thi
treong gia cao va quay vong cham.

* Sau cung, khoi lwvgng doanh s6 va doanh thu tir d6 la chi s6 duy nhat dong
vai tro quan trong.

BAI HOC PHAN TiCH RUT RA

Bat dau t thi truong nho chitng minh ban c6 cau, cé cung va khao khat
ngwoi mua va nguwdi ban giao dich vdi nhau. Sau d6 tim cach kiém tién tw
hoat dong d6. Céac chi so theo ddi sé tuy thudc vao quy mo, tan sudt giao
dich va nhitng dac diém riéng biét ctia nganh kinh doanh nay. Nhung co ban
thi déu chung mot diéu: doanh thu tir giao dich.

Hinh dung ban dang trién khai mot thi trwong lwdng dién cho may choi
game cili. Ai c6 diéu khién mudn ban déu c6 thé ghi vao danh muc, va ai
mua may choi game cé thé tim qua cac tiéu chi. Giao dich duwgc thuc hién
qua PayPal va ban giit lai m6t phan tién ban duwgc trén mot mire toi thiéu.
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Vi ban than ban khéng phdi la ngwdi ban mdy choi game, ban can tim cach
tao ra hodac danh muc cac may choi game hoac moét nhom 16n cac khach
hang. Ban can chon mat nao cua thi treong ban mudn “gieo hat”.

Néu muon gieo hat vao bén ban, ban cé thé theo buéc Craigslist va tiép can
nguwoi s& hitu may choi game dé xem liéu ho c6 danh muc khéng, khuyén
khich ho lap danh muc. Néu muon gieo hat vao phia mua, ban cé thé tao lap
mot dién dan cho nhitng nguwdi choi game muon hoai niém, mang ho lai vé6i
nhau va maoi ho tir cac trang mang xa hai.

Ban c6 thé tao mot danh muc nhan tao bang cach ban dau ban may choi
game, sau do dan dan bo sung danh muc tt* nhitng ngwoi khac. Nha cung cap
dich vu Uber vrgt qua van dé “con ga va qua tri'ng” trong thi truong mai
don gian bang cach mua thém cac xe di ngi thanh c6 san: hoi trién khai &
Seattle, cong ty da tra cho tai xé 30 do-la moi gio dé ché khach di khap noi,
va chuyén thanh mo6 hinh lgi nhuan chi khi ¢6 da nhu cau dé khién tai xé
thay dang bé cong 1ai xe. Cong ty da tao ra cung.

Mat khac, néu muon gieo hat vao phia mua, c6 thé ban can lya chon thi gi
d6 ban c6 thé yéu cau dé c6 danh muc ban dau, sau d6 mua mot it trong
danh muc dé; hodc cé thé nhan dat hang véi hita hen sé hoan thanh sau do,
biét chac minh c6 thé tiép can véi danh muc d6. Chang han, Amazon bat dau
ban sach, cho phép hang sap xép hgp 1y quy trinh dat hang, tim kiém va hau
can. Sau d6 hang m@&i chuyén sang cung cap pham vi hang héa cta riéng
minh rong hon. Sau cung, nhd ti€p can nhiéu ngwdi mua va dac diém tim
kiém ctia ho, Amazon trd thanh thi tredng hang héa cho nhiéu nha cung cap
khac. Salesforce. com tao ra san pham quan ly quan hé khach hang CRM,
sau do6 tao ra moi trrong trao doi tng dung ma & d6 cac nha phat trién thudc
bén thit ba cé thé ban phan mém cho khach hang da c6. Néu xét huéng chao
moi thi treong thi cd hai cong ty ban dau déu tao ra nhu cau.

Tinh hiéu qua cua chién lwgc gidi quyét van dé “con ga va qua tritng” 1la mot
chi s6 quan trong:
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® DaGi vbi Uber, chi s6 nay xac dinh mic tién hoa hong tai xé kiém duogc
cling nhw danh muc va thoi gian tai xé don khach. Khi nhitng chi s6 nay &
mutc bén vitng (v6i sai s6 phu hgp) thi dén ldc chuyén ttr thi trudng “nhan
tao” chira tai xé dwgc tra tién sang thi treong lwdng dién co tinh “bén vitng”.

® DGi véi Amazon, chi s6 nay do s6 ngudi mua sach thay thodi mai véi quy
trinh mua va van chuyén, sau do thit gigi thiéu mat hang méi, nhw dé dién tw
hay d6 dung trong bép ma nhitng ngwdi nay c6 kha nang mua.

Buéc dau tién trong thi trrong lwdng dién — va thiv dau tién can do lwong —
la kha nang tao danh muc (cung) hodc ngudi theo déi (cau). DuProprio tim
cac bién “chu rao ban nha” va phan loai danh muc dé xay dung hé danh muc
dau tién, va bién hiéu ctia nguwdi ban sau do6 da thu hut Ivu Iwgng nguwdi mua,
do dé chi s6 ctia hang la danh muc va bién bao. Céc chi s6 ban sé quan tam
tre@e tién la thu hat, gan két va tang tredng cia nhéom dang wom mam nay.

Josh Breinlinger, nha dau tw mao hiém ctia Sigma West tri'6c dé tirng lam
marketing & thi truong lao dong oDesk, chia cac chi so thi truong chinh
thanh ba nhom: hoat dong nguwoi mua, hoat dong nguwoi ban va giao dich.
Ong noéi: “T6i hau nhw luén dé nghi tao dyng mau bén ngwdi mua lam trong
tam chinh, sau d6 tao mau cung cdp c6 lién quan nhiéu hon dén danh muc
tong hgp. Tim nguwdi mudn kiém tién thi dé; tim ngwoi muodn tiéu tién kho
hon nhiéu.”

Josh lwu y chi theo doi s6 ngwdi mua, nguwdi ban va danh muc la chwa du:
ban phdi chac chan nhitng con s6 dé lién quan dén hoat dong thuc & cot 16i
mo hinh kinh doanh cta ban. “Néu muon khai thac nhitng con s6 nay ban da
c6 thé dé dang thuc hién bang cach chinh stra thuat toan, nhwng khong han
ban dang cung cap kinh nghiém hay hon cho nguwdi dung. T6i tin muc tiéu
hay hon la nham vao hoat dong thi treong cu thé hon nhw dau thau, tin nhan,
liet ke hodc tng dung.”
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Khi da 16i kéo dugc ca hai bén thi truong dén véi nhau, su chi y (va phan
tich) ctia ban chuyén sang viéc toi da hdéa quy trinh tir ngoai chg — s6 lwgng
ghi danh muc, chét lwvgng nguwdi mua va ngudi ban, ty 1€ tim kiém trong do6
ban c6 it nhat mot thit trong danh muc, cac chi s6 cu thé vé thi treong ma
Josh da mo ta, va cudi cung la khoi lwgng doanh s6 va doanh thu hé qua.
Ban ciing c6 thé tap trung vao tim hiéu diéu gi lam mot danh muc dwoc yéu
thich dé c6 thé thu hat nhiéu hon nhw thé. Va ban sé bat dau theo doéi hién
twgng ltra ddo hodc dich vu té hai c6 thé suy gidm chat lwgng cua thi treong
va khién ngudi mua cung nguwdi ban “chay mat”.

Cong ty diéu khién tro choi cia ching ta bat dau theo déi tang truédng ngwoi
mua ngay trong thi tredng va 1gi nhuan theo danh muc nguwdi ban. BE theo
doi nguwoi mua, ta bat dau theo doi cac khach khong phai nguwdi mua sam
(xem Bang 13-1). Mot chi s6 hitu ich nita la ty s6 ngwdi mua véi ngwdi ban
— con sO cang cao sé thuyét phuc nhiéu nguwdi ban liét ké hang héa ctia minh
hon.
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Bdng 13-1. Khdch ghé thdm trang (nguoi mua tiém ndng)

Tuy nhién, dir liéu nay trong rat giong cac chi s6 do. Thit ta thyc sy quan

tam la ngwoi mua gan bé ¢6 mua san pham. Néu vach ro ranh gidi, ta cho ai
dé la nguwdi mua néu nguwdi dé thuce hién it nhat mot lwgt mua, va danh gia
nguwoi mua dé c6 do gan két néu anh ta van tim kiém thit gi khac trong 30

ngay gan nhat (xem Bang 13-2).
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Bdng 13-2. S6 nguoi mua gan bé

Tiép theo hdy nghién citu nguwdi ban, tang tredng ctia ho trong thi treong va
danh muc ho tao (xem Bang 13-3).
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Bang 13-3. Tadng truong nguoi ban va danh muc

Tuy vay, bang nay cé chit don gian héa: né pha vo quy tac chi so tot 1a cac
ty s6 hay ty 1, va khéng phan biét gitta ngudi ban hoat dong va ngudi ban
thiéu gan két. Mot bo dit liéu tot hon cé thé gitp ta dao sau hon chit. Vach
ra mot s6 moc xac dinh: ngudi ban trg thanh khong gan két néu khong thém
gl vao danh muc trong vong 30 ngay trd lai, va danh muc sé thanh khong
hoat dong néu khong xuat hién trén két qua tim kiém ctia ngwdi mua it nhat
nam lan mot tuan (xem Béang 13-4).

https://thuviensach.vn



Thing | Thang Théng | Thang | Thing | Thing
Mt | K B T | Namo| S
Ny ban ot dong W B 47 0 | AL | K
anh i el onigvong
Mngay
Phintammouben | 340% | % 400 | JTA% | 34 | 310%
loatding
Dann muc et g 6 | 415 60 | 85| 08 | 1
it e i vl ]
Phantamdammuc | 410 | 0% S5 | 60 | B0 | SO0
03t dong

Bdng 13-4. S6 lugng, phan trdm nguoi ban va danh muc hoat déng
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Bay gio, khi da c6 mot chit dit liéu vé nguwdi mua lan ngwdi ban, ta can vach
ra phéu chuyén doéi dan t6i mot lwgt mua hang. Nhin vao s6 lugt tim kiém va
xem bao nhiéu trong dé c6 két qua, va bao nhiéu két qua trong s6 do6 dan tGi
mot lwgt xem danh muc chi tiét sdn pham.

Ta cling theo doi ca viéc ban hang, liéu ngwoi mua va nguoi ban cé hai long
khong (xem Bang 13-5).
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Bdng 13-5. Doanh sé, su hai long va doanh thu

Cudi cung, ching ta theo doi chat lwgng danh muc va danh tiéng cta ngwoi
mua va nguoi ban (xem Bang 13-6).
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Bdng 13-6. Chat lvgng danh muc
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O day c6 rat nhiéu dif liéu can theo ddi vi ban diéu phdi ca phéu thiuong mai
dién t* cua ngwoi mua va viéc tao lap noi dung cua nguwoi ban, cling nhw
phai tim kiém ddu hiéu Itra ddo hodc suy gidm chat lvgng noi dung.

Ban tap trung vao chi s6 nao phu thudc vao yéu t6 ban dang mu6n cai thién:
danh muc hang, ty 1é chuyén doi, két qua tim kiém, chat lwgng noi dung,
v.v... Vi du, néu khéong dat dua lwot truy cap vao danh muc ca nhan tir két qua
tim kiém, ban c6 thé hién thij it thong tin hon trong két qua tim kiém hang
dau dé xem viéc do c6 thuc day lugt truy cap hon khong.

Vay nhitng chi s6 ban can theo déi bao gém:
Tdng trudng nguoi mua va nguoi ban

Ty 1é bd sung nguwdi mua va ngwoi ban méi, do lwong bang lwgng khach
quay lai nhiéu lan.

Tdng truwong danh muc hang

Ty 1€ nguwdi ban bo sung danh muc — chang han thém danh muc méi — ciing
nhw hoan thién cac danh muc doé.

Hiéu qud tim kiém

Nguwdi mua dang tim kiém thit gi, va liéu né c6 phu hgp véi danh muc ban
dang xay dung khong.

Phéu chuyén doi

Ty 1é chuyén déi d6i v6i cac mat hang ban duwgc, va bat ky phan khic nao
tiét 10 yéu t6 gitip ban dwgc hang — vi du anh chup chuyén nghiép nha &
dugc nhéc téi trong nghién cttu tinh huéng vé Airbnb ¢ Chwong 1.

Xép hang va ddu hiéu ltra dao
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Xép hang déi v6i ngudi mua va ngudi ban, dau hiéu Iiva dao, va giong diéu
binh luan.

Cdc chi s6 gid

Néu c6 san mot phuwong phap dau thau (nhw eBay) thi ban can quan tam liéu
nguwoi ban c6 dat mirc gia qua cao hay bo 16 co hoi kiém tién khong.

T4t cd cac chi s6 quan trong v6i mot trang thwong mai dién tir cling quan
trong vai thi treong lwdng dién. Nhung nhitng chi s6 dugc néu ra & trén tap
trung cu thé vao viéc tao dung thi treong hay bién doéi v6i nguwdi mua va
nguoi ban giao dich cung nhau.

TY LE BO SUNG NGUOI MUA VA NGUOI BAN

Chi s6 nay dac biét quan trong vao thdi ky dau cia doanh nghiép. Néu ban
dang canh tranh v&i nguoi khac thi duwong ranh gidi cua ban phai la mot
danh muc ngwoi ban twong dwong véi cua doi thad, thé thi méi dang dé nguoi
mua bo thoi gian tim kiém ban. Néu ban & trong mot thi trwong twong doi
dong nhat thi vach ranh gi6i ctia ban la danh muc da sao cho ngwdi mua tim
kiém tra lai m6t hodc nhiéu hon két qua hop lé.

Hay theo doi thay do6i cua nhitng chi s6 nay theo thoi gian dé nam dwoc tinh
hinh dang theo hwéng t6t hay xau hon. Ban da theo doi nguwdi ban va danh
muc roi, nhung diéu ban thyc sy muén biét la toc d6 tang trwdng ctia nhitng
con sO nay.

Viéc nay sé gilp viéc xac dinh nhitng thay d6i dang dau tw dé dang hon. Ban
sé muodn theo doi t6c do bo sung ngwdi ban vao thi treong va liéu toc do do
dang tang hay giam. Néu toc d6 tang thi c6 thé ban mudn tap trung vao dong
hanh cung nguwdi ban m@i dé ho hoat dong nhiéu va liét ké vao danh muc
ngay; néu con so chitng lai thi ban c6 1€ can bo thém tién dé tim kiém nguoi
ban mdi hoac tip trung vao tang s6 lwong danh muc moi nguwoi ban cling
nhu ty 1€ chuyén doi ctia nhitng danh muc do.
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Vé lau dai, ban luén c6 thé mua cung, nhung khong thé mua duwoc cau.
Trong mot nén kinh té sitc chd y (attention economy), c6 dugc nén tang
ngwoi dung chd y dén va gan bo qua la vo gia. b6 la ly do Walmart cé thé
doi héi ky han c6 lgi tir nha cung cap hay Amazon cé thé xay dung mang
lw6i ngwoi ban ngay ca khi ban than da la mot ngwdi ban réi. Khi nhac dén
ru thé canh tranh bén vitng thi cau danh bai cung.

TOC PO TANG TRUONG DANH MUC

Ngoai nguwoi ban, ban can theo doi danh muc ma nhitng ngwdi ban nay tao
ra. Tap trung vao s6 lwgng danh muc moi nguwdi ban va liéu con s6 c6 tang
khong, cung v&i mitc do hoan thién nhitng danh muc nay (nguoi ban co
hoan thién phan mo té chao ban cua ho khong?)

Danh muc cang 16n nghia la cang nhiéu tim kiém c6 kha nang tao ra két qua.
Néu ban bat dau bao hoa thi trrong ctia minh (tirc 1a hau hét ngudi ban trong
thi trrong cntia ban da tr@ thanh thanh vién) thi tang tredng ctia ban sé dén tw
viéc gia tang danh muc va tinh hiéu qua ctia nhitng danh muc nay.

TIM KIEM CUA NGUOI MUA

V@i nhiéu thi trvong lwdng dién, tim kiém 1a cach chinh nguwdi mua tim
duwgc nguwoi ban. Ban can theo doi so lwgng tim kiém khong mang lai két qua
— day la m6t co hoi doanh s6 bi bé 18. Chang han, c6 thé theo doi thay doi
trong tim kiém hang ngay, danh muc méi va tong két qua, nhitng chi s6 cho
biét liéu ban c6 dang tang trudng kinh doanh khong (xem Bang 13-7).
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Bdng 13-7. Tim kiém ctia ngudi mua theo tirng thdng

O vi du ndy, néi mot cach twong d6i thi ngwdi mua thyce hién it tim kiém
hang ngay hon vao thang Nam va Sau so vGi tredc do. S6 danh muc vao
thang Nam cling giam.

Ban ciing nén dé y thuat ngi tim kiém nita. Nho dé y nhitng thuat ngi¥ tim
kiém pho bién nhat ma khong tao ra két qua gi, ban sé biét duwgc ngudi mua
dang muén thit gi. Chang han, mot thuat ngit tim kiém pho bién “Nintendo”
c6 thé goi y mét nhom ban c6 thé bo sung vao trang dé dinh hwéng dé dang
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hon, hodc ggi y thuwc hién mot chién dich tir khéa dé thu hut nhiéu khach
hang hon. Ban sé mudn biét thuat ngit tim kiém nao sinh lgi nhat vi ching
cho biét nhém ngudi ban nao ban nén thu hiat dén trang ctia minh.

Ty 1€ tim kiém so v&i danh muc dugce nhap vao cling la mot budc quan trong
trong phéu chuyén doi.

TY LE CHUYEN POI VA PHAN KHUC

Phéu chuyén d6i c6 mot s6 giai doan, bat dau tir s6 lwong tim kiém ctia
khach truy cap. Ban ciling nén do lwong ca s6 giao dich hai long vi néu cé sy
tang vot giao dich trong d6 mot bén khong hai long thwdong cho thdy trang
dang tdp trung vao sy gia tang ngan han (nhiéu doanh s6) dé nhan ton
thwong dai han (ti€éng xau, yéu cau hoan lai, v.v...). Hady xem Béng 13-8.
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Bdng 13-8. Do luvong dé chuyén d6i trong thi truong
XEP HANG NGUOI MUA VA NGUOI BAN

Thi trrong chia sé thwong do chinh nguwdi diung diéu phoi — nguwoi dung xép
hang lan nhau dya trén trai nghiém qua giao dich. Cach dé nhat dé trién khai
hé thong nay la dé ngudi dung gan cd phan c6 van dé hodc vi pham quy dinh
dich vu. Nguai dung ciing c6 thé xép hang lan nhau, va ngwoi ban c6 gang
hét sttc dé dugce danh tiéng tot néu hé thdng xép hang hoat dong tot.

Phan tram danh muc bi gan co

Ban sé mu6n theo doi ty 1é phan tram danh muc bi gan cd va xem ty 1€ nay
dang tang hay gidm. Phan tram danh muc ngudi dung gan cd tang manh cho
thay dau hiéu lira ddo. Hay xem Béang 13-9.
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Twong tu, ty 1é xép hang thap c6 xu huéng tang cho thay van dé vé mat ky
vong, va c6 thé chi ra rang nguwdi ban khong chuyén hang va nguwdi mua
khong tra tién. Trong moi treong hop, ban sé phai bat dau tir nhitng chi s6
nay, sau do6 nghién cttu tirtng cai mot dé tim xem c6 van dé do ky thuat, do
mot ngwoi dung gay hai hay yéu td khac dang sau thay doi kia.

SO PO THI TRUONG LUONG DIEN

Hinh 13-1 thé hién dong di chuyén ctia ngwoi dung qua mot thi treong luwong
dién, cung nhitng chi s6 chinh & tirng giai doan.
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Hinh 13-1. Thj truong luwéng dién — nhdn doi chi so, thu vi nhan doi

MO RONG: VAN PE CON GA VA QUA TRUNG”, LUA PAO, DUY
TRi GIAO DICH VA PAU GIA

Vao thud ban dau cua trang Web, cac hoc gia da tién doan vé mot thé gidi
md, ly twdng gom nhitng thi tredng khong con chi phi giao dich, luén minh
bach va hiéu qua. Nhwng nhitng ga khong 16 trén Internet nhw Google,
Amazon va Facebook da cho thdy nhiéu mat ctia Web lai khong ly twéng
chit nao. Thi trvong lwdng dién chiu tac dong manh mé ctia mang — thi
treong cang cung cap danh muc doi dao thi cang trd nén hitu ich. Nguoc lai,
thi truong khong c6 danh muc sé chi vo dung ma thoi.

Thi trwong lwdng dién thanh céng ludn tim dwgc cach dé tang s6 lugng
ngwoi mua hodc ngudi ban lic dau. Khi mot thi tredng ngach nhat dinh phat
trién, mang lwéi dnh hwéng theo cach sé cé6 mot s6 ngwoi choi thong tri —
giong truong hop cua Airbnb, VRBO va mot s6 khac trong thé gidi bat dong
san cho thué.

Lira ddo va tin twéng la hai van dé néi com cua nhitng thi tredng nhu vay.
Ban khong mudn quy trach nhiém cho viéc van chuyén hang héa hay dich
vu trong thi truong ctia minh, nhung can ddm bédo ludn c6 hé thdng danh
tiéng dang tin cdy. Xép hang nguwoi mua va ngwoi ban la cach tiép can yéu to
nay, nhung cling cé cach khac nita. Mot so trang hen ho cung cdp cac yéu té
dam bdo (chang han ho sé truy t6 néu phat hién ra mot nguwdi da két hon roi).

Mot van dé 16n nita la duy tri giao dich bén trong mang lwéi. Trong truong
hop thi truong nha ctta hay thuyén buém, giao dich c6 thé lén tGi hang chuc
hay hang tram nghin d6-la. Bay khong phai con s6 phu hgp dé giao dich
bang PayPal, va rat kh6 dé ngan chan “that thoat” — nguwdi mua va nguwdi ban
tim dwgc nhau qua thi trong cia ban, sau dé chot thwong vu véi nhau ma
ban lai khong thu duwgc mot khoan phi giao dich.
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C6 mot so cach dé khac phuc van dé nay — ban nén thtt nghiém tat ca so6 dé
dé xem c6 phu hgp véi san pham va thi treong ctia minh khong. Chang han,
ban c6 thé:

® Giéi thiéu nguwoi dung cho mot chuyén vién bén ngoai dé chot giao dich
(vi du nguwdi moi gidi) va tinh tién gidi thiéu.

4 Thu mot khodn phi (thay vi phan tram) ty 1€ véi gia tri hang muc nguoi
ban dang liét keé.

4 Kiém tién tr thit khac vé thi tredng, vi du quang cao trén trang, dich vu
chuyén hang hay sap dat wu tién.

4 Khong cho hai bén két noi hodc tim dwgc danh tinh ctia nhau cho dén khi
xac nhan giao dich (giong cach lam cua trang du lich giam gia Hotwire).

4 Dua ra cac dich vu gia tri gia tang (chang han bdo hiém mua hang hoac
chitng thw) khuyén khich ngudi tham gia gitt 1ay ban trong giao keo.

Cudi cung, c6 nhitng thi truong dau gia nhw eBay ma & dd, gia cia mat hang
khong c6 dinh. Nguwoi ban c6 thé ra mitc gia toi thiéu cling nhw gia “Mua
ngay”, nhung gia cudi cung la gia thi treong san sang chi trd. Néu day la mo
hinh cda ban, ban can phan tich bao nhiéu doanh s6 khéng nhan dugc mic
dau gia (cho thay tinh gid cao qua), bao nhiéu ban dwgc & mirc gia “Mua
ngay” (cho thay tinh gia thdp qud), thoi gian va két qua dau gia. Ban cé thé
dung thong tin nay dé cai thién mirc gia nguwdi ban dat ra — va doanh thu hé
qua cho ban.

NHUNG PIEU MAU CHOT
# Thi treong lwdng dién c6 da moi hinh thai lan quy mo.

4 Ban dau, thtr thach 16n nhat 1a gidi quyét van dé “con ga va qua tring”:
tim dd ngwoi mua va ngwoi ban. Thuong sé hiéu qua néu tip trung vao
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nhitng nguoi cé tién trudc.

4 Do nguoi ban tao ra danh muc, ban can theo doi tang trweédng danh muc do
va mirc do phu hgp vdi thit ngwdi mua tim kiém.

€ Madc du nhiéu thi truong thu tién tr mot s6 phan tram trong giao dich, ban
c6 thé kiém tién bang cach khac nhw gitp nguwdi ban quang cdo san pham
hodc tinh phi danh muc.

Thi treong luwong dién la mot bién thé cua trang thwong mai dién ti truyén
thong. Chuing ta da tap trung vao yéu t6 khién thi trvong nay khac biét trong
chwong nay, nhung néu mudén biét thém vé thwong mai dién tir va cac chi s6
thiic ddy mo6 hinh kinh doanh nay, hay quay lai Chwong 8. Con néu muén
tim hiéu cac giai doan kinh doanh thiic day cac chi s6 can theo déi ra sao,
hay doc tiép Chuong 14.
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Chuong 14
BAN PANG O GIAI POAN NAOQO?

Ban khong thé ct bat dau do lwong moi thit ngay mot ldc dwge. Ban phai

do dém nhitng gia dinh theo dung thi¢ ty. D€ lam dwgc diéu do, ban nén biét
minh dang @ giai doan nao.

Cac giai doan trong Phan tich dir liéu tinh gon dé xuat mot thit tw cac chi s6
ban nén tap trung vao. Cac budc khong ap dung y hét véi tat ca moi nguoi.
Dé c6 khi chiing t6i lai bi kéu vi qua ap dat — thuye té la ching t6i da bi thé
roi do da kiém chitng ndi dung cho cuén sach trén mang va trong cac su
kién. Khong sao; da ching t6i day ma!

Trong mo6t cong ty khéi nghiép, mo hinh kinh doanh va bang chitng cho thay
gia thiét cta ban la chinh xac hgp 1y quan trong hon nhiéu ké hoach kinh
doanh. K& hoach kinh doanh la danh cho chi ngan hang; con m6 hinh kinh
doanh danh cho nhitng nguwoi sang lap. Xac dinh ban kinh doanh gi thuong
kha dé. Xac dinh giai doan ban dang di qua lai phttc tap. Day la ché ngudi
sang lap hay ltra d6i ban than. Ho tin minh da di xa hon vi tri thuc sy ctaa ho.

Thyc té 1a moi cong ty khai nghiép déu di qua cac giai doan, bat dau tir phat
hién van de, tiép theo xay dung thit gi do, roi xac dinh thit xay dung du tot
chwa, sau dé lan truyén cho moi ngwdi va thu tién. Nhitng buéc nay — Thau
hiéu, Bam try, Lan truyén, Doanh thu va M& rong — gan nhw giong vdéi diéu
ma nhitng ngudi ting ho Khéi nghiép tinh gon khac tw van.

1. Trwéc hét, ban can sy thau hiéu. Can di vao trong suy nghi cuda thi truong
muc tiéu va dam bao ban dang giai quyét van dé nguoi khac quan tam theo
cach nguwoi ta sé tra tién dé ti€p nhan giai phap. Diéu d6 nghia la hay ra khoi
toa nha, phéng van nhiéu ngwdi va trién khai cac cudc diéu tra.
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2. Thit hai, ban can sy bam tru dén tir mot san pham t6t. Can tim hiéu xem
ban c6 thé xay dwng giadi phap cho van dé da tim ra khong. Khong ich gi khi
di quang cdo mot thit dé té néu biét khach ghé tham sé bo di ngay trong sw
chan ngan. Cac cong ty nhw Color da c6 gang md rong qua sém ma chwa cé
duwgc sy bam tru ré rang nén da khong thanh céng cho lam.

3. Thit ba, ban can sy lan truyén. Khi c6 dugc san pham hodc dich vu dua
bam try, da dén lic dung sttc manh cuia sy truyén miéng. Bang cach do, ban
sé thtt nghiém dwgc qué trinh thu hiat va dong hanh cung khach ghé tham
mdi, nhitng nguwoi duge khuyén khich thir stt dung san pham cta ban, vi ban
c6 duge sy ung ho ngam tir ngwoi dung tredc dé. Lan truyén cling la mot
yéu t6 thic day quang cdo tra tién, vi thé ban can lam cho hiéu qua trudc khi
bat dau bo tién thu hut khach hang thong qua cac phuwong phap khac nhw
quang cao.

4. Thtt tw, ban can doanh thu. Pa dén lic ban muo6n bién moi thi¢ thanh tién.
biéu nay khong co6 nghia la tredc dé ban chwa thu phi — d6i v6i nhiéu loai
hinh kinh doanh, ngay ca khach hang dau tién cling phadi tra tién. Piém khac
la ban dau ban tap trung vao doanh thu it hon vao tang treéng. Ban cung cap
ban dung thitr mién phi, d6 uéng mién phi, ban sao mién phi. Gig ban tap
trung vao t6i da hoa va t6i wu héa doanh thu.

5. Thit nam, ban can mé& réng. Nho cé doanh thu, da dén lic chuyén tir ma@
rong doanh nghiép sang m& réng thi tredng. Ban can thu hiat nhiéu khach
hang hon tr vi tri m@i. C6 thé dau tw vao cac kénh va sy phan phdi dé tang
nén tang ngwoi dung do twong tac truc ti€p véi ting khach hang it quan
trong hon — ban da qua bwdc tim kiém san pham phu hgp véi thi truong va
dang phan tich moi thi theo cach dinh lwgng.

Vi thé, nhu chia sé & Chuwong 5, chiing t6i dé xuat nam giai doan Phan tich
dit liéu tinh gon nay, va tin rang ban nén di qua cac buwdc nay theo thi tw
trong Hinh 14-1, trit khi c6 ly do dua thuyét phuc dé lam khac di.

https://thuviensach.vn



Mac du nhiéu vi du ching t6i xem xét la tiv cdc cong ty cong nghé — va
nhiéu trong s6 dé la cong ty B2C (doanh nghiép t&i ngudi tieu dung) —
nhung nam giai doan nay ap dung twong tw va phu hgp cho mot nha hang
cling nhu mot cong ty phan mém doanh nghiép.
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Hinh 14-1. Tai sao chiing t6i ddt ndm giai doan Phan tich dir liéu tinh gon
theo thir tyw nay

Hay xét truong hgp mot nha hang:

1. Thau hiéu: Tredc khi m@, chi nha hang phéi tim hiéu khach an uéng
trong khu virc, mong muon cuta ho, loai thitc an nao khong c6 & d6 va nhitng
xu hwdng an uong.

2. Bam tru: Sau dd, nguoi chu xay dung mot thyc don va thit nghiém vai
nguoi tieu dung, thwong xuyén diéu chinh dén khi day cac ban va khach
hang quay lai thwong xuyén. Anh ta phat do an, thit nghiém da thit va hoi
khach hang xem ho nghi gi. Chi phi cho viéc nay thuong ton kém vi sy thay
doi danh muc hang lién tuc va khong chac chan.

3. Lan truyén: Nguwoi cha bat dau cac chuong trinh khach hang than thiét
dé mang nhitng khach an thuwong xuyén tré lai, hoac khuyén khich moi
nguoi chia sé nha hang vaGi ban be. Anh ta sé tan dung tng dung Yelp va
Foursquare.

4. Doanh thu: Khi da tao dwgc hiéu tng lan truyén, ngudi chia chuyén sang
tap trung vao bién lgi nhuan — it bita an mién phi hon, kiém soat chi phi chat
ché hon va chuan héa nhiéu hon.

5. M@ rong: Cudi cung, biét dwgc minh cé thé kinh doanh cé lgi nhuan,
ngwoi cha rét mot phan doanh thu vao marketing va quang cdo. Anh ta tim
dén nhitng nguwdi danh gia mon an, tap chi du lich va dai phat thanh. Anh ta
md thém nha hang th hai, hodc nhwgng quyén kinh doanh dwa trén nha
hang dau tién.

Gio xét dén cong ty ban phan mém cho cac doanh nghiép 1én:

1. Thau hiéu: Nguwoi sang 1ap tim ra nhu cau chwa dwgc dap tng vi c6 hiéu
biét vé mat linh vire nhat dinh va da nghién citu cac giai phap hién c6 van bi
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gian doan.

2. Bam tru: Nguoi nay gap g& mot nhom khach hang trién vong dau tién va
ky hgp dong cé vé giong hgp dong tw van hon, nguwdi nay dung hgp dong dé
xay dung san pham ban dau. Co 4y sé can than khong cam két déc quyén, va
c6 gang dan khach hang huwéng tGi giai phap chuan héa, tinh phi nhiéu cho
cac tinh nang riéng. Ky su cia c6 nay sé truc tiép lo viéc ho trg khach hang
thay vi 1ap mot “16p” nhan vién ho trg “tach biét” & giai doan ban dau dé ho
phai ty doi mat v6i nhitng hat san trong san pham ho tao ra.

3. Lan truyén: V§i san pham trong tay, c6 ay nho nhitng khach hang hai
long gidi thiéu va dung nhitng 101 gidi thiéu nay lam ching nhan cho minh.
Co ay bat dau di ban truc tiép va phat trién nén tang khach hang. Co trién
khai mot nhém ngudi diung va bat dau tw dong héa khau hoé trg. Ngwoi nay
cling phat hanh giao dién 1ap trinh &ng dung API, khuyén khich bén thit ba
phat trién va mé rong quy mo thi truong tiém nang ma khong phai phat trién
true tiép.

4. Doanh thu: Nguwoi sang 1ap tap trung vao phat trién nguon lién tuc, bién
lgi nhudn va doanh thu ma van kiém soat chi phi. Cong viéc dugc ti dong
hoa, thué ngoai hodc tién hanh & nwdc ngoai. Tang cwong tinh nang dugc
xép hang dva trén két qua trong doi va chi phi phat trién. Thu phi dinh ky va
doanh thu ho trg chiém mot phan ngay cang 16n trong tong doanh thu.

5. M@ rong: Co ta ky hgp dong véi nhitng nha phan phdi 16n va lam viéc
v6i cac cong ty tu van toan cau dé ho trién khai va tich hgp cong cu cua
minh. C6 tham dy cac bu6i trién 1am thwong mai dé thu thap khach hang
tiém nang, can than tinh toan chi phi thu hit so véi ty 1€ choét don va gia tri
khach hang tiém nang.

Ta sé tiép tuc dung nam giai doan nay va lién hé ching véi cac khuén kho
khac nhw da lam & Chwong 5. Chung ta ciling sé vach ra cac canh céng ban
can di qua khi chuyén tir giai doan nay sang giai doan tiép theo.
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1 Can chi y réng cic nha sang lap theo Tinh gon (Lean) coi chi tra, lan
truyén va bam tru la ba dong co tang trwédng, va mot cong ty c6 thé chuyén
hwéng tir yéu t6 nay sang yéu to ti€p theo. Chiing t6i lai cho rang nén coi
ching nhu ba yéu t6 can t6i wu hoa: mot cong ty khai nghiép tot co chi tra
(va dau tu vao thu hut khach hang), bam tru (va doanh thu dinh ky) va lan
truyén (va hiéu @ng truyén miéng tao ra dwoc). Ban c6 thé tap trung vao
tirng yéu t6 mot, nhwng chiing to6i nghi ban nén xay dung ca ba — va cac chi
sO lién quan — cho cong ty khéi nghiép khi tang trueang. (TG)

Chiing t6i quan tam rat nhiéu dén giai doan cia cong ty vi chi s6 ban tap
trung vao sé chiu tac dong manh mé bai giai doan cua cong ty.

Tap trung qua sém hodc t6i wu hoa thit khong thye sy quan trong la cach
chac chan dé giét chét cong ty khai nghiép cta ban. Vay hay dao sau vao
nam giai doan Phan tich dit liéu tinh gon nao.

BAI TAP: CHON GIAI POAN HIEN TAI CUA BAN

Ban nghi minh dang & giai doan nao? Hay viét ra. Sau khi doc cac chwong
tiép theo vé nam giai doan Phan tich di¥ liéu tinh gon, hdy xem cdu tra 1oi
ctia ban c6 thay déi khong. Cau tra 10i cling can thém chi tiét nita — tap trung
toan bo vao mdot phan cu thé trong giai doan ban dang tap trung vao (chang
han, xac nhan van dé hodc giai phap & giai doan Thau hiéu). Ban c6 thé dang
nam & khodng gitta cac giai doan nita, vi vay, hdy doc hét trudc khi quyét
dinh.
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Chuong 15
GIAI POAN MOT: THAU HIEU

Ltic khoi dau, ban danh thoi gian tim hiéu didu gi quan trong véi moi
ngwoi va thau hiéu van dé ctia ho. Ban tim kiém thong qua lang nghe. Ban
dao sau tim co hoi thong qua viéc quan tam tdi ngwoi khac. Ngay lac nay,
cong viéc cua ban khong phai la chi'ng minh minh thong minh hay da tim
dwoc giai phap.

Viéc cua ban la di vao trong suy nghi cta nguwoi khac.

N6 c6 nghia la kham phé va xac nhan van dé, sau dé tim hiéu liéu giai phap
minh dé xudt cho van dé c6 tac dung hay khong.

CAC CHI SO CHO GIAI POAN THAU HIEU

Trong giai doan Thau hiéu, trong tam la thu thap cac phan hoi chat lvgng,
chu yéu thong qua phong van vé van dé va giai phap. Muc tiéu la tim dwgc
van dé dang giai quyét va mot giai phap da hiéu qua dé 16i kéo dugce sy dong
thudn. Ban thu thap thong tin nay bang cach di ra khoi toa nha. Néu van
chuwa ra khéi toa nha — va néi chuyén véi it nhat 15 ngudi moi giai doan
phong van — ban can khan treong 1én.

Ban dau, hay lwu lai that nhiéu ghi chi. Vé sau, ban c6 thé cham diém cac
bai phong van dé theo doi nhu cau va giai phap nao dwgc quan tam nhiéu
nhat vi day la thit sé cho ban biét tinh nang nao can cé trong san pham kha
thi t6i thiéu (MVP).

PAY LA Y TUONG TUYET NHAT TOI TUNG CO! (HAY CACH
KHAM PHA VAN PE PANG GIAI QUYET)
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Nhitng doanh nhan luon tim ra cac y twéng. Mot s6 nguwdi bao “y twdng thi
dé thoi”, nhwng diéu nay khong hoan toan ding. Tim dugc mot y twdng rat
kho. Tim ra y twong hay con khé hon. Tim ra y twéng ma ban xac nhan du
hop ly dé tién hanh xay dyng san pham thyc sy rat khé.

Tim ra van dé (hodc y twéng) thuwong bat dau tir lang nghe. Du sao ngudi ta
cling rat thich phan nan vé van dé cia minh. Nhwng hay than trong ti€p nhan
10i than van cua hg. Ban can tich cyc chia dong lang nghe dé tim ra phan nhé
sy that hay ddc diém chung an sau cau trd 10i kia. Nhitng cong ty khai
nghiép 16n va nhiéu lgi nhuan thwong la két qua cia cac giai phap vo cung
tao bao cho nhitng van dé nguoi ta khéng nhan ra la minh gap phai.

Kham pha la nguon cam hitng dé thanh lIap cong ty khai nghiép.

Mot so6 truong hgp thi ban khéng can tim ra van dé. Van dé sé 1a ly do ban
thanh 1ap cong ty khdi nghiép ngay tir dau. Diéu nay dac biét dung doi vai
nhitng sang kién tap trung vao doanh nghiép hoac noé lyc khaéi nghiép dién ra
ngay trong mot cong ty chu quan. La mot doanh nhan ndi bo (intrapreneur),
ban c6 thé da nhin ra diac diém nao dé thudc van dé ho trg khach hang can
dén san pham mdi. Néu ban dang ban san pham cho cac doanh nghiép, c6
thé ban la nguwoi diung cu6i da nhan ra thiéu sét gi do, hoac la nhan vién
tredc do caa mot hang da nhin ra mot co hoi.

Y twdng cia ban don thuan 1a diém xuat phat thdi. Ban nén “ngdm” né mot
thoi gian tredc khi phat trién. Chang t6i la nhitng ngwoi tin twdng manh mé
vao trién khai moi viéc nhanh chong, nhung cé sy khac biét gitta tap trung
toc do theo mot hwéng thong minh va voi vang dén mic vo ly. Ban nang
dau tién sé la néi vdi ban bé. Bay khong phai la mot phan thudc ban chat
hay can do dém trong Khd&i nghiép tinh gon, nhung cling khéng phai budc
khai dau t6i. Ly twong nhat 1a khi ban c6 mdt nhém ban hodc nhitng nguoi
c6 van dang tin cay cling c6 moi quan tam kha lién quan dé ho nhanh chéng
kiém chirng thure té cho ban.
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Ban bé va c6 van tin cdy sé cho thé hién phan tng ban nang ctia ho vdi ban
(thdy chwa — ching to6i khong hé ghét ban nang nhé!), va néu ho khong c6
gang lam ban hai long hay tranh gdy ton thwong cho ban thi it nhat ban cling
nhan dwgc mot phan hoi c6 mot nira sy trung thue trong do. Ban ciling c6 thé
nhin ra nhitng suy nghi ma ban chwa hé nghi t6i: thong tin vé doi tha canh
tranh, thi trudng nham téi, cach thyc hién y twéng khac, v.v...

Bai kiém tra “thuc tién bang cam nhan” nhanh nay la mot viéc dang dau tw
cho nhitng ngay dau tir lic tim ra y twdng, trwdc khi tién hanh bat ¢t cong
viéc trién khai chinh thitc nao. Néu y twdng vugt qua bai kiém tra caAm nhan
nay thi dén lic ap dung quy trinh Khéi nghiép tinh gon roi day.

TiM RA VAN PE PE KHAC PHUC (HAY, LAM SAO PE XAC NHAN
VAN PE)

Muc tiéu cua giai doan Tinh gon dau tién la xac dinh liéu van dé c6 du nhitc
nhoi v6i da nguwoi khéng va tim hiéu cach ho dang c6 gang khac phuc né.
Hay giai nghia k§ hon nhitng cum tw trén:

Van dé du nhitc nhoi

Con nguwaoi ludn c6 xu hwéng cham chap. Ban muon ho hanh dong, va mong
muo6n ho mang lai 1gi ich cho doanh nghiép ctia minh. Viéc nay doi hoéi da
diéu gay bat tién cho hoan canh cua ho khi ho thie sy lam diéu ban muon —
dang ky, tra tién, v.v...

Cé6 da nguoi quan tam

Giai quyét van dé cho m6t nguwoi goi la tw van. Ban can c6 mot thi tredng
muc tiéu. Nguoi tiép can thi truong muodn nguwdi theo doi trong thi treong do
phai dong nhat bén trong (ttc la thanh vién thudc phan khic d6 c6 diém
giong nhau ma ban c6 thé thu hit hg) va khac biét lan nhau (tic 1a c6 thé
phan khiic va nham vao méi phan khic thi truong theo mot cach tap trung
kem thong diép phu hop).
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Ho da dang co gang giai quyét no

Néu van dé la that va nguoi ta da biét dén né thi ngwoi ta chac dang giai
quyét n6 theo cach nao do. Co6 thé nguwdi ta lam cach nao dé tha cong vi
chwa tim dwgce cach tot hon. Giai phap hién tai, bat ké c¢6 la gi, van la déi thu
canh tranh ban dau 16n nhat cia ban vi dé la con duwong c6 it phan khang
nhat cho moi nguoi.

Can lwu y & mot s6 treong hop, thi truong ctia ban khong biét minh c6 van
de. Trudc khi c6 Walkman, xe ban tdi hay may tinh bang thi con nguoi
khong hé biét ho can may thit dé — qua thyc nhw vay, san pham Newton yéu
ménh cua Apple mot thap ky trwde khi c6 iPad cho thdy nhu cau Iic d6 chwa
ton tai. Trong trvong hgp nay, ngoai viéc chi thit nghiém van dé nguoi ta
biét minh gdp phadi, ban cling can quan tam dén lam gi dé khién ho nhan thic
duwgc van dé. Néu ban sap phdi lao vao “cao tuyét” trong thi trudng, ban can
biét can bao nhiéu sttc lwc dé ban c6 thé dwa vao mo6 hinh kinh doanh cua
minh.

Ban can xac nhan tirng van dé néu trén (va mét so diéu khac nita) truede khi
chuyén sang giai doan tiép theo. Va phan tich déng vai tro mau chot dé lam
diéu nay.

Ban dau nhw da chi ra, ban sé st dung chi s6 dinh tinh dé xac dinh liéu van
dé ban tim ra c6 dang theo dudi gidi quyét khong. Ban bat dau qua trinh nay
bang viéc phéng van tim hiéu van dé véi nhitng khach hang trién vong.

Ban nén noi chuyén véi 15 khach hang trién vong lic dau. Sau mot s6 cac
cudc phéng van dau tién, c6 kha nang ban sé thdy dugc dac diém chung.
bing dirng néi chuyén véi moi ngwoi. Khi dat dén 15 cudc phéng van, ban
nén c6 thao tac xac nhan phu hop (hodc phu nhan) dé xac dinh cac bwdc tiép
theo.

Néu khong tim noi 15 ngwoi dé néi chuyén, hdy twdng twong dé ban hang
cho ho con khé dén mitc nao. Vi thé, hdy manh mé 1én va ra khoi van phong
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thoi. Néu khong thi ban chi phi thoi gian va tién bac xay dwng thit khong ai
muon thoi.

Dt liéu thu thap & giai doan nay mang tinh dinh tinh, nhung n6 phai dua
nguyén liéu dé ban c6 thé thanh that néi: “Phai, van dé nay da nhitc nhéi dén
murc toi nén xay dung giai phap.” Mot khach hang thoi khong lam nén thi
treong. Ban khong thé chi n6i chuyén vé6i vai ngudi, thu duge phan héi tich
cuc chung chung dé quyét dinh viéc nay dang nhay vao lam dwoc.

KHUON MAU: DAU HIEU CHO THAY BAN DA TiM PUQC VAN
PE DANG GIAI QUYET

Chia khoa dan téi dit liéu dinh tinh la dac diém chung va nhan dang dac
diém chung. Pay la mét s6 ddc diém chung tich cwc can chd y khi phéng
van nguoi khac:

* Nhitng ngudi d6 muon tra tién cho ban ngay.
» Ho dang chu dong c6 gang (hodc da co) gidi quyét van dé dang noi tdi.

» Ho néi nhiéu va hoi nhiéu cau hoi thé hién sy quan tam nhiét tinh t6i van
de.

* Ho rwén ngudi vé trwde va ctt chi sinh dong (ngon ngit co thé tich cuc).
Con day la mot s6 dac diém tiéu cyc can dé y:

* Ho bi xao nhang.

* Ho néi nhiéu, nhung lai khéng phai vé van dé dang ban luan (néi dong
dai). Vai chung xuong hodc nhoai ngudi 1én ghé (ngon ngit co thé tiéu cuc).

Cudi cudc phong van van deé la lic kiém tra linh cam. Hay tw hoi ban than:
“Minh da chuan bi dé danh 5 nam t6i khong lam gi ngoai viéc gidi quyét van
dée dang dat ra chwa?”
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NGHIEN CUU TiNH HUONG: THUC HANH TINH GON VA CACH
PE TIEN HANH MQT CUQC PHONG VAN HIEU QUA

Ash Maurya la moét trong nhitng nguwdi dan dau phong trao Khéi nghiép tinh
gon. Anh da tht nghiém va ghi chép nhitng thuc hanh Khai nghiép tinh gon
trong nhiéu nam véi cong ty khéi nghiép ctia riéng minh, va da viét mot
cuon sach rat hay cé6 tén Running Lean (Van hanh tinh gon). Bé 1a cudn
sach bo tro rat hay cho cudn sach nay.

Ash mo6 ta mot cach tiép can hé thong, cé quy tac khi phong van moi nguoi
trong giai doan dau quy trinh Khéi nghiép tinh gon.

Do6i v6i nguoi bat dau, ban can tién hanh phéng van van dé. Ban tach riéng
giai phap (chung t6i biét ban rat phan khich vé diéu nay) khai van de, va chi
tap trung vao van dé thoi. Muc tiéu la dé tim mdot van dé dang giadi quyét. Va
hay nhé, khach hang da mét moi véi cac giai phap — ho lién tuc dugc moi
chao cac san pham diéu ky gitup cudc song ctia ho dé dang hon ma ho chang
nhd noéi tén. Nhung da so truong hgp, nhitng nguwdi chao moi khong hiéu
van deé thuc sy cua khach hang.

Dudi day la mot s6 meo tr Ash va Van hanh tinh gon dé tién hanh phéng
van hiéu qua:

» Hudng tGi phong van gap mat trye tiép. Ban khong chi muon nghe nhitng
diéu ngudi ta n6i ma con mudn xem cach ho néi. Thong thwdong, moi nguoi
it bi xao nhang hon nhiéu khi gap mat tryc tiép, vi thé ban sé thu dugc chat
lvong phan hoi cao hon.

 Chon dia diém trung 1ap. Néu ghé tham van phong ctia ngudi dugce phong
van, moi thit sé thay giong nhv mot budi chao hang vay. Hay tim mot quan
ca phé hay cho nao do ty nhién.

e Tranh thu am budi phéng van. Ash lwu y tir kinh nghiém rang doi twong tra
10i sé dé y hon néu bu6i phong van bi thu am, va chat lwvgng bu6i phong van
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vi thé sé suy gidm.

« Bam bdo ban c6 kich ban. Mac du c6 thé diéu chinh kich ban mot chut
trong qua trinh, ban sé khéng diéu chinh né lién tuc dé thu dugc “cau tra 1oi
minh muén” hay xép dat thit gi theo y minh. Ban phdi trung thuc trong sudt
qua trinh.

Kich ban c6 1é la thi kho thwe hién hiéu qua nhat. Ban dau, cé khi ban con
khong chac chan sé héi cau gi. Thuc té€ do la 1y do tai sao ban khao sat lai
khong cé tac dung & giai doan dau — ban khong biét phai héi gi dé thu dwgc
thong tin cé y nghia. Nhung kich ban sé mang lai tinh nhat quan gifta cac
budi phéng van dé ban cé thé so sanh nhitng ghi chép.

Hau hét phan phéng van van dé cé tinh mé. Ban muén trao cho déi twgng tra
10i co hdi dé ho noi bat c diéu gi ho mudn, va ban mong ho lam vay trong
tu thé tu do thoai mai.

Trong cudén Van hanh Tinh gon, Ash cung cap mot cach phan chia kich ban
phong van rat hay. Ching t6i da tém tat kich ban phéong van van dé nhu dudi
day:

» Thiét 1ap ngan gon giai doan cho budi phéng van. Day la thoi diém ban n6i
v6i nguoi duge phong van ban sé noéi (hay héi) nhitng gi. Nhan manh muc
tiéu cudc phong van dé dat ngwoi trd 10i vao guéng suy nghi hop ly.

» Kiém tra phan khuc khach hang bang cach thu thap théng tin. Héi doi
twgng mot sO cau hoi co ban dé tim hiéu vé ngudi dé va tim dwgc phan khic
thi trvong ngwoi do dai dién. Nhitng cau hoi nay phu thudc nhiéu vao nhom
nguoi ban noi chuyén. Sau cting, ban mudn tim hiéu cong viéc hodc 16i song
cta ho (trong hoan canh van dé ban dang dé xuat giai quyét), va tim hiéu
thém veé vai tro cua ho.

» Thiét 1ap boi canh van dé bang cach ké mot cau chuyén. Két noi vai doéi
twgng bang cach dan ho vao cau chuyén ban tim ra van dé ban dang muo6n
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gidi quyét ra sao, va tai sao ban nghi nhitng van dé nay lai dang ban. Néu
ban gai ding chd ngita ctia minh thi viéc nay sé dé hon rat nhiéu. Néu chwa
hiéu r6 van dé hoac chwa c6 gia thiét day du vé van dé muon giai quyét thi
né sé boc 10 ra ¢ thoi diém nay.

 Kiém tra van dé bang cach cho doi twgng xép hang cac van dé. Nhac lai
van dé da mo6 ta va nho doi twgng xép hang van dé theo thit ty tam quan
trong. Pting di qua sau, nhung hay dam bdo sé hoi ngudi dé xem c6 van dé
lien quan nao khac ban chuwa da dong tGi khong.

» Kiém tra giai phap. Kham pha thé gi6i quan cta déi twgng. Chuyén van dé
cho khach hang va lang nghe. Di qua tirng van dé — theo thi ty doi twgng da
xép hang — va hoi cach ho khac phuc n6 trong hién tai. Khéng con kich ban
nita. C¢ dé doi twgng ndi. Day la lic ban co6 thé thue sy danh gia dinh tinh
liéu minh da tim ra van dé dang giadi quyét chwa. Moi chuyén c6 thé sudn sé
khi déi twgng mong moi ban gidi quyét van dé, hodc cling c6 thé ban nhan
dwgc mot tiéng am W ho hitng, cho thady c6 mot s tach biét ro rét gitta doanh
nghiép cua ban va thé gigi thuc.

» Nho diéu gi do khi ban da xong viéc. Ban khong muén thao ludn giai phap
dong dai ¢ day vi sé tao cam giac giong mot budi chao hang, nhung ban nén
néi ¢ tong giong cao dé gitr d6i twgng hao hitng. Ly twéng nhat la ban mong
nguwoi nay dong y thye hién mot cudc phéng van giai phap vdéi ban khi ban
da san sang co thit gi d6 dé gidi thiéu — nhitng doi twgng dau tién nay co thé
trd thanh khach hang dau tién — va ban mong ngudi dé gidi thiéu cho nguoi
khac dé ban c6 thé thic hién nhiéu phong van hon.

Ban thay dwgc c6 rat nhiéu thit can dé tam khi thuc hién mot cu6e phong
van. Lan dau c6 thé chwa xuat sac, nhung khong sao. Hy vong mét s6 ndi
dung & day va cac nguon khac mang dén cong cu ban can. Chuan bi san mat
kich ban hay, luyén tap va di ra phéng van nhanh nhat c6 thé. Sau mot s6
lwgt, ban sé quen véi qua trinh va bat dau nhin ra xu hwéng va thu thap dugc
thong tin cuc ky gia tri. Ban cling sé ti€én bo hon rat nhiéu & viéc trinh bay
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van deé ro rang va suc tich, va sé thu thap dugc nhitng mau chuyén gitp ich
khi néi chuyén vd&i blogger, thao luan véi nha dau tw va ho trg marketing.

Céc chi s6 dinh tinh déu xoay quanh van dé xu hwéng. Ban c6 gang 16i ra sy
that bang cach tim ra dac diém chung trong phan hoi tit moi nguwdi. Ban phai
la m6t nguwoi cye ky biét lang nghe, doi khi phai dong cam va binh than. Ban
phai 1a mot tham t& xudt sac, truy dudi “dau moi” nam an dudi 10i ké, sy
twong dong gitta nhitng ngwoi trd 10i goi y cho ban di ding hwéng. Cudi
cung, nhitng dac diém chung dé trd thanh thi ban sé kiém tra theo dinh
lwgng, quy mo rong. Ban dang tim kiém nhitng gia thiét.

Hién thyc vé nhitng chi s6 dinh tinh la ching bién linh cdm — tric giac tw
nhién, cai cam giac ctt 16n von trong tam tri ban — thanh nhitng phan doan
c6 co s& dé ban bam theo. Dang tiéc la ching mang tinh cht quan va dwoc
thu thap qua twong tac, cac chi s dinh lwgng la nhitng chi s6 dé gia tao nhat.

Du chi s6 dinh tinh cé thé sai nhung lai khong hé no6i doi. Ban c6 thé thu
thap so liéu sai, mac 16i thong ké hay hiéu sai két qua, nhung ban than dir
liéu tho thi lu6n dung. Chi s6 dinh tinh von rat dé lam ban thién vi. Néu
khong kién quyét trung thuwe thi ban sé chi nghe nhitng diéu ban mudn nghe
khi phong van thoi. Chung ta luon thich tin vao nhitng diéu ta von tin — va
nhitng ngwoi tra 10i thi luén muén dong y vdi ta.

KHUON MAU: LAM SAO PE TRANH DAN DAT NGUOI CHUNG
KIEN

Chung ta von la loai sinh vat nong can, yéu dudi. Ngwoi ta thwong c6 gang
néi cho ban nhitng diéu ho nghi ban muén nghe. Ta lai gat dau theo bay dan
va dong y véi s6 dong. Biéu nay gay anh hwdng tai hai dén két qua thu dwgc
tlr ngwoi trd 10i: ban khong mudn lam thit khong ai muon, nhung ai cling néi
doi vé viéc ho muon thit d6. Vay nguoi sang 1ap can lam gi?

Ban khong thé thay d6i ban chat c6 hitu cia con ngwoi. Thién kién phan hoéi
(response bias) la mot loai thudc thién kién tdm 1y ma thwong dugce nhitng
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nha van dong chinh tri st dung dé thu duwgc cau tra 16i ho mudn bang cach
dan dat ngwoi chitng kién (duwgc biét dén vdi cai tén push polling).

Tuy nhién, ban c6 thé lam bén diéu: dirng rao trudc cau tra 10i, lam cho cau
héi tr@ nén thurc té, tiép tuc dao sau va tim kiém ggi y khac.

Pung rao trudc cau tra loi

Ta vOon cyc gioi trong viéc phat hién nguwdi khac mudn diéu gi t& minh.
Nhitng ngudi ban phong van sé lam moi thit ho c6 thé, & mitc do tiém thirc
dé doan diéu ban mong ho noéi. Ho sé du doan dwa trén mét so goi y.

* L0i 1é gdy thién kién, chang han “ban c6 dong y rang...” 1a mét vi du. Viéc
nay dan t6i mot hidu tng goi 1a thién kién dong y' (acquiescense bias) khi
nguoi trd 10i cd6 gang dong y vdi cau mang tinh tich cwe. Ban c6 thé tranh
diéu nay bang cach héi ho diéu doi 1ap vdi diéu ban mong ho sé n6i — néu ho
san sang phan doi ban dé trinh bay nhu cau can mot giai phap cu thé thi doé
la dau hiéu manh hon chitng té ban da tim dwgc van dé dang giai quyeét.

1 Mot dang thién kién khi phan héi, trong d6 ngudi dwoc phéng van cé xu
huwéng trd 101 dong y vGi cac cau hoi dugc dua ra. (DG)

» Day la ly do tai sao & dau qua trinh phat trién khach hang, nhitng cau héi
ma lai hitu dung: ching phac hoga cau trd 10i it hon va cho nguoi tra 10i co
hdi n6i dong dai.

* Quan niém tredc dé la mot yéu té6 anh hwdng manh mé nita. Néu doi twong
biét thong tin gi d6 vé ban thi anh ta sé c6 xu hwéng bam theo thong tin do.
Chang han, anh ta sé tra 16i nhitng cau hoi vé sy can thiét bao vé moi treong
mot cach tich cie hon néu biét ban la ngwdi an chay. Ngwoi kia cang biét it
vé ban thi cang it kha ning d6i hwéng cau tra 15i. An danh c6 thé 1a mot yéu
t6 hitu ich & day; do la ly do 16n nita dé ban phai trat ty va nghe anh ta noi,
va dé thuc hién tiv mot kich ban chuan hoa.
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 Dau hiéu khac dén tir ngoai hinh. Moi thit thudc cach xt sw ctia ban ggi y
cho ngudi phan hoi cach dé tra 1oi ban. Ngay nay, viéc che giau théng tin vé
ban than c6 1& ciling khé vi ta dang séng trong mot thé gidi tric tuyén kha
minh bach va cé khi ban da gap nguwdi phan hoi qua mang xa hoi roi. Nhung
ban sé thu dwgc dit liéu tot hon néu an méac binh thuwdng va cu x theo cach
khong thé hién quan diém ro rang hay dwa ra dau hiéu gi.

Lam cho cau héi tré nén thyc té

Mot cdch dé thu duogc cdu trd 1oi thuc sy la khién d6i phuong thdy khong
thodi mdi.

Con nguoi chi thuc sy tré nén thu vi khi bat dau gidng gidt song sdt chiéc
long cua ho.

— ALAIN DE BOTTON, tac gia va triét gia

Lan t6i khi phong van ai do, thay vi héi “Ban c6 dinh st dung san pham nay
khong?” (va nhan dugc mot cau tra 16i “céd” vo nghia du day thién chi), hay
héi ho vé viéc thanh toan dat hang trwedc 100 do-la. Ban dé dang nhan duoc
mot cau “khong”. Va day la lic chuyén vui bat dau.

Hoi thu tién cuia ai d6 ro rang sé choc titc nguwdi ta. Biéu dé c6 khién ca ban
va nguoi ta khong thodi mai? Chac chan cé. Ban c6 nén quan tam khong?
Khong néu ban quan tdm dén viéc xay dung thit gi d6 ma nguoi ta thyc sy
sé tra tién mua.

Ban dat ra cau héi cang cu thé thi cau tra 10i lai cang that. Khién doi twgng
mua hang thay vi chi ggi ra wu tién. Hay bdo ho m¢ vi. Lay tén cia nam
ngwoi ban chac chan sé dung san pham va dé nghi ho gidi thiéu. Dot nhién,
ho sé rat quan tam. C6 cai gia thuc sy cia viéc hanh dong danh cho ban. Sy
thiéu thodi mai sé nhanh chéng loai bé nhu cau phai duwgc wa thich, va cho
ban thay thuc sy moi ngudi cam thay ra sao.

https://thuviensach.vn



Mot meo nita dé vugt qua mong muon lam hai long ngwdi phéng van cta
do6i twgng la hdi xem hanh xt ctia ban bé nguwdi do sé ra sao. Héi “Ban c6
hiat can sa khong?” cé thé khién ngudi ta tra 101 khong thye 1ong vi muon
tranh bi nghi xdu vé dao ditrc, nhung hoi “Bao nhiéu phan tram ban beé ctia
ban hit can sa?” lai dé thu dugc cau tra 10i chinh xac ma van phan anh dugc
quan diém ctia ngwdi kia vé moi ngwdi néi chung.

Tiép tuc dao sau

Mot meo rat hay khi phong van phat trién khach hang la hoi “Tai sao?” ba
lan. Tuy diéu nay khién ban gidng dita tré hai tu6i nhung lai c6 tac dung.
Hoi mot cau hoéi; doi nguwoi kia trd 101 xong. Ngirng ba gidy (dé bao hiéu la
ban dang nghe va chac chan ngwoi kia da tra 10i xong). Sau do hoi tai sao.

Nho héi “tai sao?” nhiéu lan, ban budc nguwdi tra 10i phai giai thich 1y do
dang sau cau néi. Thwong thi 1y do sé bi thiéu thong nhat hoac mau thuan.
Thé la tot — nghia la ban da xac dinh dugc sy khac biét gitta diéu nguoi ta
no6i ho sé lam va diéu ho thue s s€ lam.

La mot doanh nhan, ban quan tam sau nay; rat khé thuyét phuc ngudi khac
hanh x ngugc lai v&i niém tin dao dirc bén trong ho. Jonathan Haidt, tac gia
cuon The Righteous Mind (tam dich: Tam tri ngay thang) noi: “Bat ctt ai coi
trong su that nén ngirng ton tho ly do.” Ly 1é ctia doi twgng phéng van
khong thé hap dan bang niém tin va dong luc thwe sw cia ho.

Ban c6 thé bam vao vai tro ngwdi héi va gitt im lang 1au dén khé chiu trong
khi phéng van — doi twong ctia ban sé 14p day bau khong khi im ang bang
nhitng suy nghi lién quan hitu ich va cac mau chuyén dac sac c6 thé tiét 16
nhiéu thit vé van dé va nhu cau.

Tim kiém ggi § khac

Nhitng diéu ngwoi ta néi khong chi thé hién bang 16i. Mac du lwgng giao
tiép ci chi hay dugc phéng dai & cac nghién citu phd bién nhung ngén ngt
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co thé thwong truyén tai cdm xuc nhiéu hon ti* nglt. Chang han, nhitng phan
tng hoi hop va thay doi thai d6 nho cé thé tiét 16 khi nao ai d6 khong thoai
mai trédc mot cau no6i hay nhin vao ngwoi khac gay anh hudng.

Khi phéng van ai do, ban can quan tam truc tiép dén nguwoi dé. Hay kéo
thém mot dong nghiép dé ghi chép cung ban, hodc nhd anh ta dé y cac dau
hiéu ctt chi. Viéc nay sé gitip ban xay dung méi gan két véi doi twgng va tap
trung vao cau tra 10i cta ngudi d6 ma van bat dwgc nhitng thong diép vo
hinh ma quan trong.

Va dirng bao gid quén héi cau héi “trung iy Columbo”?. Giéng cach cua

tham t truyén hinh do Peter Falk thu vai, hdy dé cau hoi khong lwong truéc,
khién ngudi ta ngudi ngoai cho phiit cudi cung, sau khi ban da néi 16i tam
biét. Viéc nay thuong sé khién nguoi kia khong dé y, va cé thé dung dé xac
nhan hoac pha nhan diéu quan trong nao dé ho da noi khi phong van.

2 Trung iy Columbo 1a nhan vat do Peter Falk tht vai trong loat chuong
trinh truyén hinh ‘Columbo’ vao thap nién 70. (DG)

PHONG VAN VAN PE TiCH HQOP VA TACH BIET

Khi viét cudn sach nay, ching t6i da tht nghiém nhiéu y twéng véi cac
doanh nhan va ngudi doc blog. Mot trong nhitng y twdng gay tranh cai nhat
ching t6i tirng ban luan la tinh diém cho phéng van xac nhan van dé. Nhiéu
doc gia thay day la y twdng hay vi cho phép ho hiéu dwgc kham pha nhu cau
cda ho tién trién ra sao va xép hang nhu cau tim ra giai phap. Nguwdoi khac lai
phan doi, doi khi dén mic kich liét: tinh diém la y t6i vi né can thiép vao
ban chat mé va mang tinh phéng doan & giai doan nay.

Chiing t6i sé chia sé khuon kho tinh diém vao phan sau cudn sach. Tuy
nhién dau tién, chiing toi xin dé nghi théa hiép rang: xac nhan van dé thuc ra
c6 thé xdy ra & hai giai doan riéng biét.
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Mac du muc tiéu khi phéng van van dé luon giong nhau — dé la xac dinh ban
da c6 du thong tin va tu tin dé chuyén sang giai doan ti€p theo chwa, nhung
chién thuat dé lam dwoc diéu nay rat khac nhau.

Trong khuon kho trinh bay ¢ dau chwong nay, Ash Maurya ggi y ké mot cau
chuyén tredc dé tao 1ap boi canh xung quanh van dé. Sau dé, ong dé nghi
trinh bay thém nhitng van dé cu thé va nho ngwoi trd 16i xép hang ching.
bay la hwdng ti€p can tich hgp: noé truc ti€p, c6 trong tam va huéng tGi
lwgng hoéa tinh cdp thiét va pho bién cua nhiéu van dé dé ban so sanh duogc
cai ban da tim ra. Khi phong van van dé tich hgp, ban nham t6i chi tiét cu
thé — mdc du ban mong nguodi trd 10i no6i théa thich, va budi phéng van
khong bi qua sap dat nhung hay nhé rang ban khong di cau ma khong biét
minh dinh cau gi.

Mot cude phong van van deé tich hgp cho ban chu6i hanh dong ro rang kem
theo nguy co tap trung qua hep vao van dé ban cho la quan trong thay vi dé
nguoi tra 10i tw do xac dinh nhitng van dé khac c6 khi lai quan trong véi ho
hon. Chang han, ban c6 thé dwa doi twgng tré vé loat cau hoi khién ho khong
thé tiét 10 mot thi tredng lan can hodc nhu cau ban khong ngo dén.

Mat khac, phéng van van dé tach biét mang tinh phong doan nhiéu hon,
huwdng t6i md rong qua trinh tim kiém th¢ hitu ich dé ban xay dung. Véi
kiéu phéng van van dé nay, ban sé thao luan mot khong gian van dé rong
(nhw y té, quan ly cong viéc, giao thong, dat cho nghi, v.v...) cing nguai tra
10i va dé ho ké ra nhitng van dé ho gap cho ban.

Ban sé khong goi y van dé hay nhd ho xép hang gi ca. Co thé ban c6 mot,
hai van dé dang muon xac dinh, va ban sé do do thanh cong cta bud6i phong
van, cu thé trong do la tan suat ngwoi tra 10i dé cap dén nhitng van dé dé (ma
ban khong hé néu ra trugc).

Rui ro cia cudc phéng van van dé tach biét nam & viéc ban mé chu dé qua
rong vé nhiéu van dé va khong thé dwa nguoi tra 10i tap trung vao mét van
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dé nao. Nhitng cudc phéng van van dé tach biét mang lai nguy co dwa cho
ban qua nhiéu van dé hoac khong da van dé twong dong, va khong hinh
dung duoc ro rang phai lam gi tiép.

Can luyén tap dé dat dugc mirc can bang hgp 1y khi phong van. Mot mat,
ban mu6n trao cho ngudi tra 16i co hdi néi diéu mudn noéi, nhwng ban phai
trong tam thé hwdng ho vao trong tam khi ban nghi minh da tim dugc gi do
dang chad y. Cung lic do, ban khong nén chi trich van dé minh dang trinh
bay khi ho khéng hop y.

Néu ban mdi bat dau va thye sy hwéng t6i maot bai tap kham pha thi hay thw
phong van van dé tach biét. Tinh diém trong truong hop nay it cé lién quan
hon. Hay thu thap phan hoi ban dau va xem c6 bao nhiéu van dé moi nguoi
mo td ty do khép véi ctia ban. Néu sudn sé, ban c6 thé chuyén sang phong
van van dé tich hgp dé xem liéu van dé cé twong tw & quy moé lén hon
khong.

LAM SAO BIET PUQC VAN PE U NHUC NHOI HAY CHUA?

Mac du di liéu thu thap téi thoi diém nay la dinh tinh nhung van cé cach
gitip ban xac dinh s6 lwgng dit liéu d6 dé du co sé dwa ra quyét dinh cé nén
di ti€p hay khong. Mot Chi S6 Quan Trong Nhat & day la nhitc nhéi — cu thé
la n6i nhitc nhoi ctia nguwdi tra 16i c6 lién quan t6i van dé ban chia sé véi ho
khong. Vay lam sao dé do lwong dwgc noi nhitc nhoi?

Céach don gian 1a tinh diém cac cudc phéng van van dé. Viéc nay khong
hoan toan mang tinh khoa hoc; diém s6 ban cho sé kha ngau nhién, nhung
néu co ai dé ho trg ban liic phong van va ghi chép dwgce thi van c6 thé tinh
diém moi thit m6t cach nhat quan va thu dugc gia tri tir bai tap nay.

Co6 mot so tiéu chi c6 thé cham diém dya trén nhitng cau héi trong phong
van van dé tich hgp. Méi cau trd 16i c6 mot trong so; khi cong cac két qua
lai, ban sé biét duwgc minh dang ditng dau.
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Sau khi hoan thanh moi cudc phong van, hdy hoi ban than nhitng cau hoi
sau.

, Nt dioc phon van 0 ¥ hang duc céc vin déan néua Khang
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Ngay ca trong cudc phong van van dé tich hgp khi ban tap trung vao nhitng
van dé cu thé thi bu6i phong van van du tinh mé cho phép nguai tra 10i ban
luan cac van dé khac. Viéc nay hoan toan 6n va cuc ky quan trong. Chwa cé
gi xac nhan van dé ban trinh bay la ding ca — do6 chinh xac la diéu ban dang
c6 kiém chitng. Thé nén, hay suy nghi cdi m& trong suot qua trinh.
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Vi muc dich tinh diém phéng van va do lwong do nhitc nhdi, diém thap
nghia la bu6i phong van that bai — n6i nhitc nhoi ctia ngwoi tra 16i vé van de
ban xem xét chwra du néu nguoi do danh thoi gian néi vé nhitng van dé khac.
Mot cudc phong van that bai cling khong sao; né c6 thé dan ban téi diéu gi
do6 con hay hon va gitp ban d& buon phién.
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Nguoi dugc phong van cang bé nhiéu cong sitc vao gidi quyét van dé ban
dang thao luan thi cang t6t.

3, Nob o shdn v e tém v rumg ong bl phdngvan kg
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Ly twdng nhat 1a khi nguwoi tra 10i hoan toan chd tdm su6t qua trinh: lang
nghe, no6i (biéu cdm sinh dong la dau hiéu tot), ruén ngwoi vé trudce, v.v...
Sau khi phong van dd nguoi, ban sé nhan ra sy khac biét gitta nguwdi nao tap
trung, chu y va nguoi nao khong.
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Tong diém ctia cau hoi nay thap hon hai cau trede. Thit nhat 1a vi sy cha y
trong phong van khé do lwdng hon; né mang tinh chi quan nhiéu hon cac
cau khac. Ching t6i cling khong muén tinh trong s6 ctia do chu y khi phong
van cao — vi n6 khéng quan trong bang nhitng yéu t6 kia. Ai do tréng c6 vé
khong quan tdm nhung biét dau da danh 5 nam trdi tim cach giadi quyét van
de ban dang thao luan. D6 la nguoi c6 day noi nhirc nhéi... cé thé anh ta dé
bi sao lang.
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Muc tiéu phong van van dé la dé kham pha ra mot van dé da nhitrc nhoi dén
muc ban biét ngudi khac mudn né duwgc giai quyét.

Va ly twdng nhat la khi nguwdi ban néi chuyén vé cuing mong ban dwa ra giai
phap. Budc tiép theo trong qua trinh la phong van giai phap, vay néu ban
dén duogc budc do cung nguwdi khac thi do la dau hiéu tot.
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Vao cu6i moéi cudc phong van, ban nén nho gidi thiéu téi nhitng nguoi tra
10i khac. C6 kha nang cao nguwoi ma doi twgng ban phong van dé xuat co
diém twong dong va c6 chung van de.
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Quan trong hon & giai doan nay la ban mu6n biét liéu doi twong c6 san sang
gitip do bang cach gidi thiéu thém nguoi trong mang lwéi cia ho khong. Pay
1a chi s6 16 rang cho thay ho khong cdm thay ngai ngan néu phdi gidi thiéu
ban va ho nghi ban khién ho thdy minh théng thai hon. Néu ho thay ban gay
kho chiu, ho sé khong gidi thiéu nguwoi khac cho ban dau.
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Mac du ai d6 dé nghi tra tién cho ban hay xdy ra & bu6i phong van giai phap
hon (khi ban thyc sy thong qua giai phap v6i ngudi ta) nhung day van la
mot khodnh khac rat hay dé “kiém chitng linh cam”.
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Va chac chan day la diém cong khi ngudi ta san sang rit vi.
TINH TOAN SO PIEM

S6 diém twr 31 trd 1én 1a to6t. Bat ky con s6 nao dwdi 31 déu khong tot. Hay
thi tinh diém tdt cd budi phong van va xem c6 bao nhiéu budi cé diém tot.
Dbay la chi so6 tuyét voi cho thady ban bam sat véi van dé mudn giai quyét hay
khong. Sau dé, héi ban than diéu gi khién budi phéng van diém tét khac véi
buoi diém thap. Cé thé ban da xac dinh duwgc mot phan khic thi treong, co
khi ban sé thu két qua cao hon néu an mac dep, hay c6 khi khong nén phéng
van @ quan ca phé. Moi thit déu la thir nghiém dé ban hoc hai.

Ban ciling c6 thé tong hgp xép hang cac van dé da trinh bay. Néu ban trinh
bay ba van dé, cai nao c6 xép hang dau nhiéu nhat? D6 la cho ban can dao
sau hon va tién hanh dé xuat giai phap (trong budi phong van giai phap).

Vién canh tuyét nhat la diém phong van cuc cao trong mot nhom nhitng
nguwoi duwge phong van ciing déu c6 xép hang van dé nhw nhau (hodc rat
twong dong). Diéu nay cho ban thém ty tin rang minh da tim ra dang van dée
va thi truong.

NGHIEN CUU TiNH HUONG: CLOUDY IDE PHONG VAN NHUNG
KHACH HANG HIEN TAI

Cloud9 IDE la méi truong phat trién tich hop nén tang dam may (IDE) cho
phép cac nha phat trién web va di dong lam viéc ciing nhau va hop tac tir xa
& moi noi, moi lic. Nén tang chinh la &ng dung JavaScript va Node.js nhung
van dang m@& rong ho trg nhitng ngon ngit khac. Cong ty da huy dong tai
chinh Serie A3 tir Accel va Atlassian.

3 Vong goi von dau tién. (DG)

Mac du déi ngii Cloud9 IDE da vuot xa khoi giai doan phong van van dé
ban dau, ho van thwong xuyén néi chuyén véi khach hang va quan tam dén
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phat trién khach hang c6 hé thong. Quan ly sdn pham Ivar Prujin noi:
“Chung t6i dang rat gan san pham phu hgp véi thi tredng va néi chuyén véi
khach hang gitp ich rat nhiéu, gitp chiung t6i biét dwgc c6 dap ng nhu cau
cta ho khoéng va cach thitc ho stt dung sdn pham ctia minh.”

Ivar 1dy khu6n kho tinh diém da soan ra tir tre6c va diéu chinh mot s6 cau
héi hgp véi loai hinh phong van. “Do gio chiing t6i ndi chuyén vGi khach
hang dang st dung san pham, ching t6i hdi cac cau hoi khac di mot chuit,
nhwng van tinh diém y hét.” Hai cau héi dau tién Ivar hoi ban than trude khi
phong van la:

1. Nguoi duwgce phéng van cé dé cap dén van dé trong qua trinh lam viéc cta
nguwoi d6 ma san pham giai quyét dugc hay sé s6m giai quyét hay khong?

2. Nguoi duwge phéng van c6 chia dong khac phuc van dé san pham van giai
quyét/ sé s6m gidi quyét hay khong, va nguoi dé da lam vay trudc day
chwa?

Ivar néi: “Nho nhitng cau héi nay, ching t6i dang c6 xac dinh minh giai
quyét van dé cho khach hang thuc sy tot dén dau. Néu nhiéu so6 diém bi thap,
ching t6i sé biét dugc co6 diéu gi khong 6n.”

Dbiéu tuyét voi la hau hét diém s6 phong van déu cao, nhwng Ivar van dao
sau hon va tim hiéu thém. “T6i xac dinh dwgc kiéu khach hang dé tap trung
vao cdi thién san pham. T6i dé y c6é hai phan khiic khach hang cu thé dat
diém phong van cao nhat, dac biét hai tiéu chi dau tién vé thoa man nhu cau
va giadi quyét van de.”

Sau khi tinh diém nhitng cudc phong van dau tién, Ivar tham dinh két qua va
qua trinh tinh diém theo hai cach. Cach thi nhat, 6ng phong van mot so
nguoi dung hoat dong hang dau ctia cong ty va thu dugc hiéu biét sau sac vé
cach thite ho lam viéc. Cach thi hai la 6ng phan tich kho di liéu chiva thong
tin vé cach thirc st dung san pham. Ca hai cach xac nhan két qua ban dau
ctia 6ng la: hai phan khic khach hang cu thé thu dwgc nhiéu gia tri dang ké
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hon tir sdn pham. “Diéu hay ho la ca hai nhém khach hang nay lai khong
phdi nhém ching t6i hwéng tdi ban dau. Gid ching t6i biét c6 thé dau tw
nhiéu thoi gian va céng sttc hon vao dau r6i.”

Trong treong hop nay, thdo luan maé di kem tinh diém sau d6 — ngay ca khi
cong ty da vugt qua khoi giai doan Thau hiéu dau tién — van tiét 16 mot phan
khtic thi treong c6 do bam tru tét hon va thic day tang trudng nhanh. Con
hon thé, Ivar n6i rang tinh diém cac cau héi phong van gitip ong cai thién ky
nang phong van, tap trung dwoc vao két qua c6 kha nang can thiép dugc.

TOM TAT

* Cloud9 IDE da quyét dinh tién hanh phéng van khach hang co tinh diém
ké ca khi cong ty da vuot xa khoi giai doan Thau hiéu.

* Phéong van khong chi cho thay khach hang hai l1ong, ma con tiét 16 hai phan
khiic khach hang cu thé thu gia tri cao hon tir sdn pham.

« Tan dung phat hién nay, cong ty so sanh dit lieu phan tich va xac nhan
nhitng nhém nay thyc sy dung san pham theo cach khac, diéu nay dan t6i
viéc wu tién tinh nang va marketing.

BAI HOC PHAN TiCH RUT RA

Ban c6 thé no6i chuyén véi khach hang va ghi diém phong van & bat ctr giai
doan nao trong cong ty khéi nghiép cia ban. Nhitng cudc phéng van nay
khong chi cho ban phan h6i ma con gitip ban xac dinh phan khic thi trudng
c6 nhitng van dé hay nhu cau dac thu ban c6 thé hwéng tdi.

HIEN NAY NGUOI TA KHAC PHUC VAN BPE BANG CACH NAO?
Mot trong nhitng ddu hiéu lam 16 ra mot van dé dang giai quyét la khi c6

nhiéu nguwoi da tirng hodc dang cd gang giadi quyét nd. Nguoi ta sé di cd mot
chang dai dé gidi quyét nhitng van dé thyc sy nhitc nhéi ma quan trong véi
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ho. Bién hinh la ho dung san pham khac khong c6 vai tro gidi quyét van dé
nhung “da tot”, hodc ho ty minh xay dung thi gi d6. Ké ca khi thye hién
phong van dinh tinh, ban van c6 thé nghién ngam vai con s6 sau dé:

4 Co6 bao nhiéu nguoi chang hé c6 gang gidi quyét van dé? Néu nguoi ta
chwa thye sw bé cong giai quyét, ban phai hét sitc than trong veé viéc di tiép.
Ban sé phai khién ho nhan thitrc dwgc van dé ngay tir dau.

4 Co6 bao nhiéu ngwoi dé xuat gidi phap “da tot”? Ban sé danh nhiéu thoi
gian hon cho giai phap khi tién hanh phéng van giai phap, nhung céng ty
khai nghiép thwong xuyén danh gia thdp sitc manh cta “da t6t”. “Di 1éch
v6” 1a van dé chung ma khong ai lam giau dwgc néu khac phuc ca.

Thwong thi cac cong ty khai nghiép c6 ly twdng lai danh gia thap quan tinh
cta thi truong. Ho lao vao nhitng cong ty dan dau thi trudng bang cac tinh
nang, chitc nang va chién thuat khong cé nhiéu y nghia v6i khach hang.
MVP cia ho c6 quéa nhiéu yéu t6 “t6i thiéu” dé c6 thé kich thich thay doi.
Ho cho rang nhitng gi ho dang lam — du la m6t UI mwgt hon, hé thong don
gian hon, chitc nang xa hoi, hay gi d6 — cling déu la mot thang 1gi ro6i. Thé
roi sy “dn tot” sé quay lai hai ho thoi.

Ngudng thanh cong ctia cong ty khdi nghiép & bat c quy mo thue té nao di
nita déu cao hon rat nhiéu so v&i ctia nhitng cong ty di dau thi truong. Cong
ty hang dau thi trwong da & san vi tri do, va ké ca ho c6 mat wu thé di nita thi
thong thwong cling & toc do cham. Cong ty khdi nghiép can mé rong quy mo
cang nhanh cang t6t. Ban phdi tot hon gap 10 lan so vdi cong ty hang dau thi
treong tredc khi ai do thye sy nhin ra, c6 nghia la phéi sang tao hon, chién
thuat hay hon, khon khéo hon va manh bao hon gap 100 lan. Cong ty hang
dau thi treong c6 thé mat két n6i véi khach hang, nhuwng ho van hiéu khach
hang hon bét c ai.

Ban can lam viéc no lyc hon dé gianh dwgc khach hang tir cac tén tudi hién
tai. Bung chi nhin vao khiém khuyét “to dung” ctia nhitng tén tu6i dé (nhw
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thiét ké 16i thoi chdang han) va cho rang d6 la thit can khac phuc. Ban can
dao sau hon nhiéu dé tim thdy diém nhitc nhéi thue sy ctia khach hang va
dam bao ban gidi quyét chiing nhanh chéng va thanh céng.

CO PU NGUOI QUAN TAM PEN VAN PE NAY KHONG? (HAY
HIEU RO THI TRUONG)

Khi tim dwgc van dé da gay nhitc nhoi cho moi ngudi, budce tiép theo la hiéu
rd quy mo va tiém nang thi treong. Nhé rang mot khach hang chwa thé 1a thi
trrong, va ban can can trong khi gidi quyét van dé cé qua it ngwoi thuce sy dé
tam dén.

Néu dang c6 gang wéc lwgng quy mo thi tredng, ban hay phan tich ca huéng
tir trén xudng va tr dwdi 1én roi so sanh két qua. Viéc nay giip kiém tra phép
toan cua ban.

Phép phan tich tir trén xuong bat dau ti* mot con sO 16n r6i chia ra thanh
nhiéu phan nho hon. Phép phan tich tit dwgi 1én lai lam nguwgc lai. Chang
han, hay xét mot nha hang & thanh ph6 New York.

4 MG hinh ttr trén xuéng sé nhin vao téng so tién moi nguwoi tiéu vao viéc di
an ngoai @ My, sau d6 xem New York chiém bao nhiéu phan tram trong dé,
sau d6 dén so6 nha hang & thanh ph6 nay, va cu6i cung tinh doanh thu cua
mot nha hang don 1é.

€ MO0 hinh tir duwéi 1én lai nhin vao tong s6 ban trong mot nha hang, phan
tram s6 ban c6é khach st dung va gia trung binh moi bita tiéc. Sau d6 nhan
con sO nay vGi s6 ngay trong nam (diéu chinh cho phu hop thoi vu).

Céach nay don gidan qua mitc — c6 hang loat nhitng yéu t6 khac can cha y nhw
dia diém, loai nha hang, v.v... Nhung két qua cudi cing van mang lai hai con
s0 wdc tinh vé doanh thu hang nam. Néu hai con s6 khac nhau qua nhiéu thi
c6 van dé khong on dang xdy ra v&i mo hinh kinh doanh ctia ban.
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Khi tién hanh phéng van van dé, hay nhé hoi da cau hoi vé dac diém nhan
khau dé nam duwgc ngwoi tra 10i 1a ai. Cau dwgc hoi phu thudc nhiéu vao doi
twgng ban no6i chuyén va loai hinh kinh doanh ban sap mé. Néu theo dudi thi
treong kinh doanh, ban sé muon biét thém vé vi tri cia nguwoi kia trong cong
ty, mua nang luwgng, diéu chinh kinh phi, danh hwéng theo mua va cong
nghiép. Néu ban theo dudi mét ngudi tieu dung, ban sé quan tdm nhiéu hon
dén cach song, sé thich, vong tron xa hoi v.v...

CAN GIi PE KHIEN HQ NHAN THUC RA VAN DPE?

Néu doi twgng khong biét minh c6 van dé — hodc ban c6 bang chitng rd rang
rang nhu cau thuc sy ton tai thi ban can biét bang cach nao ho sé nhan ra
diéu do.

Hay can than. Pa s6 treong hop ngudi ta khong c6 van dé ma van cit dong y
v6i ban. Ho khong mu6n lam ban tén thwong. Ho sé gid vo minh c6 van dé
khi ban canh bao ho vé ching dé ra vé tot bung. Néu ban tin la ngudi ta cé
van dé — va chi can khién ho nhan thitc ra dugc thoi — thi can tim cach kiém
tra gia su do.

Mot so cach dé nhan dwgc cau tra 10i trung thue hon tir moi nguoi la:
4 Cho ho m6t nguyén mau tredce do.

4 Tao nguyén mau lén gidy, hoac bang mot gia 1ap thue sy don gian trén
PowerPoint, Keynote hay Balsamiq dé xem ho twong tac v6i y twdng cua
ban ra sao khi khong hwéng dan.

4 Tim hiéu liéu ho c6 mudn tra tién ngay khong.

# Coi ho giai thich cho ban bé va xem liéu ho c6 biét cach lan truyén thong
diép khong.

4 Nho gidi thiéu tdi nhitng ngudi c6 thé quan tam.
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MOT “NGAY THUONG NHAT” CUA KHACH HANG

Khi phéong van van dé, ban thuwong muon hiéu ro khach hang cda minh.
Chung t6i dé cap dén thu thap thong tin dan so tir trwdc va tim cach chia
khach hang thanh cac nhém khac nhau, nhung ban cé thé dwa viéc nay 1én
mot budc tién maGi va thu dugce cai nhin sau hon. Ban cé thé 1én vao suy
nghi cua khach hang.

Khéch hang ciling 1a nguwdi. Ho trai nghiém cudc song. Ho sinh con, an nhiéu
qua mirc, ngi khong ngon, goi dién cdo 6m, chan nan, xem qua nhiéu truyén
hinh thyc té. Néu ban xay dung cho dbi twgng ngwdi mua ly twdng, tinh toan
kinh té hop ly thi that bai chac. Nhwng néu hiéu duwgc khach hang, dén ca
khiém khuyét cta ho va xay dung thit hai hoa véi cudc song cta ho thi ho sé
yéu mén ban thoi.

bé lam diéu nay, ban can xam nhap vao cudc song thwong nhat caa khach
hang. Bung nghi “xam nhap” la mot tir xau. Dé thanh céng, khach hang can
diung ¢ng dung cta ban; néu mudn ho lam vay thi ban can hoa minh vao
cudc song cta ho mot cach don gian nhe nhang. Hiéu dwgc cudc song
thwong ngay cta khach hang dong nghia vGi ban c6 thé vach ra moi thit ho
lam va khi nao ho lam thé. Véi hwéng tiép can ding dan, ban sé bat dau hiéu
ra tai sao ho lam thé nita. Ban sé xac dinh dwgc cac anh hwdng (sép, ban be,
thanh vién gia dinh, nhan vién, v.v...), han ché, kho6 khan va co hoi.

Mot chién lwgc vach ra diéu nay la bang vé “mot ngay thwong nhat”. No
mang tinh hinh anh — can rat nhiéu mau gidy nhé di mau sac dinh trén
twong cho phép ban dinh vi qua cudc song mot khach hang va xac dinh giai
phap nam & dau sé c6 tac dong 16n nhat. Hinh 15-1 thé hién mdt vi du bang
vé nhu thé.

C6 dugc bang nay gitp viéc dwa ra gia thiét hop ly vé cach thirc, thoi gian
va doi twgng st dung giai phap ctia ban sé dé dang hon. Ban c6 thé thw
nghiém du cac chién lwgc khac nhau dé gian doan nguwdi dung va xam nhap
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vao doi song ho. Mitc do xam nhdp tich cwc hop ly sé gilip st dung san
pham cua ban thanh cong.

Vé ra mot ngay thwong nhat ctia khach hang ciing sé tiét 16 nhiéu 16 hong ro
rang vé hiéu biét cia ban vé khach hang va do6 la nhitng mang nguy co ban
c6 thé muon thwe hién that nhanh. Nho hiéu ro rang hon vé thoi diém va giai
phap cua minh dwgc st dung ra sao, ban sé c6 kha nang cao hon khi dinh
hinh bd tinh nang cho sdn pham kha thi t6i thiéu thanh cong.

Bai tdp “ngay thuwong nhat” 1a mot cach mo6 ta tinh huéng st dung con nguoi
rat chi tiét cho giai phap vuot trén ca viéc dinh nghia thi tredng muc tiéu va
phan khic khach hang don thuan. Sau tat ca, ban sé ban hang cho nguoi
khac. Ban can biét cach tiép can ho, can thiép ho va tao ra thay déi cudc doi
ho vao chinh x4c thdi diém ho can giai phap cta ban.
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Hinh 15-1. Cdch HighScore House vé ra m& hon don khi lam cha me

Nhitng nha thiét ké trai nghiém ngudi dung cling dwa trén moé hinh tinh than
cia nguoi dung dé hiéu cach ho nghi vé diéu gi d6. M6 hinh tinh than don
gian la biéu hién tinh than ctda thit gi do trong thé gigi thuc — thwong la mot
phién ban don gian hoa hién thyc giup ai dé lam viéc voi mot thir. Boi khi
nhitng tht d6 mang tinh an du — chiéc thung rac trén may tinh chang han.
Nhiéu ldac ching lai 1a nhitng dac diém co ban don gian an sau trong bod nao
cua ta — nhu tinh trung thanh v&i nhom, hay tinh bai ngoai.

Nha dong sang 1ap Indi Young ctia Adaptive Path da viét rat nhiéu vé mo6
hinh tinh than, phat trién nhiéu cach lién két doi séng va dac diém khach
hang v&i san pham, dich vu va twong tac giita ban vdi ho*. Hinh 15-2 néu
mot vi du cong trinh cia Indi trong do liét ké hanh vi budi sang ctia mot
khach hang cting nhiéu nhém san pham®.

4 http://rosenfeldmedia.com/books/mental-models/info/description/

> S0 @6 mod hinh tinh than lay tr cuén Mental Models: Aligning Design
Strategy with Human Behavior (Rosenfeld Media) ctia Indi Young. Bugc
chia sé trén Flickr
(http://www.flickr.com/photos/rosenfeldmedia/2125040269/in/set-
72157603511616271) theo cap phép Creative Commons Attribution-
ShareAlike 2.0 Generic. (TG)
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Hinh 15-2. Phdn tich qud chi tiét hoat dong tam rita tdn trang trong ngay
bdng mé hinh tinh than
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Liét ké hanh vi khach hang khi ho bat dau thyc hién mot cong viéc nao do,
sau d6é sap xép hoat dong va tinh nang cua ban vd&i nhitng hanh vi nay la
cach hay dé xac dinh nhitng co hdi bo 18, tir d6 cai thién tinh gan két, kich
thich mua hang, ky nhan hay noi cach khac la tdc dong dén nguwdi mua. Néu
ban dang thiét ké cong cu phuc vu tap thé duc thi can gio twong tac véi cac
lwot di phong tap, nghi 1é va vé sinh budi sang sé gitip ban tao ra trai nghiém
gan két va phu hop hon.

KHUON MAU: TiM NGUOI NOI CHUYEN

Thé gidi hién dai nghia la khéng con gidi han twong tac truc tiép nita. Ta cé
hang ta cach két néi v6i moi ngudi ¢ khoang cach xa, va khi ban c6 tim mot
nhu cau thi nhitng cach nay hau hét lai v6 tac dung. Trir khi mat doi mat vai
nhitng nguwoi trién vong, khong thi ban sé khong thdy dwoc nhitng pha rung
minh, ngon ngi¥ co thé nhé nhat va nhitng tiéng thd dai hay nhin vai nhe
nhang — cac yéu t6 tao nén khac biét giita mot van dé thue sy v6i mot viéc
lam lang phi thoi gian cia moi nguoi.

Nhung thé khong c6 nghia cong nghé la xau. Ta c6 mét loat cong cu tim
kiém nguwoi cé trién vong khién ta nhw c6 siéu nang lyc néu so vGi nhitng
nguwoi di trwde. Trude khi ra khoi phong, ban can tim nguwdi néi chuyén
tredc. Tim duwge nhitng ngwdi nay la dau hiéu tot: nghia 1a néu ho tiép thu y
twéng cua ban, ban c6 thé tim dwgc nhiéu nguwdi nita nhw thé va xay dung co
s@ khach hang.

Sau day la vai cach thirc ngay ngo, ré6 nhu ban ngay ma sao toi lai khong
nhin ra sém dé tim dwgc ngwoi ndi chuyén, giti mail hay tim hiéu.

TIM KIEM NANG CAO CUA TWITTER

Doi véi cong ty khdi nghiép, Twitter ding la mot mo vang. Tinh chat khong
d6i xing cta né — Toi theo doi anh, nhung anh khong nhat thiét phai theo
doi lai to6i — va kién tric “vuon gan nhuw khong cé twong” nghia la ta c6 thé
twong tac. Va chung ta hay ty cao; néu ban nhac dén ai do, ngwoi do co thé
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quay lai tim hiéu ban néi gi va ban la ai. Néu ban khong lam dung wu thé
nay thi day dung la cach tuyét voi dé tim nguoi.

Gia st ban dang xay dyng san pham cho cac luat s va mudn noéi chuyén véi
nhitng ngwdi gan cho ban. Dién tir khéa va thong tin vi tri vao tinh nang
Advanced Search cua Twitter nhu trén Hinh 15-3.
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Hinh 15-3. Str dung Advanced Search ctua Twitter dé theo doi nguoi khdc

Ban sé thu dugc mot danh sach cac t6 chitrc va ca nhan cé thé phu hgp nhw
trong Hinh 15-4.

Bay gio, néu can than ban c6 thé tiép can dugc ho. Bing spam ho; hdy tim
hiéu vé ho, xem ho song & dau va ndi gi, va khi ho nhac dén diéu gi lién
quan — hodc khi ban thdy thoai mai khi lam vay — hay 1én tiéng. Cit nhac dén
ho bang tén, maoi ho lam khdo sat, va twong tu.

Con nhitng cong cu hay ho khac dé nghién citu trén Twitter va tim kiém
nguwoi khac. Moz c6 cong cu Followerwonk va ciling cé cong cu tim kiém
nguoi khac san c6 ma mién phi la Twellow.

https://thuviensach.vn



bwitter ¥

v Hiack 10 Home ¢ Sava this search

Results for law firm near:"montreal, gc"
within:500mi

Twests - Top Aafine reais »

bmi 2
Eveants: The Songwriters Law Seminar: San Francisco: The law
firm of Beama & Mencher LLP. . goo.gliVZNESh #bm

PV E] B
| i {

ﬂl--- ok

PROFESSIONQGIG 11001E i Ao

. Just in case you missed it The scoop!l work at law firm part time,
wark with fashion evert fashion show fasivon designer fashion
irerview

I rangied 200

DavidZax o0 2
whal a fantastic law firm name en wikipedia orgwikiiAkin Gump.

mr_cashout®i8 om0 momm
& Gerson Law Firm APC - News real estale, real estate finance ...
VMR Real estate industry media also reporis an iner... BiLly/p73umG

“ ﬁmmmll Illi‘. 1 |.7l||.||f-|p.J

e starkinm 8 Adas ah berrneeoue of 8 Rlabhmoed Hill lass: Feml Bia

https://thuviensach.vn



Hinh 15-4. Khach hang thuc sv chi cach ban vai tweet!
LINKEDIN

Mot tién ich cuwc I6n nita cho cong ty khdi nghiép khap noi chinh la
LinkedIn. Ban c6 thé cé quyén truy cdp vao mét lwgng dit liéu con nguoi
khong 16 thong qua tim kiém nhw Hinh 15-5.

Ban khong can két ndi vGi nhitng ngudi nay trén LinkedIn vi c6 thé chi tim
tén va s6 hiéu, so dién thoai cong ty ho va goi thoi. Nhung néu c6 ban
chung, ban sé thay chut gigi thiéu than thién rat c6 1gi.

LinkedIn cling c6 cac nhom ban cé thé tim kiém va tham gia. Hau hét nhitng
nhom nay dugc sap xép khdp nhau vé s@ thich nhat dinh, vi thé c6 thé tim
nguoi co lien quan va nghién cttu ly lich cua ho mot chut.
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Hinh 15-5. Tat ca théng tin nay luén san sang cho ban st dung
FACEBOOK

Facebook lai c6 phan mao hiém hon khi tim kiém vi n6 mang tinh quan hé
twong ho (nguodi ta phai két ban ngugc lai véi ban). Nhuwng ban sé hinh dung
dwgc quy mo6 thi truong ngay tir két qua tim kiém nhw Hinh 15-6, va c6 thé
tim dugce nhitng nhém hitu ich dé tham gia va moi nguwoi khac lam thw
nghiém hodc gap g& thao luan nhom tap trung.
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Hinh 15-6. Ké ca khéng co chi tiét, Facebook van cho ban xem ngudi nao
nén theo doi

Mot s6 cach tiép can & trén déu gan nhu rd rang ma ta lai khong nhan ra.
Nhung chi can chiit chuan bi trwdc khi ra khéi van phong — thuye té hay do —
déu c6 thé tao nén khac biét, cho ban dit liéu gia tri hon mét cach nhanh hon
va xac nhan hoac phu nhan gia thiét kinh doanh ctia ban chi trong vai ngay
thay vi hang tuan.

THU PUQC CAU TRA LOI O QUY MO LON HON

Ban nén tiép tuc phéng van khach hang (sau 10-20 ngudi dau tién) va lap lai
cau hoi ban dwa ra, dao sau vao cting moi ngwoi va tim hiéu cang nhiéu cang
tot. Nhung ban ciing ¢6 thé md rong pham vi no lwc va chuyén sang lam
phan tich dinh lwgng. Pa dén lic néi chuyén vdi moi ngudi & quy mé 16n
hon.

Viéc nay phuc vu mot so viéc:

4 N6 budc ban phai hinh thitc héa cudc thdo luan, chuyén tir chu quan sang
khach quan.

€ N6 kiém chitng liéu ban cé thé thu dugc s chi y — & quy mo 16n hon —
ma ban can dé phat trién.

4 NO6 cho ban thong tin dinh lwgng dé phan tich va phan khic, gitp tiét 16
nhitng dac diém khong thu dugc tt nhiéu nhém céa nhan.

€ Nguoi phan héi c6 thé tré thanh ngwdi dung beta va co sé cong dong ctia
ban.

Dé néi chuyén vGi nhiéu nguwdi quy moé 16n hon ban can ap dung mét so
chién lwgc bao gom diéu tra va trang dich (landing page). Viéc nay cho ban
co hoi vuon t6i pham vi nguwdi quan sat rong hon va xay dung tinh hudng c6
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di liéu dinh hwéng manh mé hon cho phan hoi dinh tinh thu dwgc qua
phong van.

NGHIEN CUU TINH HUONG: LIKEBRIGHT DUNG
“MECHANICAL TURKS” PE BUOC CHAN VAO TECHSTARS

LikeBright la mot cong ty khadi nghiép giai doan dau trong linh viec khong
gian hen ho da tham gia vao chuwong trinh tang t6c TechStars Seattle nam
2011. Nhung viéc d6 khong hé dé dang. Nha sang 1ap Nick Soman cho biét
ban dau Andy Sack, giam doc quan ly chuwong trinh Seattle, da tv choi
LikeBright va néi rang: “T6i nghi cac anh chwa hiéu khach hang cia minh
da twong tan.”

Khi han chét tng dung da gan ké, Andy dwa cho Nick mot thi thach: néi
chuyén v6i 100 phu nit doc than vé noi that vong cta ho véi chuyén hen ho
va sau do noi cho TechStars nhitng diéu da tim hiéu duogc.

Nick gap bé tac. Lam sao c6 thé néi chuyén kip véi nhiéu phu nit nhw vay?
Anh nghi viéc nay la khong thé, it nhat 1a khong dé dang gi. Sau do, anh
quyét dinh thi nghiém vé&i Mechanical Turk®.

6 http://customerdevlabs.com/2012/08/21/using-mturk-to-interview-100-

customers-in-4-hours/

Mechanical Turk 1a mot dich vu do Amazon cung cap cho phép trd nguoi
khéc khoan tién nhé dé ho hoan thanh vai viéc don gian. Dich vu nay hay st
dung dé thu thap phan héi nhanh vé nhitng van dé nhu logo hay lwa chon
mau sac, hoac dé thwe hién mot s6 cong viéc nho nhw gan thé mét tam anh
hodc gan c@ spam.

Y twéng 1a st dung Mechanical Turk dé khao sat 100 phu nit doc than, dit ra
nhiém vu (hay nhv Mechanical Turk goi la HIT) nho nhitng nguoi phu ni
(c6 thong tin phu hgp) goi cho Nick. Do6i lai anh trd ho 2 do-la. Phéng van
chu yéu kéo dai 10-15 phuit.
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Nick cho biét: “Qua nghién cttu t6i thdy c6 mGt nhom ngudi tiéu biéu trén
Mechanical Turk rat phu hgp. Ching téi tim thay rat nhiéu phu ni¥ cé hoc
thitc cao va da dang rat san long néi chuyén veé trai nghiém hen ho cta ho.”

Nick thiét 1ap mét vai s6 dién thoai Google Voice (cac s6 bé di khong thé
theo doi hay tai str dung) va thué vai nguoi ban giup da.

Anh chuan bi kich ban phéng van don gian gém cac cau hoi mé do dang di
sau vao giai doan xac nhan van dé ctia cong ty khéi nghiép. Nick néi: “To6i
rat bat ngo trwedc phan hoi nhan dwgce. Ching téi néi chuyén dwge véi 100
phu ni* déc than théa man cac tiéu chi trong vong bon gio trong ding mot
bubi t6i.”

Két qua la Nick thu dwgc géc nhin rat tuyét voi vé khach hang tiem nang
ctia LikeBright va nhitng thach thitc dé gap phai khi xay dyng cong ty khéi
nghiép. Anh quay lai ché TechStars va Andy Sack mang theo hiéu biét cach
thitc d6 va gdy an twgng véi ho dé dwgc chap thudn. Trang web cta
LikeBright hién nay truc ti€p v6i co sé nguoi dung cé 50% phu nit, va gan
day goi 1én y kién gay quy. Nick van la mot nguwdi ham mo cia Mechanical
Turk. “Ké tir buwdc dot pha vé phong van khach hang do, té6i chac da néi
chuyén v6i hon 1.000 nguoi qua Mechanical Turk.”

TOM TAT

» LikeBright st dung gidi phap cong nghé dé no6i chuyén véi nhiéu nguoi
dung cubi trong mot khoang thoi gian ngan.

« Sau khi néi chuyén véi 100 nguoi cé trién vong trong 24 gid, nhitng nguoi
sang 1ap dugc chap thuan tham gia vao tang tdc khadi nghiép.

« Két hgp Google Voice va Mechanical Turk thanh céng dén mic
LikeBright van tiép tuc st dung n6 thwong xuyén.

BAI HOC PHAN TIiCH RUT RA
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Mac du khong c6 gi thay thé cho dit liéu dinh tinh, ban van c6 thé st dung
cong nghé dé nhanh chéng cai thién hiéu qua thu thap di liéu do. Trong giai
doan Thau hiéu, tap trung vao xay dung cong cu dé thu duge phan hoi nhanh
chéng tir nhiéu ngwoi. Phat trién khach hang khong phai 1a ma khong cé
nghia la ta khong nén dau tw nhiéu vao no.

LikeBright lita chon Mechanical Turk dé ti€ép can nhiéu ngwoi hon, nhung
van con rat nhiéu cong cu khac. Khdo sat cling c6 thé hitu ich khi ban da tién
hanh phat trién khach hang da dé biét can héi cau gi. Thach thitc khi khao
sat la tim dugc nguoi tra 10i. Khac véi phéng van tirng nguoi mot da thuc
hién, bay gio ban can ti dong héa cong viéc va dwong dau v6i nhitng so liéu
gdy nhiéu kho tranh dugc.

Néu da c6 mot mang lwdi xa hoi dang theo déi hodc truy cap dugc danh sach
gi mail thi cé thé bat dau tir d6, nhung ban nén c6 gang tim ngwoi mai dé
néi chuyén. Ho la nguon thong tin méi va it c6 kha nang thién vi hon. Viéc
nay doi héi ban tim t&i nhitng nhom chuwa lién lac, ly twong la thong qua
phan mém dé khoi phdi sap x€ép tirng 16i moi mot cach tht cong.

Facebook c6 nén tdng quang cdo vuon tdi nhiéu nhom doéi twgng cu thé. Ban
c6 thé phan khic nguwdi xem qua dac diém nhan khau, sé thich va nhiéu tiéu
chi khac. Mac du ty 1é truy cap vao quang cao Facebook la cuc ky thap
nhung ban khong nhat thiét phai hwéng téi quy mo 16n & giai doan nay. Tim
dugc 20 hay 30 nguwdi néi chuyén la khai dau tot dep réi, hon nita c6 thé thi
nghiém théng diép bang cach nay, thong qua quang cio ban phat hanh ciing
nhw nhitng trang dich ké tiép ban phéi khuyén khich dwgc nguwdi khac két
n6i v4i minh.

Co thé quang cao trén LinkedIn cho nhitng nguwdi xem muc tiéu cu thé. Viéc
nay ton chit tién nhwng néu ban da xac dinh dwgc nhom nguwoi xem tot
thong qua tim kiém lién hé va nhom LinkedIn thi c6 thé can nhac thw
nghiém vai thong diép ban dau thong qua nén tdng quang cao.
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Google khién viéc nham t6i cac chién dich thyc si dé dang hon. Ban c¢6 thé
quang ba mot khao sat hodc dang ky trén web véi do chinh x4c cao. O budc
dau tién khi trién khai mot chién dich AdWords, ban dwgc xac dinh vi tri,
ngon ngit va thong tin khac nham dén quang cado nhu trong Hinh 15-7.
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Hinh 15-7. M6t vai cdch kiém sodt nguoi xem duoc qudng cdo ctua ban

Khi hoan thanh viéc nay, ban c6 thé tao thong diép bang cach sit dung man
hinh giong nhv trong Hinh 15-8. Pay la cach rat hay dé thtt vai dong khau
hiéu va cach tiép can khac nhau: ngay ca nhitng dong khéng duwgc nhap vao
cling cho biét diéu gi dé vi ban biét dwgc diéu gi khong can ndi ra. Thir vai
10i kéu goi v&i cam xtc co ban: s¢ hdi, tham lam, yéu mén, giau co, v.v...
Tim hiéu diéu gi khién ngudi ta nhap vao va diéu gi gitt chan ho du lau dé
dién mot khdo sat hay giti mot e-mail.

Google ciing cung cap dich vu khdo sat c6 tén Google Consumer Surveys,
duwoc thiét ké chuyén biét dé thu thap thong tin nguoi tiéu ding’. Nho' pham
vi mang lwdi quang cdo xudt ban rong 16n ctia Google ma cong ty c6 thé dwa
ra két qua thong ké dai dién cho nhiéu phan khtc trong tong thé dan so.

7 http://www.google.com/insights/consumersurveys/how
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Hinh 15-8. Liéu ban c6 muén nhdp vao nhitng qudng cdo nay?

Phuong phap cua Google la hinh thitc “birc twong khao sat”, nhwng nho don
gian hdéa qua trinh khéo sat cho tirng cau hoi chi can mot hai lwgt nhap vao
nén cong ty dat dugc ty 1& phan hoi 23,1% (so véi ty 1& dudi 1% ctia khao
sat “chan hoéi”, 7-14% cua khédo sat qua dién thoai va 15% cua hop thoai
Internet)®. Tuy nhién, cfing vi dinh dang phan hdi nhanh nén rat khé thu thap
dwgc nhiéu phan hoéi va tim moi twong quan, diéu nay han ché hinh thitc
phan tich va phan khic ban tién hanh duoc.

8

http://www.google.com/insights/consumersurveys/static/consumer_surveys_
whitepaper_v2.pdf

KHUON MAU: TAO DUNG MOT CHIEN DICH TRA LOI QUY MO
RONG

Khdo sat hiéu qua can trai qua nhiéu bwéc quan trong: thiét ké khao sat, thw
nghiém, phan phat va phan tich. Nhung trwéc khi bat tay vao lam nhitng
viéc trén, dau tién can biét tai sao ban lai hoi nhitng cau nay. Tinh gon lu6n
xoay quanh viéc phat hién va dinh lwgng rui ro. Ban dang c6 dinh tinh kiéu
thiéu chac chan nao ma lai di lam khao sat?

* Néu hoi nhitng thwong hiéu hién cé nao ma khach hang hinh dung ra ngay
trong mot linh virc nao do thi ban cé dung thong tin nay dé marketing ngay
canh nhitng tén tu6i nay khong? Tim ra moi de doa tir doi tht canh tranh?
Lwa chon doi tac?

» Néu hoi cach khach hang tim mdt san pham hodc dich vu thi viéc nay c6
thong bao chién dich marketing va lya chon phuwong tién truyén thong cta
ban khong?

» Néu hoi khach hang chi bao nhiéu tién cho van dé ban dinh giai quyét thi
diéu nay c6 dinh hinh chién lvgc gia cta ban khong?

https://thuviensach.vn



» Néu thtr nghiém khau hiéu hodc dé xuat gia tri doc ddo nao phu hgp nhat
v6i khach hang thi liéu ban cé chon céi chién thang hay chi lay cau tra 1oi
lam 161 khuyén thoi?

bing chi dat ra cau héi. Can biét cau tra 10i sé thay déi hanh vi cta ban ra
sao nita. N6i cach khac, vach rd6 mot moc triwde khi khdo sat. Phong van van
de trwdc do da cho ban thay co hoi; gio la luc kiém tra liéu co hoi do co ton
tai trong toan thé thi truong khong. Véi ting cau hoi dinh lwong dugce, hay
quyét dinh diém “t6t” la bao nhiéu. Viét ra cho nao dé dé ban nhé dugc.

THIET KE KHAO SAT
Khao sat cta ban can c6 ba loai cau hoéi:

 Vé nhan khau va tdm ly dung dé phan khiic phan hoéi, chang han tudi, gigi
tinh hodc thoi quen dung Internet.

» Cau hai dinh lvgng duwgce dé phan tich thong ké, chang han xép hang, dong
y hoac khong dong y véi mot nhan dinh, hay lwa chon tir mot danh sach.

 Cau hoi ma cho phép nguai tra 10i thém dir lieu dinh tinh.

Lu6n héi nhitng cau héi dé phan khic ngay tr dau va nhitng cau hoi mé
cudi cung. Nho cach do, ban biét dwgc mau cta minh cé dai dién cho thi
treong muc tiéu khong va néu nguoi ta khong hoan thanh cau héi cudi thi
ban van cé du phan hoi dinh lwgng dé rit ra két qua.

THU NGHIEM KHAO SAT

Truwde khi giti cho moi nguwoi, hday tht nghiém khao sat v6i nhitng nguoi
chwa nhin thdy né. Ban sé gan nhw luén gap treong hgp nguwdi ta bi mac
hodc khong hiéu y gi d6. Khao séat chuwra san sang dé gwi ra dén khi c6 it nhat
ba nguwdi chwra doc (nam trong thi tredng muc tiéu) hoan thanh dwgc ma
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khong can hoi r6i lai gidi thich cho ban titng cau hoi c¢6 nghia gi. Khong hé
phong dai chit nao: moi ngwdi luén hiéu sai khao sat.

PHAT HANH KHAO SAT

Ban muén hwéng tdi nguwdi ma minh khong biét. Cé thé tweet mot duwong
dan t6i mau khao sat hodc trang dich, nhung co ban ban sé thu dugce nguai
phédn h6i nam trong vong tron xa hoi mé rong cua minh thoi. Pay la lic hop
ly dé tra tién nham huwéng tdi nguwdi xem mdi.

Thiét ké vai quang céo c6 duong dan dén khao sat. Chiing c6 thé c6 vai hinh
thire:

 Nhac tén doi twgng ban dang nham tdi. (Ban c6 phéi ba me don than? Hay
lam khdo sat ngan nay va giup chung t6i giai quyét mot thach thic 16n.”)

» Dé cdp van de ban dang gidi quyét. (Khong ngu dugc? Ching t6i dang
khac phuc viéc d6 va rat muon biét suy nghi cia ban.”)

» Dé cap giai phap hodc dé xuat gia tri doc ddo ctia ban ma khong léch sang
gidi thiéu ban hang. (“Phan mém ké toan cua ching t6i ty dong tim ra phan
giam thué. Hay giup ching t6i vach ra 10 trinh cho sdn pham.”) Chu y dirng
dan dat ngudi xem; dirng st dung cach nay néu ban van dang co gay dung vi
tri.

Nh¢ diéu nita la cau hoi dau tién ban dat ra la “Théng diép ctia minh du hap
dan dé thuyét phuc ngudi ta lam khao sat chwra?” Ban dang thit mot s6 deé
xuat gid tri khac nhau. Trong mdt s6 truong hgp, ban tham chi khong hé
quan tam dén khao sat — chiing t6i biét moét doanh nhan da thi nhiéu khau
hiéu khac nhau, tat cd dan dén mot trang spam. Tat ca nhitng gi ngwoi nay
muon biét 1a cau nao dwgc nhap vao nhiéu nhat va anh ta chwa muon cho
ngwoi khac biét minh la ai.
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Ciing c6 thé st dung danh sach gtri mail nita. M6t s6 nhom nguwdi dung hoac
hang dwa tin c6 thé san long dua tén ban 1én trang ctia ho hoac mail néu ban
lam viéc c6 lién quan dén ngwdi xem cua ho.

THU THAP THONG TIN

Khi thye hién khao sat, hay tinh toan chi phi m6i phan héi hoan thién. Tién
hanh mot thir nghiém nho vai chuc phan héi dau trwdc. Néu con s6 thap, hay
kiém tra liéu nguoi ta c6 bé mot s6 trieong nao do trong mau khong — mot s6
cong cu phan tich nhu ClickTale giup ban viéc nay. Sau do, hay bo di trwong
d6 va xem ty 1€ hoan thanh c6 tang khong. Ciing c6 thé thit chia nhoé khao
sat, hoi it cau hon hodc thay déi 16i kéu goi hanh dong.

Khi thu thap théng tin, dirtng quén ca viéc dé nghi nguwoi trd 10i cho phép lién
lac va thu thap thong tin lién lac. Néu da tim dwgc gidi phap phu hop cho
van dé thuce thi biét dau vai nguwdi trong sé nay lai trd thanh khach hang beta
cua ban!

PHAN TiCH DU LIEU
Cuoi cung la lac nghién ngam dit liéu cho phu hgp. Thyc té€ ban nhin vao ba
diéu.

» Thi¢ nhat, ban da thu hat dugc sy chid y caa thi treong chwa? Nguwdi ta cé
truy cap vao quang cao va deong dan cta ban khong? Quang cao/dwong dan
nao hiéu qua nhat?

 Thit hai, ban c6 dang di ding hwéng khong? Quyét dinh nao ban thwe hién
dwoc bay gio véi dit lieu thu thap dugc?

« Thit ba, nguwdi ta c6 mudn thir gidi phap/san pham cua ban khong? Bao
nhiéu ngwoi tra 10i san sang dé ban lién lac? Bao nhiéu ngwoi dong y tham
gia dién dan hodc dung ban beta. Bao nhiéu ngudi hoi dé truy cap vao tra 10i
cau héi ma caa ho?
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Thong ké rat quan trong & day. Pirng lam qua loa mady phép toan — hay chac
chan ban hoc dwoc moi thit ¢ thé tir nd luwc cua minh.

» Tinh giéa tri trung binh, d6 trung gian va d6 léch chuan ctia cac cau héi dinh
lwong.

Slogan nao chién thang? D6i thu canh tranh nao pho bién nhat? Co nguoi
chién thang nao ro6 rét khong hay chénh léch déu rat nho?

 Phan tich titng cau hoi dinh lwgng theo tirtng phan khic dé xem liéu cé
nhom cu thé nao trad 16i cau héi khac biét khong. Dung bang pivot dé phan
tich phan nay (xem phan “Béang Pivot la gi?” ); ban sé nhanh chéng tim ra cé
phan héi cu thé nao twong quan véi mot nhom cu thé khong. Diéu nay giup
tap trung cong sirc va tim ra mot loat cau tra 16i lam chéch hwéng phan con
lai & dau.

BANG PIVOT LA GI?

Hau hét ching ta déu dung bang tinh. Nhung néu muén dwa ky nang phan
tich Ién mot trinh mdi, ban can chuyén sang bang pivot. Tinh nang nay cho
ban nhanh chéng phan tich nhiéu hang dir liéu nhw thé dé la mot co s& div
liéu ma khong can cé co sd dit liéu.

Hinh dung ban c6 1.000 phan ho6i cho mét khao sat. Moi phan hoi 1a mot
hang trong bang tinh, chiém mot vai trudong dir liéu. Cot dau tién cé ngay va
gio, cot tiép cé e-mail, va phan con lai cé tirng cau trad 10i ngwoi phan hoi
dwa ra. Chang han, hinh dung khao sat yéu cau nguwdi phan hoi néu gidi tinh,
sO gio moi tudn ho choi tro choi dién t, va tudi nhw bang duwéi day.
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Gigi tinh 56 gio cho Tuoi
Nam 8 50-60
NG / 50-60
Nam 12 30-40
N{I 10 20-30
NG ] 40-50
Nam 14 20-30
NU ] 50-60
Nam 11 30-40
NU 8 30-40
Nam 11 40-50
Nam 6 60-70
N 5 50-60
N{ 9 40-50
Trung binh: 8,05
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Pon gidn ban c6 thé tinh tong cac cot va xem gia tri phan hoi trung binh la
bao nhiéu — 1a 8,85 gid mai tuan (thé hién & bang trén). Nhung day chi la

mot phan tich don gian, va dan dat sai.

Pho bién hon la ban mudn so sanh cac cau tra 16i v6i nhau — chang han nam
gidi c6 choi tro choi nhiéu hon nit gigi khong? Pay la chitc nang cua bang
pivot. Dau tién, ban cho bang pivot biét dit liéu nguon ldy tir dau, sau do chi

dinh nhitng khia canh dé phan khic, r6i dat loai phép tinh ban muén (chang

han trung binh, gia tri t6i da, hay d6 1éch chuan) nhw biéu dién ¢ day:

ot tinn
N

Nam

Tong

Tong cing
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Tuy vay, sttc manh thyc sy cia bang pivot boc 16 r6é khi phan tich hai phan
khtic v&i nhau. Chang han, néu c6 cdc nhém gidi tinh va tu6i, ta tham chi cé
thé tim hiéu sau sac hon nita nhw biéu dién dudi day:

Tuo

Tong cing

1K
J

400
110

{40

Tog chng

Phan tich nay chi ra hanh vi choi game chiu anh hwéng bdi tudi nhiéu hon
béi gidi tinh, tr d6 goi y dac diém nhan khau cu thé nén nham tdi. Bang
pivot la mot cong cu rat manh ma moi nha phan tich nén thay thoai mai khi

dung, tuy vay chung lai hay bi ng¢ lo.
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XAY DUNG TRUOC KHI XAY DUNG (HAY CACH XAC NHAN
GIAI PHAP)

Khi da c6 van dé dugce xac nhan trong tay, da dén lic xac nhan giai phap.

Mot lan nita, viéc nay lai bat dau t phong van khach hang (Khéi nghiép
tinh gon da mo ta la phéng van gidi phap) dé thu dugc phan hoi dinh tinh va
sy tu tin can cho viéc xay dung san pham kha thi toi thiéu. Ciling cé thé tiép
tuc va m@ rong thtt nghiém dinh lwgng thong qua khao sat va trang dich.
Viéc nay mang lai co hdi tuyét voi dé thit nghiém thong diép cua ban (dé
xuat gia tri doc dao tit Khung mé hinh tinh gon) va bo tinh nang dau tién.

Co nhitng cach thyce tién khac dé kiém tra giai phap trwdc khi bat tay xay
dung thue sw. Dén thoi diém nay, ban da can tim ra tir tredc nhitng mat rai
ro nhat trong gidi phap va diéu ban can ngudi ta lam véi gidi phap ctia minh
(néu da c6) dé ban thanh céng. Bay gio, hdy thit nghiém cac gia thiét thong
qua mot thuwdc do. Vach ra hanh vi ban mudn nguwoi ta thye hién trén mot
nén tang hay san pham twong tw, va thtr nghiém thoi. Hay hack mot hé thong
twong tu.

NGHIEN CUU TiNH HUONG: LOCALMIND HACK TWITTER

Localmind la mot nén tang cau hoi-va-tra 10i truc tiép gan vdi vi tri. Bat ci
khi nao c6 cau hoi lién quan dén mot vi tri — du dé la dia diém cu thé hay
mot khu viee — ban déu c6 thé dung Localmind dé tim cau tra 10i. Ban gti di
cau hoi qua tng dung di dong, va nguoi khac tra 10i.

Trudc khi viét code, Localmind lo lang rang nguoi ta sé khong trd 10i cau
héi. Coéng ty cdm nhan day la mét rti ro rat 16n; néu cau héi lai khong dugc
trd 10i, nguwoi dung sé cd trdi nghiém té hai va ngung dung Localmind.
Nhung lam sao cong ty chitng minh dugc (hodc phu nhan) nguwaoi ta sé tra 10i
cau héi ttr nguwoi la ma chwa can xay dung wng dung?
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Nhém tim dén Twitter va tién hanh mot thr nghiém. Theo ddi cac tweet co
dinh vi (cht yéu & Times Square vi s6 luvgng tweet tai dia diém nay rat nhiéu
trong nhiéu ngay), ho gii tin nhan @ tdi nhitng nguwoi vira tweet. Tin nhan la
cau hoi vé khu vue: cho nay dong duc ra sao, tau dién ngam c6 chay ding
gio khong, c6 ctra hang nao mé, v.v... B6 la nhitng kiéu cau hoi ho tin ngwoi
khac sé hoi qua Localmind.

Ty 1€ trd 10i cac cau héi dugc tweet rat cao. Diéu nay dem lai sy ty tin cho
doi khi gia dinh moi nguoi sé tra 16i cac cau héi vé dia diém cho ho ké ca
khi ho khong biét ai dang héi. Mdc du Twitter khong phai la “hé thong hoan
hdo” cho thr nghiém kiéu nay do c6 qua nhiéu tuy bién (chang han doéi
khong biét dwgc liéu moi ngudi cé nhan duwgc thong bao day khi co tweet
gti dén ho hay ho c6 nhan ra tweet khong) nhuwng day van la mét proxy du
hiéu qua dé bét di rii ro trong gidi phap, va thuyét phuc doi rang rat dang
xay dung Localmind.

TOM TAT

* Localmind nhin ra dwgc rii ro 16n trong ké hoach — liéu ngudi ta cé tra 10i
cau héi cta nguwoi la khong — nén quyét dinh dinh lwgng rai ro nay.

» Thay vi viét code, doi tan dung cac tweet c6 thong tin vé vi tri.

« Két qua thu dwgc nhanh chéng va dé dang, cling nhw day da khién doi
chuyén tGi buéc tao MVP.

BAI HQC PHAN TiCH RUT RA

Viéc ctia ban chwa phdi l1a xdy dyng san pham ma la loai bo rti ro cia mo
hinh kinh doanh. D6i khi cach duy nhat dé thuc hién la xay dung thi gi do,
nhung hdy luén tim kiém nhitng cach do lwong dé dinh lwgng rdi ro ma
khong can tén qua nhiéu cong strc.

TRUOC KHI TRIEN KHAI MVP
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Khi xdy dyng san pham t6i thiéu chi vira da chitc nang dé kiém chitng cac
rai ro da xac dinh trong giai doan Thau hiéu, ban sé tiép tuc thu thap phan
ho6i (theo hinh thitc khdo sat) va thu hiat nhitng ngwoi tiép nhan dau tién
(thong qua trang web dang ky beta, phuwrong tién truyén thong va nhitng hinh
thitc gay an twong khac). Bang cach nay, dén khi ban trién khai MVP, ban sé
c6 dugec mot khoi lwgng da 16n nhitng nguwdi thit nghiém va nhitng nguoi
tiép nhan dau tién san sang gtti ban phan hoi. Ban dang “nu6i dwdng” nhitng
chu thé thit nghiém. OMTM ¢ thoi diém nay la s6 dang ky, tiép can xa hoi
va nhitng chi s6 khac ban c6 thé hwéng ngwoi st dung thuc sw téi MVP dé
tim hiéu va 1dp lai nhanh chéng. Pay chinh la thdi khac “Cénh dong ctia
nhitng gidc mo (Field of Dreams)” ddo ngugc: Ban sé xdy dung néu nguoi
ta dén.

Rat khé quyét dinh duge chat lwgng san pham toi thiéu cia ban can ra sao.
Mot mat thi thoi gian la quy gi4, va can kién quyét cat b6t nhiéu thir. Mat
khéc, ban cling muén nguoi diung c6 dwgc mot khoanh khic “A ha!”, cam
gidc nhu vira phat hién ra thi¢ gi d6 quan trong, dang nhé can gidi quyét. Ban
can gilt dwgc chat phép mau ¢ day.

Dinh ludat Clarke thit ba: Bat ctt c6ng nghé tién tién vira di nao ciing khong
khac gi phép mau.

ARTHUR C. CLARKE, Profiles of the Future (tam dich: H6 so Tuong lai),
1961

Hé ludn cua Gehm: Bdt cir cong nghé nao khéng nhw phép mau déu chuva du
tién tién.

BARRY GEHM, ANALOG, 1991
QUYET PINH CAI Gi XUAT HIEN TRONG MVP

Hay lay hét toan bd nhitng phéng van giai phap, phan tich dinh lwgng va
“hack”, roi quyét dinh xem b tinh nang nao sé dwgc dwa vao MVP.
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MVP phdi tao ra gia tri ban da hita hen v6i ngwoi dung va khach hang. Néu
né qua so sai, ngwoi ta sé mat hitng thud va thay that vong. Néu né quéa cong
kénh, ngwoi ta lai boi roi va sot rugt. Ban déu sé that bai trong ca hai truong
hop.

Quan trong can phan biét MVP véi phép thit nghiém so lwgc (smoke-test)
trong d6 ban xay dung mot trang teaser — chang han mét trang don gian tao
1ap qua LaunchRock cé chita dwong dan tGi cac mang xa hoi. Trong mot
trang th nghiém so lwgc, ban thit nghiém rdi ro rang théng diép chwa du
hdp dan dé thu hit dang ky. Trong MVP, ban kiém tra rdi ro rang san pham
chwa gidi quyét dugc nhu cau moi nguwdi muon duge gidi quyét theo cach
khién ho thay d6i hanh vi vinh vién. Thit nghiém so lwgc kiém tra van dé
thong diép, con MVP lai vé d6 hiéu qua cua giai phap.

Quay lai véi nhitng ngwoi da phong van khi ban thiét ké MVP. Cho ho xem
thiét ké co ban (wireframe), nguyén mau(prototype) va mo hinh d6 hoa
(mockup). Hay chac chan ban nhan dwgc phan (tng manh mé va tich cuc
tredc khi xay dung bat c thit gi. Loai bo moi thit khong két néi thang van
de da xac nhan véi dé xuat gia tri doc dao, véi MVP va véi cac chi so ban sé
dung dé xac nhan thanh cong.

Quan trong can lwu y rang MVP la qua trinh, khong phai san pham. Day la
diéu ching t6i hoc dwgc & Year One Labs khi lam viéc vGi nhiéu cong ty
khai nghiép déu & giai doan giong nhau. Phan ng ty dong mot khi da quyét
dinh duwgc bo tinh nang la xay dyng va tim kiém sy chi y ctia moi nguoi
nhanh nhat c6 thé, tdn dung moi chién lwgc marketing. Gan nhu ching ta
déu hiéu nhin thay tén minh n6i bat trén mot blog cong nghé noi tiéng khong
tao ra khac biét gi 1am, nhung c6 tén trén dé cling van tuyét. Nhung hay bam
lay nguyén ly cot 16i cia Khéi nghiép tinh gon la: xay dung — do lwong —
hoc hoéi. Quan trong can nhan ra dwgc rang MVP sé trai qua nhiéu lan lap lai
triedc khi ban san sang chuyén tgi budce tiép theo.

PO LUONG MVP
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Cong viéc phan tich thyc sy bat dau thoi diém ban phat trién va trién khai
MVP vi moi twong tac gitta khach hang va MVP déu mang lai nhiéu di liéu
dé ban phan tich.

Nguoi méi bat dau can chon ra OMTM. Néu khéng biét nén chon chi so gi
cho tiéu chi nay va chua dinh nghia duvgc nguwong “thanh cong” cho no6 thi
ban ditng nén xay dung thit gi. Moi thit ban xay dung cho MVP dau tién can
lién quan va anh hwéng t6i OMTM. Va can vach r6 duong ranh gidi.

O giai doan nay, nhitng chi s6 vé thu hit khach hang déu khéng lién quan.
Ban khong can t&i hang tram nghin ngudi dung chi dé chitng minh thit gi cé
van hanh dugc hay khong. Co khi con chang can dén nghin nguwdi. Ngay ca
linh vire kinh doanh c6 phitc tap thé nao thi ban van c6 thé thu hep moi thit
duoc:

€ Néu dang xdy dung thi treong cho hang da qua st dung, ban c6 thé tap
trung vao mot khu vire dia 1y nho, chang han danh muc nha & Miami.

® Tuong tu véi bat c@ wng dung lién quan t6i vi tri tai noi coi mat do co vai
tro cao — nguwoi tim ban garage gidi han trong mét dén hai khu vie 1an can.

€ Co6 thé chon mét loai san pham cho thit nghiém thi trwedng ctia ban —
chang han truyén tranh X-Men ttr thap nién 80 — xac nhan kinh doanh & thi
treong dé, r6i mdi mé rong.

4 Co6 khi ban muon thtt nghiém co ché chinh ctia tro choi minh ché tao. Hay
phat hanh mot mini-game nhuy mét tng dung doc 1ap va xem moi nguoi co
quan tam khong.

4 C6 thé ban dang xay dung mot cong cu dé cac phu huynh két ndi véi
nhau. Thit xem no6 c6 hiéu qua trong mot treong hoc khong.

Chia khoéa dé xac dinh dugc nhitng phan rii ro nhat khi kinh doanh va loai
bd rii ro d6 qua mét chu ky thir nghiém va hoc hoi lién tuc. Chi s6 1a cach
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ban do lwong va biét dwgc da vuot qua rii ro chua.

Doanh nhan, tac gid, nha dau tw Tim Ferriss trong mot cudc phéng van vGi
Kevin Rose c6 néi néu tap trung khién 10.000 ngudi thue sy hanh phic thi
c6 thé viron téi con sd hang triéu ngudi vé sau®. Trong lan trién khai MVP
dau tién, ban c6 thé nghi tGi con s6 nhé hon, nhung quan diém cua Ferriss
hoan toan duing: tap trung toan luwc la rat can thiét dé tao dwgc tién trién thuyc
SLr.

9 http://youtu.be/ccFYnEGWoOc

Chi s6 quan trong nhét ludon xoay quanh sy gan két. Ngwoi ta c6 dung san
pham khong? Ho dung nhw thé nao? Ho c6 dung toan bo san pham hay chi
mot vai phan trong dé théi? Cach st dung va hanh vi ctia ho cé nhv mong
dgi khong?

Khong nén xay diyng bat cit tinh nang nao néu chwa c6 chi s6 twong tng vé
stt dung va gan két. Nhitng chi s6 phu nay déu gép phan cho OMTM; dé la
nhitng manh di liéu khi tich hgp lai sé ké mot cau chuyén hoan chinh. Néu
khong thé do Iwong mot tinh nang hodc thanh phan ctia san pham thi ban
hay than trong khi thém né vao — c6 khi ban dang dwa vao nhitng bién sé tré
nén ngay cang khé kiém soét.

Ngay ca néu tap trung vao mot chi s6 thi ban van can chac chan minh thuc
su bo sung gia tri. Gia st néu trién khai mot sdn pham SaaS mdi va gia dinh
ai khong dung no trong 30 ngay thi coi nhu da roi bo. Co nghia 30 ngay la
ban biét dwgc ty 1€ roi bo ctia minh roi. Thé thi 1au qua! Khach hang liac nao
cling bé di, nhung néu ban loai bé ho nhanh qud, c6 khi ban sé twéng minh
c6 do gan két cao hon con so thure sir.

Ngay ca néu gan két ban dau rat manh, ban van can do lwong xem minh c6
truyen tdi gia tri khong. Chang han, c6 thé theo ddi thoi gian gifta cac luot
ghé tham. C6 giong nhau khéng? Hay n6 cit tut dan dan? Ban c6 thé sé tim
dwgc chi s6 dan dat c6 ich trong qua trinh.
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Piung phét 16 phan tich dinh tinh

Ban nén néi chuyén vdi nguwoi dung va khach hang trong suét qua trinh lam
MVP. Khi ho c6 san pham trong tay, ban cé thé hoc dugc rat nhiéu ti ho. Ho
sé c6 khuynh huwéng it n6i d6i hay néi 16i ngon ngot hon — du sao ban da hira
vé mot san pham va gio ho sé dat ky vong cao vao thit ban gigi thiéu. Nguoi
tiép nhan dau tién dé tha th, va ho thay on vdi (thuc té la thém muodn)
nhitng san pham con nhiéu chap v4, nhuwng phan hoi cia ho ltic nay sé dan
trung thuc va minh bach hon theo qua trinh trai nghiém MVP.

San sang loai bo tinh ndng

Viéc nay khé lam v6 cung nhung lai c6 thé lam nén khac biét 16n. Néu mot
tinh nang khong c6 ai dung hay khong tao ra gia tri khi st dung, hay bo di
va xem diéu gi xdy ra. Khi da bé mot tinh nang roi, tiép tuc theo doi do gan
két va stt dung san pham vd&i ngudi dung hién cé.

Cé gi khac biét khong?

Néu khong ai ban tam thi ban cit bé di thoi. Néu nguwdi dung hién tai phan
do6i thi ban lai can xem lai quyét dinh ciia minh. Néu c6 mot nhém nguoi
diung méi — nguwdi chwa hé xem tinh nang trwdc khi né bi bé di — lai hoi vé
tinh nang nay, ho c6 thé dai dién cho mot phan khiic méi ¢6 nhu cau khac
biét so v&i co s@ nguoi dung hién tai.

Viéc thu hep trong tam va dé xuat gia tri qua loai bd tinh nang nén c6 tac
dong nén cach phan hoi cua khach hang.

NGHIEN CUU TINH HUONG: STATIC PIXELS LOAI BO MOT
BUOC TRONG QUY TRINH PAT HANG

Static Pixels la cong ty khai nghiép giai doan dau do Massimo Farina sang
l1ap. Cong ty cho phép ban dat hang ban in cac anh Instagram trén gidy bia
tai ché. Khi méi thanh 1ap, cong ty c6 tinh nang tén la InstaOrder cho phép
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nguoi dung dat hang anh tryc ti€p tw Instagram. Massimo tin rang
InstaOrder sé gitip khach hang dung dich vu ctia minh t6t hon va tang khoi
lwgng don dat. Massimo cho biét: “Chiing t6i xay dung tinh nang dwva trén
phan hoi trwéce khi trién khai, va dv tinh rang ngudi dung sé thich no6.”

Cong ty bé ra hai tuan xay dyng tinh nang — mot khoang thoi gian phat trién
kha lau dé6i véi mot doi ngli nhé — nhwng sau khi phat hanh tinh nang, cong
ty lai thdy nguwoi ta it sit dung. Massimo noi: “Héa ra tinh nang nay lam
nguwoi ta boi roi va khién quy trinh checkout phitc tap hon.”

Theo Hinh 15-9, quy trinh dit hang lan dau vGi InstaOrder c6 thém mot
buwdc, va budc nay yéu cau tGi PayPal dé ty quyén thanh toan trudc. Gia
thiét la tinh nang sé dang bo cong dat cho lan dau, sau dé dat hang sé dé hon
nhiéu nho tryc tiép qua Instagram. Massimo nhac lai: “Tién lgi chinh la gia
thiét.”

Nhung Massimo va doi cia minh da sai. S6 dat hang khong nhitng thdp ma
lwgt xem trang bat dau giam trén trang dich quang cao tinh nang, va ty lé
thoat ra cling cao nita. Cach nay khong hé hiéu qua.

Hai tudn sau khi loai bé tinh nang, s6 lwgng giao dich lai tang gap d6i va van
tiép tuc tang. Ty 1€ thoat trén trang dich mdi gidm con lwgt hoan thanh muc
tieu dang nhap tang léen.

Cong ty da danh mat mot chut thoi gian phat trién, nhung nho tap trung vao
phan tich — cu thé vao chi s6 mau chét 1a lwgt dat hang in — da dinh ra dugc
chwéng ngai trong qua trinh, dwa ra quyét dinh citng ran la bé mot tinh nang
(ma ban dau cong ty twéng dé la mot trong nhitng dé xuat gia tri doc dao),
va lai theo doi két qua.
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Hinh 15-9. M6 hinh nao vdn hanh tot hon?
TOM TAT

 Cach thire Static Pixels yéu cau nguwdi dung mua hang c6 qua nhiéu mau
thuan.

« Huwéng tiép can nhe nhang hon, it bwéc hon déu dé dang thyc hién hon va
tang ty 1é chuyén déi.

BAI HOC PHAN TiCH RUT RA

Xay dung mot hé thong mua ban tién tién hon yéu cau hy sinh sy don gian
trong lan mua dau dé nhe nhang hon trong nhitng lan mua sau nghe c6 vé la
y twéng hay, nhung van con qua sém. Vao giai doan dau cta cong ty, cau
hoi 1a “Nguoi ta co0 mua ban in khong?” ch khong phai “Ta c6 thu dugc
nguwoi mua trung thanh khong?” Tinh nang doi xay dung da hoa giai rui ro
nham van dé. Lubn phai biét ro rai ro nao ban dinh loai bo, sau do6 thiét ké
chirc nang t6i thiéu dé do xem minh vugt qua rui ro d6 chua.

TOM TAT GIAI POAN THAU HIEU

€ Muc tiéu la xac dinh dwgc mot nhu cau ban c6 thé gidi quyét theo cach
khién ngwoi ta trd tién & quy mo 16n. Phan tich lién quan dén cach ban do
duwgc con dwong tir y twdng ban dau téi khi hién thye héa muc tiéu do.

4 Ban dau, hay tién hanh cac thao luan dinh tinh, kham pha, mang tinh m&
dé kham pha nhitng co héi chua biét t6i.

# Sau do, thdo luan chuyén sang tinh dinh luvgng va tich hgp hon khi ban ¢6
tim ra gidi phap phu hgp cho van de.

€ Co6 thé dung cac cong cu dé thu duge cau tra 101 & quy mo 1én va gay
dwng mot nhom nguwdi quan sat ban khi ban tim ra san pham xay dung.
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Khi c6 dugc y twdng hay vé mot van dé sé giai quyét, va da ty tin minh thu
dwgc sy quan tam thye sy tr mot thi treong dang ké va minh biét cach tiép
can, gio la lic xay dyng thit khién nguwdi dung quay trd lai.

ba dén lic bam tru.
BAI TAP: NEN CHUYEN SANG GIAI DPOAN TIEP THEO CHUA?
Hay tra 1oi nhitng cau hoi sau day.

Toi da tién hanh da phéng van khach hang chat lwvgng deé ty tin minh da
tim ra van dé dang giai quyét chwa?

Roi: Liét ké 1y do ban nghi van dé da nhitc nhéi dén mitc can giai quyét.

Chwra: Tién hanh thém phong van. Dung Mechanical Turk hodc nguon khac
dé tiép can nhiéu ngwoi nhanh chéng.

Toi hiéu ré khach hang du chwa?
Roi: Liét ké 1y do ban nghi vay. Ban da lam gi dé hiéu dwgc khach hang?

Chwa: Thit tao 1dp mét bang phan canh “mdt ngay thuong nhat” dé xac dinh
nhitng khodng trong trong hiéu biét ctia ban vé khach hang.

Toi c6 tin giai phap cia minh sé théa man nhu cau khach hang khong?

Co: Liét ké 1y do ban nghi vay. Ban da lam gi dé xac nhan gidi phap cua
minh?

Khong: Trinh bay gidi phap (theo bat ct hinh thitc nao) cho nhiéu khach
hang hon, thu thap nhiéu phan héi hon va nghién cttu sau hon.
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Chuong 16
GIAI POAN HAI: BAM TRU

Khi da nam dwgc suy nghi cua thi truong, gio la lic xay dwng san pham.
Cau hdi 16n dat ra bay gio la liéu tht ban da xay dung cé bam tru dugc
khong dé khi ban dwa cho ngudi dung, ho sé dinh ldy thit d6. Ban muon
duwoc, néi theo nhan vat Blackadder do Rowan Atkinson thu vai!, “& trang
thai bdm tru nhat tir liic con bo que Sticky bi dinh vao chiéc banh qué?.” D6
la cach giup doanh nghiép cta ban phat trién bén vitng.

1 «“Blackadder” 1a mot series hai ctia Anh (1982-1983) c6 nhan vat chinh do
dién vién Rowan Atkinson thu vai. (DG)

2 Nguyén vin: “in the stickiest situation since Sticky the stick insect got
stuck on a sticky bun.” (DG)

PO BAM TRU CUA MVP

Trong tam hién gio la tryc tiép hwdéng dén duy tri va gan két. Ban co thé
nhin vao s6 nguoi dung hoat dong hang ngay va/hoac hang thang; mat bao
lau dé ai d6 chuyén vé khong hoat dong; bao nhiéu ngwoi dung khéng hoat
dong c6 thé tai hoat dong khi duwgc gtri e-mail; va tinh nang nao nguwdi dung
hoat dong hay st dung, va cai nao ho ng6 lo. Phan khic cac chi s6 theo
nhom dé xem thay doéi cé thuyét phuc nguwdi dung bo sung hanh dong khac
khong. Nguoi dung da dang ky tir thang Hai c6 bam tru lau hon nguoi tham
gia vao thang Mot khong?

Mong muon thay dau hiéu cua gan két la chwa da. Ban mudn c6 bang chitng
cho thay san pham dang tré thanh m6t phan gan véi cudc song ngudi dung,
va ho sé rat kho doi sang thit khac. Ban khong tim kiém cling khong nén
mong dgi tang tredng nhanh chéng. Ban dang mang “nguoi dung” ra dé thw
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nghiém do bam try, cht khong do lwong té6c d6 mang ho ra thr. Chung quy
lai 1a néu ban khong thuyét phuc dwgc mot tram nguwoi dung tiép tuc st dung
bay gio thi s& khé c6 thé thuyét phuc dwoc mat tridu ngudi 1lam vay veé saus.
3 Mot ngoai 18 cho nguyén tic nay 1a mot doanh nghiép can khéi luong hoat
dong 16n dé c6 tac dung. Néu dich vu ctia ban mang tinh gan két chi khi c6
(c cho 1a) 1.000 danh muc tai san, hoac 10.000 ban hen ho tiém nang, hoac
0 t0 chi can chwa dén ba phuit la dén thi ban sé can nu6i dudng dich vu nay
dén khi c6 thé tap trung thr nghiém doé bam tru. Pay la mot van dé pho bién
doi vGi san thi truong lwong dién. (TG)

Uu tién hang dau la xay dung mot bd tinh nang c6t 16i dwoc st dung thuwong
xuyén va thanh cong, ké cd chi b&di mot nhom nhé nguwoi dung ban dau.
Khéng cé diéu nay thi chia cé6 du nén tang vitng chac dé tang trudng. Thi
treong muc tiéu ban dau c6 thé rat kho, tap trung nhiéu vao tap hgp nguoi
dung nho nhat ma ban cho rang sé tao ra két qua cé y nghia.

Cudi cung, ban can chitng t6 hai diéu trwdc khi chuyén sang giai doan Lan
truyen:

® Nguoi ta c6 dang sit dung san pham nhw ban mong dgi khong?

Néu khong, cé 1é ban nén chuyén sang twong tac st dung hodc thi treong
mdi, giong nhu cach PayPal da lam khi chuyén tir PalmPilot sang thanh toan
tren web hay khi Autodesk ngirng tw dong héa desktop va thay vao do tap
trung vao cong cu thiét ke.

€ Nguoi ta c6 thu dwoc da gia tri ti sdn pham khong? Ho c6 thé thich san
pham, nhung néu khong tra tién, truy cap quang cao, hay mai ban bé thi c6
1€ ban chwa kinh doanh dwgc ro6i.

Ping dan dat thém lwu lwgng méi dén khi c6 thé chuyén héa sy chi y méi
do6 thanh sy gan két. Khi ban thdy ngudi dung tiép tuc quay lai, méi la lic
phat trién co s& nguoi dung.
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LAP LAI MVP

Nhw da n6i, MVP la qua trinh, khéng phdi san pham. Ban chwa goi la xong
viéc néu chi méi dua th gi d6 vao tay khach hang. Hay san sang trai qua
nhiéu lwgt 1ap lai MVP triée khi chuyén trong tam sang thu hit khach hang.

Lap lai MVP la mét cong viéc kho khan va té nhat. N6 mang tinh hé thong.
boi khi viéc d6 khong giong nhw cai tién. Lap lai mang tinh tién hda;
chuyén huwéng mang tinh cach mang. Pay la mot trong nhitng 1y do nhitng
nguoi sang lap thuong sot rudt va chuyén sang quyét dinh sé chuyén huéng
nhiéu lan v6i hy vong thi gi dé sé dot nhién gan bé véi nguwdi dung. Hay
cudng lai cam do do.

Khi 1dp lai, muc tiéu la ndng cao cac chi s6 cot 16i dang theo doi. Néu mot
tinh nang md&i khong cai thién ro rét Mot Chi s6 Quan trong nhat thi hay bo
noé di. Pirng mai mé mai gitia chinh stra gi ca. Thoi diém nay khong phai la
lic tinh chinh; ban dang tim kiém san pham va thi truong dung dan.

NGHIEN CUU TINH HUONG: QIDIQ THAY POI CACH THEM
NGUOI DUNG

Qidiq la cong cu thye hién nhitng khao sat cyc ky don gian trén cac nhom
nho thong qua e-mail hodc &ng dung di dong, dugc trién khai qua Year One
Labs. Trong phién ban san pham ban dau, mot ngwoi tao 1ap khéao sat da moi
nguwoi phan hoi tham gia mot nhom. Khi nhitng ngwoi nay da dang ky va tao
tai khodn, ho c6 thé tra 161 khao sat chuyén tdi qua e-mail hodc day dén mot
khach hang iPhone.

Chi mot ty 1é nho nhitng ngwoi dwge maoi thye sy tao tai khodn va phén hoi.
Vi thé, cac nha sang lap da tao ra mot thir nghiém: sao khong thir coi nhw
nguwoi phan hoi da cé tai khoan, hay giti cho nguwdi d6 mot cau hoéi khao sat
chi can mot lwgt nhan 1a trd 161 dugc, dé xem ty 1€ phan hoi ra sao? Hoat
dong phan hoi co6 thé coi la sy chap thuan ngam da tham gia; vé sau néu

https://thuviensach.vn



nguwoi nhan muodn dang nhap vao tai khoan, nguwdi dé c6 thé lam vay nho
phuc h6i mat khau.

Doi ngli qidiq nhanh chong thay ttng dung nhu trong Hinh 16-1, va gui di
nhiéu khao sat hon cho cac nhém cé nhan da tao. Nhitng khédo sat ban dau
chi dwgc guri qua e-mail. Két qua rat bat ngo: ty 1€ phan hoi tang tir 10-25%
vOi mo hinh tham gia tridc 1én mitc 70-90% v6i mo hinh binh chon trudce.
biéu nay khién doi ngii nghi lai ké hoach phat trién ng dung di dong vi tng
dung di dong khong do lai duwgc tinh chat da nén tang va titc thoi cia e-mail.
Co6 khi e-mail la da t6t roi, va ho khong can xay dung thém @ng dung di
dong hay xuat ra trén Anroid nita.
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Hinh 16-1. Dirng dé chi tiét nhu tgo Idp tai khodn can thiép vao chifc ndng
cot 16i ctia san pham

Nha dong sang lap Jonathan Abrams cho biét: “Nho tap trung vao chi s6 cha
chot 1a ty 1€ phan hoi, ching t6i tranh dwgc cam do cta viéc lang phi sitc vao
xdy dung tng dung di dong “hap dan” hon. Ty 1é phan h6i mdi la cai chinh,
diéu d6 r6 ngay trén e-mail, du it hap dan hon, nhwng lai la chién lwgc hay
hon cho cong ty khai nghiéep.”

Chi s6 qidiq dang theo doi, ciling la co s@ ctua toan b san pham cua hang, la
sO ngwoi sé phan hoi lai mot cau héi. Po6 1a chi s6 dung dan, va khi doi ngti
nhan thdy mot thay déi san pham da chuyén dich chi s6 theo huwéng ding
dan, n6 lam ho nghi lai vé thiét ké toan bo dich vu ctia minh.

TOM TAT

« MVP can chita dung con dwong don gian nhat, it mau thuan nhat dan
nguoi dung dén khoanh khic “A ha!” ban dang c6 ging mang lai.

* Moi thit déu c6 san dé can nhac. Mac du khong nén tai phat minh nhitng
quan niém von da dwgc hiéu rd nhw quy trinh dang ky ma nguoi ta da qua
quen nhung ban cling c¢ nén thodi mai 16 ho di dé thir nghiém.

» Chi tap trung vao mot chi s6 — truong hop nay la ty 1é phan hoi khao sat —
dé ca doi diéu chinh moi phan cong viéc khac, tir dang ky dén nén tang.

BAI HQOC PHAN TiCH RUT RA

Ban c6 MVP khong phdi 1a ban cé sdan pham. Ban cé cong cu dé tim hiéu
can xdy dung san pham nao. Théng qua dat cau hoi trai véi quan diém quen
thudc — trong treong hgp nay la “Sé lam sao néu nguoi dung da dang ky san
r6i?” — doi ngir qidiq khong chi tang gap bén lan ty 1€ phan hoi ma con tranh
duge cam bay phat trién gay 1éch hwéng ma lai ton kém.
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Lan truyén qua sém

Nhiéu cong ty khéi nghiép — dac biét trong mang khong gian tiéu dung —
chi tam vao lan truyén trude. Ho thue hién cac loai tinh nang va chién thuat
dé thu hut nguwoi dung cang nhiéu cang tot trede khi thuwe sy hiéu dugc
nhitng nguoi dung do sé lam gi. Piéu nay phd bién bdi hai ly do:

4 Thi nhét, tiéu chuan thanh céng trong ¥ng dung tiéu dung ludn di 1én.
Vai nam trwdc, hang tram nghin ngwoi dung da dugc coi la 16n roi. Ngay
nay, han mtrc la 1 triéu nguwdi dung, nhung con s6 dang nhanh chéng tién tGi
10 triéu. Thé 1a qua nhiéu nguwdi dung. Nhitng loai hinh sdn pham cu thé,
chang han mang xa hoi va thwong mai dién tt, dang chitng lai, v6i so it
nhitng cai tén khong 16 canh tranh dé lai rat it cho cho ngwdi méi bat dau.

4 Th hai, nhiéu ng dung tiéu dung dwa vao hiéu tng mang lwgi. Cang
nhiéu nguwdi dung thi cang tao ra nhiéu gia tri cho moi nguwdi. Khong ai
muon dung dién thoai khi chi minh ho c6 dién thoai. Ung dung dua trén vi
tri co ban can rat nhiéu quy mo, twong ty vdi cac san thi treong va noi dung
nguoi dung tao 1ap vi thé méi cé da giao dich va thdo luan dé khién moi thi
hdp dan. Néu khong cé lwgng nguwdi dung quan trong, Facebook sé chi la
mot cai vo trong rong. Pat dugc con s6 quyét dinh nhanh chéng la bude dau
tién trong qua trinh truyén ba gia tri sén pham mong muon.

Hé qua la cac nha sang lap cong ty khai nghiép trong Iinh vire tieu dung va
tro choi da ngwoi choi thwong lap luan rang ho can tap trung vao lan truyén
va thu hit nguwdi dung vi n6 sé gidi quyét moi van dé khac. Nhung cé nhiéu
nguwoi dung chwa phdi co s& vitng vang néu nhitng nguwoi dung do6 chua gan
két vGi san pham.

Hau qua ctia mé rong quy mo qua sém c6 thé rat tai hai néu cong ty khai
nghiép dau tw toan bo thoi gian tién bac vao thu hat khach hang chi dé
chitng kién nguwoi dung bo di qua nhanh. Bén khi cong ty quay lai va c6
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gang phuc hoi lai nhitng nguwdi dung do thi ho da di r6i. Ban khong bao gio
c6 co hoi thit hai dau.

Muc tiéu la duy tri

Ngudi ta cang gan két v6i san pham cua ban (va kha nang la ca v6i nguoi
dung san pham) thi kha nang ho & lai cang cao. Bang cach bé qua tang
tredng nho lan truyén (lic nay da), ban cé thé don gidn héa viéc quyét dinh
can xay dung gi tiép theo vao MVP. Hay ty héi: “Ta cé tin rang tinh nang
muoén xay dung (hodc tinh nang ta muon thay doéi) sé tang do bam tru
khong?” Gat tinh ndng sang mot bén néu cau tréd 16i 1a “khong”. Nhung néu
cau tra 10i 1a “c6”, hay tim cach kiém chitng niém tin dé va bat tay xay dyng
tinh nang.

NGHIEN CUU TINH HUONG: BAY CAU HOI CAN HOI BAN THAN
TRUOC KHI XAY DUNG MOT TINH NANG

C6 thé ban c6 mot danh sach rat dai nhitng y twdng tinh nang ban tin rang sé
giup tang do duy tri. Ban can phai tim cach chon loc wu tién. Sau day la bay
cau hoi ban c6 thé ty héi minh (va doi ngti lam cung) tredc khi xay dung
tinh nang mai.

1. Tai sao tinh nang do gitp moi thi¥ tot hon?

Ban khong thé xay dwng mot tinh nang ma khéng 6 1y do dwgc. O giai doan
Bam try, trong tam cta ban la duy tri. Nhin vao danh sach tinh nang tiém
nang va hoi ban than, “Tai sao minh nghi tinh nang nay sé cai thién do duy
tri?”

Sao chép céi ngwoi khac dang lam la viéc rat cam do — chang han, st dung
phuwong phap tro choi dién tr tng dung hoa (gamification) (ap dung nguyén
ly thiét ké tro chai) dé kich thich gan két (va dan tdi duy tri khach hang) —
chi béi trong giong lam viéc vi canh tranh. Birng! Qidiq bo qua hiéu biét
thong thuwong vé quy trinh dang ky va tao lap wng dung di dong dé tang gap
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bon lan d6 gan két. Sao chép cac hinh thitc hién c6 cling khong sao, nhung
hay biét ro tai sao ban lam thé.

Cau hoi “Tai sao né gitp moi thit tot hon?” budc ban phai viét ra (trén gidy!)
mot gia thiét. Viéc nay tw nhién dan t6i mot thir nghiém hay dé kiém ching
gia thiét do6. Thit nghiém tinh nang néu gan v4i mot chi s6 cu thé (nhw duy
tri) thwong don gian: ban tin tinh nang X sé tang do duy tri 1én Y phan tram.
Phan tht hai ctia cau trén quan trong ngang phan thi nhat; ban can vach ro
duwong ranh gidi cho no.

2. Ban c6 do lwong dugc anh hwéng cia tinh nang khong?

Thir nghiém tinh nang doi hoi ban do lwong anh hwéng cua tinh nang do.
Anh hwéng dé phéi cé tinh dinh lwgng. Tinh trang phé bién 1a tinh ning
dwgc thém vao san pham ma khong xac nhan dinh lwgng — dan dén vugt qua
pham vi va cong kénh.

Néu khong thé dinh tinh dnh hwdng cda tinh nang mdi thi ban khong thé
dinh gia tri cho né dugc, va réi khong thye sy biét phai lam gi v6i tinh nang
theo thoi gian. Néu gdp tinh trang nay, dé nguyén nhw thé, lap lai dé cai
thién, hoac bo di.

3. Mat bao lau dé xay dung tinh nang nay?

Thoi gian la tai nguyén quy gia khéng lay lai duwgc. Ban phai so sanh thoi
gian phat trién twong doi cua tirng tinh nang trong danh sach. Néu c6 tinh
nang mat hang thang, ban can ty tin rang no sé tao ra danh huéng 16 rét. Co
chia tinh nang do6 thanh cac phan nho hon dwoc khong, hay thay vao dé thiw
nghiém rai ro c6 hitu v6i MVP cé kiém soat hodc vdi khuon mau duoc
khong?

4. Tinh nang c6 qua phitc tap hoéa moi thit khong?
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Su phitc tap giét chét cac san pham. RO rang nhat la trong trdi nghiém ngudi
dung nhiéu ng dung web: ching tréd nén qua réi ram va kho hiéu khién
nguoi dung bo di tim bién phap don gian hon.

“Va” la ké thu cua thanh cong. Khi thao luan tinh nang véGi doi ngti, hay chu
y dén cach thitc n6 dwgc mo ta. “Tinh nang sé cho phép ta lam cai nay, va
lam dwgc viéc nay nita thi tuyét qud, va cai nay nita, va cai nay nita.” Can
danh hé6i chudng canh tinh vao lic nay. Néu dang c6 bién ho cho mét tinh
nang bang cach bao n6 thoa man moéi nhu cau mot chit thi hdy nhé théa méan
mot nhu cau theo cach vugt troi va tuyét dinh hau nhw luon tot hon.

Mot chuyen gia phan tich di dong cho mot trang c6 ndi dung nguoi 16n noi
cho ching t6i nguyén tac cta anh ta vé tinh nang mdi rat don gian: “Néu
khong lam dugc trong ba lwgt go bang mot tay thi coi nhw héng luon.” Hiéu
dwgc hanh vi va mong doi ctia ngwoi dung la tat ca. Bé cho tinh nang bi sy
phttc tap ngang dwong thit nghiém thwe sw can lam véi thi trudng, thu hat
khach hang va duy tri thi cuc ky khon kho.

5. Tinh nang m@i nay c6 bao nhiéu rii ro?

Xay dyng tinh nang mdi luon di kem v6i lwgng rui ro nao do. Nao la rui ro
k¥ thuat lién quan dén viéc tinh nang anh hwéng dén co s¢ ma. Nao la rai ro
ngwoi dung vé van dé c6 bao ngwdi phan hoi lai vé tinh nang. Con ca rai ro
vé viéc tinh nang md&i sé dan dat phat trién twong lai ra sao, c6 khi lai dwa
ban vao con dwong ban khong muon theo dudi chang han.

Moi tinh nang thém vao tao dung mot sy cam két vé cam xuc cho doi ngi
phat trién va doi khi cho khach hang. Phan tich gitip pha vo lién két do dé
ban do Iwong moi thi thanh that va dwa ra quyét dinh t6t nhat v&i nhiéu

thong tin c6 san nhat.

6. Tinh nang m@i tan tién dén dau?
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Khong phai thit gi ban lam cling sé tan tién. Hau hét tinh nang khong hé tan
tién ma chi la nhitng chinh stta nhé vao san pham vé6i hy vong ca san pham
sé gia tri hon cac thanh phan.

Nhuwng hay xem xét yéu t6 tan tién khi wu tién phat trién tinh nang; thong
thuong, nhitng thit dé lam nhat it khi c6 anh huwéng 16n. Ban van dang & giai
doan Bam try, c6 gang tim kiém san pham phu hgp. Thay déi nut gwi tra 10i
tr mau do sang xanh c6 khi lai dan dén cu tang ty 1é chuyén doi sang dang
ky (tht nghiém A/B kinh dién), nhwng viéc nay chac sé khéng bién cong ty
ban ttr that bai thanh thanh cong vang doi dwoc; ma ngwdi khac cling dé sao
chép nira.

Tot hon hay cwoce 16n, co6 gang hét minh, thr nhiéu thi nghiém cap tién hon
va xay dung nhiéu thit d6t pha hon dac biét bai ban c6 it mong dogi tir nguoi
dung dé tranh luan hon so vé&i sau nay.

7. Nguoi dung néi ho muon diéu gi?

Ngudi dung rat quan trong. Phan hoi cia ho rat quan trong. Nhung dwa vao
diéu ho noi c6 rai ro. Can than dirng wu tién qua diéu gi chi dva trén thong
tin t ngwoi dung. Nguwdi dung hay néi déi, va ho khéng mudén lam t6n
thvong ban.

Uu tién phat trién tinh nang trong MVP khong phai 1a mot loai khoa hoc
chinh x4c. Hanh dong ctia ngwoi dung ndéi 1én nhiéu tht hon 16i ho néi.
Nham t6i mot gia thiét thye sy kiém tra duge cho moi tinh nang xay dung va
ban sé c6 co hoi nhanh chéong xac nhan thanh cong hay that bai hiéu qua hon
nhiéu. Pon thuan theo doi cac tinh nang phd bién khac nhau trong tng dung
sé tiét 16 cai gi co tac dung va cai nao khong. Nhin vao tinh nang nguwdi dung
dang st dung tredc khi nhan “undo” hay ntt quay lai sé chi ra cac khu vuc
c6 thé xdy ra van de.

Xay dung tinh nang sé dé dang néu ban 1én ké hoach trurdc va hiéu thau dao
1y do ban lam viéc gi. Quan trong hdy b6 gon tam nhin cao v0i ctia ban va
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muc tiéu dai han xuéng & miéc do tinh nang. Néu khong c6 sy can xing do,
ban sé gdp nguy co xay duyng tinh nang khong thé kiém chitng phu hop va
khong thic day cong ty phat trién dugc.

NGHIEN CUU TINH HUONG: RALLY XAY DUNG TiNH NANG
MOI VOI HUONG TIEP CAN TINH GON NHU THE NAO?

Rally Software tao ra phan mém quan ly vong doi ttng dung Agile. Cong ty
thanh 1dp vao nam 2002 va da tién phong mdt s6 san pham Agile thanh
cong. Chung toi néi chuyén v6i Giam doc Cong nghé Zach Nies vé cach
cong ty tiép tuc xay dung san pham thanh cong.

Tao lap tam nhin cong ty

Moi thi & Rally bat dau tir tam nhin cong ty 3-5 nam va luén dwgc lam méi
moi 18 thang. Toan thé cong ty gan lién vdi tam nhin la c6t m6c dau tién khi
chuyén muc tiéu xa voi, to tat thanh diéu gi dé dé dat duwgc hon. Tam nhin
dai han nay tré thanh nguén théng tin chinh khi 1ap ké hoach hang nam.
Zach cho biét: “Khi con non tré chiing t6i chang mang nhin vao ba nam sau
ra sao, nhung d6 la mot phan quan trong trong tién trinh ciia mot cong ty
quy mo nhu ching t6i.”

Lap ké hoach hang nam ban dau do mdt nhém nhéd gidm doc diéu hanh.
Zach goi day la lugt 1dp lai dau tién. San pham tr ké hoach hang ndm la mot
chién lwgc cong ty duw thdo, cung cap birc tranh chinh xac va ro rang vé
khodng cach va muc tiéu nang suat, tw chiém nghiém va ly luan phan tich
cho nam dé. Boi ngii diéu hanh ciing xac dinh ba hay bon cho ho tin cong ty
can tap trung hanh dong dé dat dwgc tam nhin hang nam. Zach néi: “Viéc
nady tao ra ban phac thao y twong dé Rally phan anh. Y twéng tém tit nhitng
diéu doi dieu hanh nhin nhan la quan trong can gidi quyét trong nam tiép
theo.”

Luot 1ap ké hoach hang nam thit hai c6 hinh thitc ban tong hgp nhin lai hang
nam cac phong ban. Rally dung cach tiép can ORID (Khach quan, Suy
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twong, Giai thich, Quyét dinh) trong cuén The Art of Focused Conversation
(tam dich: Nghé thuat doi thoai tap trung) cta R. Brian Stanfield (New
Society Publishers)*. Zach néi:

4 http://www.amazon.com/Art-Focused-Conversation-Access-

Workplace/dp/0865714169

Quy trinh kéu goi y kién chuyén sau tir toan bd nhan vién, va dua ra ban
twong thuat gia tri vé qua khit, hién tai va twong lai. Tir mo6i ORID trong moi
phong ban, ching t6i hiéu dwgc cong viéc hoan chinh, cong viéc hién dang
tién hanh, cong viéc da 1én ké hoach, cac chi s6 hang nam cu thé, phwong
hwéng cho nam tGi va tinh hinh chung ca nam. Tré con la nhitng c6 may hoc
hoéi, con nguwdi 16n can c6 suy twdng co cau tric dé hoc hoi; quy trinh nay
cung cap cau truc do.

Ca ké hoach ban diéu hanh va ORID déu dwa vao buéc tiép theo trong qua
trinh 1ap ké hoach hang nam: tap hop 60 ngudi tir cong ty vao mot budi hop
mat dé trinh bay ré rang tam nhin ctia nam va bam sat van dé lam sao dat
dugc diéu do.

Phat trién ké hoach san pham

Doi ngli sdn pham cha dong tham gia vao dinh nghia chién lwgc hang nam
ctia cong ty. Mot phan 16n trong viéc nay la tuan theo chi dan cong ty va san
pham. B0i sén pham tap trung vao tra 16i cau hoi “Tai sao?”. Zach cho biét:
“Trinh bay duogc tai sao ta lai lam gi, va luén thac mac trong tdm ctia minh,
huwéng moi ngwdi theo mot tam nhin, mét cong ty va mot san pham hap dan,
dong thoi tao dung moi lién két cdm xtc quan trong véi khach hang. Chi khi
hiéu dwgc ‘tai sao’ ta méi nhin sang van dé ‘cai gi’ va ‘cach nao’.”

Gio day, Rally da san sang dé tién sau vao san pham. Du quy trinh tréng c6
vé nang né nhung lai mang tinh 1ap lai va tinh gon. Cong ty di theo chu ky
xay dung do lwong hoc héi & cac mic do trudc khi di téi diém cong ty thuyc
sy xdy dung tinh nang.
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Quyét dinh xay dung thit gi

Phét trién tinh nang bat dau mot cach nghiém tic & bwéc quyét dinh xay
dung gi va lam sao dé xay dung thit d6. Rally c6 phuong phap quyét dinh
tinh nang tuy m& nhung lai dinh huéng theo qua trinh. C méi quy, nhan
vién lai giri cac ban dé xuat ngan nhitng thay doi vé phuwong huwdng san
pham ctia cong ty. Nhitng dé xuat nay dén tir bat ky ngwdi nao trong t6 chirc
nhung lai chiu anh huwdng 16n tr twong tac vai khach hang.

Zach cho biét:

Ching t6i moi gan nhw moi nguwdi lam cong viéc dang quan ly san pham
tham gia vao qua trinh dwa quyét dinh, bao gém nhiéu linh viee tr marketing
san pham, chu s& hitu sdan pham, quén ly k¥ thuat, chi dao ban hang va diéu
hanh. Trong c6 vé hoi mang tinh quy trinh, nhung 1gi ich tr suy nghi va lién
két ciia moi nguwdi con vugt xa khoang thoi gian tam 10 tiéng moi quy danh
ra dé chay quy trinh. Ching t6i thdy lién két manh mé dwa dén qua trinh
trién khai tuyét voi.

Rally khong phat hanh phan mém ma thay vao d6 “bat tinh nang lén cho
ngwoi dung va khach hang.” Hau hét tinh nang c6 nit chuyén doi cho phép
Rally bat hay tat di cho doi twgng khach hang cu thé. Biéu nay gitp cong ty
dwa ma ra dan dan cho nhitng nhém ngudi dung 16n hon, thu dwgc phan héi
ti* nhitng nguwdi ti€p nhan dau tién trong khi gidm bdt rii ro dé 10 truc trac
cho qua nhiéu khach hang.

Po lwong tién do

Trong qua trinh phat trién tinh nang cua Rally, cong ty rat tap trung vao do
lwong. Zach cho biét: “Chung toi c6 kho dit liéu noi bo ghi lai moi thi tir
cac bién phap do lwong hiéu suat mirc nhan hé diéu hanh cia may cht/co s@
dit liéu dén thao tac nguwdi dung cap cao lay ti twong tac HTTP gitta trinh
duyét va may chu.” Muc tiéu la dam bao doi ngli do duvgc mitc do st dung
va hiéu suat tinh nang. “Khi phéat trién tinh nang, doi ngli san pham cé thé
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hinh thanh gia thiét vé khoi lwgng st dung bam dao kha nang phat trién tinh
nang dé sau nay. Luc bat tinh nang 1én ching t6i c6 thé so sanh gia thiét cta
minh véi dit liéu thuc té. Do dit liéu c6 du théng tin st dung va hiéu suat
nén ching t6i nhanh chong hiéu duwogc (trong thoi gian thwc) anh huwdng cta
mot tinh nang tGi hiéu suat va do 6n dinh ctia méi treong san xuat.

Hoc héi thong qua Thit nghiém

Ngay ca da & mitc d6 hoach dich sau sac va hwéng tiép can phat trién san
pham tan dung moi ngwoi, Zach van bao cong ty rat can trong khong dé
“xay dung tinh nang mot cach mu quang tv dé nghi trong ndi bo hay twr
khach hang.” Thay vao d6, cong ty thuc hién thir nghiém dé tim hiéu thém.

Theo Zach thi moi thit nghiém déu bat dau tir mét chuoi cau haéi:
 Ta mudn hoc dugc gi va tai sao?

» Van dé co ban ta mudn gidi quyét la gi, va ai dang chiu khé vi van de?
Dbiéu nay gilip moi ngudi co lién quan thau hiéu dugc viéc ta dang lam.

* Gia thiét cua ta la gi? Gia thiét dugc viét dwdi dang: “[Hanh dong lap lai cu
thé] sé tao ra [két qua mong muon].” Ta ddm bao gia thiét dugc viét theo
cach thtr nghiém c6 kha nang vo hiéu duogc no.

« Ta sé chay thtr nghiém nhuw thé nao, va sé xay dung gi dé ho trg thit nghiém
do?

» Thir nghiém c6 an toan dé chay khong?

* Ta sé két luan thit nghiém nhw thé nao, va sé thyc hién nhitng budc gi dé
giam nhe cac van dé phat sinh tir két luan cta thi nghiém?

* Ta sé dung phép do nao dé vo hiéu gia thiét bang dit liéu? Ta cling liét ké
phép do nao chi ra thit nghiém khong an toan dé tiép tuc nita.
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Trong giai doan ba thang, hon 20 thit nghiém da dwoc tién hanh dé tim hiéu
chinh xac diéu gi trong mot phan quan trong cta giao dién nguwoi dung sé
lam hai long ngwoi dung. Thay vi doan thi day lai la quy trinh kham pha rat
quy cu. Khu vuc giao dién nguoi dung la trong tam do tinh chinh n6 la mot
ndi dung chinh trong tdm nhin sdn pham cta nam, va tryc tiép ing hd muc
tieu cua Rally nam do.

Tom tat

 Phrong huéng san pham theo dinh hwéng dit liéu bat dau & trén dinh, va la
mot quy trinh c6 phwong phap va lap lai.

* Moi viéc déu la thit nghiém ngay ca khi da c6 san pham xay dung xong va
mot nhom khach hang trung thanh.

« Can thém no lwc vé ky thuat dé co thé bat va tat cac tinh nang ca nhan va
do lwong thay déi hanh vi nguwoi dung, nhung sy dau tv d6 dugc dén bu
bang thoi gian chu ky gidm di va hoc héi hiéu qua hon.

Bai hoc Phan tich rit ra

Rally da dwa do lwong 1én mot ndc méi. N6i theo mot cach thi Rally nhuw hai
cong ty vay — mot tao ra phan mém quan ly vong doi, moét thyc hién th
nghiém lién tuc va tam c& véi nguwdi dung dé hiéu ro hon cach ho twong tac
vOi san pham. Viéc nay can rat ky luat va tap trung ciing nhw no luc ky thuat
dang ké dé moi tinh nang déu thir nghiém va do lwong dugc, giam lang phi,
san pham t6t hon va lién két nhat quan vai diéu khach hang mong muon.

LLAM SAO PE XU LY PHAN HOI CUA NGUOI DUNG

Khach hang c6 mot diém twong dong véi nhitng doanh nhan — ho ciing néi
doi. Ho khong ¢6 y noéi doi, nhung ho thwong quén mat san pham cta ban
thuc sy hiéu qua ra sao hay ho lam gi véi san pham.
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Nhiéu ngwoi danh gia mot sao vé tng dung ngan hang ca nhan Mint va néi
rang “Coi chirng! San pham nay sé thu thap thong tin ngan hang va két noi
v0i tai khoan ngan hang cta ban!” nhw Hinh 16-2.

Nhung do chinh la chitc nang ctia Mint.
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Hinh 16-2. Cdnh bdo — trng dung ngdn hang muon ldy thong tin ngan hang
cua ban

Néu la nha quan ly san pham, ban sé dé phét 10 phan hoi nay, nhwng diéu n6
thwe sy dang néi véi ban la cach marketing va mo ta sdn pham cta ban
khong hop ly, 1am gidm xép hang san pham va thu hep thi truong ban c6 thé
nham tdi.

Khach hang c6 thé dwa ra phan hoi ban khong thich. Hay nhé ho khéng c6
mo hinh tinh than giong ban, va khong nam trong thi treong muc tiéu cta
ban. Nhitng ngwdi nay thwong thiéu huwéng dan dé dung san pham ctia ban
ddang cach.

Chuing t6i da nhin ra mot s6 thanh kién nhan thitc ma nhitng cha thé phong
van thé hién. Nguwoi dung hién tai cling cé thanh kién twong tw. Ho c6 ky
vong va hoan canh khac ban. Ban can lwu tam diéu nay khi nhin vao phan
hoi cuaa ho.

Mot phan thi phan héi ngudi dung bi thién 1éch khi chon mau tai hai. Rat it
ngwoi dua ra phan hoi khi c6 trai nghiém dé doan va hoi hgt. Ho phan hoi
khi cye ky thich tha hodc titc gian. Néu ho thdy bi xam hai quyén 1gi thi ban
sé nghe dugc phan hoi tr ho.

Mot diéu nita 1a ho khéng biét dugc gia tri ciia ho véi ban. Ho c6 thé thay
duge quyén st dung mot san pham mién phi vi d6 la cach ban maoi chao san
pham SaaS cda minh, hay dwgc quyén dung banh mi que mién phi vi do la
cach ban dinh gia tiéc buffet cia minh. Ban biét gia tri cia ho véi minh con
ho thi khong. Vi moi ngwoi dung khong vui long thi ho 1a ngudi quan trong
nhat thé gidi. Va ho da bi déi xi khong ding hodc duwgc cung chiéu.

Diéu cudi cung la khach hang khéng nhan thitc dwgc sy mién cwdng va sac
thai van dé cia ho. Phan nan veé viéc truyén hinh My khong phu séng & nuwéc
ngoai thi dé thoi; nhwng chiang may nguwdi phan nan diéu dé biét duwgc do
phttc tap cta trao do6i ngoai té, kiém duyét hay dang ky ban quyén. Ho muon
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van dé ctua minh dwoc gidi quyét nhuwng lai c6 qua it hiéu biét vé huwéng giai
quyét nao cho dung dan.

Laura Klein 1a mot chuyén gia va tw van vé trai nghiém nguoi dung (UX),
va la tac gia cuén UX for Lean Startups (tam dich: Trai nghiém nguwdi dung
cho Khéi nghiép tinh gon) — m6t phan cuda loat sach Tinh gon. C6 viét mot
trang blog rat hay tén la Users Know. Ban nén doc toan bo bai dang “Tai sao
Phan hoi Khach hang lai V6 tich sy” cta c6*.

4 http://usersknow.blogspot.ca/2010/03/why-your-customer-feedback-is-
useless.html

Dé nang cao cach hiéu ro phan héi, Laura dwa ra ba 16i khuyén:

€ Lén ké hoach thit nghiém tir trwdc, va biét ro diéu ban muén tim hiéu
trwde khi bat dau. Laura noéi: “Mot 1y do 1én cho viéc phan hoi rat kho dién
gidi la do c6 qua nhiéu phan hoi va déu khéng dugc sap x€p ro rang hay lién
quan dén van dé cu thé nao. Néu biét chinh xac minh thu thap phan héi vé
van dé gi va tuan theo phwong phap thu thap phan hoi thi viéc dién giai phan
hoi lai tré nén rat don gian.”

4 Khong phdi ai ban cling n6i chuyén. “Ban nén nhém phan héi theo nhitng
nguoi twong dong. Chang han, néu hdi mot tay dua Cong thitc 1 va me t6i vé
xe hoi thi t6i sé nhan duwgc cau tra 10i khong nhat quan.” Can déi phan hoi
nhv thé rat kho vi ching dén tit nhitng nhom nguwdi khac nhau. “Tim ra
khach hang la ai va tap trung nghién cttu kiéu nguwdoi cu thé do.”

4 Nhanh chéng xem xét két qua khi thu thap dit liéu. Laura lvu y: “Pung dé
dén cu6i mdéi lam. Néu ban n6i chuyén v6i nam ngwoi, moi nguwdi mot tiéng
trong vai ngay thi nhé dugc nguwdi dau tién néi gi rat khé.” Laura dé xuat cé
thém nguoi nita trong moi budi gap dé ban tham van ngwoi dé sau va chon
ra nhitng ndi dung quan trong nhat cua budi gap.
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Thuec té 1a ngwdi dung lic nao ciing phan nan. D6 la 1é thwdng. Ngay ca khi
nguoi ta dung san pham cta ban, ban thu dwgc chi s6 gan két kha quan va
san pham van bam tru thi ngwoi ta van sé phan nan thoi. Lang nghe 16i phan
nan cta ho va c6 gang tim ra goc ré van dé cang nhanh cang t6t ma khong
phan ng thai qua.

TAM NHIN KHA THI TOI THIEU

Tam nhin kha thi t6i thiéu (MVV) la thuat nglt do doanh nhan va déi tac cta
Year One Labs, Raymond Luk dwa ra. Ong cho rdng: “Néu ban dang c6 xay
dwng mot cong ty tuyét voi va khién moi nguwsi tham gia thi van chwa da dé
tim ra MVO — ban can ca MVV nita.

Tam nhin kha thi t6i thiéu rat hdp dan. N6 ngay cang md rong. N6 c6 tiém
nang. No tdo bao va thuyét phuc. La ngudi sang lap, ban phadi nam chac tam
nhin vi dai, mao hiém, lam thay doi thé gigi & mot bén va gitt hién thuc thyc
té, c6 suy xét & bén kia. MVV ban can dé thu dugc nguon quy ho trg doi hoi
mot 101 gidi thich thuyét phuc cach ban vion 1én lam mot nguwdi thong tri va
dot pha trong thi truong.

Sau day la mot s6 dau hiéu cho thay ban da hiéu dwgc cach thyc hién MVV:

4 Ban dang xay dung mo6t nén tang. Néu ban dang tao 1ap méi truong cho
phép xay dung duwgc nhitng thit khac trong dé thi day la dau hiéu tét. Google
Maps chi 1a mét trong nhiéu cong cu danh ddu ban do, cing MapQuest va
nhiéu san pham khéac, nhung Google gitip viéc nhiing va cha thich ban do dé
dang, mang lai hang nghin chitc nang két hgp va st dung thong minh. San
pham nhanh choéng tr¢ thanh nén tang dwgc cong nhan cho cac hé théng
thong tin dia Iy m&c d6 don gidn, va toan bo cac chu thich kia khién ban do
con hitu dung hon nira.

4 Ban c6 nhitng cach kiém tién déu dan. Kiém tién tir ai d6 md6t 1an 1a mot
chuyén, nhung néu thuyét phuc duwgc ngudi ta trd tién hang thang nita thi
ban dang tim ra diéu gi do6 roi. Cit nhin vao doanh thu cta Blizzard tir tro
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World of Warcraft: viéc mua hang cta khach hang dung may tinh ban tra
tién la mot phan so tién cong ty kiém dwoc khi so véi doanh thu tir phi dang
ky 14,95 do6-la moi thang.

4 Ban c6 mic dinh gid phan tang ty nhién. Néu tim dwgc cach dé khach
hang ti ban gia tang, giong cach cac cong ty nhw 37Signals, Wufoo va
FreshBooks tirng lam, sau d6 ban cé thé 16i kéo nguwdi dung vao cac tinh
nang co ban va thu hit ho theo 16 trinh nang cap bo sung chitc nang khi ho
can. Viéc nay nghia la ban khong chi b6 sung doanh thu tir nguwdi dung méi
ma con t ngwoi dung hién tai nita.

4 Ban gan v6i mot sy thay doi dot pha. Néu ban la mot phan ctia xu huwéng
dang 16n manh dan — moi ngudi chia sé thong tin, thiét bi di dong, dién toan
dam may — thi lai cang cé co hoi tang trudng hon. Thuy triéu 1én thi moi
thuyén déu noi, va cong nghé di Ién sé nang tam moi dinh gia va thoai von.

4 Nhitng nguoi tiép nhan ty dong tré thanh nguwdi ung hd. Hay nhin vao vi
du kinh dién vé marketing tric tuyén — Hotmail. Mai tin nhan don gian dugc
dinh thém vao moi e-mail m&i ngwdi nhan chuyén sang Hotmail. Két qua la
toc do tang trudng theo cdp s6 nhan va ngwoi sang lap dugc khoan thoai von
khéng 16°. Hé théng quan 1y chi phi nhu Expensify gitip don gian tdi da viéc
thém ngwoi khac vao luong cong viéc vi day la mot vec-to huwéng dén lan
truyén ty dong.

> http://www.menlovc.com/portfolio/hotmail

4 Ban tao dugc cudc chién dau thau. Néu c6 mot gidi phap nhiéu ga khong
16 trong nganh cong nghiép déu mudn thi ban dang & vi thé tuyét voi. Mac
du cong ty 16n co6 thé xay dung bat ci thi gi néu c6 da thoi gian nhung ho
sé mua lai ban néu ban dang cuwép lay doanh s6 ctia ho hoac san pham cua
ban gidp ho ban dwgc nhanh chéng ma dé dang hon. Nhitng ga khong 16 vé
linh virc d6 uong nhw Pepsico, Cadbury-Schweppes va Coca-Cola thuwong
xuyén mua lai nhitng cong ty trién vong nhu Odwalla, Tropicana, Minute
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Maid, RC Cola va nhiéu cong ty khac vi biét rang nhitng céng ty nay c6 thé
bu dap khoan dau tw ctia ho dé dang qua day chuyén cung cap hién tai ho co.

# Ban dang dan dit mot sy thay d6i méi truong. Y chiing t6i & day khong
phai phong trao Xanh (Green movement). Trong marketing chién lwgc, cac
lye lwgng moi treong gobm moi thit ban chiu tac dong trong hé sinh thai kinh
doanh, nhu luat riéng tw do chinh phu quy dinh hay quy dinh chong 6 nhiém.
Néu xay dung tht ma nhiéu ngwdoi sé budc phdi tiép nhan (chang han san
pham tudn theo luat bao mat thanh toan hay sitc khée sap dwoc ky) thi ban
dang c6 kha nang thodai von day hita hen va co hdi dé ti€ép quan linh vurc.

4 Ban s@ hitu 1gi thé doc quyén. Nha dau tw khong thich gi hon ngoai lgi
thé doc quyén. Néu duy tri dugc 1gi thé doc quyén — chi phi thap hon, thi
treong chu y tot hon, doi tac, cong thirc doc quyén, v.v... — thi ban c6 thé md
rong doanh nghiép 1én mic hdp dan cac nha dau tv. Nhung hay can than:
ngoai 1gi thé do chinh phu chi dinh thi rat it 1gi thé thuc sw bén vitng vé lau
dai.

4 Chi phi bién cua ban c6 xu hwéng tGi 0. Khi ban bd sung thém ngudi
dung thi chi phi gia tang lai gidam xudng — sao cho khach hang thit n gan nhw
khong ton chit phi nao khi bo sung nita — diéu do that tuyét. Ban dang tan
huwdng tinh trang kinh té€ khoe manh nhd mé& rong quy mé. Chang han, mot
cong ty phan mém diét virus c6 chi phi phat trién va nghién cttu phan mém
c6 dinh phai phan bd cho moi khach hang, nhung bé sung mot khach hang
chi thém vao téng chi phi trén mot gia tri vo cung nhé. Doanh nghiép cé thé
tang tridng doanh thu ma chi phi gia tang van khong do6i hoac giam di c6
tiém nang tang trudng vuot troi.

4 Co hiéu ¢ng mang luwéi ty dong trong mo hinh. Hé thong dién thoai la vi
du kinh dién cho doanh nghiép c6 hiéu tng mang lwdi: cang nhiéu nguoi st
dung thi n6 cang hitu ich. Cac doanh nghiép c6 hiéu tng mang lu6i qua la
tuyét, nhung do cling la con dao hai lwdi: co 10 triéu ngwoi dung qua la tuyeét
voi, nhung ban c6 thé danh ltra ban than rang ngudi dung dé dang tiép nhan
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san pham hodc dich vu md&i, va viéc thir nghiém gia tri co ban véi thi trudng
nho lic dau lai kho khan. Ban can ké hoach di téi diém ma hiéu &ng mang
lw6i xuat hién dwoc va trd nén ré rang hon.

€ Ban c6 nhiéu cach dé kiém tién. M6 hinh chi mot hinh thitc thanh toan
gan nhu khoé hiéu qud, nhung néu tim dwgc nhiéu cach dé kiém tién tir mot
cong viéc — mot cach ro rang va vai cach ngau nhién — thi ban c6 thé da
dang héa nguon doanh thu va lap lai dé dang hon, giip nang cao co hoi
thanh cong. Luu y: Stt dung AdWords va ban dit liéu phan tich co6 Ié chwa du
dau.

4 Ban kiém duwogc tién khi khach hang kiém dwgc tién. Vé co ban, con nguoi
lu6n bi thoéi thic bdi hai thit: noi sg va long tham. Nghe c6 vé hoi tiéu cuc
nhung do6 chinh la cach ta phat trién. Trong kinh doanh, noi sg la chi phi va
rdi ro, va néu giam thiéu rai ro hay cat bét chi phi cling dugc théi — nhung
viéc d6 khong dwoc hay cho lam. Khach hang thwong 1ay cé gat di rai ro va
hwdng phan tiét kiém kia. Nhung néu ban kiém tién bang long tham (hay goi
la doanh thu trong kinh doanh) thi khach hang sé dé chia phan chién thang
v6i ban. San pham lam tang doanh thu dé khién ngwoi khac tin hon — c@
nhin vao x6 s6 va chién lwge lam-giau-nhanh so vdi ké hoach tiét kiém va
bao hiém nhan tho. Eventbrite va Kickstarter biét diéu nay.

€ Mot hé sinh théi sé hinh thanh quanh ban. Piéu nay twong ty nhw m6 hinh
néen tang. Salesforce va Photoshop la vi du tiéu biéu cho dac diém nay: App
Exchange cua Salesforce c6 hang nghin (tng dung bén thit ba giip bo cung
cap CRM (quan ly quan hé khach hang) hitu dung va dé tuy chinh hon, va
mo hinh plug-in cta Photoshop b6 sung tinh nang vao ng dung nhanh hon
nhiéu so véi viéc Adobe ti viét ma cho nhitng tinh nang do.

Cudi cung, ban phdi tdo bao. Ban can hiéu duwgc lam sao cong ty ctia minh
c6 thé tré thanh mot Y Twéng Lén, thit gi d6 thuc sy méi mé, hodc phai hap
dan v6éi mot thi truong 16n hodc la thit bat bude phai c6 d6i véi mot thi
treong ngach giau co.
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KHUNG MO HINH VAN PE-GIAI PHAP

Tai Year One Labs, ching t6i phat trién Khung mo6 hinh Van dé- Giai phap
dé giip cong ty khai nghiép duy tri khuén kho va trong tdm véi tan suat
hang tuan. Cong cu dwgc lay cam hing tir khung mo hinh Tinh gon cia Ash
Maurya, nhung tap trung vao hoat dong hang ngay ctia cong ty khéi nghiép.
Chuing t6i dung cong cu hwdng tGi mot dén ba van dé chinh ma cong ty khai
nghiép dang phai doi mat. N6 giup tat ca chiung ta déu dong y vé van dé do
va uu tien chung trudc.

Kha phé bién chuyén nguoi sang lap wu tién khong ding cac van dé chinh
can gidi quyét. Ciing khong ngac nhién lam; nha sang lap cong ty khai
nghiép luén lan 16n vGi hang ta van dé cung lic, doi da thi viéc 1én dau, va
nhu ta biét rat ro, ho déu la nhitng ké no6i doi (nhwng tinh cam chiing ta danh
cho ho van khong thay déi!). La ngwoi c6 van va hudng dan, ching t6i biét
minh c6 trach nhiém rt 16n trong cong viéc — cho phép chiing t6i mang lai
gia tri dang ké nho sw khach quan — la chi dan doanh nhan huwéng téi thiv
quan trong nhat.

Khung m6 hinh Van dé-Giai phdp la tai liéu dai hai trang. Giéng nhu Khung
mo hinh tinh gon, né cling chia thanh nhiéu 6. Hang tuan, ching t6i yéu cau
nhitng ngudi sang lap chuan bi mot bang M6 hinh Van dé-Giai phap dé trinh
bay. Bang nay tré thanh tiéu diém ctia bubi hop thdo luan tinh trang va cuc
ky hitu ich trong viéc duy tri nang suat nhitng budi hop nay.

Hinh 16-3 minh hoa trang dau ctia mau.
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Hinh 16-3. Ban hoc dugc gi néu dién vao trang ndy hdng tuan?
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Dbiéu dau tién ban nhan thady la tiéu dé: Muc tiéu la Hoc hoi. Diéu nay rat
quan trong vi né nhac nhd cac doanh nhan vé thit ho dat ra thyc hién. N6
khong phai la viéc xay dung “cac thi”. N6 khong phai la viéc thém tinh
nang. N6 khong phdi la viéc PR hay gi hét. Hoc héi la thuwéc do ctia thanh
cong.

Tiép theo, nha sang 1ap sé dién vao cap nhat ngan gon vé tinh trang hién tai,
tap trung vao cac chi so6 chinh (dinh tinh va/hodc dinh lwgng) dang theo doi.
Chu y 6 nay nho hon cac 6 khac.

O Bai hoc it ra tém tit ngdn gon theo gach dau dong nhitng bai hoc chinh.
Tiéu dé c6 ghi “va Thanh twu” vi chiing t6i muén cho doanh nhan cho dé
khoe — it ra dwgc mot chat. Khong may ngac nhién 1a ho sé ghi vao vai chi
s6 4o & day va chiing t6i sé khong danh nhiéu thdi gian cho thit d6. Y “Pung
huwéng: C6/Khong” dugc thiét ké nhv mot bai kiém tra do trung thuc. Cac
doanh nhéan c6 thé thiwe sy thang than véi nhitng gi dang dién ra, du tot hay
xau khong? Néu c6 thi chiing t6i sé con mang lai nhiéu gia tri nita cho ho.

Cudi cung, chung t6i yéu cau cac doanh nhan liét ké nhitng van dé hang dau
ho dang do6i mat vao thoi diém do. Ho sé ghi t6i da ba van dé wu tién theo
tht t do0 quan trong. Phan nay trong bang mo6 hinh Van dé-Giai phap
thudng mang dén nhiéu tranh cadi nhat, nhung luén lanh manh va quan trong
giup ddt lai muc tiéu va ky vong ctia moi nguoi.

Vi viéc da hiéu ro van de va tinh trang hién tai cia cong ty khéi nghiép,
ching ta chuyén sang trang thit hai ctia bang m6 hinh nhv trong Hinh 16-4.

https://thuviensach.vn



[enge 4T denvo e

G PRAPGATHIET CHISBANG CHUNG+ MUCTE

Lt e g chp K e it ekhanuw%mﬁ%HmiMp
Ao v s Kep hang chi, )¢ thic im0 b mong

Sy an i i ki i et iy

gy o i ] Litkebingchi thﬂml

it i ey i

Vinde 4L denvo i

Gl PHAP GIATHIET CHIS/BANG CHUNG + MUCT
;

L Kénhtng g hap ket -Léthenhg i g de o e gl phip
wéWﬁ 0ot Shanohlng (o i m mang

hbummmhmwwqth gt sn oy g

gt e minvin e Lt g g i g
- muctiy st

—

https://thuviensac h.vn



Hinh 16-4. C6 nhiéu van dé — nhung ban chi chon ba dugc khéng?

O phan ndy, cac nha sang 1ap liét ké lai van dé va dwa ra giai phap gia thiét.
Nhitng giai phap nay la gia thiét vi ta khong chac ching cé tac dung khong.
bay la thr nghiém ma nha sang lap sé trién khai trong tuan tdi. Ching toi
luén bédo ho xac dinh chi s6 dinh dung dé do dugc thanh cong (hodc that bai)
va dat ra vach moc. Néu do gan két la van dé quan trong nhat, ho phai dwa ra
nhitng gidi phap c6 thé sé thit nghiém dé tang do gan két, xac dinh chi s6 (vi
du phan tram nguoi dung hoat dong hang ngay) va dat ra muc tiéu. Van dé
la gi, ban dé xuat gi dé khac phuc né, va lam sao ban biét dugc minh da
thanh cong? D6 la cot 16i cia khung mo hinh Van de-Giai phap.

Do6i véi ching toi (ngwoi c6 van va hudng dan), day la mot bai tap cuce ky
gia tri. Khung mo hinh Van deé-Giai phap ciing hitu ich cho viéc ra quyét
dinh ndi bo. N6 xép sau Khung mo hinh tinh gon, tap trung vao cac chi tiét
cu thé trong khoang thdi gian cu thé (1-2 tuan).

NGHIEN CUU TINH HUONG: VNN SU DUNG KHUNG MO HIiNH
VAN DE-GIAI PHAP PE GIAI QUYET CAC VAN DPE KINH DOANH

Varsity News Network (VNN) la cong ty khai nghiép giai doan dau co6 tru sé
tai Michigan. Ben gdap mot trong nhitng nguoi sang lap tai day, Ryan
Vaughn, khi néi chuyén tai mot héi thdao vao nam 2012. Nén tdng ctia cong
ty giip giam déc chuyén quan ly truyén thong xa hoi, tao 1ap viéc dwa tin
truyén thong vé thé duc tai trudng trung hoc theo vi tri dia phwong. Muc tiéu
la dé nang cao viéc xay dyng nhan thitc vé ho tro tai chinh va tinh than thé
thao @ truong trung hoc.

Ryan dugc gidi thiéu cho khung mo hinh Van dé-Gidi phap va tién hanh st
dung ngay vdi ban giam doc. Ryan cho biét: “Chung t6i chi vira mdéi xay
dung tai chinh va phai gidi quyét mot s6 van dé kinh doanh chinh rat nhanh
chéng. Ching t6i dung khung mo hinh Van de-Giai phap dé dwa moi thanh
vién hoi dong thong nhat y kién, tap trung vao diéu phai lam dé di tiép.”
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VNN béam theo quy trinh Tinh gon, cu thé & giai doan dau ctia cong ty dé
xac dinh dé xuat gia tri cia minh va lam sao dé xuat dé gan véi xay dung
noi dung vé thé thao trung hoc. Hién nay, cong ty van duy tri phwong phap
Tinh gon, thit nghiém va lap lai tirng tinh nang hay sang kién mdi trién khai,
do do hiéu qua va mic sang tao gia tri.

Tuy vay, Ryan van ban tdm vé viéc ban ctia anh sé khong chdp nhan khung
mo hinh Van dé-Giai phap. Anh néi: “Quy trinh Khai nghiép tinh gon chwa
duwgc ap dung rong rai ¢ mién Trung Tay, nhuwng ban cua toi da dugc tiép
xtc v@i phwong phép, diéu nay gitp day nhanh tién do ban dau khi lam viéc
v0Oi bang mo hinh.”

VNN stt dung bang mo6 hinh trong vai thang & thoi diém cap thiét can giai
quyét van dé. Két qua la moi ngudi trong dy an déu tdp trung vao nhitng
nhiém vu chinh treéc mat. Qua khung mé hinh Van dé-Giéi phap, VNN da
xac nhan dwgc mot s6 suy doan chinh va thiét ké mo hinh tang trwéng tao
doanh s0 truc tiép c6 thé md rong. Diéu nay cho phép doanh nghiép ching
minh ban than c6 thé bat dau tao doanh thu va 1én ké hoach cho vong tai
chinh thit hai.

Hinh 16-5 va 16-6 trinh bay vi du mot trong nhitng bang mo hinh cua cong
ty.
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Hinh 16-5. VNN danh thoi gian ty nhin lai ngi bo
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Hinh 16-6. Biét duoc bdn thdn bdn dugc bao nhiéu va quy moé thj truong rdt
quan trong

TOM TAT

* Khi da huy dong duoc quy, VNN st dung bang mo hinh Van dé-Giai phap
dé giao ti€p hiéu qua vdi ban giam doc.

» Bang mo hinh gitip cong ty quay vong doanh thu va dinh vi ban than dé bo
sung tai chinh.

BAI HOC PHAN TiCH RUT RA

bting bao gio danh gia thap siic manh c6 dugc néu moi ngudi déu cung
quan diém. Mot bang thong tin nhat quan khién moi nguwdi lién quan phai
trinh bay ngan gon va dong y thuc sy gitp dinh hinh ro rang van dé, nhat la
trong moi treong dang thay doi nhanh chéng.

TOM TAT GIAI POAN BAM TRU

€ Muc tiéu la chitng minh ban da gidi quyét dugc van dé theo cach khién
moi nguoi luon quay lai.

€ Mau chot & giai doan nay la sy gan két, dwgc do bang thoi gian ngudoi
khac twong tac véi ban, toc do moi nguwdi quay lai, v.v... Ban c6 thé theo doi
doanh thu hodc d6 lan truyén nhung day chwa phai trong tam.

€ Maic du dang xay dung san pham t6i thiéu nhung tam nhin cta ban van
phai da 16n dé truyén cam hing cho khach hang, nhan vién va nha dau tw —
va phai cé cach dang tin dé c6 dwgc tir bang chitng hién tai t¢i tam nhin
twrong lai.

4 Dung “voi vang” dén khi chitng minh dwgc ngudi ta sé lam diéu ban
muon mot cach dang tin cdy. Néu khéng ban chi dang phi thdi gian tién bac
thu huat nhitng nguoi dung sé bo di ngay lap tic thoi.
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4 Duva vao phan tich nhém dé do Iwong hiéu qua cta viéc cai tién lién tuc
khi ban tién hanh tdng do bam tru ctia san pham.

Khi chi s6 gan két cia ban di manh va mitc khach hang r&i bo twong doéi
thap, da dén ldc tap trung vao phat trién co s& nguoi dung.

Tuy vay dirng voi chay ra mua quang cao ngay. Pau tién, ban can tan dung
nén tang chién dich tot nhat va thuyét phuc nhat cia minh — chinh la nguoi
dung hién tai. Ba dén lic lan truyeén.

BAI TAP #1: NEN CHUYEN SANG GIAI POAN TIEP THEO CHUA?
1. Nguoi dung co st dung san pham nhw mong dgi khong?
» Néu c6, hay chuyén sang budc tiép theo.

« Néu chua thi ho c6 dang dung né theo cach khac nhung van thu duge da
gia tri tr n6 khong? Hay van chwa thu dwgc gia tri?

2. Pinh nghia ngudi dung hoat dong. Bao nhiéu phan tram nguoi
dung/khach hang c6 hoat dong? Viét con s6 dé ra. Liéu né cé cao hon duwgc
khong? Ban lam dwoc gi dé tang do gan két.

3. bBanh gia 10 trinh tinh nang ctua ban dya trén bay cau hoéi caa chung toi
tredc khi xay dyng thém tinh nang. Viéc nay co6 thay doéi wu tién trong phat
trién tinh nang khong?

4. Banh gia nhitng phan nan tir nguwoi dung. PBiéu nay anh hwdng thé nao dén
qua trinh phat trién tinh nang?

BAI TAP #2: BAN XAC PINH PUQC VAN PE LON NHAT CUA
MINH CHUA?

Hay tao mot bang mo6 hinh Van dé-Gidi phap, chi mat tam 15-20 phut thoi.
Chia sé bang mo hinh v6i ngudi khac (nha dau tw, c6 van, nhan vién) va hoi
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ban than xem né c6 thue sy néu ding moi ban tdm ma chinh ban dang doi
mat ngay hom nay khong.
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Chuong 17
GIAI POAN BA: LAN TRUYEN

Ném 1997, cong ty dau tw mao hiém Draper Fisher Jurvetson lan dau s

dung thuat ngi* marketing lan truyén (viral marketing) dé mo ta viéc truyén
miéng c6 mang hd trg’. Ban than cong ty da nhin ra sitc manh ctia lan truyén
qua Hotmail khi moéi e-mail déu c6 mot vec-to lan truyén — chinh la duong
dan noi tiéng nam dwdi moi tin nhan chita 16i moi ngwoi nhan 1ap tai khoan
Hotmail riéeng cho minh.

Lhttp://www.dfj.com/news/article_25.shtml

Trwde do hang thap ky, Frank Bass, mot trong nhitng nha tao lap khoa hoc
marketing, d@ mo6 td cach cac théng diép truyén ba ra trong mot san thi
truong?. Bai viét “Mo hinh Tang truéng san pham méi cho Hang tiéu ding
lau bén” vao nam 1969 cta 6ng da giai thich cach thong diép lan rong ra thi
trvong qua hinh thitc truyén miéng. Ban dau, sy lan truyén cham chap,
nhung khi ngay cang nhiéu ngudi néi vé san pham thi sy lan truyén sé tang
nhanh chéng. Tuy nhién, khi thi truong dan bao hoa véi nhitng nguoi da
nghe thong diép thi sy lan truyén lai chdm tré lai. M6 hinh nay dwgc thé
hién qua dwong cong hinh chit S von dwgc biét dén véi tén goi duong cong
khuéch tan Bass trong Hinh 17-1.

2 http://en.wikipedia.org/wiki/Bass_diffusion_model
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Hinh 17-1. Ba diéu chdc chdn xdy ra: cdi chét, thué va bdo hoa thij trirong

Cac nha nghién cttu khi so sanh sy lan rong ctia Hotmail véi tién doan ttt mo
hinh ctia Bass da phat hién sy khép nhau gan nhu hoan héo.

Giai doan Lan truyén la lic tap trung vao thu hat ngudi dung va tang truedng,
nhing van can dé mat dén do bam tru.

4 Ton tai rui ro la ban tao dwng lan truyén va truyén miéng nhwng phai danh
doi sw gan két. Co6 thé ban thu dugc nguwdi dung mdi khac v6i nhitng nguoi
ti€p nhan dau tién, va két qua la ho khong gan két v6i san pham. Hoac dé
xudt gia tri doc dao bi mat hat khi ban n6 lwc thye hién marketing, va nguwoi
dung m&i mong chd diéu khac véi nguwdi dung trede do.

4 Coi chirng ban thoat khoi giai doan bam tru qua sém. Néu mai dau tuw vao
b6 sung ngwdi dung ma ty 1é rdi bd van cao thi chwa chac ban thu dwoc hiéu
qua dau tw tot. Tang tredng qua sém tiéu ton tién bac va thoi gian, va sé
nhanh chéng giét chét cong ty khadi nghiép ctaa ban.

BA CACH LAN TRUYEN

Lan truyén don gian la nguwdi dung chia sé san pham hodc dich vu véi nguoi
khac. C6 ba loai hinh lan truyén:

4 Lan truyén ti dong dwgc tich hgp vao san pham va dién ra nhuw mot chie
nang st dung.

4 Lan truyén ty tao c6 tinh bat budc va thwong dwgc dwa vao hé thong tang
thudng.

4 Lan truyén truyén miéng la doi thoai do nhitng ngwdi dung hai long tao
nén, khong dinh dang tGi san pham hay dich vu cda ban.

Ca ba loai hinh déu quan trong, nhung can dugce xem xét nhw nhitng loai
hinh tang trudng riéng biét va phan tich vé hinh thitc Iwu thong ching mang
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lai. Chang han, ban c6 thé nhan thay lan truyén tu tao mang dén nhiéu lwu
thong bang hinh thitc khach ghé tham, con lan truyén tw dong mang dén
nhitng khach hang gan bé thyc sy mang lai doanh thu.

Lan truyén ty dong

Nhiéu san pham c6 kha nang lan truyén tw dong. Khi dung Triplt, ban chia
sé ké hoach du lich cho dong nghiép, va ho sé xem dwogc ky hon néu dang
nhap; khi dung Expensify, ban gtti bdo cdo chi tiéu cho nguwdi khac dé ho
chdp thuan; khi dung FreshBooks, khach hang xem héa don dién ti ctia ho
trén trang web.

DPay la hinh thitc lan truyén tuyét nhat. N6 tao cam giac xac thyc, va nguoi
nhan thay thoi thic phdi bat dau st dung san pham hay dich vu ngay. N6
nhw bénh dich vay! Khong hé mang tinh ti nguyén. N6 khong phai thit ban
lya chon tham gia hay trai nghiém ma ct ty nhién xay ra thoi.

Lan truyén ty tao

Lan truyén ty dong la cach tot nhat, con ta c6 thé mua dwoc lan truyén tu
tao. Nhiéu thanh phan cia Dropbox c6 tinh lan truyén ti dong — nguwdi dung
chia sé tép v6i dong nghiép va ban bé — nhung cong ty khong e ngai viéc bu
dap thém cho nguoi dung. Dich vu cho thém dung lwgng lwu trit néu ngudi
dung tweet hay like san pham, va thuwédng cho ngwoi dung vi gitip ho thu
dwoc khach hang méi. Dich vu tang treéng nhanh chong nho nguoi dung
hién tai thuyét phuc ban bé dang ky dé ho dugc tang dung lwgng dit tri mién
phi.

Lan truyén ty tao xuat phat tir viéc khuyén khich ngwdi dung hién tai ké cho
ban bé. Lam ding cach thi né sé rat hiéu qua — nhw Dropbox lam minh
chitng — nhung cling c6 thé tré nén ky cuc va tao cdm giac cudng ép néu lam
dé. Ban chu yéu xay dung cac hoat dong marketing ty tai trg vao ban than
san pham, doi khi phai danh doi cai gia la chitc nang khong duwgc chap nhan.
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Lan truyén truyén miéng

Cudi cung la truyén miéng. Kho theo doi hon nhwng cling cue ky hiéu qua,
vi n6 ngang véi 161 chitng nhan tir mot ngwdi co van dang tin cdy. Ban c6 thé
kiém tra mot chut hoat dong nay don thuan bang cach theo doéi cac blog va
nén tang xa hoi nhac dén cong ty khdi nghiép cua ban — va khi nhin thay
mot nguwdi lam vay thi nén két ndi véi ngudi do, tim hiéu diéu gi khién anh
ta chia sé san pham hay dich vu cta ban, va thit bién diéu d6é thanh mot phan
lau dai, lap lai trong chién lwgce tang tredng lan truyén cta ban.

Ban tham chi c6 thé mudn st dung cong cu nhw Klout hay PeerReach dé
tinh diém tac dong cua nhitng nguwdi dang thao luan vé ban dén nhan thitc vé
san pham hodc dich vu vi xép hang cua ho thé hién kha nang lan téa thong
diép cua nguoi do.

CAC CHI SO CHO GIAI POAN LAN TRUYEN

Do lwong tang trueong lan truyén hoéa ra lai thuwe sy quan trong néu ban
khong muon phai tra tién dé c6 khach hang. Con s6 ban theo dudi la hé s6
lan truyén, dwgc nha dau tw mao hiém David Skok tém tat rat hay la “sé
khach hang mdi ma tirng khach hang hién tai c6 kha nang chuyén doi thanh
cong>.”

3 Giai thich cta David Skok vé c4ch tinh hé s& lan truyén chita hai bang tinh
ban c6 thé tham khao tai http://www.forentrepreneurs.com/lessons-learnt-
viral-marketing/. (TG)

Dé tinh hé s6 lan truyén:

1. Pau tién tinh ty 1€ 161 maoi 1a s6 16i maoi gwi di chia cho s6 nguwdi dung ban

co.

2. Sau do tinh ty 1é chap nhan la s6 dang ky hodc tham gia chia cho sb 16i
moi.
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3. Cudi cung nhan hai con sé véi nhau.

Bang 17-1 thé hién phép toan mau cho mét cong ty c6 2.000 khach hang g
5.000 10i moi, trong do6 c6 500 10i mai dwoc chap nhan.

(hachninghiénta 2000

gl 00 Tylelime 1)

Tongd

S0l dméidu oy 00 Tlecipnbn 0%

esommer B

Bdng 17-1. Phép toan mau tinh hé so lan truyén

Trong c6 vé hoi don gidn qua, vi trén ly thuyét, m6t phan tw cia mét khach
hang sé lan lwgt moi 25% cia mot khach hang nita (6,25% ctia mot khach
hang), va c thé tiép dién. Trén thwc t&€, nhv David chi ra 1a chdng may
nguwoi dung sé tiép tuc moi ban bé theo thoi gian — thay vao dé, ho sé moi
nhitng ngwdi ban ho nghi 1a c6 lién quan va sau dé ditng madi, nhiéu nguoi
trong s6 ho mai c6 cing nhém ban. Danh muc mai roi sé bao hoa.

Con mot yéu td nita can quan tam & day: thoi gian chu ky. Néu chi mat mot
ngay dé ngwoi nao dung trang web moi nguwoi khac thi ban sé thay tang
tredng nhanh. Nguwoc lai, néu mat hang thang troi dé nguwdi ta moi nguoi
khac, ban sé thdy tang truedng cham hon rat nhiéu.
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Thoi gian chu ky tao khac biét rat 16n — dén n6i David cam nhan né con
quan trong hon hé s6 lan truyén. St dung dir liéu mau tir trang tinh, David
nhan manh diéu nay & mot vi du: “Sau 20 ngay véi thoi gian chu ky la hai
ngay, ban sé c6 20.470 ngudi dung, nhuwng néu chia déi thdi gian chu ky con
mot ngay, ban sé co6 trén 20 triéu nguoi dung!”

Phuwong trinh ctia Bass dwa nhiéu yéu td6 nay vao xem xét khi ong co giai
thich cach thong diép lan toa trong thi tredng va lam thé nao khach hang dan
dan tiép nhan nhitng d6i mé6i duoc.

Cudi cung, cai ta theo dudi la mot hé s6 lan truyén 16n hon 1 vi con sé dé c6
nghia san pham dang ty duy tri. Khi c6 hé s6 lan truyén 16n hon 1, moi
nguwoi dung déu maoi it nhat mot nguwdi dung nita, va ngudi dung mai dé tiép
tuc moi nguwoi khac. Bang cach do, sau khi da cé vai nguwoi dung dau tién,
san pham ctia ban sé tu phét trién. O vi du trwdc, ta ¢6 thém lam vai diéu dé
day hé s6 lan truyén 1én mitc 1 nhu:

4 Tap trung vao viéc tang ty 1€ chap nhan.

# Co0 gang tang thoi gian vong doi khach hang dé anh ta c6 thém thoi gian
moi ngwoi khac.

4 C0 gang rat ngan thoi gian chu ky moi dé tang tredng nhanh hon.
4 Tim cach thuyét phuc khach hang mdi thém ngudi.
NGOAI HE SO LAN TRUYEN

Hay xt ly ba loai hinh tang trwdng lan truyén bang cach khac nhau. Moi loai
c6 ty 1é chuyén doi khac nhau, va nguoi dung dén tir moi loai tang tredng
déu c6 mic gan két khac nhau. Biéu dé cho ban biét can tap trung céng strc
vao dau.
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Chi s6 quan trong trong giai doan lan truyén la ti€p can va tiép nhan ngwoi
dung méi. Mac du chi s6 mau chét nhat ¢ day la hé sé lan truyén nhung ban
cling c6 thé do sb lvgng 161 mdi do mot ngwdi dung gwi, hodc thoi gian can
dé nguoi d6 moi ngwoi khac.

Doi vdi cong ty ban san pham cho thi tredng doanh nghiép, lan truyén kiéu
nhdp dé moi khong phai dac trung, van c6 nhitng chi s6 khac cé tac dung
hon. Mot 1a diém s6 hai long ctia khach hang (NPS), don thuan 1a kha nang
mot nguwdi dung ké cho ban bé vé san pham va so sanh s6 nguoi ung ho
manh mé v&i ngudi khong san long gidi thiéu san pham®*. Pay 1a chi s6 dai
dién rat tot cho do lan truyén vi né chi ra nhitng khach hang sé dong vai tro
gigi thiéu cong ty cda ban hodc dwgc nhac t6i trong cac cong cu ho trg
marketing.

4 NPS lan dau dugc Doanh nghiép Rent-A-Car ting ho va dugc Frederick F.
Reichfeld viét vé, chi xét dén nhitng ngwdi phan hoi cyc ky nhiét tinh vi do
la nhitng “khach hang khong nhung quay lai st dung ma con gi6i thiéu
Doanh nghiép cho ban be minh”; tham khao http:// hbr.org/2003/12/the-one-
number-you-need-to-grow/ar/1. (TG)

Lan truyén khong phai déu déng vai tro cha chét trong moi loai hinh kinh
doanh. Mot s6 san pham veé ban chat khong hé lan truyén, va hau nhw khong
san pham nao hoan toan mang tinh lan truyén. Nguwdi ta da lam nhiéu cach
dé dat hé so lan truyén trén 1 — noi cach khac la khién moi ngwdi dung moi
it nhat mot nguwoi dung nita. Theo 1y thuyét thi diéu nay nghia la ban c6 thé
tang tredng mai.

Dang ti€c la hé so lan truyén 6n dinh mitc trén 1 la diéu cuc ky khé véi cong
ty khai nghiép.

biéu d6 khong c6 nghia la ban nén bé qua lan truyén; thay vao do, ban can
coi n6 nhu yéu té thic day khién cac sang kién marketing trd tién ctia ban
thanh céng hon. D6 1a ly do bwéc Lan truyén di tredc buwde Doanh thu va
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M¢ rong: ban muon dat dwgc cu dot pha 16n nhat tr khoadn tién cho
marketing, va dé lam vay, ban can t6i wu héa bd mdy lan truyén trudc.

NGHIEN CUU TINH HUONG: TIMEHOP THU NGHIEM CHIA SE
NOI DUNG PE PAT PUQC LAN TRUYEN

Jonathan Wegener va Benny Wong md& Timehop vao thang Hai nam 2011 la
mot du an hackathon®. San phdm nguyén ban — xay dung chi trong mot ngay
c6 tén 4SquareAnd7YearsAgo — c6 vai tro tong hgp cac luwgt check-in
Foursquare tir mot nam tréc va gii cho nguwdi dung mot e-mail hang ngay.
That thu vi khi nhin lai xem minh da ¢ dau vao ti'ng ngay nam treée. Dy an
thu dwgc rat nhiéu s chu y, va sau mot vai thang chitng kién tang tredng tu
than, nhitng nguwoi sang 1ap quyét dinh tap trung toan thdi gian vao do. Ho
dung lai thuong hiéu la Timehop va thu dwgc 1,1 triéu d6-la ho trg tai chinh
tr cac nha dau tw mao hiém va nha dau tw thién than.

> hackathon 1a cudc thi phat trién phan mém sit dung nhitng phwong phap tdi
wu dé tao ra san pham hiéu qua trong thoi gian ngan. (DG)

Nhitng nha sang 1ap danh phan 16n thdi gian ban dau tap trung vao gan két.
May man cho ho la moi nguoi déu rat yéu thich san pham va diéu do thé
hién trong nhitng chi s6 cot 16i. Jonathan cho biét: “Chung t6i lién tuc nhan
dugc ty 16 mé e-mail tir 40-50%, va gio van thé. Vi thé, ching t6i chac minh
da c6 dugc san pham gan két va bam tru khién moi nguwdi quan tam.”

Chitng minh Timehop la m6t sdn pham c6 gan két la can thiét, va chitng
minh dwgc gan két dan tGi duy tri cling vay. Jonathan néi: “Moi nguwoi 1én
Timehop dwgc gan hai nam ma chwa hé thay chan ma bé di. Ban dau, ching
toi thwong xuyéen theo doi ty 1é ma@, huy dang ky va mat do noi dung [bao
nhiéu nguwdi dung nhan e-mail moi ngay vi da lam gi d6 nam trwdc], nhung
moi tht déu & tinh trang rat tot.” Pa dén lic thay doi Mot Chi s6 Quan
Trong Nhat.
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Su gan két va duy tri d6 giup nhitng ngudi sang 1ap thay ty tin dé dwong dau
v6i thit thach to 16n tiép theo: tang trwdng. Jonathan cho biét: “Ching t6i
nhan thdy qua theo doi pixel & e-mail 1a 50% s0 e-mail dwgc mé trén thiét bi
iOS. Diéu nay dwa ching toi tdp trung vao tng dung di dong von la mot
cong cu hiéu qua hon dé nang cao tang trwedng qua chia sé.”

Cho du moi nguai co chia sé e-mail Timehop nhung ban than e-mail khong
hoan toan mang tinh xa hgi. Moi ngwoi nhan dugc e-mail nhung khong chia
sé chiing. Gio Timehop muodn xay dwng thit Jonathan mo ta la “mang xa hoi
cho qua khtt ctia ban”, buéc tién sang di dong gitp thic day hanh vi xa hoi.
Trén thuyc té, ngwoi dung di dong chia sé nhiéu gdp 20 lan ngwdi chi dung e-
mail. Nhuwng thé van chua du.

Jonathan cho biét: “Toan by sy tap trung lic nay la vao chia sé. Chi so
chung toi nhin vao la ty 1€ nguoi dung hoat dong co chia sé gi do. Gio chung
toi khong tap trung vao hé so lan truyén — chiing t6i biét n6 dwdi 1 — va
muon theo doi nhitng con so lién quan hon tdi viéc ngudi ta lam gi trén ting
dung cia minh.” Cong ty tht nghiém va nhanh chéng kiém tra dé xem liéu
c6 thé tang con sb nay 1én dang ké khong. Cong ty xay dwng nhanh choéng,
tap trung vao tim hiéu va theo doi két qua. Va céng ty c6 ca mot vach moc
nita: “Ching t6i mudn cé it nhat 20-30% s6 nguwdi dung hoat dong hang
ngay chia sé gi d6 hang ngay,” theo 10i Jonathan.

Timehop chi quan tdm dén tang trwdng thong qua lan truyén (va st dung
viéc chia sé noi dung lam co ché chinh dé thuc day budc lan truyén do).
Jonathan néi: “Gid quan trong nhat la lan truyén. Moi thit khac — bao chi, sy
kién quang cdo hay gi nita — chi déu nhu day hon da 1én dinh ndi vay: sé
khong mé rong dwgc. Nhung dwgce lan truyén thi sé lam dwgc.”

TOM TAT

» Nhitng ngudi sang 1ap Timehop bién mot dy an hackathon mét ngay thanh
mot cong ty thue sy khi nhin thiy tang tredng tw nhién va lién mach véi sy
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tham gia dang ké.

* Sau khi thay 50% ngudi dung mé e-mail Timehop hang ngay trén thiét bi
i0S, doi ngii xay dung mot ing dung di dong. Ho ciing thay d6i OMTM tw
gan két va duy tri sang lan truyén.

» Nhitng nguwoi sang lap tap trung gan nhu hoan toan vao chia sé noi dung,
va tang phan tram nguwoi dung hoat dong hang ngay c6 chia sé ndi dung
nham tao sy tang tredng bén vitng trong nén tang nguwdi dung ctia minh.

BAI HQC PHAN TiCH RUT RA

Hiéu duwgc cach moi ngudi sit dung san pham cuia ban c6 thé dwa dén nhitng
phat hién mau chét vé phuong hwéng can di va lam sao chuyén sang buéc
tiép theo — chang han tir bAm tru sang lan truyén. Tap trung vao mot chi so
nhw hé so lan truyén c6 thé c6 ngwdng qua cao; thay vao dé, hay tim nhirng
hanh dong ngay trong san pham c6 thé thiic day lan truyén va dam bao ban
do lwong nhitng hoat dong do6 hgp 1y va cé vach méc dé nham t6i.

PO LUONG KHUON MAU LAN TRUYEN

Trang ProductPlanner ctia Hiten Shah la mo6t nguon cung cap cac khuén mau
thu hidt v6 cling gié tri®. T cac quy trinh dang ky, cac vong ldp e-mail lan
truyén tGi 10i moi ban be, trang gidi thiéu hang ta quy trinh thu hit khach
hang va déu ggi y chi sé cho titng budc trong qua trinh. Chang han Hinh 17-
2 thé hién vong lap 16i moi bang e-mail cia Tagged.

® ProductPlanner hién di bi g& xudng. N6 ting ton tai & dia chi
http://productplanner.com.
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Hinh 17-2. Vong ldp 1oi moi qua e-mail c6 cdc budc va chi sé theo doi don
gian

Tuy ProductPlanner khong con nita — nha sang lap ctua no gio dang tap trung
vao cong ty KISSmetrics roi — nhing ban van c6 thé thiét ké khuén mau cta
riéng minh st dung mo hinh nay, r6i nhanh chéng tim xem nén theo doi chi
sO nao trong sudt qua trinh. Sau do6, ban cé thé do lwvong vong lap lan truyén
da xay dyng dé xem cho nao that bai, diéu chinh cho dé, hwéng con duwong
ctia ban vé hé s6 1 tuy c6 phan xa voi kia.

TANG TRUONG DPOT PHA (GROWTH HACKING)

Da s0 cong ty khdi nghiép sé khong tru dugc chi vi mic tang tredng dan
dan. Thé la qua cham. Néu muon tang truedng ban can mot 1gi thé doc quyen.
Ban can thay doi twong lai. Ban can mdt cu bt pha.

Tang truong dot pha la thuat nglt ngay cang pho bién trong marketing du
kich dinh huéng dit lieu (data-driven guerilla marketing).

N6 dya trén hiéu biét sau sac vé moi lién hé gitta cac phan trong kinh doanh,
va cach diéu chinh mét khia canh trong trai nghiém khach hang tdc dong dén
nhitng yéu t6 khac nita. Tang trwdng dot pha bao gom:

4 Tim ra mot chi s6 c6 thé do lwong ban dau trong vong doi ngudi dung (vi
du s6 ban ma nguwdi dung moi) thong qua tht nghiém, hodc néu c6 dit liéu
thi chi s6 c6 thé 1a phan tich diém chung giita nhitng ngwdi dung tot

4 Hiéu dugc chi s6 d6 c6 twong quan ra sao v6i muc tiéu kinh doanh quan
trong (vi du d6 gan bo lau dai)

€ Xay dung dy doan vé muc tiéu do (vi du sé c6 bao nhiéu ngudi dung gan
két sau 90 ngay) dua trén chi s6 ban dau
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4 Diéu chinh trdi nghiém ngudi dung hién tai dé cai thién muc tiéu kinh
doanh vé sau (vi du gi6i thiéu mot ngwoi dung co6 thé biét), cho rang chi s
hom nay sé tao ra thay d6i muc tiéu ngay mai

Chia khoa téi qua trinh tang tredng dot pha la chi s6 ban dau (ciing duoc goi
la chi s6 dan dat — diéu ban biét hom nay dy doan ngay mai.) Tuy trong
twong doi don gian nhung tim dwgc mot chi s6 dan dat tot va thir nghiém dé
xac dinh tadc dong ctia né dén twong lai cong ty lai vo cung vat va. Day cling
la cach nhiéu doanh nhan dot pha ngay nay da thic day tang truéng cong ty
ctiia minh.

Nham vao Chi so dan dat

Nha sdng 1ap Academia.edu Richard Price chia sé nhitng cau chuyén’ tir mot
hoi thdo gan day vé Ting trudng dot phad, tai day nhidu ngudi xay dung
cong ty khdi nghiép thanh cong da chia sé chi s6 dan dat cia ho.

7 http://www.richardprice.io/post/34652740246/growth-hacking-leading-
indicators-of-engagedusers

8 http://growthhackersconference.com/

€ Lanh dao doi tang trudng trwvdc day cua Facebook Chamath Palihapitiya
cho biét ngwoi dung sé tré nén “gan bé” vé sau néu cé duge bay ngudi ban
trong vong 10 ngay tu khi tao tai khoan. Josh Elman tirng lam viéc & Twitter
cho hay cong ty ciing c6 chi s6 twong tu: khi nguwdi dung méi theo déi mot
sO nguoi toi thiéu — va vai ngwoi trong dé theo doi nguoc lai — thi nguoi
dung dé sé dé gan bo hon. Thuc té, Twitter c6 hai kiéu nguwdi dung: ngwoi
diung “hoat dong” ghé tham it nhat mot tuan trong thang trudc, va nguoi
dung “cot 16i” ghé tham bay lan trong thang trudc.

€ Nabeel Hyatt tirng la GM & Zynga, quan ly mot tro choi vGi 40 triéu
ngwoi choi, cho biét cong ty chi y dén do duy tri ngay dau tién: néu ai dé
quay lai sau ngay dang ky tham gia tro choi thi dé tré thanh nguwdi dung gan
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két hon (va ké ca nguwdi da tra tién mua vat pham trong tro choi). Hyatt cling
nhan manh tam quan trong cda viéc xac dinh Mot Chi s6 Quan trong nhat,
sau d6 toi wu hoéa chi s6 do trwdc khi chuyén sang chi sé tiép theo.

4 ChenLi Wang tirt Dropbox cho biét co hoi ai d6 tré thanh nguwdi dung gan
két tang 1én dang ké khi anh ta dwa it nhat mot tép vao mot thw muc trén mot
trong nhitng thiét bi ctia minh.

# Elliot Schmukler cia LinkedIn néi céng ty theo doi s6 lién két mot nguoi
dung tao lap trong mot s6 ngay nhat dinh dé wdc tinh do gan két trong giai
doan lau hon.

Tuy vay, tang treong ngwoi dung khong phdi tat cd. Ban cé thé co bt pha
nhiéu muc tiéu quan trong khac nhuw doanh thu. Josh Elman cho biét thoi
gian dau Twitter tap trung toan lyc vao tang lwgt xem trang thong tin vi biét
rang doanh thu cta ho gan véi quang cao — va quang cao chi c6 thé xay ra
khi nguwoi dung nhin vao trang thong tin trén Twitter ctia minh. S6 lwgt xem
trang la mot chi so0 dan dat vé tiem nang doanh thu tham chi tir trede khi
cong ty budc tdi giai doan Doanh thu.

Yéu to nao lam nén mot Chi s6 dan dat tot?
Chi s6 dan dat t6t c6 mét s6 dac diém chung:

4 Chi s0 dan dat c¢6 xu hwdng lién quan dén gan két xa hoi (dwong dan g
ban bé), tao 1ap ndi dung (bai dang, chia sé, thich) hodc tan suat quay lai (s6
ngay ké tir lan ghé tham cu6i, thoi gian trén trang, s6 trang moi lwgt tham).

¢ Chi s6 dan dat can lién két rd rang v4i mot phan trong mo hinh kinh
doanh (nhuw nguoi dung, lvu lvgng hang ngay, lan truyén hay doanh thu).
Xét cho cung, d6 la mo6 hinh kinh doanh ban mu6n cai thién. Khong chi c6
tang sO ban bé cia moi ngwdi dung — ban con tang ca s6 ngwoi dung trung
thanh ntra.
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4 Chi s6 nén xuat hién sém trong vong doi ngudi dung hodc phéu chuyén
doi. Pay giong mot tro choi s6 don gian: néu nhin vao thi gi doé dién ra
trong ngay dau tién cua nguoi dung, ban thu dugc diém dit liéu cho moi
nguwoi dung, nhung néu doi ngudi dung ghé tham vai lan thi ban lai thu dugc
it diém dir liéu (vi nhiéu ngudi trong s6 do da bo di roi), nghia la chi so sé bi
giam chinh xac.

4 Chi s0 phai la mot qua trinh ngoai suy sém dé ban dwa ra du doan sém.
Nh¢ lai Chuong 8, Kevin Hillstrom c6 néi cach tot nhat dé hiéu dugc liéu
cong ty thuwong mai dién ti la to6 chirc tap trung vao “sy trung thanh” hay
“thu hiat” 1a nhin xem c6 bao nhiéu lwgt mua hang thi hai dién ra trong 90
ngay dau tién. Thay vi dgi mot nam mdi hiéu dwgc minh & ché do nao, hay
dé y tir ba thang dau tién va suy luan.

Ban tim céc chi s6 dan dat thong qua phan khiic va phan tich nhém. Nhin
vao mot nhém ngudi dung gan b6 va mot nhom khac khong, ban sé thay
nhitng nhém nay déu cé diém chung.

Twong quan dy doan twong lai

Tim dwgc chi s6 dan dat cé twong quan véi yéu td nao dé la ban cé thé du
doan duwoc twong lai. Dieu do6 rat t6t. Trong trudng hgp nha hang Y ma
Solare da mo tad & Chwong 6, so lwgt dat trede 5 gio 1a chi so dan dat tong s6
khach an tai nha hang vao bat cit téi nao — cho phép doi ngii diéu chinh nhan
vién kip thoi hay mua thém thuc pham.

Trang UGC reddit da kha cong khai vé lwu lwgng va do gan b6 ngwoi dung
ctia minh — sau cung, trang kiém doanh thu t* quang cdo va mudn thuyét
phuc cac nha quéang céo day 1a mét van cugce t6t°. Khoang phan nita s6 luot
tham trang la t* ngudi dung c6 dang nhap, nhung nhitng nguoi dung nay lai
tao ra lwu lwgng trang web khong can xirng. Do gan két cia reddit rat tot.
Jeremy Edberg cho biét: “Gan nhw moi nguwdi tao tai khoan déu quay lai mot
thang sau d6. Mat vai thang truedc khi ngwdi ta ngtrng quay lai.”
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9 http://www.reddit.com/about

C6 chi so6 dan dat nao trong luu lwgng trang cta reddit khong? Bang 17-2 so
sanh nguoi dung dang nhap (ngwoi c6 tai khoan) véi ngudi dung an danh vé
sO trang ho xem trong mot lan tham.
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Dir liéu nay cho thay nguwoi dung dang ky va trung thanh — nguwoi ngay nao
cling quay lai trang va c6 tai khoan — xem nhiéu trang hon méi lan ghé tham.
SO lwgt xem trang cao tir ngwoi ghé tham lan dau c6 phai chi s6 dan dat cho
yéu t6 dang ky khong?

Nguyén nhan dot pha twong lai

Twong quan da hay r6i. Nhung néu tim dwgc chi s6 dan dat tao ra mdt thay
doi vé sau, day mdi la sttc manh wu viét vi diéu d6 nghia la ban c6 thé thay
doi twong lai. Néu so lwot xem trang cao trong lan dau ghé tham reddit dan
dén nguwoi ta dang ky thi reddit c6 thé lam gi dé tang s6 lwot xem trang, tir
do tang s6 dang ky? Pay la cach nguwoi dot pha tang trwdng suy nghi.

Nhé lai Chwong 2 vé viéc nha sang 1ap Circle of Friends, Mike Greenfield
da lam khi so sanh ngwoi dung gan két véi khong gan két — va phat hién ra
nhiéu nguwdi dung gan két la cac ba me. V@i Mike, ai d6 da lam me hay chwa
chinh la mot chi s6 dan dat tap trung vao thi treong dé hudng téi do gan két
twong lai cia ngwoi d6. Anh quyét dinh dwgc can mua bao nhiéu may cha
trong sau thang tGi dwa trén so6 ba me dang ky hom nay. Nhung diéu thue sy
quan trong la: anh dy c6 thé nham tGi cac ba me trong marketing va thay doi
do gan két cia nguwdi dung nhanh chéng.

Bt pha cia Mike lién quan dén thi treong, nhung tang truédng dot pha xuat
hién & moi hinh thu va quy mé. Cé khi la thay do6i chinh sach gia, hay de
nghi trong thoi gian c6 han, hay mot hinh thic ca nhan hoa. Cai chinh la
phai th nghiém theo mot cach co6 quy cu.

Tang trwdng dot pha tap trung vao san pham — diéu Chamath Palihapitiya
goi 1a “khoanh khidc A ha” — can dién ra sém trong vong doi ngudi dung dé
gdy duwoc tac dong 1én nhat c6 thé 1én s6 ngwoi dung tiém nang. D6 1a 1y do
cac trang mang xa hoi dé xuat ban cho ban gan nhw ngay lap tic.

Ciing c6 thé dung khuyén mai va thit nghiém dé tim ra chi s6 dan dat. Hang
ban 1é nhac Beatport thyc hién khuyén mai Thit hai Ao (Cyber Monday) dé
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tang t0i da lwong mua hang. Mot tuan trwdc ky nghi, hang gii cho toan bd
khach hang ma gidm gia 10%. Khach hang nao da mua gi d6 bang ma nay
sau do lai dwgc giti mot ma ca nhan thit hai giam gia 20%. Néu dung ma do,
ho lai dwgc nhan mot ma gidm gia 50% cudi cung trong thoi gian cé han, chi
ding mot 1an vao Tht hai Ao. Huéng ndy ting tan sudt mua hang, va
khuyén khich khach hang chét ngap gié hang moéi lan mua.

Mac du khéng c6 dit liéu veé tinh hiéu qua cia chién dich trén nhung 16 rang
cong ty da c6 lwgng thong tin d6i dao vé nhitng ai sé phan hoi nhiéu nhat véi
chwong trinh khuyén mai va moi lién hé giita gidm gid va quy mo6 mua hang
— va n6 con khién khach hang than thiét cadm thay dwoc yéu quy.

Tang tredng dot pha két hgp nhiéu nguyén tac ta da di qua trong cudn sach:
tim kiém mo hinh kinh doanh, x4c dinh chi s6 quan trong nhat cho giai doan
hién tai, lién tuc hoc hoi va t6i wu hoa chi s6 d6 dé tao dung twong lai tot
hon cho t6 chiic.

TOM TAT GIAI POAN LAN TRUYEN

4 Lan truyén lién quan t6i sy lan téa mot thong diép ngwdi dung hién tai
“da bi nhiém” truyén cho ngudi dung mai.

4 Néu nguoi dung nao cling moi thanh céng thém hon mot ngwdoi dung niva
thi gan nhu chac chan ban tang trwdng. Tuy hiém khi xay ra diéu nay nhung
bat c 16i truyén miéng nao ciling gép phan vao tang trudng khach hang va
giam tong chi phi thu hit khach hang.

4 Lan truyén ti dong dién ra tw nhién khi ngwoi dung tuwong tac véi san
pham. Lan truyén ty tao mang tinh khuyén khich va it xac thwc hon. Con
truyén miéng tuy khé tao ra va theo doi nhung lai thic day rat nhiéu lwot
ti€p nhan san pham sém. Ban can phan khic ngudi dung dén tir ca ba dang
lan truyén.

https://thuviensach.vn



# Ngoai hé so lan truyén, ban can quan tam tdi thoi gian chu ky lan truyén.
Ngudi dung moi nguwdi khac cang som thi tang trudng cang nhanh.

4 Khi phat trién trong giai doan Lan truyén va Doanh thu, ban sé tim nhitng
chi s6 dan dat tang trudng twong lai: chi s6 do dwgc sém trong vong doi
ngwoi dung cé kha nang tién doan, hodc tuyét hon la diéu khién twong lai.

Khi tdng tredng ty nhién nho 16 gidi thiéu va 161 maoi, ban sé thu dwoc téi
da tir moi dong tién b ra dé thu hut khach hang. Pa dén lic tap trung t6i da
héa doanh thu, va rét chit tién nay ngwoc trd lai vao viéc thu hat thém. Bay
gio la giai doan Doanh thu.

BAI TAP: NEN CHUYEN SANG GIAI POAN DOANH THU CHUA?
Hay tu hoi ban than:

 Ban dang dung dang nao trong ba dang lan truyén cho cong ty khai nghiép
cta minh (tw dong, tu tao, truyén miéng)? Mo ta cach thwc hién. Néu lan
truyén la mat yéu trong céng ty khéi nghiép ctia ban, hdy viét ra ba dén nam
y twdng tang do lan truyén cho san pham.

* Hé s lan truyén la bao nhiéu? Ké ca néu dwdi 1 (kha nang cao la nhw vay),
ban cé thay do lan truyén hién tai du dé duy tri tang treéng va giam chi phi
thu hut khach hang khong?

* Thoi gian chu ky lan truyén la bao lau? Lam sao tang toc dugc?

Phan khiic hodc nhém ngudi dung lam ding diéu mo hinh kinh doanh cta
ban mong muén la gi? Ho c6é diém gi chung? Cé thé thay déi gi vé san
pham, thi trwong, chinh sach gia hodc khia canh kinh doanh khac dé giai
quyét van dé nay cang sém trong vong doi khach hang cang tot?
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Chuong 18
GIAI POAN BON: DOANH THU

Pén mt thi dieém nao d6 1a ban phai kiém tien thdi. Khi vugt qua budc

bam tru va lan truyén, chi s6 ctia ban sé thay doi.

Ban sé theo doi dit lifu méi va tim OMTM méi khi phan chia m6t phan
doanh thu vao thu hut nguoi dung mdi. Gia tri vong doi khach hang va chi
phi thu hat khach hang thic day tang trudng, va ban tién hanh thir nghiém
dé c6 dwoc nhiéu nguwdi dung trung thanh hon ma ton it tién hon, diéu chinh
muc phi thu, thdi diém thu va thu phi thi gi. Chao mirng dén véi giai doan
Doanh thu trong Phan tich dit liéu tinh gon.

Muc tiéu cua giai doan Doanh thu la chuyén trong tam ti* chitng minh y
twong cua ban hop ly sang chitng minh ban biét kiém tién theo cach cé quy
mo 16n hon, nhat quan va 6n dinh. Hay coi ddy nhu giai doan pifiata’ cho
ban dap da kiéu vao mo hinh kinh doanh dén khi nao keo roi hét ra!

! pifiata 1a mot trd chai tir Mexico sit dung chiéc hop cé hinh thit khac nhau,
trang tri nhiéu mau sac va hinh thic, chita bén trong do6 choi hodc keo.
Nguoi choi dap vao chiéc pifata lam sao dé keo va do choi trong do roi hét
ra. Viét Nam c6 tro dap niéu kha twong dong véi tro choi nay. (DG)

Mot s6 nguoi ung hé cong ty khdi nghiép dé xuat thu tién san pham lic bat
dau. Viéc nay tuy thudc vao nhiéu yéu to, ti ty 1€ roi bo, chi phi thu hit cho
dén loai ttng dung dang xay dung. Nhung c6 sy khac biét gitta thu phi truwée
v6i tap trung vao doanh thu va loi nhuén bién. O nhitng giai doan dau thi
trién khai kinh doanh chiu ton that, hay tdng tai khoan, hay hoan tién, hay dé
nhitng nha phat trién dwgc tra cao gidi quyét cac cudc goi ho trg, déu khong
sao. Nhung gio diéu nay phdi thay doi. Ban khong con xdy dwng sdan pham
nita — ban dang xay dung doanh nghiép.
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CHI SO CUA GIAI POAN DOANH THU

Do lvong doanh thu thi dé dang r6i, nhirng nhé rang du doanh thu tho c6 thé
di “lén vé phia bén phai” thi doanh thu méi khach hang lai la chi s6 hiéu qua
hon thé hién tinh trang thuc sy. N6 & dang ty s6 va c6 rat nhiéu thit tim ra tw
d6. Chang han, doanh thu di 1én nhung doanh thu méi khach hang lai di
xuéng c6 chi ra rang ban sé can nhiéu khach hang hon dé tiép tuc duy tri toc
do tang trwdng? Viéc do co lam dugc khong? Nghe c6 1y khong? Ty s6 gitip
ban tap trung dwa ra quyét dinh thyc sw cho cong ty khdi nghiép.

Hé qua la ban sé nhin vao ty 1€ truy cap va doanh thu t* quang cao, hodc ty
1é chuyén déi va quy mo gio hang, hodc lwgt dang ky va gia tri vong doi
khach hang — hay bat ci¢ thit gi mang lai tién. Ban sé dem so sanh v&i chi phi
thu hit ngwdi dung méi nhanh hon téc dé bod di — vi bo sung dong khach
tham, nguwoi dung va khach hang ma ban kiém dwgc tién tiv ho chinh la toc
do tang truong.

Ban ciling phdi c6 gang dé dwa chinh sach gia phu hop, can bang gitta gia cao
nhat v6i khach hang trd nhiéu nhat. Va c& thir nghiém véi chinh sach ban
theo b9, tang dang ky theo doi, giam gia va cac co ché khac dé xac dinh gia
hop ly nhat.

CHIEC MAY PENNY

Mot doanh nhan bwdc vao phong hoi dong c6 6p go thong co gan 280 nguwoi,
liéc nhin quanh chiéc ban héi tu nhitng nha dau tw an van chinh té, r6i tho
tay vao chiéc tdi da 16n. C6 ta mang ra mot chiéc may ky la, cao khoang 60
cm, rong 30 cm, can than dat chiéc may 1én ban r6i cam dién.

Céan phong im ang ding nhu c6 dy doan.

“Cé ai c6 dong penny? ndo khong?” Co héi. Ngudi doi tdc nhiu may khi mét
ngwoi thudc déi ngli nhan vién co s@ dwa ra mot dong xu da xin mau.
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2 Penny: dong 1 xu (=1/100 do-la) (DG)
“Gio hay xem nhé!”

Nt doanh nhan bé dong xu vao phia trén mdy va kéo chiéc can nhé. Mot
tiéng kéu vt nhe nhang, sau d6 dirng lai va mot dong nickel® mdi sdng bong
roi vao chiéc khay nhé & day may.

3 Nickel: dong 5 xu (DG)

Am thanh duy nhét trong phong 1a tiéng diéu hoa dang 1am diu di bau khong
khi &m cting & Palo Alto.

“Tro nay hay day,” ngudi doi tac téc bac cat 10i, ding bat day khoi ghé va ti
doi giay hiéu Mephistos mau nau vao tam tham chéng di @ng dwdi chan.
“Lam lai di.”

Nhan vién dua c6 dong xu khac. Co bé déng xu thit hai vao chiéc may va lai
kéo chiéc can. Lai dong nickel nita truot ra.

“Ban c6 mét tii dong nickel trong dé,” nha phan tich ky thuat téc c6 hoi bu
xu cat 101 cado budc, c6 vé chong ché. “Hay mé ra xem.”

Khong noi 16i nao, nit doanh nhan thdo chiéc méc nho & phia bén chiéc may
va xoay n6 md ra. Bén trong la mét loat cac 6ng va day, nhung khong cho
nao du to dé gidu dong nickel ca. Nha phan tich nhin nhw thé thay c6 phan bi
xtic pham, con ngwdi doi tdc don hét chd y vao nit doanh nhan khi c6 déng
chiéc may lai.

“T6i bo dwge bao nhiéu dong penny vao dé6 moi gig?” anh ta hoi.

“Mét nam gidy dé ngudi di nén anh bé dwgc 720 dong penny moi gio. Thé la
36 do-la dong nickel véi lgi nhuan 28,80 do-la mot gid, véi loi nhuan bién la
80%.”
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Nguoi doi tac twa 1én chiéc ghé hiéu Aeron va nhin ra phia dwdng cao toc,
vé d6i Woodside. Anh ngtrng lai mot phut, r6i héi: “T6i bo dong nickel vao
dugc khong?”

Nit doanh nhan tra 1oi: “T6i da thit v6i dong dime* va 1am dwgc. Sinh ra
nhitng to do-la gap vuong van. T6i chwa thir dong nao to hon thé, nhung
mong no sé x ly dugc to 5 do-la.”

4 Dime: dong 10 xu (DG)

“Ban lam va chay duwgc bao nhiéu may cung lac?” ngwoi doi tac hoi, khong
ban tam dén nhitng ngwdi con lai trong phong.

“T6i nghi ching ta c6 thé c6 500 may lam viéc ngay dém. Ton 30.000 do-la
moi chiéc va mat hai thang ché tao.”

“MGt cau hoi nita,” nguwoi doi tac ndi, “va toi nghi ching ta sé c6 théa thuan.
Sao nguoi khac khong thé ché tao mot cai?”

“T6i c6 bao hd s& hitu tri tué cho co ché nay, va da ky thoa thuan doc quyén
v6i Cuc Buc tién kim loai Hoa Ky dé la nha san xuat tién té hgp phap duy
nhat.”

Di nhién day khong phai bai thuyét trinh xin dau tw mao hiém trén thyc té,
nhung né gan nhv giong vai thuc té. Ta c6 thé hoc héi rat nhiéu tr chiéc
may penny va day la phép an du rat hay khién nhitng CEO cta cong ty khai
nghiép suy nghi nhw nhitng nha dau tu.

Chiéc may penny c6 kha nang lam ra tién ro rang: ban dua tién vao, va nhiéu
tién hon chay ra. Moi nguoi hiéu ré6 dong penny la gi. Tuy khong viéc kinh
doanh nao lai r0 rang nhw may penny nhung moi CEO can bién mo6 hinh
kinh doanh ctia minh don gian nhat c6 thé, dac biét v4i ngudi ngoai, thé nén
ly do mao hiém sé tao doanh thu qua la rd rang v6 cung.
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Nit doanh nhan dwa ra cau tra 16i hop 1y cho nhitng cau héi mau chot: doanh
nghiép c6 thé 16n dén dau, 1gi nhuan bién c6 thé dat dén dau, va doanh
nghiép co6 nhitng loai rao can gia nhap nao?

Ngudi thuyét trinh 16i cuén khan gia va dé ho gitp c6 ké cau chuyén. Ho la
nhitng nguwdi thong minh dat nhitng cau hoi c6 muodn, va c6 cho ho thiy c6
da trong mong nhitng cau hoi do6 bang cach dwa thém nhiéu chi tiét hon mot
chit so v6i diéu ho hoi ma khong di vao qua sau.

Khoéng can phai gidi thich ky thudt chi tiét & giai doan nay. Vé sau, nha dau
tw chac chan sé soi xét cong nghé ky lwdng dé dam bao né hgp phap, hop
dao dirc va khong phai ltra ddo. Nhung budi hop nay khong phai vé viéc dé.
Viéc m@ chi€c may dong vai tro lam bang chitng don gidn ma moi nguoi
trong phong du hiéu dugc.

Nguoi doanh nhan khong hé dat ra mitc dinh gia. Co cung cap cho nha dau
tw nhitng chi tiét ho can dé dwa ra mot mic cia chinh minh dya trén tiém
nang doanh thu, lgi nhuan bién, chi phi, v.v... Ho ciing c6 thé tinh von lwu
dong can dé ho trg ché tao may, dua trén chi phi va thoi gian cling nhu thu
hoi von dau twr.

Cac CEO cua cong ty khai nghiép tim kiém dau tw mao hiém sé c6 gang nhé
dén chiéc may penny. D6 la cach hiéu qua dé dam bao ban suy nghi nhw nha
dau tw mao hiém. Ci lic nao bai trinh bay ctia ban khong con mang tinh don
gian nhu budi hop nay déu la dau hiéu canh bao ban can quay lai va lam cho
n6 manh mé hon.

Chiéc may Penny va nhirng con s6 ma thuat

bay khong don thuan la phép an du vui cho nhitng doanh nhan dang chuan
bi trinh bay. Coi cong ty nhw mot c6 mdy theo dy doan tao ra nhiéu tién hon
sO ban bé vao. Do ty 1€ giita dau vao va dau ra cho biét ban dang s& hitu co
may tot hay hong.
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Nam 2008, Josh James ctia Ominture dé xudt mot cach hiéu dwgc tinh trang
cia mot cong ty SaaS va dé quyét dinh dén lic tang t6c chwa hay can xem
lai mé hinh kinh doanh®. C4ch d6 thuc sy kha don gidn: nhin vao khoan thu
héi vén dau tw cho marketing. O cong ty SaaS, ban bo tién dau tw vao doanh
s0 va marketing vGi hy vong nhiéu khach hang méi dang ky hon. Néu moi
thit dién bién t6t dep thi quy tiép theo doanh thu ctia ban sé tang.

> http://larsleckie.blogspot.ca/2008/03/magic-number-for-saas-

companies.html

bé do lwong tinh trang c6 may, hay chia so6 tién ban da thay d6i doanh thu
dinh ky hang nam & quy trudc cho s6 tién ban boé ra dé lam vay. Ban can ba
con sO dé lam phép tinh nay:

4 Doanh thu dinh ky hang quy cta quy x (QRR[x])
4 Doanh thu dinh ky hang quy cua quy treéc x (QRR[x - 1])
# Doanh s6 va chi phi marketing ctia quy treée x (QExpSM([x - 1]).

Néu khong cé so liéu doanh s6 hang quy va chi phi marketing, ban c6 thé
1ay chi phi hdang nam roi chia cho bon. Cach nay gitp san déu cac bién dong
dot ngot trong chi phi marketing hay thay doi thoi ky do khong phai toan bd
doanh s6 thu dwgc trong quy nay déu la két qua cta no Iic doanh so tir quy
tredc — mot so co6 thé da dugce 1gi tir cac quy trede dé niva.

Cong thirc sé trong nhu sau:
{(QRR[x] - QRR[x-1])} / QExpSM[x-1]

Két qua néu dwéi 0,75 1a ban gap van dé. Khi ban bom tién vao mdy thi tién
di ra lai it hon. Pay la diéu xau doéi vdi giai doan kinh doanh nay vi né cé
nghia c6 16 hong co ban trong mo hinh kinh doanh cua ban. Néu két qua hon
1 thi ban dang lam tot — c6 thé dau tw cho tang trwdng bang tién thu duoc,
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dwa phan tang doanh thu nguoc trd lai c6 may dé tang chi phi doanh s6 va
marketing.

TiM RA RANH DOANH THU

O giai doan nay ctia cong ty khéi nghiép, ban c6 mot san phdm ngudi ding
yéu thich va ké cho nguwoi dung khac. Ban dang tim cach tot nhat dé kiém
tien tr san pham. Nh¢& lai dinh nghia cia Sergio Zyman vé st dung
marketing (ban nhiéu thit hon cho nhiéu nguwdi hon thuwong xuyén hon dé
kiém nhiéu tien hon mot cach hiéu qua hon). O giai doan Doanh thu, ban
can tim ra yéu t6 nao nang cao doanh thu moi nguwdi dung gan bé nhiéu nhat:

4 Néu dua vao chi phi vat chat theo tirng lwgt giao dich (nhuw doanh so6 tryc
tiép, van chuyén san pham t6i ngwdi mua hay dang ky lam ngudi ban), hiéu
qua hon sé thé hién chu yéu & phia cung hodc cau trong mé hinh kinh doanh.

# Néu dat dugc hé so lan truyén cao thi nhiéu ngwdi hon sé hgp 1y vi ban c6
nhan t6 gia tang manh mé bd sung vao so tién ban chi vao thu hut khach
hang.

4 Néu c6 mot nhom khach hang trung thanh, luén quay trd lai mua cia ban
thi thwong xuyén hon la hgp ly, va ban sé tap trung vao viéc duwa ho tro lai
thuwong xuyen hon nita.

4 Néu & hinh thitc giao dich mot 1an va ton kém thi nhiéu tién hon sé rat co
lgi vi ban chi c6 mot co hoi dé 1ay doanh thu tir khach hang va can khién ho
gitt lai cang it tién cang tot.

4 Néu ¢ mo hinh dang ky va phéi doi mat véi viéc khach hang roi bo thi
khuyén khich khach hang mua cac go6i khoi lwgng cao hon véi tinh nang mé

rong hon la cach tét nhat dé ma& rong doanh thu hién tai, vdy nén ban sé
danh nhiéu thoi gian cho nhiéu thit hon.

Tién dén tix dau?
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Vi nhiéu dich vu thu phi dinh ky, ban can quyét dinh xem minh cé thu phi
moi ngwoi khong hay chi nhitng ngwdi dung cao cép thoi.

M6 hinh mién phi cac tinh nang co ban (freemium) cé tac dung nhung
khong phai Iic nao ciing t6t — dac biét khi nguoi dung mién phi tiéu ton
nhiéu tién caa ban, va khi ban khong thé phan biét rd rang phién ban dich vu
trd tién cua minh vdi cac cap dé nguoi dung thong thwong, chang han so dy
an hay so gigabyte luu trir.

Mot bién thé cua freemium la trd tién dé c6 riéng tw, la khi ndi dung nguoi
dung tao ra déu c6 thé duwgc moi nguwdi nhin thay trir khi nguwoi dung tra tién
dé gitt ndi dung cho minh ho. SlideShare st dung bién thé nay. Tuy trang
nay c6 kiém tién ti* quang cdo, n6 ciling tinh phi nguwdi dung sang mo6 hinh
cao cap (premium) khi moi nguwdi khong thé xem ndi dung ho tdi lén nita.
Gio khi ho 1a m6t phan cta LinkedIn, ho cling dwge mo hinh kinh doanh cua
cong ty nay ho trg twong tu.

Néu moi nguoi dung déu tra tién thi ban can quyét dinh xem sé cung cap
giai doan dung thtr, giam gia hay chwong trinh gi khac khong. Xét cho cung,
chién lwgc doanh thu hay nhat la tao ra san pham tuyét voi: nhitng cong ty
khai nghiép xudt sac nhat c6 nhitng thit ma Steve Jobs goi la “tuyét voi dén
dién r6”, va khach hang san long bé tién cho nhitng thit ho coi la gia tri thuc
Sr.

Néu khoéng nguwdi dung nao tra tién thi ban dwa vao quang cdo hoac nhitng
trg cap dang sau dé tra hoa don.

Nhiéu cong ty khéi nghiép két hgp mét s trong sdu mo hinh kinh doanh dé
hinh thanh m6 hinh doanh thu dac treng cho minh. Sau do6 ho tim cach dé rot
doanh thu dé vao viéc két hgp lan truyén va thu hit khach hang, dau tw mot
phan thu nhap vao tang truéng.

GIA TRI VONG POI KHACH HANG (CLV) > CHI PHI THU HUT
KHACH HANG (CAC)
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Khi noéi tdi viéc bién doanh thu thanh khach hang b6 sung, quy tac co ban
nhat rat don gian: bé tién thu hit khach hang it hon tién kiém dwgc ti ho.

Viéc nay dugc don gian héa qua vi ban thye sy mudn chi bo mot phan doanh
thu vao thu hit thoi néu ban dinh chitng minh minh van tru dwgc, thué nguoi
v6i ky vong tang tredng, bé tién nghién citu va tao ra lgi ttitc dau tu.

Phép toan CLV-CAC ciing can phan anh sy that la c6 sy tri hoan gitta tra
tién thu hat khach hang va khach hang tré tién trd lai cho ban. Bat ky khoan
dau tv hay khodn vay cta ban déu khong chi trd cho ban dé dat mic hoa
von, ma con trd cho doanh thu dy kién tir khach hang.

Viéc can doi gitta thu hut, doanh thu va dong tién la cot 16i trong van hanh
nhiéu mo6 hinh kinh doanh, dac biét nhitng m6 hinh dwa vao doanh thu dang
ky thué bao va tra tién dé c6 dugc khach hang. Khi choi véi nhitng con s6
anh hwéng dén sy can déi do, c6 bon bién sé ban can st dung:

4 SO tién trong ngan hang ldc ban dau (ttc khodn dau tu ctia ban)
® So6 tién dung dé thu hut khach hang moi thang

€ Doanh thu mang lai ttr nguoi dung

€ Ty lé roi bo cta nguoi dung

Hay tinh todn cho ding. Thu quéa nhiéu thi ban sé suy yéu quyén s& hitu cta
minh; thu qua it thi ban sé hét tién don gian vi nguwdi dung tra tién cho ban
theo thoi gian nhung ban phai thu hut ho trwdce da.

NGHIEN CUU TINH HUONG: PARSE.LY VA SU CHUYEN HUONG
SANG DOANH THU

Parse.ly tao ra cong cu phan tich gitip cac nha xuat ban 1én cua trang biét
duwgc noi dung nao dang thu hit Ivu lwgng truy cap. Cong cu lan dau dugc ra
mat vao nam 2009 tir Dreamit Ventures ¢ Philadelphia v6&i vai tro cong cu
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doc cho nguai tiéu dung tim cau chuyén ho mudén doc. M6t nam sau, cong ty
do6i hwdng tiép can: biét dugc nguwdi doc cd thé mudn doc tiep ndi dung gi,
cong ty giup cac nha xuat ban dé xuat noi dung giir ngudi doc & trén trang
lau hon. Va vao nam 2011, cong ty lai thay doi, lan nay gidi thiéu cong cu
bao cdo cho cac nha xuat ban muén biét ndi dung nao dang hiéu qua. San
pham hién tai, Parse.ly Dash, la mot cong cu phéan tich danh cho cac nha

xuat ban.

® Poi ngii Parse.ly da viét mot bai giai thich chi tiét nhitng thay déi trén &
dia chi http://blog. parse.ly/post/16388310218/hello-publishers-meet-dash
(TG)

Dash la m6t san pham thanh cong hién nay, nhung tredc day cong ty tirng
phai bo roi né dé tim dwgc mot md hinh kinh doanh bén vitng. Mike
Sukmanowsky, Product Lead cta Parse.ly, cho biét: “Rat khé cho chung t6i
khi phdi bé qua sdn pham doc tin cho ngwoi dung bdi moi chi s6 thuc té€ déu
kha kha quan.”

“Chung to6i c¢6 hang nghin ngwdi dung va san pham dang tang tredng nhanh
chéng. Ching t6i dwgc cac to bdo cong nghé hang dau nhw TechCrunch,
ReadWriteWeb va ZDNet dwa tin. San pham c6 hiéu qua va ching t6i c6 dén
triéu y twéng lam sao cai thién no tét hon niva. Tuy vay, nd thiéu mot chi s6
quan trong cho bét ct doanh nghiép dang tang trwédng nao — doanh thu.
Ching t6i tién hanh cac th nghiém, diéu tra, va phat hién rang du nguoi
dung yéu mén Parse.ly Reader nhung ho chwa dén mitc san sang tra tién
dugc.”

Cac nha sang 1ap c6 qua nhiéu ma, nhung chang cé doanh thu, con chi phi
ct tang dan. Mike cho rang mot phan tinh trang nay la do trong tdm ma cac
co ché tang téc khai nghiép dat 1én viéc nhanh chéng tao mo hinh, thuong
phai danh doi vé6i sy phat trién khach hang. “Mot trong nhitng thach thitc
ctia co ché tang toc la qua tap trung vao san pham (phat hanh nhanh) va chay
theo ap luc (hai thang phai xong ban demo) khién nhiéu céng tac phat trién
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khach hang phdi xdy ra song song v&i phat trién san pham. Va trén thyc te,

mot s6 cau hoi 16n nhat dwoc tra 16i sau khi dwa ra phién ban dau tién’.”
7 Mike nhanh chéng chi ra ring diéu ndy dang thay déi khi xu huwéng ngay
cang nhan manh vao viéc tao doanh thu. Tham khdo
http://blog.parse.ly/post/16388310218/hello-publishers-meet-dash (TG)

Khi cong ty da quyét dinh thay d6i mé6 hinh kinh doanh, né ngtrng phat trién
hoan toan vé b6 may doc. Tuy san pham md&i duge xay dung tir dau, nhung
né tan dung rat nhiéu cong nghé va bai hoc kién tric tir sdn pham dau tién.
Gio mot doi ban hang true tiép ban san pham hién tai, dung hinh thitc giai
doan dung thit dé danh gia, roi sau do tinh phi hang thang.

Co6 thé gidng diéu ban trong dgi tit mot cong ty phan tich, doi ngii Parse.ly
thu thap va phan tich rat nhiéu dir liéu. Ngoai tw st dung Dash, ho con nho
t6i Woopra dé do luwong do gan két va trang bi cho doéi ngli ban hang
Graphite dé theo doi dit liéu chuoi thoi gian, va Pingdom dé do thoi gian
thao tac va tinh kha dung.

Do cong ty xoay chuyén qua nhiéu mo6 hinh kinh doanh nén chi s6 theo doi
cling thay doi theo.

Mike cho biét: “Do6i vGi Parse.ly Reader, chi s6 c6t 16i 1a dang ky mai va do
gan két nguoi dung. Ching t6i dé y ky c6 bao nhiéu dang ky moi ngay dwa
trén bao céo tir t& bao va c6 bao nhiéu lwgt dang nhap moi ngay tir cac tai
khoan ngudi dung. Trong Neén tang Xuat ban Parse.ly (Parse.ly Publisher
Platform), ching t6i lai tap trung hoan toan vao sé lan hién thi dé xuat dugc
dap wng va ty 1é truy cap nhitng dé xuat d6. Chung t6i van dé y ky nhitng chi
sO nay cho ngwoi dung ctia API (giao dién lap trinh tng dung) ctia minh.”

Do6i véi san pham bao cdo hién tai, cong ty theo doi mot bo chi sé rong hon
gom:

* S6 dang ky tai khoan dung thir m&i moi ngay
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* Ty 1é chuyén doi trong luong dang ky va qua trinh kich hoat tai khoan
* S6 nguoi dung hoat dong moi tai khoan va hoat dong moi tai khoan

* B0 gan két nguoi dung (dwa vao dit lifu Woopra)

* Cudc goi API (API call) @ Graphite

» Hoat dong website qua Google Analytics

» Lugt xem trang theo doi dugc va sé lwgng khach truy cap duy nhét qua
moi trang chay bén trong mang luw6i cac trang dugc giam sat

Do phan mém cuia cong ty dugc cai dat trén mot so trang nén no ciling theo
do6i dit liéu cho cac trang nay, gom s6 bai dang dwgc xuat ban trung binh,
lwgt xem trung binh, va ngudi gidi thiéu hang dau. Va né con theo ddi cac
chi so kinh doanh co ban — s6 ngwdi, s6 khach hang, s6 may chu, doanh thu,
chi phi va lgi nhuan.

Cudi cung, Parse.ly phai dwa ra vai quyét dinh dau kho du da thanh céng ro6
rang voi tu cach doanh nghiép tiéu dung. Cong ty da khong thr nghiém kha
nang kiém tién ctia san pham dau tién du dé la mot trong nhitng khia canh
rai ro nhat. Nhung trede lan chuyén huwéng thit hai, khi cong ty danh thoi
gian noi chuyén véi cac khach hang doanh nghiép ctia minh vé bang diéu
khién, cdu trad 16i da ro rang: “Chung t6i cho ho xem bang chitng vé y tuwéng
cong cu phan tich c6 thé dwa dén ho, va ho bat dau doi duogc biét thém vé
thi ching t6i dang dé xuat,” Mike nhé lai. “Ho quan tdm nhiéu vé trién
vong cua cong cu hon la dé xuat ching tdi cung cap.”

TOM TAT

» Ngay ca khi c6 tang tredng lanh manh & mot mat quan trong (nhw s6 nguoi
dung hay do gan két) thi viéc nay cling khong dang ké lam néu ban chuwa thé
chuyén no6 thanh tién dé thanh toan héa don.
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» Chuyén hudng kinh doanh thay d6i OMTM ngay lap ttic.

» Moi cong ty séng trong mot hé sinh thai — trudng hgp nay la hé sinh thai
cia nguoi doc, nha xuat ban va nha quang cdo. Chuyén hwéng sang thi
trrong mai thuwong dé hon so véi tao dirng mot san pham mai, va khi da lam
vay, cling dé hon cho thi tredng dé gitp ban nhan ra minh dang ra nén tao ra
san pham gi ngay tir dau.

BAI HOC PHAN TiCH RUT RA

Hay cong nhan kha nang kiém tién la diéu c6 hitu ctia hau hét mé6 hinh kinh
doanh, nhwng dé giam thiéu rai ro mo hinh ban can tht nghiém n6 sém. Hay
chuan bi cho nhitng thay doéi to 16n, hay tham chi la déng ctra m6t s6 phan
trong céng ty trong cong cudc tim kiém doanh thu.

SAN PHAM PHU HQP VOI THI TRUONG

Ban nang dau tién ctia da s6 moi nguwdi khi moi viéc khong dién tién tot dep
la xay dung thém tinh nang. Hy vong chung t6i da chitng minh dwgc day
khong phai cach tiép can hop 1y vi kha nang mot tinh nang nao do6 bat ngo
gidi quyét dugc van dé cua khach hang la rat nho.

Thay vao dé, hay thit chuyén huwéng sang thi treong méi. Gia thiét & day la
van dé khong ndm & san pham ma nam & khach hang muc tiéu. Trong mot
thé gidi hoan hado, ban xac nhan thi treong phu hop truede khi xay dung san
pham, nhung sai sé6t luon c6 thé xay ra, va trong mot vai treong hgp, ban sé
khong bat dau tir budc mot trong qua trinh phat trién khach hang va khong
muon ném di moi thit dd xay dwng. Co6 1€ thay doi thi truong sé dé hon la
thay doi san pham.

Nhiéu doanh nhan kham pha ra Khéi nghiép tinh gon & thoi diém nhat dinh
khi tang tredng: ho da xay dwng dugc san pham va cé duwgc mot chit tang
trwdng, nhwng van chwa da hdp dan. Ho dang phai d6i mat véi mot quyét
dinh khé khan. C6 nén tiép tuc theo con dwong hién tai hay thay doi yéu té
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nao d6? Ho dang tim kiém cau tra 10i. Ho dang tim cach 16i kéo nhiéu nguoi
dung hon va chwa san sang tir bé. Tinh trang nay ciing ph6 bién & cac cong
ty 16n va nhitng doanh nhan noi bo: ho thu dugc gi do trong thi truong
nhuwng chwa @ quy mé mong muén va dang tim cach tang toc do tang truong
hodc thi phan.

Thay vi xay dung tinh nang md&i hay xay dung lai tv dau, hdy thi huwéng san
pham sang thi tredng méi. Chuing t6i coi day la thi treong phu hgp vGi san
pham thay vi san pham phu hgp véi thi truong vi ban dang c6 tim thi trudng
phu hgp véi sdn pham hién tai cia minh. Diéu nay ciling ap dung vdi viéc
thay do6i mo6 hinh kinh doanh — mot hwéng tiép can tim cach mé rong quy
mo hoan toan hgp ly. Va lai, thi trudng phu hgp sdn pham vi ban dang thay
doi mot tuy bién thi tredng (mo hinh kinh doanh) va git* nguyén san pham
(hodc twong doi vay).

Sau day la mot s6 dé xuat lya chon mot san pham hién tai va tim kiém thi
treong moi.

Tham khao nhitng gia dinh truéc day

Nhin lai nhitng gia dinh trwéc day ctia ban vé thi truong ban cung san pham
dang hwéng tdi. Néu chwa c6 gid dinh nao vé kha nang hiéu qua caa mét thi
treong nao do thi gio la Idc thao luan tinh trang khi n6 da xdy ra va tan dung
vi thé d6 dé nhin nhan van dé. Sao lai khong hiéu qua? Piéu gi kim ham thi
treong tiép nhan san pham? Nhitng diém “nhitc nhéi” dang giai quyét co
thue sy da nhivc nhéi doéi véi thi truong dang theo dudi chwa?

Gio hay nhin vao cac thi treong lién quan dén nhitng nhém ma ban tiép can
trvdc do. Ban biét gi vé nhitng thi truong nay? Diéu gi khién nhitng thi
trrong nay twong dong hodc khac biét vdi thi trvong titng theo dudi?

Ra ngoai va phong van van dé & thi truong méi sé gitip nhan ra liéu san
pham sé gidi quyét dugc nhitng van dé nhitc nhdi hay khong. Ban can so
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sanh diéu nghe dugc tir thi trwong mdi v6i phan tich két qua da thuc hién
vOi co s@ nguoi dung hién tai.

Bat dau quy trinh loai trw

Ban sé loai bé duwgc mot s6 thi trwong va’/hodc moé hinh kinh doanh kha
nhanh chéng. Chang han, m6 hinh freemium yéu cau co s@ nguwoi dung trién
vong khong 16. Lincoln Murphy trinh bay rat t6t cach tinh toan quy mo thi
treong huwdng téi trong bai thuyét trinh c6 tia dé Thuc t€ mo hinh Freemium
trong SaaS®. Mot trong nhitng két luan chinh ctia anh: freemium sé& khong
hiéu qua néu khéng cé thi treong tiem nang khong 16 va mot s6 yéu td khac
nita.

8 http://www.slideshare.net/sixteenventures/the-reality-of-freemium-in-saas

Hiéu dwgc co ché nhiéu thi trudng va mé hinh kinh doanh gitip phan chia
cac két hgp c6 kha nang hiéu qua nhat.

Tim hiéu sau

Khi da xac dinh thj truong méi tiém nang va mo hinh kinh doanh trién vong,
gio la lac tim hiéu sdu va tap trung cao nhat vao phat trién khach hang. Noi
chuyén vGi 10-15 ngudi trién vong & tirng thi treong dé xac thue gia thiét vé
van dé. Trong c6 vé la mét qua trinh cham chap — vi da vén c6 san pham dé
ban r6i — nhwng né sé dang no Iyc bé ra vi ban sé tranh dugc viéc lao vao thi
treong khong phu hgp.

Cung vGi do, ban cling c6 thé thit phuwong phap rong hon va tim dén cac
khach hang & quy mé réng hon, dung trang dich va quang cdo dé xac dinh
d6 hdp dan. Nhung dirng bo qua budc nao va hoan toan 1o di phéng van van
de.

Tim diém twong dong
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Khi nhin vao thi truong & giai doan nay, ban can thu hep lai va di vao thi
trvong ngach. Dung “quy mo cong ty” lam chi sé dinh nghia thi trvong la
chwa da hiéu qua. Ta chitng kién diéu nay sudt, nhuvng SMB (doanh nghiép
vlra va nho) khong phai thi treong; phan nhom nhu vay qua rong.

Tim ra diém twong dong noi bat gitta cac cong ty bén trong mot thi trieong
dwgc dinh nghia rong. Nén cong nghiép la cho tot dé bat dau. Nhuwng ciing
can chu y dén dia ly, cach ngwdi ta mua san pham, thit ho mua gan day, ngan
sach, tang trudng nganh, tinh thoi vy, han ché phap luat va cac nha ra quyét
dinh. Tat cd nhitng yéu t6 nay giip xac dinh mot thi trvong ding dan dé ban
nhanh chéng tién vao.

Trinh bay san pham cta ban, nhwng dirng tw ép budc minh phdi trinh bay y
nhw cach né van hanh hién tai. Cung vdéi n6 lyc tim kiém thi trdng va mo6
hinh kinh doanh ding dan, ban can hinh dung cach san pham thay doi va
duwgc déng goi lai. Bay khong phai xay dung lai hoan toan can rat nhiéu
cong sttc, nhung khong c6 1y do gi dé ban khong dwgc trinh bay vé phién
ban san pham hién tai da diéu chinh dva trén diéu ban tim hiéu dwgc veé thi
treong muc tieu maoi.

Vé co ban, sadn pham hién tai la MVP, va hy vong n6 day dua nhw MVP va
khong doi hoi thay doi 16n nao. Chi can chit diéu chinh nho nhé la da — va
dot nhién khach hang sé “choang” truwdc téc do ban chuyén san pham dén
tay ho.

Tim mot thi trudng maéi cho san pham da c6 la viéc khé. Va thuc té 1a c6 khi
khong cé thi truong danh cho san pham cta ban, thé la ban sé phai chuyén
huwéng sang thay déi 16n hon nhiéu hay lam lai hoan toan. Nhung trudc khi
dén bwdc do, hay tam dirng va lui lai, tim kiém co s& khach hang sé tra tién
cho tht ban da c6. Bé thanh cong trong viéc nay, ban can dam bao van gan
v6i quy trinh Khai nghiép tinh gon va phat trién khach hang, nhung c6 thé
bat dau ttr gitta qua trinh thay vi quay hoan toan tré lai budc dau.
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Puong ranh gidi hoa von

Doanh thu khéng phdi la chi sé tai chinh duy nhat quan trong. Ban muon
dwgc hoa von — titc doanh thu thuong xuyén vuot chi phi.

Huwdéng t6i 1oi nhuan c6 1é khong phai cach hay — c6 thé tap trung vao chi so6
khac nhv thu hat khach hang chang han. Co diéu sé that thiéu trach nhiém
néu khong dé y dén hoa von vi néu khong c6 cach nao dat dwgc diéu dé thi
ban chi dang dot tién va thoi gian thoi.

Dbiéu nay nghia la theo doi cac chi s6 kinh doanh nhw chi phi van hanh, chi
phi bién, v.v... C6 khi ban phat hién dwgc y twédng hay nhu day di mot phan
khiic khach hang khi ho chi tao nén rao can Ién doanh nghiép ctia ban — diéu
nay dac biét dung vGi cong ty khéi nghiép B2B. Khi da lwu tam diéu nay,
dwdi day la mé6t s6 “canh cong” c6 thé dung dé quyét dinh minh da san sang
di tiép sang giai doan M@ rong chua.

Hoa von chi phi bién doi

Khi la cong ty khéi nghiép, c6 thé ban dang chi nhiéu cho tang treéng hon
la tao doanh thu, dac biét khi da nhan cac khoan tai tr¢ von va khong tru
dwgc bang nguon luc cda rieng minh. Nha dau tw khong mudn sé hitu mot
phan céng ty da hoa von, ma ho chi mu6n c6 phan sinh 1gi gdp nhiéu lan qua
mot thwong vu mua lai hoac IPO (phat hanh c6 phiéu lan dau ra cong
chuing).

Néu so tién kiém dwgc tr mot khach hang vwot qua chi phi thu hat khach
hang do6 va cung cdp dich vu thi ban dang lam t6t. Ban c6 thé rét tién vao
xdy dung tinh nang mdi, tuyén dung, v.v... — nhung tirng khach hang khong
lam ban ton thém dong nao.

Thoi gian t6i lic hoa von khach hang
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Mot phép do chinh dé6i véi tang tridng doanh thu thanh cong la liéu gia tri
vong doi khach hang c6 vugt qua chi phi thu hut khach hang hay khong.
Nhung diéu nay con hitu ich cho ngan sach chién lwgc nita. Hinh dung mot
cong ty duwgce khach hang bo ra 27 do-la sudt 11 thang hoat dong ma mat 14
do-la dé thu hit ho nhw & Bang 18-1.

@ | i vong dc hdch hng

| Doan thu rung binh moihich héng mothang
g6 | Chiphithahi mat nach hang

i 5 thig 1 Uchoa vonKndch e

Bdng 18-1. Tim ra thoi gian dé mét khdach hang hoan von cho ban

Néu dva vao doanh thu nay dé tang trwdng thi ban sé can chat tién. Pay la
lic phu hop dé khudy dong mdét bang tinh va bat dau choi dua véi cac con
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sO: gio ban can danh 5-7 thang dé duy tri cong ty.
Hoa von EBITDA

EBITDA - khoan kiém dwogc trwée thué thu nhap, sut gia va khau hao — la
thuat ngit ké toan da khong con pho bién khi con bao “chdm com” buing no.
Nhiéu cong ty dung mo hinh nay vi n6é cho hg quén di khoan von dau tw
khong 16 va tién ng chén ép. Nhung trong thé gidi khai nghiép ngay nay, khi
chi phi von ban dau da bi thay thé béi chi phi “di dén dau tra dén day” nhw
dién toan ddm may, EBITDA la cach dwgc chap nhan khi xem xét tinh trang
minh dang thuc hién.

Hoa von déng bang

Mot chi s6 hoa von dac biét bao thu la déng bang. Néu thu nhé cong ty vé
muc toi thiéu — gitt moi thit hoat dong, cung cap dich vu cho khach hang
hién c6 nhung khong lam thém gi nhiéu nita — liéu ban cé song sot dwoc?
biéu nay con dugc goi la “lgi nhuan mi an lién”. Khong mat chut phi
marketing md&i nao. Tang tredng duy nhat dén tr 16i truyén miéng hodc lan
truyén, con khach hang khong nhan duwgc tinh nang méi. Nhung day la mét
diém hoa von ma & dé ban phdi la “nguwdi lam cht van ménh ctia minh” vi
ban c6 thé ton tai mai. Poi véi mot s6 cong ty khai nghiép, dac biét nhitng
doanh nghiép ty cap von, day c6 thé la mét mo hinh hay vi né trao cho ban
vi thé thwong thao manh hon nhiéu khi dang tim kiém ho trg tai chinh.

TOM TAT GIAI POAN DOANH THU

4 Cong thirc cot 16i cho giai doan Doanh thu la s6 tién mot khach hang
mang lai trit di chi phi thu hut khach hang dé. Pay la khoan hoi von thu hut
gitp thuc day tang tredng cta ban.

4 Ban dang chuyén tr viéc chitng minh minh cé san pham phu hgp sang
chitng minh minh c6 doanh nghiép thyc sw. Tir d6, chi s6 chuyén tir khuon
mau st dung sang ty so kinh doanh.
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4 Hay coi doanh nghiép nhw mét c6 may chuyén doi tién thanh khoan tién
16n hon thé. Ty so tién vao va tién ra cling nhw khoan tién t6i da ban c6 thé
dwa vao dinh r0 gia tri doanh nghiép.

4 Ban dang c6 gang tim ra cho can tap trung: doanh thu moi khach hang
nhiéu hon, nhiéu khach hang hon, hiéu sudt cao hon, tan sudt nhiéu hon,

V.V...

4 Néu tinh hinh khong tién trién, c6 thé sé dé hon néu chuyén hwéng san
pham dau tién cua ban sang thi trong mai thay vi bat dau lai tir dau.

¢ Tuy muc tiéu la tang trwdng, ban van nén chi y dén hoa von vi mot khi da
c6 kha nang chi trd héa don, ban cé thé duy tri mai. Khi doanh thu va lgi
nhuan bién dat dén muc tiéu dat ra trong m6 hinh kinh doanh, da dén lic
tang tredng nhw mét to6 chirc. Hau hét viéc ban tirng ty tay lam gid phai do
ngwoi khac thyce hién: nhan vién, kénh ban hang va bén thit ba. Tiép dén la
giai doan Ma rong.
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Chuong 19
GIAI POAN NAM: MO RONG

Ban c6 san pham da bam tru. Ban c6 do lan truyén tang do hiéu qua cta no

lvc marketing. Va ban cé doanh thu di vao dé ho trg nhitng no Iyc thu hut
khach hang va nguoi dung doé niva.

Giai doan cu6i cung cua cong ty khéi nghiép la M& rong, thé hién khong chi
qua lwgng nguoi theo déi rong hon ma con qua viéc tién vao thi truong mdi,
mot phan lgi nhuan va phat trién bén vitng, théa thuan véi doi tac méi. Cong
ty khai nghiép tré thanh mot phan cia hé sinh thai 16n hon, trong doé ban la
mot ngwoi tham gia hoat dong duwgc biét dén. Néu giai doan Doanh thu la dé
chitng t6 cong viéc kinh doanh thi giai doan M@ rong la dé chitng to c6 thi
treong.

TINH TRANG “CAILO O GIUA”

Michael Porter, gido sw & Harvard, mo6 td mot s6 chién lwgc chung ma céac
cong ty ding dé canh tranh!. Cac doanh nghiép c6 thé tap trung vao mot thi
treong ngach (chién lwge phan khic), hay tdp trung vao tang hiéu suat
(chién lwgc chi phi), hodc cé thé c6 gang trd nén khac biét (chién lugce phan
biét). Mot quan ca phé khong chita gluten & dia phuwong sé tap trung vao mot
ngach khach hang cu thé, Costco tap trung vao hiéu suat va chi phi thap, va
Apple tap trung vao tao dung thiét k& nhan hiéu va sy doc nhat cho minh?.
Mot sO cong ty cé trong tam khac nhau cho cung va cau — chang han,
Amazon st dung bd phan ho trg tir phia nha cung cdp rat hiéu qua, va cha
trong vao viéc phan biét thiong hiéu dé tao ra cau.

! http://en.wikipedia.org/wiki/Porter_generic_strategies
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2 Nhung cong ty xudt sdc nhét tap trung vao ca hiéu suat 1an phan biét, d6 1a
ly do Coca-Cola va Red Bull chi manh cho quang cao thwong hiéu, Costco
c6 dong Kirkland riéng va Apple thiét ké hé thong san xuat md&i. Nhung da
sO cong ty tap trung vao mot yéu to nhiéu hon cac yéu to khac. (TG)

Porter nhan thay cac doanh nghiép cé thi phan 16n (Apple, Costco, Amazon)
thwong c6 lgi nhuan, va nhitng doanh nghiép cé thi phan nhé ciing vay
(quan ca phé). Van dé nim & nhitng cong ty khong nho ciing ching 1én. Ong
dwa ra khai niém van dé “cai 16 @ giita” — thach thitc khién cac cong ty &
gitta vira qua 16n dé tiép nhan chién lwgc ngach mot cach hiéu qua nhung lai
qua nhé dé canh tranh veé chi phi hay quy mo. Ho can tach biét ban than dé
ton tai dugc véi 16 hong quy mé vira, sau d6 chinh phuc quy mo va hiéu
suat.

bay la 1y do giai doan M6 rong lai quan trong dén vay. Pay la bai kiém tra
cudbi cung tredc khi tim ra va xac dinh toan bd nhitng rii ro trong cong ty
khai nghiép. D6 1a luc ban tim ra minh sé tr@ thanh gi khi trudng thanh.

CAC CHI SO CHO GIAI POAN MO RONG

Giai doan nay la ltic ban nhin xa hon cong ty ctia minh. Néu tap trung qua
sGm vao cac doéi thua, ban cé thé bi mu quang bdi diéu ho lam thay vi tim
hiéu khach hang thuc sy can gi. Nhung cho dén gio, da dén ltic ban ra ngoai
r6i. Ban sé nhan ra d6 la mot thé gigi dong dic ma ban phai canh tranh véi
moi nguoi dé dugc chuy.

Ta da biét rang viéc thu dugc vira da sy chu y ding kiéu da la van dé cta ba
thap ky roi. Nam 1981, nha khoa hoc nhan thitc va nha kinh té hoc Herbert
Simon nhan thdy ching ta song trong thoi dai thong tin, va thong tin do tiéu
ton sw chi y — ndi cach khac, sw chi y 1a mot hang hoa quy, va gia tri ctia n6
tdng 1én khi ta ct ngay cang ngap trong nhiéu théng tin hon. O giai doan
nay, ban kiém chitng liéu cac nha phan tich, doi thu canh tranh, va nha phan
phoi cé quan tdm dén ban nhiéu nhw nhém c6t 16i cta nhitng khach hang
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dau tién khong. Thu dugc sy chi y @ quy m6 16n nghia la san pham hodc
dich vu c6 thé tv than tru vitng ma khéng can ban lién tuc yéu quy va boi
dudng.

Trong giai doan M¢& rong, ban mudn so sanh cac chi s6 bac cao hon nhw
OMTM cuta Backupify — 1gi nhuan thu hit khach hang — qua cac kénh, khu
vure va chién dich marketing. Chang han: mot khach hang thu hiat qua céac
kénh cé gia tri it hon nguwdi ban tw thu hit khong? Thu hoi doanh s6 tryc tiép
hay marketing qua dién thoai mat thoi gian 1au hon? Doanh thu quéc té cé bi
thué can tré khong? DPay la nhitng dau hiéu cho thdy ban sé khong thé ma
rong ma khong tang truedng to6 chitc ctia minh.

MO HINH KINH DOANH DA PUNG CHUA?

Trong giai doan Mé& rong, nhiéu chi s6 ban da dung dé t6i wu héa mot phan
cu thé trong cong ty gio trd thanh dau vao cho hé thong ké toan. Dt liéu nhw
doanh s0, 1gi nhuan bién va chi phi ho trg khach hang gio sé gitup du bao
dong tién va hiéu dwgc minh sé can dau tw bao nhiéu.

“Tinh gon” thuwong khong dong dén nhitng van dé nay, nhung ching lai rat
quan trong do6i véi cac t6 chitc 16n hon va c6 cho ditng hon da tim duwgc san
pham phu hgp véi thi tredng, va cling quan trong doi v6i nhitng doanh nhan
noi bo ludn c6 thuyét phuc nhitng bén lién quan von sg rai ro ngay trong to
chitc ctia minh. Ngay ca ban c6 thé chwa “tinh gon” trong nghia hep cta tw
nay, ban van c6 thé phai chuyén huwéng dé van hanh & quy mo 16n hon.

Xét vi du mot san pham duwgce ban thong qua ban truc ti€p. Khi ban c6 gigi
thiéu san pham dén cac kénh, nhitng kénh dé c6 thé chwa dugc trang bi dé
ban va ho trg san pham. Chi phi ti ho trg cia ban tang 1én; hang tra lai hodc
bo mdc t nhitng khach hang dugc ban qua kénh tang. Nén lam gi day?

Mot phuong phap 1a thay doéi thi treong kénh phuc vu. C6 thé gidi quyét
nhitng khach hang than thiét c6 nhu cau tw van thong qua ban truc tiép,
nhung can gidgi thiéu mot phién ban don gidn héa c6 it tuy chinh hon véi
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kénh nay. Hodc ban c6 thé thir thay doi thi trrong ma & dé kénh cua ban
dwgc nham téi — tap trung vao doanh s6 chinh pht hodc nguwdi mua c6 hoc
van cao, nhitng ngudi c6 kha nang tw phuc vu t6t hon.

Cach nay c6 thé trong khong giong chuyén hwéng kiéu Tinh gon, nhing van
dwgc thue hién theo nguyén tac va thr nghiém twong tw cho biét san pham
tredc dé va quyét dinh chinh sach gia.

Néu cong viéc kinh doanh t6t thi ban sé s6m c6 mot hé sinh thai cac doi tha
canh tranh, doi tac kénh, nha phat trién bén thit ba va nhiéu hon nita. bé
phat trién, ban can khang dinh vi tri trén thi truong va thiét 1ap nhitng rao
can gia nhap duy tri 1gi nhuén bién khi déi mit véi canh tranh. O thoi diém
nay ban da vugt 1én trén ca mo hinh Khai nghiép tinh gon, nhung khong c6
nghia la ban th6éi am anh v@i viéc hoc hoi nhiéu lan.

M¢ rong chi t6t khi mang lai doanh thu gia tang, nhung phéi cha y dén ca
suy giam do gan két, thi treong ban dau dan bao hoa hoac chi phi thu hut
khach hang gia tang. Ty 1€ roi bo thay doi dwgc phan khic theo kénh sé chi
ra liéu ban dang phat trién khach hang — hay dang lam that thoat sy chu y
khi m@ rong.

NGHIEN CUU TiNH HUONG: BUFFER CHUYEN TU BAM TRU
SANG MO RONG (QUA DOANH THU)

Buffer la cong ty kh&i nghiép do Tom Moor, Leo Widrich va Joel Gascoigne
thanh 1ap vao nam 2010. Joel khai tao Buffer vi mot trai nghiém nhitc nhoi:
anh thuwong xuyéen gap kho khan khi dang noi dung hay tréen Twitter. Giai
phap da cé trudce dé la 1én lich cac tweet, nhung khong c6 cach nao don gian
va dé st dung nhu thit Joel dang tim kiém, khién anh tham gia cing Tom va
Leo dé xay dung nén Buffer.

Khoéng giong phan 16n cac cong ty trong linh virc phan mém xa hoi, ho lai
quyét dinh thu phi khach hang ngay 1ap tic. Joel dwa ra hai gia dinh: van dé
cling du nhitc nhéi véi nguedi khac va ho sé tra tién. St dung cach tiép can

https://thuviensach.vn



rat Tinh gon, b6 ba xay dyng va trién khai &ng dung, va c6 khach hang tra
tien dau tién sau bay tuan3.

3 http://blog.bufferapp.com/idea-to-paying-customers-in-7-weeks-how-we-

did-it

bo6i véi Buffer, Mot Chi s6 Quan trong nhat 1a Doanh thu. Theo 16i Joel:
“Chung toi bi han ché béi hoan canh: theo doi ho so va vi tri [khi dat tru s@
tai New Zealand] khién viéc can nhac nghiém tic viéc huy dong von trd
thanh thach thic, va téi khong c6 von dé lao vao va con dang lam viéc toan
thoi gian cho cac khach hang khac nita. Biéu nay nghia la chi s6 quan trong
nhat phdi la doanh thu vi toi can tang trudng doanh thu trong thdi gian ranh
t6i mic toi co thé bo cong viéc hién tai.”

Joel va d6i ctia minh quyét dinh theo huéng ti€p can freemium (ma hién nay
van ap dung), vay la ciing véi chi s6 doanh thu t6i quan trong nay, ho con dé
tam tdi cac chi so khac lién quan dén dang ky, kich hoat va chuyén doéi. Joel
cho biét: “Ban dau, chi s6 quan trong nhat la kich hoat, duy tri va doanh thu.
Toi cho rang chi s6 t6t ¢ day la dau hiéu ctia mot san pham dang tin cay.
Doanh thu la quan trong nhat vi t6i thwc sy luén ngoéi dém c6 bao nhiéu
nguwoi dung can c6 dua trén ty 1é chuyén déi. Ngay khi dat dugc lwgng do,
ching t6i tang trwdéng nhanh hon, va chang may chéc sau khi dat dugc “lgi
nhuan mi an lién”, ching t6i nhdy luén Ién mot chiéc may bay dén San
Francisco, di qua vieon wvom AngelPad va gieo mam tiép & day.

Joel chia sé vai con s6 cho ching t6i:
* 20% khach ghé tham tao tai khoan (thu hut).

* 64% nguoi dang ky trd thanh “hoat dong” (nguoi sang lap xac dinh khi
dang mot cap nhat trang thai st dung Buffer).

* 60% nguoi dang ky quay lai trong thang dau tién (gan két/bam tru).
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« 20% nguoi dang ky quay lai (va van hoat dong) sau sau thang (gin
két/bam tru).

Ty 1€ chuyén doi la 1,5%-2,5% tir mién phi sang tra tién. Joel dung phan tich
nhom dé do dac két qua, va cho rang Buffer c6 két qua twong tw Evernote, &
do6 theo thoi gian lai c6 nhiéu nguwoi dung chuyén thanh khach hang tra tién
hon. Joel cho biét: “Chang han, déi v&i nhom ngudi dung dang ky vao thang
Hai nam 2012, 1,3% nang cap trong thang dau tién dung san pham. Sau sau
thang, 1,9% trong nhom dé la khach hang tra tién.”

Khi nhitng con s6 da ro rang va nhat quan, va doanh thu dat dén mitc Buffer
da c6 lgi nhuan, Joel cam nhan da dén lic chuyén doi va tap trung vao thu
hat. Pay la budc chuyén doi 16n tir viéc chitng minh san pham va kha nang
bam tru ctia n6 & pham vi nhé sang phan dau tang trwéng & toc do nhanh
hon. “Luc bat dau, theo quan diém ca nhan, ching t6i thay théa man nhat la
khi c6 thé dwa Buffer tré thanh mot dich vu pho bién rong rai véi hang triéu
ngwoi dung. Sau db, ching t6i kiém tra ty 1€ khach rdi bo vi né rat quan
trong treedc khi tap trung vao thu hit.” Muc tiéu cua Joel la duGi 5%, va thuc
té ty 1€ roi bé ctia Buffer dao dong quanh mirc 2%, vi thé doi ngli khéng dau
tw qua nhiéu thoi gian vao cai thién con s6 do nita, ho tap trung vao thu huit.

Buffer cling c6 1gi nhuan gitup ho cé sv linh hoat khi thic day thu hut, tht
cac kénh méi va khong dot tién hay huy dong thém von. Trudc khi quyét
dinh tap trung vao thu hut, ho c6 nhin vao cac chi s6 khac. Joel cho biét:
“Chung t6i c6 thé tang gap doi ty 1é chuyén do6i sang khach hang tra tién néu
bé cong lam viéc dé, nhung viéc do can tap trung ngang nhitng yéu t6 khac.
Ma cai d6 dé sau cling duwgc vi cai chiing t6i mudn nhat 1a mot co sé nguoi
dung khong 16.”

Cong ty gio & ché do tang trwdng, thir cac kénh méi va tap trung vao thu hut
nguoi dung — nhuwng van dé mat dén do chuyén doi va doanh thu. Joel chi ra:
“Chung t6i do phéu cac kénh mdi dé dam bao ngudi ta van chuyén thanh
khach hang tra tién.
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TOM TAT

* Buffer stt dung doanh thu lic dau lam thwéc do do bam tru; muc tiéu cua
cac nha sang lap khong phai tao ra hang tan doanh thu va quy mo ma la tao
ra du dé chitng minh ho c6 mét cong viéc kinh doanh dwgc cong nhan va co
thé mé& rong.

« Buffer tién hanh phan tich nhém trong qua trinh dé danh gia thay doéi dua
ra vé san pham cling nhu sang kién marketing.

* Khi chithg minh san pham da bam tru, cong ty chuyén trong tam sang thu
hut va cach thu hiat nhiéu ngwdi dung hon & mite chi phi thap.

BAI HOC PHAN TiCH RUT RA

Hién thyc la quan trong. Lwa chon khi nao tap trung vao doanh thu c6 thé
dwgc quyét dinh béi hién thyc nganh hay moi trwong kinh té ctia ban. Néu
chitng minh dwoc nguwoi dung dau tién sé tra cho san pham dau tién vdi con
s0 dang ké, ban khong chi c6 bang chitng rd rang minh da tim dwoc thi
treong tot ma con ty do tang trwdng va phat trién theo cach riéng ctia minh.
Két hgp doanh thu vGi gan két va ban biét dugc liéu san pham cé du gia tri
lau dai dé nhan rong chwa. Khi dat dén diém do, ban c6 thé bat dau mé rong
thu hut.

Dén gio, ban da 1a mot t6 chirc 16n hon. Ban lo lang khi cé nhiéu ngudi hon,
phai lam nhiéu viéc hon theo nhiéu cach hon. Rat dé bi xao nhédng. Vi thé,
ching t6i mudn dé xuat mot cach don gian tap trung vao cac chi sé cho ban
kha nang thay d6i ma tranh dwgc nhitng ci dnh hwéng xau cé thé dén tw
cach quan ly bang y kién. Ching t6i goi d6 la M6 hinh Ba diéu Ba (Three-
Threes model). D6 la cach thuc hién c6 t6 chitc cia khung mo hinh Van de-
Giai phap ¢ Chuong 16.

KHUON MAU: MO HINH BA PIEU BA
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O giai doan nay, c6 thé ban c6 ba bac quan 1y. C6 hdi dong va nha sang 1ap
tap trung vao cac van dé chién lwvgce va chuyén bién 16n, gap g hang thang
hodc hang quy. C6 doi quan tri tap trung vao chién thudt va giam sat, gap g&
hang tuan. Va cé doi ngii nhan vién tap trung vao thyc thi, gap g& hang
ngay.

bting hiéu sai y ching t6i: vGi nhiéu cong ty khai nghiép thi mot s6 ngwoi
c6 thé cung xuat hién & ca ba budi hop. Chi la ban sé c6 nhitng tw duy khac
nhau khi la hoi dong so véi khi la ngudi ngoi viét code, ngudi dong hop hay
thvong thao ban hang.

Chuing t6i con nhan thay rat khé dé gitt dwgc hon ba thit trong tam tri cling
lic. Nhung néu c6 thé gidi han nhitng viéc dang lam chi con vé ba viéc 16n
thi moi nguwdi trong cong ty sé biét ho dang lam gi va tai sao lai lam viéc do.

BA GIA PINH LON

Trong mo hinh kinh doanh hién tai, ban c6 m6t s6 gia dinh chinh, chang han
“moi nguoi sé tra 10i cau hdi,” hay “nhitng ngudi té6 chitc rat nan véi viéc to
chitc hoi thdo,” hay “ching ta sé kiém tién tir nhitng 6ng boé ba me.” Mot s
gia thiét trong nay ciling c6 thé la vé nén tang: “Dich vu web Amazon du tin
cay vOi nguoi dung.”

Moi gia thiét déu c6 chi s6 lién quan dén n6é va mot moc. Pay la ca dat cugc
16n cua ban. Bo6 la nhitng 0 trong bang tinh ban luon am anh khi la ban hoi
dong. D6 la cai ban nhin vao dé xem liéu c6 thé lam bang lwong, hay sé can
bao nhiéu tién dau tw, hay liéu chién dich marketing c6 mang lai nhiéu hon
sO tién bo ra, hay liéu mé hinh kinh doanh c6 dang tiéu tung mot cach vo
vong khong.

Cac gia dinh nhu thé nay khong nén thay doi nhiéu hon mot lan moi thang
(trtv khi dang trong chwong trinh tang t6c hay cé ap luc thdoi gian tir nguoi
khac). Gia dinh nhat thiét khong nén thay do6i thwong xuyén vay khi dang &
giai doan M@ rong; kiéu don dap thé lam ton hai dong lyc giong viéc mai
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miét quay banh lai khi dang trén mot chiéc thuyén buém vay. Thay doéi gia
dinh chinh vé mo6 hinh kinh doanh c6 thé doi hoi hoi dong chap thuan, va dé
co kha nang c6 lap khach hang va lam nhan vién ling ting trtv khi duoc trao
do6i o rang. HOi dong va c6 van can dugce tham gia vao qua trinh dwa gia
dinh & giai doan M@ rong.

Ba gia dinh nay sé dé nhan thdy trén trang Khung mo hinh tinh gon néu ban
dang thuc hién dung. Pwong nhién l1a néu thay doi hoan toan m6 hinh kinh
doanh, ban sé c6 ba gia dinh 16n khac vi gio ban da c6 mot bang mo hinh
khac roi.

Hang thang can trao doi ba gia dinh nay vdi toan thé t6 chirc. Ban diéu hanh
chiu trach nhiém xac nhan hodc pht nhan cac gia dinh d6 vao buoi hop tiép
theo.

BA HANH PONG CAN THUC HIEN

O cap do diéu hanh, ban can dinh nghia cdc chién thuat khién nhitng gia
dinh 16n nay xdy ra. Toan thé cong ty nén biét vé chiing va cong viéc cta
ban diéu hanh la chia titng chién thuat ra thanh ba hanh dong c6 thé dién ra
tuan nay.

boi vadi tirng gia dinh & cap hdi dong, ban sé thuc hién ba hanh dong chién
lwge gi dé dwa nhitng chi s6 dé di theo ding huwdng? Do cé thé 1a nang cap
san pham hay chién lwvgc marketing ma ban nghi sé khién san pham t6t hon.
Do 1a 16 trinh tinh nang va chién lwgc marketing cho tuan dé ctia ban. Ching
sé thay doi thwong xuyén. Ban can tién hanh khdo sat, thit nghiém va tao
nguyén mau nhanh chéng dé duyét hay lwge bo cac yéu td. Viéc nay giong
nhw mot quy trinh phat trién phan mém theo phwong phap Agile vay.

Tuy cac nhom quan tri dugc tw do suy nghi va hanh dong dé thi nghiém
song ho van phai bao cdo lai cho nhitng ngudi sang 1ap va hoi dong vao cudi
thang. Viéec nay gitt ho khong chéch hwdng qua xa khoi mo hinh kinh doanh
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da chi dinh — dat dwgc mitc can bang giita cdi tién va kha nang tién doan la
can thiét cho nhitng cong ty & cac giai doan sau.

BA THU NGHIEM CAN TIEN HANH

Hang ngay, cong ty thwc hién nhitng cong viéc nhé 1é dé hoan thanh cac
hanh dong chién thuat. Bat c¢ ai trong cong ty déu cé thé tién hanh thw
nghiém — ti* viéc néi chuyén v6i khach hang tGi siva doi tinh nang, réi t6i
tién hanh khao sat hay thir nghiém chinh sach gia — mién la c6ng viéc dugc
1én tai liéu dv thao trwdc va két qua dong gép vao hanh dong cua tuan. Thir
nghiém la chi s6 duy nhat cho biét viéc dang lam dung hay sai. Viéc nay tién
hanh hang ngay va giong nhu buéc chay nuwdc rit trong Agile.

Dboi vé6i tirng hanh dong, ban dang thwc hién ba cong viéc nao? Ban dang
tién hanh ba thit nghiém nao? Lam sao ban chon dwgc thir nghiém chién
thang? Day la budc thue thi dwgce thdo luan véi cha hoat dong hang ngay.
Mot lan nita, diéu nay nghia la phai c6 pham vi linh hoat rng & cap do nén
tang du van dwra vao mot mirc do cau truc.

TiM RA NGUYEN TAC TRONG KHI MO RONG

Nguyén tac la chia khoéa thanh c6ng trong mét cong ty khéi nghiép quy mé
16n hon & giai doan vé sau, dac biét trong giai doan thuc thi. Khéng thé c&
thr nghiém lung tung dé tim cam hing dwgc — ban con nha dau tw, nhan
vién va ky vong. Nhung cung lic ban ciling can ty do riéng gitp ban thich
'ng nhanh nhay ngay ltic ban dau.

Hay nam r6 gia dinh gi cting c6 dwgc mo6 hinh kinh doanh chinh. Sau dé, khi
dwgc cac bén lién quan chdp thuan, hay thay doi mot trong s gia dinh do.
Giao thay doi dé cho ban diéu hanh: ban nghi tinh nang nao sé cai thién gia
dinh co ban? Vach ra cac hoat dong hang ngay dé kiém tra nhitng tinh nang
nay: giao tiép va@i khach hang, tién hanh khao sat, tao phan khiic thit nghiém
ma méi, thir cac thi nghiém gia 1ap. Két hgp sy linh hoat va sy chinh xac cé
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hé théng la diéu lam nén khac biét gitta nhitng cong ty khéi nghiép tot va
cong ty khai nghiép con dinh tre.

Hoi cau nay & cac sy kién cong nghé c6 vé kha sio rong, dé la “Chuyén
hwéng chién lwge mdéi nhat cta anh la gi?” Cau nay that kinh khung. Rat
nhiéu nha sang lap chan ngan noi, “T6i dang chuyén huwéng” trong khi dang
ra nén noi: “To6i la thang ngdc bi chitng réi loan tang dong giam chu y
(ADHD)! Hay tranh xa “chuyén huéng kiéu lwoi biéng.” Khéng c6 ké hoach
chang khac nao chi nhw dap canh gitta khéng trung. Nguyén tac giip moi
nguoi co trach nhiém vGi nhau.

TOM TAT GIAI POAN MO RONG
4 Khi m@ rong, ban biét r6 san pham va thi treong cia minh.

Chi s0 ctia ban gio tap trung vao sic khée hé sinh thai va kha nang tién vao
thi truong maoi.

4 Chu y vao khoan bu lai, lvu lwgng API (giao dién 1ap trinh (tng dung),
moi quan hé gifta cac kénh va doi tht canh tranh & giai doan nay — mdc du
tredc do ching chi la nhitng yéu té gy xao nhang.

4 Can nam dugc liéu ban dang tap trung vao hiéu suat va su khac biét. Co
gang lam ca hai dé md rong rat khé. Néu tap trung vao hiéu suat thi c6 giam
chi phi; néu tap trung vao yéu té khac biét thi tang lgi nhuan bién.

4 Khi tang trwdng, ban sé can hon mot chi so cung lic. Pat ra thit bac chi
sO gitt cho chién lwgc, chién thuat va thye hién dong thuan véi mot loat cac
muc tiéu nhat quan. Chung t6i goi day la ba diéu ba.

Ban khong bao gio thue sy roi khoi giai doan M@ rong du t6 chitc ngay cang
trd nén giong mot “cong ty 16n”, ban van c6 thé gap phai van dé khi muo6n
doi mdi. Chic mirng — gio ban da trd thanh mét nguwoi tw twdng déi mai
ngay trong cong ty, dau tranh vdéi hién trang va c6 gang thay doi moi thi tr
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bén trong. P6i mdi tit bén trong c6 mot s6 thach thitc riéng ma ta sé tim hiéu
¢ Chuwong 30. Nhung trude hét, hay két hgp mo hinh kinh doanh va giai
doan kinh doanh dé tim ra chi s6 c6 vai tro quan trong vGi ban lic nay.
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Chuong 20
MO HINH + GIAI POAN DAN DAT
CHI SO THEO DOI

Y twong cot 16i dang sau Phan tich dit liéu tinh gon la: qua hiéu biét loai
hinh kinh doanh va giai doan hién tai ma ban cé thé theo doi va t6i wu hoa
Mot Chi s6 Quan trong nhat v6i cong ty khai nghiép hién tai cia minh.
Bang cach 1ap lai qua trinh nay, ban sé vugt qua dugc nhiéu rii ro tén tai
trong cac cong ty hay dy &n mdi & giai doan dau, tranh tang tredng qua sém
va xay dung mot nén tang virng chac nhitng nhu cau thyce sy, giai phap dugc
xay dung ro rang va khach hang hai long.

Hinh 20-1 chi ra nhitng buéc Phan tich dit liéu tinh gon cing véi cac “cong”
can vuot qua dé chuyén sang giai doan tiép theo va mot so chi s6 chi ra khi
nao ban san sang dé budc tiép.

Gio ban da biét dwgc m6 hinh kinh doanh va giai doan hién tai cia minh,
ban dang & mot vi tri rat tot dé chon mot vai chi so sé gitp dwa dén giai doan
tang trwdng tiép theo. Bang 20-1 trinh bay mét s vi du vé nhitng diém quan
trong xuyén sudt qua trinh tang tredng ctia mot mo hinh cu thé.

Khi da xac dinh dwgc nhitng chi s6 can chu y, cau héi tiép theo da ro rang:
minh dang no Iy dat dwoc gi, va diéu gi la binh thuong?

Chung t6i quyét dinh di tim cau tra 10i.

https://thuviensach.vn



GIAIDOAN PHAN TiCH
DU LIEU TINH GON
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Hinh 20-1. Hién tai ban dang ¢ dau? Can lam gi dé di tiép?
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Bdng 20-1. Chi s6 nao quan trong ttty thuéc vao mé hinh va giai doan kinh
doanh cua ban
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Phan ba
PUONG RANH GIOI

Ban biét dwgc mo hinh, giai doan va ca chi s6 nao quan trong nhat vdi
minh lic nay. Nhung thé nao la binh thwong? Néu khong c6 ranh gidi chuan,
ban khong biét dwgc minh dang thanh cong hay bi dé bep. Ching t6i da thu
thap dit liéu tir cac cong ty khdi nghiép, nha phan tich va ngwdi ban dé dung
1én bitc tranh vé ra nhitng yéu to coi la tiéu biéu. Tiéu chuan moi nguwoi khac
nhau — nhung it nhat ban sé biét dwoc tiéu chuan tréong ra sao.

Thanh c6ng chwa phai diéu cubi cung, that bai chwa phai ddu chdm hét: diing
khi di tiép m&i quan trong.

SIR WINSTON CHURCHILL
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Chuong 21

TOI PAT PU TIEU CHUAN
KHONG?

M Ot trong nhitng cau hoi 16n nhat ching t6i mudn xét t6i trong Phan tich
di¥ liéu tinh gon la “diéu gi l1a binh thwong?” Ching t6i thwong dwoc hoi:
“Lam sao toi biét dwgc dau la mot gia tri binh thwong hay ly twéng cho cac
chi s6 dang theo doi. Lam sao t6i biét dwgc doanh nghiép cé dang tién trién
tot khong? Toi c6 nén toi wu hoa chi s6 nay khong hay chuyén sang yéu to
khac?”

Luc bat dau, nhiéu ngudi da ngan ching to6i khong nén co di tim gia tri tiéu
biéu cho mot chi so6 cu thé. Sau cung thi theo dinh nghia, khéi nghiép la viéc
c6 gang pha v& quy tac, tirc 1a quy tac ludn dugce viét lai. Nhung ching t6i
nghi xac dinh “binh thwdng” la diéu quan trong vi hai 1y do 16n.

Thit nhat, ban can biét dwgc minh c6 gan véi mitc do phu hgp khong. Néu
hanh vi hién tai ctia ban khac nhiéu so véi nhithg ngwdi xung quanh thi ban
nén coi chirng. Nguoc lai, néu ban da t6t nhw mic sé dat duwgc r6i thi hay di
ti€p. Ban da t6i wu héa duwgc mot chi s6 chinh roi, va lgi nhuan sé gidam dan
néu ban c c6 tang chi s6 do6 1én nita.

Thi hai, ban can biét minh dang choi tro gi. Cac chi sb truc tuyén thuong
thay doi lién tuc khién viéc tim dwgc mét duwong co sé cé tinh thyc té rat
khé. Chi méi vai nam triwdc chang han, ty 1€ chuyén doi tiéu biéu cta loai
hinh thwong mai dién t&r trong pham vi 1-3%. Nha ban Ié tryc tuyén xudt sac
nhat thi dat ty 1€ chuyén doi 7-15% vi ho chiém dwgc vi tri quan trong trong
tam tri ngwoi dung ngoai tuyén va da no lyc vat va dé tré thanh cong cu
“mdc dinh” cho mua ban. Tuy vay, nhitng con sé nay da thay doi trong
nhitng nam gan day vi moi ngudi déu coi trang web la ctra hang “mac dinh”
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dé mua nhiéu thit. Ngay nay, cac cong ty giao pizza c6 ty 1é chuyén déi cuc
ky cao cling vi do la cach moi ngudi hay mua pizza thoi.

No6i cach khac: c6 mirc do binh thwong hay ly twéng cho da s6 chi s, va
muc trung binh dé sé thay doi dang ké khi mét mo hinh kinh doanh nhat
dinh di tir diém khdi dau dén khi tré thanh dai ching.

NGHIEN CUU TINH HUONG: WP ENGINE KHAM PHA RA TY LE
HUY DICH VU LA 2%

WP Engine 1a mot cong ty lwu triv phat trién rat nhanh chuyén biét doc
quyen vé hosting cac trang WordPress'. Doanh nhan thanh cong va blogger
noi tiéng Jason Cohen thanh lap céng ty vao thang Bay nam 2010. Vao
thang Muoi mot nam 2011, WP huy dong dwgc 1,2 triéu do-la von tai chinh
dé thuc day tang trwdng va giai quyét nhitng thach thirc dat ra khi mé rong
doanh nghiép.

1 Tiét 16 nita thi cong ty ciing 1am host cho website dong hanh cling cuén
sach nay. (TG)

WP Engine la mot cong ty dich vu. Khach hang cta cong ty dugc WP
Engine cung cap hosting chat lwgng, nhanh chéng va hoat dong 6n dinh lién
tuc. WP Engine dang lam rat t6t, nhung khach hang van ¢t hay dich vu. Moi
cong ty déu c6 nguoi hay (hay roi bo), va do 1a mot trong nhitng chi s6 quan
trong nhat can theo doi va hiéu thdu dao — khong chi vi can cho viéc tinh
toan cac chi s6 nhu gia tri vong doi khach hang ma con la dau hiéu canh bao
som diéu gi d6 dang sai 1éch hodc mot gidi phap canh tranh da xuat hién.

Thu duwgc con s6 hiy chwa di; ban con can hiéu tai sao nguwoi ta lai bé san
pham hoac dich vu cua ban. Jason lam vay chi nhd goi cho nhitng khach
hang da hay. “Khéng phai ai cting mu6n noi chuyén véi to6i; mét s6 nguoi
khong bao gio tra 10i cudc goi,” anh nhd lai. “Nhung van cé ngwoi san sang
néi chuyén ngay ca khi da b6 WP Engine gitp t6i hiéu dugc thém nhiéu ly
do ho bé di.” Theo Jason, hau hét moi nguwdi b6 WP Engine vi nhitng yéu to
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nam ngoai kha nang kiém soat ctia cong ty (chang han du an két thiic ding
cho can dén hosting), nhwng Jason van muén dao sau hon nita.

Nam dwgc chi s6 va hiéu nhitng ly do nguwdi ta bo di van chwa da. Jason ra
ngoai va tim ra diém chuan ty 1é hay dich vu. Pay la thir thaich ma mot cong
ty khdi nghiép phai vugt qua: tim dugc con s ¢o lién quan dé so sanh véi
con sO ctia minh. Jason nghién cttu khong gian hosting nh& gitip d& cta nha
dau tw va nha c6 van. Mot trong nhitng nha dau tw cia WP Engine la
Automattic, cong ty dang sau WordPress cling s& hitu viéc kinh doanh
hosting kha phat trién.

Jason nhan thdy d6i véi cac cong ty hosting da c6 ché ditng, c6 mot diém
chuan trong “kich ban hay nhat” danh cho ty 1é hiy dich vu moi thang la
2%. Diéu do6 nghia la hang thang, dén ca cong ty hosting 16n nhat, giéi nhat,
cling phai xac dinh 2% khach hang s€ bo di.

Nhin bé ngoai thi con s6 c6 vé 16n. Jason cho biét: “Lan dau nhin vao ty 1é
roi bo 2%, toi da rat lo lang. Nhung khi biét duge 2% gan nhuw la ty 1€ roi b
thap nhat dat dugc trong linh virc hosting, né da thay déi quan diém cua t6i
rat nhiéu.” L& ma Jason khong biét day don thuan la sy thyc hién nhién
trong linh vure hosting thi han WP Engine da dau tw thoi gian tién bac xoay
chuyén mot chi so sé chang hé nhic nhich — khoan tién dang 1€ sé dugc dau
tw vao viéc khac t6t hon nhiéu.

Nam dugc diém chuan trong tay, Jason c6 thé tap trung vao cac van dé khac
va cac chi s6 hoat dong chinh (KPI) trong khi van dé mat dén bat ky dao
dong nao trong ty lé huay dich vu. Anh khong loai trv kha nang pha vo ty 1é
hiy 2% vao lic nao dé6 (du sao van c6 thé c6 gia tri dang ké khi giam dugc
ty 1€ rdi bé do), nhung anh sé biét wu tién diéu gi tuy vao dién bién hién nay
ctia cong ty, van dé 16n nhat nam & dau trong khi van dé mat dén thanh cong
trong twong lai ciia cong ty.

TOM TAT
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* WP Engine da xay dung mot cong viéc kinh doanh hosting hung manh cho
WordPress nhwng mat di 24% khach hang mo6i nam khién d6i ngii sang lap
lo lang.

* Qua tim hiéu xung quanh, nha sang lap phat hién ra ty 1é roi bé 2% moi
thang la binh thwdong — tham chi 1a 6n — déi véi nganh dé.

» Nam dwgc ranh gigi cho phép tap trung vao cac muc tiéu kinh doanh khac
quan trong hon thay vi c6 gang t6i wu hoa ty 1€ rdi bé qua mic.

BAI HOC PHAN TiCH RUT RA

Ta rat dé mac ket trong mot chi s6 cu thé trong c6 vé xau va dau tw dang ké
thoi gian va tién bac vao dé cai thién chi s6 do6. Ta sé mu quang dén khi nao
biét dwgc minh ditng dau tredc cac doi tha canh tranh va trung binh nganh.
Nam dwgc cac diém chuan gitp quyét dinh dwgc nén tiép tuc tap trung vao
mot chi s6 cu thé hay chuyén sang tht thach tiép theo.

TRUNG BINH VAN CHUA PU TIEU CHUAN

Dv an Startup Genome thu thap nhitng chi s6 chinh tir hang nghin cong ty
khéi nghiép qua trang Startup Compass®. Nha dong sang 1ap Bjoern Lasse
Herrmann chia sé mot s6 chi s6 anh thu dwgc vé mot cong ty khai nghiép
“trung binh”. Nhitng chi s6 nay nhac nhd nghiém tic rang & mitc trung binh
don thuan van chwa da t6t. Cé mét dwong ranh gidi, mét diém ban biét minh
da san sang chuyén sang KPI tiép theo — va hau hét cac cong ty van chwa tGi
gan diém do.

2 http://www.startupcompass.co

Hay xem xét vi du: néu thu dugc ty 1€ roi bé dudi 5% — ly twdng la 2% —
moi thang thi ban s@ hitu san pham bam tru hgp ly. Mitc trung binh ctia
Bjoern la khoang 12% (doi vGi cac trang kiém tién gian tiép) va 19% (véi
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cac trang kiém tién tryc tiép t* nguoi dung) — khong hé gan méc dat yéu cau
dé chuyén sang giai doan tiép theo.

Hon nita, cadc tng dung nguwoi tiéu dung co ty 16 CAC-CLV gan nhv bang
1:1. Biéu do6 nghia la ho danh hét tién thu dwgc dé thu hit ngudi ding mdi.
Nhu da trinh bay, ban dang lam viéc hiéu qua khi danh dw6i mot phan ba
doanh thu khach hang dé thu hat khach hang méi. Déi vGi ng dung vé mat
hang gia tri cao (CLV hon 50.000 dd-la) tinh hinh con kho s& hon khi hau
hét cong ty bé tr 0,2% dén 2% CLV dé thu hut.

Startup Compass dua ra nhitng géc nhin so sanh rat hay va ching t6i khuyén
khich ban dung n6 dé do lwong ban than véi nhitng cong ty khac. Nhwng hay
nhan ra rang c6 mot 1y do khién phan 16n cong ty khai nghiép that bai: trung
binh con céach rat xa du tot.

THE NAO LA PU TIEU CHUAN?

C6 mot so chi s6 — nhw toc do tang treong, gan két khach ghé tham, muc
tiéu chinh sach gia, thu hit khach hang, lan truyén, tinh hiéu qua danh sach
gi mail, thoi gian hoat dong, va thoi gian trén trang — ap dung cho hau hét
(néu khong néi la toan bd) cac mod hinh kinh doanh. Ching ta sé tim hiéu
nhitng yéu t6 nay tiép theo. Sau dé ¢ nhitng chwong tdi, ta sé di sau vao cac
chi so riéng biét cho sdu mo6 hinh kinh doanh da néi trwdc d6. Tuy nhién,
hay nhé la du ban c6 thé ngay 1ap titc chuyén sang chwong vé mo hinh kinh
doanh ctia minh nhwng van luén c6 sy trung lap va cac chi so lién quan &
nhitng mo6 hinh kinh doanh khac cling c6 ich cho ban. Vi thé, ching t6i
khuyén khich ban doc ca nhitng yéu t6 binh thuwong cho cac mo6 hinh kinh
doanh khac nita.

TOC PO TANG TRUONG

Nha dau tv Paul Graham dwa ra quan diém rat hay> 1a trén tat cd, cong ty
khai nghiép dugce dinh hinh phdi tang tredng nhanh. Trén thuc t€, chinh tang
treong nay tao nén khac biét gitta mot cong ty khai nghiép véi cac hoat
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dong md&i khac nhu ctra hang stra giay hay nha hang. Paul cho rang, cong ty
khai nghiép trdi qua ba giai doan tang trudng riéng biét: cham khi t6 chirc
dang tim kiém san pham va thi trudng dé danh vao; nhanh khi da tim ra cach
xay dung va ban ¢ quy mo rong; va lai cham khi tré thanh mot cong ty 16n
va gap nhirng tré ngai ndi bo hay bao hoa thi trrong, va c6 vuegt qua “céi 16
0 gitta” cua Porter.

3 http://paulgraham.com/growth.html

Tai cong ty tang toc khdi nghiép Y Combinator cua Paul, cac d6i theo doi
toc do tang trwdng hang tuan vi khung thoi gian ngan. Anh cho biét: “Téc do
tang treong tot & YC la 5-7% mot tuan. Néu dat dugc 10% mot tuan thi la
xuat sac. Néu chi dat dwoc mic 1% thi do6 la dau hiéu ban chwa tim ra minh
dang lam gi.” Néu cong ty dang & giai doan Doanh thu thi tang truédng dugc
do bang doanh thu; néu con chwa thu tién thi tang tredng do bang s6 nguoi
dung hoat dong.

Tang trwdng bang bat ¢t gia nao c6 phai diéu tot?

Tang truong quan trong la diéu khéng phai ban cai. Nhung tap trung vao
tang trudng qua sém thi khong t6t. Ching toi da biét lan truyén ty dong —
duge xdy dung khi ngudi ta dung san pham — van t6t hon lan truyén ty tao
dwoc thém vao sau khi can nhac vé sau. Mot dgt 16n khach tham méi c6 thé
phat trién co s& ngwoi dung, nhwng c6 thé giy ton hai cho doanh nghiép.
Twong tw vay, mot sd cach tang tredng thi t6t nhuwng cé nhitng cach khong
hé bén vitng. M& rong qua sém, chang han dot chdy dong co chi tra trude
khi bam tru dwgc, cé thé lam tram trong hon van dé vé chat lwgng san pham,
lru lwgng tién va théa man nguwdi dung. N6 giét chét ban ngay tr khi bat
dau.

Sean Ellis Ivu y rang nhitng ngudi dot pha tang treong lién tuc thir nghiém
va diéu chinh cach thitc méi dé dat tang trudng, nhung “trong qua trinh nay,
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rdt dé mat tam nhin bitc tranh toan canh. Khi viéc nay xay ra, tang truéng

»

cudi cung sé sut giam®.
4 http://startup-marketing.com/authentic-growth-hacks/

Anh néi tiép: “Cac chwong trinh tang tridng bén vitng dugc xay dung dua
trén hiéu biét cot 16i vé gia tri gidi phap trong tam tri nhitng khach hang
nhiét tinh nhat.” Nhw da doc & Chuong 5, Kim ty thap tang trudng khai
nghiép (Startup Growth Pyramid) cua Sean minh hoa viéc mé& rong kinh
doanh chi dén sau khi da tim dugc san pham phu hop thi truong va 1gi thé
doc quyéen. Néi cach khac: bam tru dén tredc lan truyén, va lan truyén dén
tredc mo rong.

Phan 16n cac cong ty khéi nghiép Y Combinator (hay ding hon la phan 16n
cac cong ty khoi nghiép) tap trung vao tang trudng trueée khi dat duge san
pham phu hgp thi truong. Trong mot s6 treong hgp day la yéu cau, dic biét
khi gia tri cong ty khéi nghiép phu thudc vao hiéu (tng mang lwdi — dau sao
Skype ciing khong tac dung gi néu khong ai dung ca. Tuy tang trueédng nhanh
chéng c6 thé thic day kham pha san pham phu hgp véi thi treong, né cling
c6 thé dé dang pha hoai cong ty khéi nghiép néu can thgi gian khong chuan.

Chién lugc tang trudng cta Paul ciing la mot cach nhin thé gigi thién vé
B2C. Cac t6 chitc B2B c6 dong lwu thong khac, tir so it khach hang ban dau
nhw cac nha tw van dén khach hang giai doan sau ti€p nhan mot sdn pham
hodc dich vu chuan héa chung hon. Tang trwéng mat té6 chitc B2B qua sém
c6 thé c6 lap nhom khach hang trung thanh c6t 16i dang gitp xdy dung
doanh nghiép, tri hoan doanh thu va loai bo cac gidi thieu, nghién citu tinh
huéng va 16i chitng thue can c6 dé tang doanh s6.

Pay la van dé pho bién dugc mo td qua mo hinh thich ¢ng vong doi cong
nghé, 1an dau duwoc dé xuat béi George Beal, Everett Rogers va Joe Bohlen®
va dugc Geoffrey Moore mé rong®: can rat nhiéu cong stic chuyén tir ngui
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ti€p nhan dau tién thanh nguwdi tut hau khi san pham tré nén pho bién hon va
hang rao tGi sy ti€p nhan sup do.

> http://en.wikipedia.org/wiki/Technology_adoption_lifecycle

6

http://www.chasminstitute.com/METHODOLOGY /TechnologyAdoptionLif
eCycle/tabid/89/Default.aspx

Tom lai

Khi dang xac nhan van dé va giai phap, hay hoéi ban than liéu cé da nguoi
thuc sy quan tdm dé duy tri téc do tang trudng 5% khong — nhung dirng
phan dau theo toc d6 tang trwedng dé ma phai hiéu dugce khach hang va xay
dung dugc giai phap co y nghia. Khi dang la cong ty khoi nghiép giai doan
tridc doanh thu hodc dat hay gan dat dugc san pham phu hgp véi thi trueong,
ranh gigi ddt ra nén & mitc tang truédng 5% doéi véi nguwdi dung hoat dong
moi tuan, va khi tao dwgc doanh thu, ho nén tang & mitc 5% mat tuan.

SO KHACH GHE THAM GAN BO

Fred Wilson ndi rang xuyén suot cac cong ty duwgc dau tw cua Union Square
Ventures déu c6 mot ty 1€ nhat quan gitta d6 gan bo va so6 nguoi dung dang
tryc tuyén trong cling mot thoi diém’. Anh néi ring déi v6i dich vu web
hodc &ng dung di dong:

7 http://www.avc.com/a_vc/2011/07/301010.html/

4 30% nguoi dung dang ky sé stt dung mot dich vu nén tang web it nhat
mot lan mo6t thang. Doi vai ttng dung di dong sé c6 30% s6 ngudi tai ng
dung sé sir dung n6é moi thang.

€ 10% nguoi dung dang ky sé st dung dich vu va &ng dung di dong hang
ngay.
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4 S0 nguoi dung dang tryc tuyén trong cung mot thoi diém t6i da sé bang
10% s6 nguwoi dung hang ngay.

Tuy day la phép khai quat qua mitc, Fred cho rang ty 1é 30/10/10 nay la nhat
quan gitta mot pham vi rong cac ng dung ti* xa héi dén am nhac hay tro
choi. Dat dén buéc st dung thuwong xuyén va gan két nay la dau hiéu ban da
san sang tang trwdng va chuyén sang giai doan Lan truyén, Doanh thu va
Mg rong cho doanh nghiép ctia minh.

Tom lai

Nham t6i mitc 30% nguwoi dung dang ky ghé tham mot lan moi thang va
10% so6 d6 ghé t6i hang ngay. Tim ra chi s6 dan dat tang truedng dang tin
twong va do ching véi cac dw doan vé mé hinh kinh doanh cua ban.

CHi SO CHINH SACH GIA

Rét kho biét duge can thu phi thit gi. Moi céng ty khéi nghiép kiém tiém
theo cac cach khac nhau, vay nén khong hé dé dang khi so sanh chinh sach
gia gitta cac cong ty. Nhung ban c6 thé hoc mot vai bai hoc tir cac huwdng
tiép can chinh sach gia khac nhau.

Mot yéu to chinh trong chién lwge gia la d6 co gian: khi thu thém thi ban
ban it di; khi thu it di thi ban ban dwgc nhiéu hon. Trd lai nam 1890, Alfred
Marshall dinh nghia do co gian theo gia cta cau nhw sau:

Do co gian (hay dap tng) theo gia ctia cau trong thi treong 16n hay nho tuy
theo Iwgng cau tang lén nhiéu hay it (tng v&i mot mirc giam gia, va luwgng
cau gidm di nhiéu hay it (*’ng v6i mot mitc ting gia®.

8 http://en.wikipedia.org/wiki/Price_elasticity_of demand

Khéc véi Marshall, ban cé phong thi nghiém chinh sach gia tuyét voi nhat
trén thé gidi ludn san sang dé st dung: Internet. Ban c6 thé thir nghiém ma
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giam gia, khuyén mai va tham chi chinh sach gia khac nhau cho khach hang
va xem diéu gi xay ra.

Gia st ban da tién hanh mot loat thir nghiém vé gia san pham. Ban biét rang
khi thay doi gia, ban ban mot s6 lwgng mat hang nhat dinh (xem Béang 21-1).
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Bdng 21-1. Thay d6i gid dnh huéng dén doanh sé ra sao

Khi biéu dién bang do6 thi doanh thu két qua, ta thu dugc dwong cong dac
treng (Hinh 21-1). Chinh sach gia tot nhat l1a & gitta 11 do-la dén 12 do6-la vi
mic nay toi da héa doanh thu.

PUONG CONG DOANH THU
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Hinh 21-1. Nham dén dinh duwong cong
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Néu diéu ta mong dgi la t6i wu doanh thu thi day la diém gia t6i wu. Thé
nhung doanh thu khong phai tat ca:

¢ Dit gia ban than qua cao khién ban dé thua cudc chién. FireWire cua
Apple la mot cong nghé giao tiép tot hon, nhung Apple muodn tinh phi giady
phép sang ché, thé nén USB da thing®. P6i khi thu phi qua cao c6 thé 1am
ngung tré mot thi trvong.

9 http://www.guardian.co.uk/technology/2012/oct/22/smartphone-patent-

wars-explained

4 Néu thi nghiém véi ngwoi dung va dé lot ra ngoai diéu dé, né c6 thé phan
tac dung, giong nhw da xay ra vGi Orbitz khi cong ty gidi thiéu cac san pham
dat tién hon véi khach ghé tham st dung Macs.

4 Neéu thu phi qua it, ngwdi mua sé nghi ngd, ho c6 thé thac mac liéu ban c6
mang ich 1gi gi khong hay dang ltira ddo. Két cuc ban cé thé lam mat gia tri
10i chao moi dang dwa ra trong mat khach hang.

4 Neéu thu phi qua nhiéu, ban cé thé lam cham lai tang trudng lan truyén vo
cung can thiét hodc mat qua lau dé dat dugc hiéu tng mang lwdi gitip nang
cao chitc nang san pham.

€ MOot sO linh viie — nhu y t€ — ban ¢6 thé ban gan nhw ¢ bat c mic gia
nao; nhung cé nhitng thi khac nhw nwdc dong chai sé ban nhiéu hon khi mét
ct nhich gia tang chat lwvgng theo cam nhan, Pellegrino va Perrier sé san
long noi cho ban diéu do.

€ Néu ban dat cac tang chinh sach gia don gian, ban sé dat do chuyén doi
cao hon. Patrick Campbell, dong sang lap va CEO dich vu chinh sach gia
Price Intelligently, néi rang dva trén dir liéu cia minh, nhitng cong ty c6 cac
tang dé hiéu va con dwong r6 rang dan dén cac ké hoach gia khac nhau
chuyén déi nhiéu khach hang hon nhiéu nhitng cong ty c6 tang phtic tap, cac
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tinh nang khong phai lic nao cling ap dung dugc va 10 trinh gia kho theo
doi.

€ Cac san pham khong can kiém soat (khong can sy phé duyét ctia chu)
chuyén doi vdi ty 1é cao hon do thu phi dé hon.

Neil Davidson, CEO hgp tac tai Red Gate Software Ltd va la tadc gia cudn
Don’t Just Roll the Dice (tam dich: Pirng chi tung stc sac), cho biét: “Mot
trong nhitng quan niém sai lam 16n nhat vé chinh sach gia la thi ta thu phi &
san pham hodc dich vu lai lién hé tryc tiép t6i chi phi can bo ra dé xay dung
hay trién khai n6. Khong phai nhw thé. Gia cd lién quan tdi thit khach hang
san sang tra.”

NGHIEN CUU TiNH HUONG: SOCIALIGHT KHAM PHA RA CHi
SO CHINH SACH GIA CO BAN

Socialight dwgc Dan Melinger va Michael Sharon thanh lap vao nam 2005
va ban cho Group Commerce vao nim 2011. Y twéng xudt phat tir cong viéc
Dan lam nam 2004 v&i mot déi & NYU, tap trung vao cach truyén thong ky
thuat s6 dang lam thay dé6i cach thitc moi ngudi giao tiép.

Ho6i nay con la nhitng ngay dau ctia mang xa hdi: Frienster la nén tang xa
hoi hang dau. Phién ban dau tién ctia Socialight la m6t mang xa hoi dich
danh cho dién thoai di dong cai dat Java von dugc coi la dinh cao cong nghé
tng dung di dong thoi d6. Moi ngudi c6 thé dat “nhitng to gidy nhé” khap
noi trén thé gidi, sau do hgp tac, t6 chitc va chia sé vdi ban bé hodc toan thé
cong dong.

Lic d6, Dan van chua tap trung vao chinh sach gia, nhung khong 1au sau khi
trién khai Socialight, doi ngli sdng 1ap nhan ra nguwdi dung trinh d6é cao dang
tim kiém cac bd tinh nang khac nhau dya trén cach ho st dung san pham.
Dan cho biét, “Thi tredng phan mém di dong dang c6 vuon 1én cung nhitng
dich vu dva trén vi tri va thiét bi nhw iPhone. Chuing t6i cling bat dau dugc
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cac cong ty tiép can, ho mudn tra tién dé chung téi xay dung va diéu phoi
may cha &ng dung di dong va xa hoi cho ho.”

Dbiéu nay tao nén buwdc chuyén hwéng cta cong ty tit B2C sang B2B. Cong
ty xay dung API cho phép nguoi khac xay dung tng dung rieng ctia minh,
sau d6 xay dung mot san pham tao @ng dung di dong cao cap hon. Viéc nay
thu dugc sttc hdp dan hon khi hon 1.000 cong dong dwgc xay dung trén do.

Khi Socialight chuyén sang linh vyc B2B, cong ty da tién hanh m6 hinh
kinh doanh freemium ba bac. Hai bac phai tra tién la Premium va Pro, lan
lwgt 6 gia 250 do-la va 1.000-5.500 do-la moi thang. Diém khac biét chinh
gitta ban Premium va Pro nam & khoi lwgng tham gia gitta Socialight véGi
khach hang — véi mitc 1.000-5.500 d6-la moi thang, Socialight bo ra nhiéu
gio moi thang dau tw vao lam viéc cung khéach hang.

Bon thang ttr lic trién khai ban freemium, c6ng ty nhan ra cé van dé. Khach
hang Pro tuy déng gép nhiéu vao doanh thu dong dau nhung dang tiéu ton
cta Socialight rat nhiéu tién. “Chung t6i nhan ra lgi nhuan bién thu dwoc tw
khach hang Pro kém xa so v@i tit Premium du doanh thu tw khach hang Pro
rat tot. Hon thé nita, khach hang Pro st dung rat 1au, day la diéu ching toi
chwa hiéu ro duoc trwde do,” Dan noi.

DPay la cho ma hiéu biét tinh vi vé chi so lién quan dén gia c6 vai tro rat quan
trong. Theo do6i doanh thu bang cac mitc gia ma Socialight da lam ti khi bat
dau la mot buéc khdi dau rat té6t. Nhuwng nhitng chi s6 kinh doanh chinh
khac tham chi con quan trong hon. Chang han, Socialight c6 thé tap trung
vao chi phi thu hit khach hang véi gia tri vong doi khach hang do6 dé tim ra
van dé doanh thu va chi phi. Hodc hang ciing cé thé da tap trung vao lgi
nhuan bién & giai doan dau, nhd d6 dinh hinh van dé doanh thu. Sau ctng,
cong ty tang dwgc mirc Pro 1én 5.500 do-la/thang doc quyén, mot dac diém
phan anh sy ho trg tang lén theo yéu cau ctia khach hang.
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Socialight chrra bao gid thit nghiém cac chién lwgc gia khac nhau (von ludn
thanh c6ng), nhung Dan ciling rat mudn thit. Anh n6i: “T6i nghi dang ra cé
thé gidm b tinh nang Pro mot chit va gidm gia n6 nhiéu hon.”

Viéc nay nhan manh moi can bang khéo 1éo trong mo6 hinh freemium hoac
chinh sach gid phan bac: lam sao dam béo cac tinh nang/dich vu cung cap
phu hgp dung goi v6i mic gia phu hgp? Thay vi nhin vao chinh sach gia,
Dan c6 thé thir nghiém céac chi s6 khac. Anh tim cach khuyén khich khach
hang st dung dich vu mién phi dé chuyén sang mitc Premium (va bét tap
trung vao mitc Pro). Sy tap trung vao chuyén doi (tir mién phi sang tra tién)
giip Socialight tang trudng kinh doanh va thu hit phan 16n nguwoi dung tra
tién vao bac tao 1gi nhuan.

TOM TAT

* Socialight chuyén tir m6t nguwoi tiéu dung sang thi truong kinh doanh, viéc
nay doi hoi thay doi chinh sach gia.

 DBG6i ngii sang 1ap phan tich khong chi doanh thu ma con chi phi van chuyén
dich vu va nhan ra khach hang tao doanh thu cao lai khong tao nhiéu 1gi
nhuan.

* Ho chu y dinh gia mot trong cac mitc 1én cao dén bat hgp 1y dé ngan can
khach hang mua trong khi van c6 thé tuyén b6 cong khai mitc do.

BAI HQC PHAN TiCH RUT RA

Hay xem xét tac dong cua chinh sach gia d6i vdi hanh vi khach hang ca mat
thu hit 1an khién ho khong tan thanh. Gia la mot cong cu quan trong khién
khach hang lam diéu ban mudén, va nén luén dem so sanh gia khéng chi véi
chi phi ban hang ma con va@i chi phi hang ban dugc va chi phi bién.

Nghién citu vé do co gidn gia cho thdy yéu t6 nay dién ra nhiéu nhat & cac
thi treong tré con dang phat trién. Chang han, hdy nghi dén viéc di cat toc.
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Ban c6 thé khong kiém tra gia cat; ban biét né sé nam trong mét khoang gia
nhat dinh. Néu nha tao mau duwa ban héa don 500 d6-la, ban sé no6i khung.
Co6 mot ky vong gia luon duge dinh san. Trong khi cac cong ty khéi nghiép
thwong ton tai trong nhitng thi trwong tré dang phat trién, trong dé gia
thwong cao hon va it dwgce dinh san hon, con thi triong 6n dinh thwong trai
qua dinh gia hang hoa, luat 1€, gidm gia s6 lwong 16n, hgp dong dai han va
nhitng ngoai canh khac lam d6 co gian vira m6 ta von don gian lai phitc tap
hon.

Mo hinh kinh doanh dnh hwéng dén vai tro chinh sach gia doi véi ban. Néu
la trang truyén thong, nguwoi ta da toi da doanh thu cho ban qua hinh thitc
dau gid quang cao roi. Néu la thi treong lwong dién, ban cé thé can gitp
ngwoi ban ra gia cho ding nham t6i da 1gi nhuan cho riéng minh. Con khi la
trang UGC, ban c6 thé khong can quan tam dén chinh sach gia — hoac c6 khi
lai muén ap dung phwong phap twong ty dé xac dinh mitc thwdng hay wu dai
hiéu qua nhét vdi ngudi dung.

Trong mot nghién cttu vé 133 cong ty, Patrick Campbell nhan thdy phan 16n
nguwoi trd 10i so sanh ban than véi doi tha canh tranh khi dinh gia nhw trong
Hinh 21-2. M6t s6 don thuan chi doan, hoac dinh gid dya trén chi phi cong
v6i bién lgi nhuan. Chi 21% ngwoi tra 16i néi rang ho st dung cach phat
trién khach hang.

QUY TRINH PINH GIA AP DUNG
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Hinh 21-2. Rdt it cong ty nghiém tiic diing mitc v&i chinh sdch gid

Mac du viéc dwa ra chinh sach gia ding cé vé la no lwc cta ca doi ngi,
nhung hién thuwc phdn anh qua nhitng ngwoi tra 16i rang nha sang lap la
nguwoi quyét dinh mic gia cudi cung nhw trong Hinh 21-3.
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Hinh 21-3. Sau ctng, mitc gid dén tw' y kién ctia nguoi cGp cao nhdat

Mac du c6 nhiéu cong cu thir nghiém cho cac té6 chitc muén nghiém tic dinh
gia, rat it cong ty lam gi khac ngoai viéc xem xét canh tranh. Hinh 21-4 cho
thay chi 18% cong ty tién hanh bat ky mot hinh thic thir nghiém do nhay vé
gia cuaa khach hang.

BAN SU DUNG NGUON THAM KHAO NAO?
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Hinh 21-4. Phan I6n chiing ta mu qudng chay theo doéi thu canh tranh

Cudi cung, két qua nghién citu cda Patrick chi ra rang mac cho nhitng hiéu
qua dang ké khi dinh gia ding, phan 16n cac cong ty khéi nghiép lai khong
nhin vao dit lieu thyc — ho thwong ra gia mot cach voi va.

Tém lai

Khoéng c6 luat 1é 1o rang vé tinh phi. Nhung du lwa chon mo6 hinh chinh sach
gia gi thi chia khoa van la thir nghiém. Hiéu duwgc cac mitc dinh gia phu hop
va do co gian theo gia cta thi truong rat quan trong néu dinh can bang doanh
thu va tiép nhan. M6t khi tim dwgc “diém téi wu” doanh thu, hdy nham
khoang 10% thap hon dé khuyén khich tang treéng co s& ngudi dung.

CHI PHI THU HUT KHACH HANG

Tuy khong thé noéi sé tén bao nhiéu dé cé duwgc mot khach hang mdi, ching
toi van xac dinh n6 bang mot ty 1é phan tram gia tri vong doi cta khach
hang. Py la tong doanh thu mdt khach hang mang lai cho ban trong thoi
gian con moi quan hé gifta ban va nguwdi dé. Con sé nay khac nhau tuy mé
hinh kinh doanh, do dé chiing toi sé giai quyét con so6 nay theo titng chwong
tap trung vao tirng mo6 hinh, nhung mot quy tac tot theo kinh nghiém van la
chi phi thu hit can it hon mot phan ba tong gia tri ma mot khach hang mang
lai trong su6t vong doi cda ho. Pay khong phai la quy tac c6 dinh nhung van
dugc st dung rong rai. Dudi day la mot so 1y do cho diéu do.

4 CLV ban tinh cé thé bij sai. Khong c6 gi chac chan trong bat cit mo hinh
kinh doanh nao. Ban doan minh sé kiém dwoc bao nhiéu tir mot khach hang
trong vong doi ngwoi d6. Néu doan sai, ban c6 thé da ton qua nhiéu dé thu
hat ngwoi do, va mat rat 1au dé biét dugc liéu ban da danh gia qua thap ty 1é
roi bé hay quéa cao chi tiéu cua khach hang. Zach Nies cho biét: “Theo kinh
nghiém cua toi, ty 1é roi bo c6 tac dong 16n nhat dén CLV, va dang tiéc do lai
la mot chi so thé hién két qua.” Anh dé xuat chi gidi thiéu ké hoach dang ky
hang thang lic dau dé hinh dung t6t hon tinh hinh roi bé thuc sw.
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4 Chi phi thu hit cling c6 thé sai. Ban chi tra chi phi dé thu hit khach hang
tredc. Khach hang méi lai ganh chiu chi phi ban dau d6 — lam quen dich vy,
b6 sung thém ha tang, v.v...

# Giira thoi gian ban bé tién thu hat nguwoi khac va thoi gian bu lai khoan
dau tw do, co ban ban dang “vay” tién khach hang. Méat cang lau dé thu lai
khodn tién do thi lai can cang nhiéu tién. Va vi tién dén tit khoan vay ngan
hang hodc nha dau tw c6 phan, ban sé phai tra 1ai hoac tan dung nha dau tw
dé chia nhé c6 phan. Pat dugc can bang nay rat phitc tap. Quan ly dong tién
kém sé giét chét cong ty khdi nghiép.

4 Gidi han chi phi thu hit khach hang (CAC) chi con mét phan ba CLV sé
budc ban phaéi kiém ching chi phi thu hut sém hon, khién ban thanh thyc
hon — gitp ban nhan ra thiéu so6t tredc khi qua mudn. Néu san pham hodc
dich vu t6n qua nhiéu chi phi dé van chuyén va van hanh, ban cé thé chwa c6
bién lgi nhuan hoat dong dé ho trg, va c6 thé phai ha CAC xudng thap hon
ty 1é phan tram trong CLV dé khién mo hinh tai chinh ctia minh c6 tac dung.

Yéu t6 thue sy diéu khién chi phi thu hit la m6 hinh kinh doanh nén tang.
Tuy chrra ¢6 mot mic chuan toan nganh vé thu hit, ban van nén dwa ra mot
sO bién lgi nhuan muc tiéu can dat duwgc, va phan tram doanh thu dung cho
thu hut sé diéu khién cac bién nay. Vi thé khi quyét dinh bé tién vao thu hat
khach hang, hay bat dau tir m6 hinh kinh doanh ctia minh.

Tom lai

Trir khi c6 ly do chinh dang dé lam ngwoc lai, néu khong dirng bé ra qua
mot phan ba so tién mong dgi sé thu dugc tr mot khach hang (va nhitng
khach hang nguwdi d6 moi thém veé sau) dé thu hut nguai dé.

LAN TRUYEN
Nhé lai rang lan truyén thuwce t€ 1a hai chi s6: c6 bao nhiéu nguwdi dung mai

ma moi nguoi dung hién tai moi dwgc thanh cong (hé s6 lan truyén) va mat
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bao lau dé ngudi dung lam duwgc diéu do (thoi gian chu ky lan truyeén).
Khoéng c6 mitrc “binh thwdng” cho lan truyén. Ca hai chi so tuy thudc vao
ban chat san pham ciing nhu d6 bao hoa thi truong.

Hé s0 lan truyén duy tri @ mirc 16n hon 1 1a chi s6 rat manh thé hién tang
treong va dé xudt ban tap trung vao bam tru sao cho c6 thé duy tri duoc
nhitng nguwdi dung mdi do khi tiép nhan ho. Nhung ngay ca hé sé lan truyén
thap hon ciing c6 ich vi n6 gitip gidm chi phi thu hit khach hang. Hinh dung
ban tén 1.000 do-la dé thu hit 100 ngwoi dung moi. CAC dat 10 do6-la.
Nhung néu hé so6 lan truyén la 0,4 thi 100 ngudi dung nay sé maoi thém 40
nguoi nita, nhitng nguwoi maoi nay sau do lai moi thém dugc 16 nguoi, va cir
thé tiép tuc. Cudi cung, 100 nguwdi dung do thuye ra lai la 165 ngudoi. Khi do,
CAC thuc sy la 6,06 d6-la. No6i cach khac, lan truyén la nhan t6 thic day
cho no luc tao sy chi y ctia ban. Lam ding thi né sé tré thanh mot trong
nhitng 1gi thé doc quyén ctia ban.

biéu quan trong nita la phan biét gitta lan truyén tw tao va lan truyén tu
dong. Néu dich vu c6 tinh lan truyén ty dong — nghia la st dung sdn pham
ban chat da gom cd moi nguwdi ngoai, giong cac san pham nhw Skype hay
Uberconf — ngudi dung méi dwgc mai co ly do hgp 1y dé st dung san pham.
Mot ngwoi dung Skype ban moi sé tham gia dé nhan cudc goi tir ban. Nguoi
dung tham gia theo cach nay sé gan két hon nhitng nguwoi duwgc moi theo
cach khéc it ty nhién hon (chang han nhac dén nhd truyén miéng).

Mat khac, néu lan truyén mang tinh ép budc — chang han, néu ban cho nguoi
dung sang ban beta khi ho mdi nam nguoi ban khac, hodc tdng ho cac tinh
nang bo sung khi tweet gi d6 — ngudi dung dwgc moi sé khong & lai lau.
Dropbox tim dwgc mot cach théng minh, nho thé hién la ty dong va tang thi
c6 gia tri (dung lwgng dv trit dam may) khi thyc té da phan viéc nay mang
tinh nhan tao. Ngwoi ta moi nguwoi khac vi ho muén cé thém dung lwgng,
khong phai vi muon chia sé ndi dung. Chi vé sau cong ty mdéi bo sung cac
tinh nang chia sé nang cao khién lan truyén mang tinh thyc chat hon.
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Ping bo qua chia sé qua e-mail nhw da néu ¢ Chuwong 12, viéc nay c6 thé
chiém gan 80% toan bo chia sé tryc tuyén, dac biét doi véi cac trang truyén
thong va cac khach hang 16n tudi hon.

Tom lai

Khong cé lan truyén “dién hinh” cho cong ty khadi nghiép. Lan truyén dwdi 1
gitp giam chi phi thu hit khach hang. Lan truyén trén 1 tic la ban sé tang
tredng. Va néu trén 0,75 thi moi viéc kha tét. Hay c6 gang xay dung lan
truyén ty dong cho san pham va theo doi, doi chiéu né v&i mo hinh kinh
doanh. St dung lan truyén tu tao twong ty nhw vay va doéi chiéu véi thu hit
khach hang, dong thdi phan khic qua gia tri ngwdi dung méi mang lai.

HIEU QUA DANH SACH GUI MAIL

Nha cung cap danh sach mail MailChimp chia sé mot lwgng dit liéu dang ké
vé hiéu qua ctia danh sach mail®. Ty 16 m& danh sach mail rat khac nhau
theo nganh!®. Mot nghién citu ndm 2010 chi ra e-mail trong linh virc xay
duwng, nha & va vuon, va anh dat ty 16 mé gan 30%, con e-mail lién quan dén
y té, chinh tri va am nhac chi dat khodng 14%. Va day la nhitng tin nhan
nguwoi nhan thyc sy da dang ky nhan — khong phai spam.

9 http://mailchimp.com/resources/research/

10 http://mailchimp.com/resources/research/email-marketing-benchmarks-

by-industry/

Co nhiéu diéu c6 thé lam dé tang ty 16 md& e-mail. Nham vao viéc giti e-mail
bang cach diéu chinh tin nhan t6i cac phan khic khac nhau thudc co sé
nguoi dang ky tang ty 1é nhap va mé lén gan 15%. Ty lé m@& e-mail thay doi
1o rét tuy vao thoi diém trong ngay — 3 gio chiéu thuong la lic ngudi ta co
kha nang mé& thi¢ gi d6 ra nhat. R4t it ngwdi mé e-mail vao cudi tuan. Cang
nhiéu duong dan trong e-mail thi cang c6 thém lwgt nhap vao. Va nhitng
ngwoi dang ky méi c6 kha nang nhap vao mét tin nhan cao hon.
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Jason Billingsley ggi y thit nghiém mot lich trinh gwi cho ca nhan vao ding
thoi gian dang ky cia mot nguwdi dung nhat dinh. Néu ai dé dang ky ltic 9
gio sang, 1én lich gti cap nhat cho nguwoi do vao 9 gio sang. Anh néi: “Hau
hét cong cu e-mail chwa dugc thiét 1ap cho chién thuat nhw thé, nhung dé la
mot thir nghiém c6 gia tri cao co thé tao ra két qua dang ké.”

Nhung dén gio yéu t6 16n nhat dan dén hiéu qua danh sach gwi mail rat don
gian: viét mot cau cha dé that hay. Mot cau hay dat dugc ty 16 md tr 60-
87%, con cau d& chiu ty 18 thap tir 1-14%!!. Héa ra cac tin nhdn don gian,
dé hiéu chita gi d6 vé ngwoi nhan hay dwgc md. Doi khi chi can mot tir:
Experian bao céo rang tir “d6c quyén” trong cac chién dich quang cdo qua e-
mail ting ty 16 m& c4 nhan t6i 14%12.

1L http://mailchimp.com/resources/research/email-marketing-subject-line-
comparison/

12 The 2012 Digital Marketer: Benchmark and Trend Report, Experian
Marketing Services (http://go.experian.com/forms/experian-digital-
marketer-2012).

Francois Lane, CEO ctia CakeMail, c6 thém mot s6 lwu y nhan manh moi
twong quan cua cac chi so6 phan phoi e-mail:

€ Ban gtii e-mail cho nguoi dung cang thwong xuyeén thi ty 1€ roi bo trang
va bi gan c@ la thu rac cang thap (vi nhitng dia chi d6 nhanh chéng bi x6a bo
khoi danh sach), nhung giri mail thuwong xuyén cling c6 xu huéng giam cac
chi s6 gan két nhw ty 16 ma va ty 1é truy cap bdi nguwdi nhan mét moi vi e-
mail.

¢ Ty lé bi may gan co la thw rac cao hon dan dén ty 1€ bi ngwoi gan co la
thw rac thap hon vi nguwoi ta khong phan nan vé mail ma ho khong nhan
duoc.
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¢ Ty 1é md la mot chi s vé co ban khong hoan hao vi né dwa vao viéc
khach nhan mail tadi mot diém anh an — diéu hau hét cac tng dung mail hién
dai khong thuc hién theo mac dinh. Pay la mot trong nhitng ly do chinh
khién cac nha thiét ké ban tin tap trung vao b6 cuc khéng c6 anh. Ty 1€ m@
chu yéu hitu ich cho thir nghiém dong chu dé hodc danh sach lién lac khac
nhau cho mot chién dich, nhwng né chi cung cdp mau, va mau t6t nhat thi
van co sai 1éch.

Tém lai

Ty 1€ mé va truy cap khac nhau rat nhiéu, nhung mét chién dich trién khai
tot thuwong dat ty 16 ma 20-30% va trén 5% truy cap.

THOI GIAN HOAT PONG VA PO ON PINH

Website khong phai lu6n hoan hdo. Mot nghién cttu vao nam 2012 vé cac
website tinh chay trén 10 nha cung cap dam may khac nhau chi ra rang gan
3% cac thit nghiém véi nhitng ddm may nay c6 két qua 16i'3. Vi thé ngay ca
khi trang cta ban luon hoat dong, Internet va co s& ha tang nén tang van sé
gdy ra van de.

13 Tir mot nghién cttu vé cic hang cung cdp dam mady tién hanh bsi Nhém
Nghién cttu Bitcurrent/CloudOps ttr 15/12/2011 dén 15/1/2012, két hgp véi
Webmetrics.

Pat dugc thoi gian hoat dong hon 99,95%, tic la ban chi bi truc trac 4,4 gio
moi nam, cling t6n kém. Néu nguoi dung trung thanh va gan bé thi ho sé
chiu dugc mot lwgng nho thoi gian truc trac — dac biét néu ban thang than vé
viéc do trén cac mang xa hoi va ludon bao ho biét.

Tom lai

bo6i v6i dich vu tra tién ma ngudoi dung bi phu thudc (chang han ting dung e-
mail hay &ng dung quéan ly dv 4n c6 mdy chi), ban nén dat it nhat 99,5%
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thoi gian hoat dong va cap nhat cho ngudi dung vé van dé truc trac. Cac loai
tng dung khac cé thé tru dwgc ¢ mic dich vu thap hon.

MUC GAN KET VOI TRANG

Moi ngudi déu quan tdm dén mitc gan két trang (trir khi ban doc quyén trén
di dong, nhung ngay ca néu thé, ban van thwong hién dién trén web lam
nhiém vu thiic day tai vé trén di dong). Trong mot s6 treong hop (chang han
trang thwong mai dién t tap trung vao giao dich), ban mudn khach ghé tham
dén trang nhiéu va nhanh chong gan két, nhung mét so6 treong hgp khac
(chdng han trang truyén thong kiém tién bang quang cao) ban lai muon
khach danh cang nhiéu thoi gian cang t6t.

Cong ty phan tich Chartbeat do mic do gan két cho rat nhiéu trang. Cong ty
dinh nghia ngudi dung “gan két” la ngwdi mé mdt trang va c6 lan trang, go
hay twong tac v6i trang trong vai giday. “Chung toi thuwong thdy co sy tach
biét gitta mirc do gan két ma cac trang nhan dugc trén trang dich — thuong
thu dwgc Iwu Iwgng cao va do gan két thdp — va cac trang khac,” theo 1oi
Joshua Schwartz, nha khoa hoc dit liéu lam viéc véi cong ty. “Qua mau cac
trang cua toi, thoi gian gan két trung binh trén trang dich la 61 gidy va cac
trang khac la 76 gidy. Puong nhién, con s6 khac biét nhiéu gitta nhitng trang
thanh phan va cac trang chu, nhung van la mot méc chuan hop ly.

Tom lai

Thoi gian gan két trung binh trén mot trang dai mot phut 1a binh thuong,
nhung c6 su khac biét 16n giita cac trang chinh va gifta cac trang thanh phan
cua mot trang chinh.

HIEU SUAT TRANG WEB

Cac nghién cttu da chitng minh cac trang chay nhanh thu duwgc két qua cao
hon & gan nhu toan bd cac chi s6 quan trong, ti thoi gian trén trang dén
chuyén déi cho t6i quy md gié hang'4. Thé nhung, nhiéu cong ty khéi
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nghiép trong linh vuc web lai gat thoi gian tai trang ma khong tinh ngay tw
dau. Chartbeat do dir liéu nay thong qua hang tram khach hang cho phép
cong ty phan tich s6 liéu cta ho theo cach téng hop va an danh®™. Nhin vao
cac trang nho hon cé lwu lwgng thap hon trong b div liéu, cong ty thdy
nhitng trang nay tai mat tr 7-12 gidy. Cong ty con thdy cac trang c6 thoi
gian tai rat cham cé rat it ngudi trec tuyén cung lic nhe Hinh 21-5 minh
hoa.

14 http://www.watchingwebsites.com/archives/proof-that-speeding-up-

websites-improves-onlinebusiness/

15 Chartbeat khong dwa vao dif liéu tit nhitng khach hang chon khéng tham
gia phan tich téng hgp nay; hang ciing bé di mot s giai doan c6 lwu lwgng
cao bat thwong c6 lién quan dén thoi gian bau ctt ¢ My. (TG)

“Co vé c6 mot nguong chac chan & tam 15-18 gidy, sau nguong dé ngudi
dung sé khong doi nita va lvu lwgng giam st nhanh choéng,” Joshua cho
biét. “Dang chu y nita la cac trang 16n nhat trong bo mau dit liéu cta ching
toi, nhitng trang c6 hang nghin ngudi tryc tuyén cung lic, mot s6 trong dé
c6 thoi gian tai trang nhanh nhat — thwong chwa dén nam giay.”
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Hinh 21-5. Sau khodng 10 gidy tdi trang la nguoi dung sé khong gdn bo nira
Tom lai

Tdc d6 trang la yéu to ban kiém soat dugc va cé thé tao cho ban 1gi thé thuc
suw. Hay dé toc do tai trang khong dén 5 gidy cho khach truy cap lan dau; sau
10 gidy la ban xac dinh dwgc két qua roi.

BAI TAP: TAO RA PUONG RANH GIOI CHO MINH

Trong chwong nay va sau chwong tiép theo, chiing ta sé chia sé cac ranh
gidi, hay vach moc dé ban nham t&i. Ban nén c6 san mot danh sach cac chi
sO chinh dang theo doi (hodac mudn theo doi). Gig hay so sanh nhitng chi s6
d6 véi cac ranh gigi dwa ra trong nhitng chwong tiép theo. Ban so sanh ra
sao? Chi sO nao té nhat? B6 cé phai Mot Chi s6 Quan trong nhat cua ban
khong?

https://thuviensach.vn



Chuong 22

THUONG MAI PIEN TU: PUONG
RANH GIOI

Tru’c’ic khi di vao cac chi s6 thwong mai dién ti cu thé, ching t6i mudn

cing c6 mot khia canh quan trong vé giao dién ctta hang.

Nguoi ta c6 xu huéng nghi rang moi thiét bi di dong dwgc st dung nhw
nhau. Nhu thé la sai. “Mot trong nhitng diéu kho chiu ngay nay la cach
nguoi ta dinh nghia Ivu lwgng ‘di dong’,” theo 161 nha dau tw va doanh nhan
Derek Szeto. “No6 thuong dugc dinh nghia la may tinh bang va dién thoai
thong minh, va dac biét tir géc nhin thuong mai, chiing la nhitng th rat khac
nhau. Néu t6i phai quan ly mot thi trwedng hodc giao dién ctra hang, toi sé
phan doan phan tich ctia minh thanh ba nhom: may tinh ban, may tinh bang
va dién thoai thong minh.”

Mot phan khac biét bat nguon tir sy that la ngwoi dung gan két vdi thé gisi
tric tuyén bang ba cach: tao 1ap (thuwong bang mdy tinh c6 ban phim), twong
tac (thwong qua dién thoai) va tiéu thu (bang may tinh bang). Két hgp may
tinh bang va dién thoai di dong vao cung mot nhém la mot sai lam nguy
hiém. Va moi nguwdi mua nhiéu phwong tién trén may tinh bang hon trén PC
vi d6 1a cho ho tiéu thu ndi dung.

No6i cach khac: tiéu chuan cta ban sé thay doi. N6 tuy vao liéu ban la mot
trang thuong mai dién t tap trung vao stc thu hut hay long trung thanh; lieu
khach hang mua san pham tir mdy tinh bang, dién thoai hay may tinh dé ban;
cung nhiéu khia canh quan trong khac.

Cach duy nhat xtr 1y diéu nay la do lwong, hoc hoi va phan khtic hop ly.
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TY LE CHUYEN DPOI

Thang Ba nam 2010, Nielsen Online bao céo ty 1é chuyén do6i cao nhat cta
cac hang ban 1é tryc tuyén, trinh bay & Bang 22-11,

1 http://www.marketingcharts.com/direct/top-10-online-retailers-by-

conversion-ratemarch-2010-12774/

https://thuviensach.vn



Cong ty T 18 chuyén doi
Schwan's 40,6%
Woman Within 25,3%
Blair.com 20,4%
1800petmeds.com | 17,8%
vitacost.com 16,4%
QVC 16,0%
ProFlowers 15,8%
Office Depot 154%
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Bdng 22-1. Ty Ié chuyén doi cta cdc hdang thuong mai dién tir hang dau

Nhitng trang thvong mai dién t@ 16n khac nhv Amazon, Tickets. com va
eBay c6 ty 1é chuyén déi thap hon (1an lwot 12 9,6%, 11,2% va 11,5%)2.

2 http://www.conversionblogger.com/is-amazons-96-conversion-rate-low-

heres-why-i-think-so/

Nhitng cong ty nay roi vao ba loai chinh: cac trang catalog (chita mot lwgng
dang ké cac catalog dugc in va ngoai tuyén gitp thuc day lwu lwgng), cac ga
khong 16 ban 1é nhu eBay va Amazon, cling nhu cac trang qua tang lién két
chat ché v6i muc dich, chang han mét ctta hang hoa tryc tuyén (nguoi ta
thwong hay khong tim hoa trén mang; ho vao mot trang vé hoa véi ding mot
muc dich trong dau).

Nhiéu cong ty xép hang cao theo Nielsen roi vao nhém nha ban 1é tric tuyén
trung thanh — nhitng noi thwdng c6 do chuyén doi cao. Schwan’s la ctra hang
tap hoa truc tuyén; day khong phai kiéu trang thuwong duwge moi nguwdi tim va
so sanh v@i ctra hang. Cac trang khac nhw Amazon va eBay c6 thuvong hiéu
vO cung manh da ton tai trong tiém thitc khach hang ca trén mang lan ngoai
doi. “Theo kinh nghiém cta t6i, da s6 cac cong ty khdi nghiép trong Iinh
vue thwong mai dién tf ban san pham riéng ctia minh hodc ban 1é san pham
hang khac c6 thé ky vong ty 1é chuyén doi t6i da 1-3%,” theo Bill
D’Alessandro. “Cong ty khéi nghiép khong nén dat ty 1é chuyén doi 8-10%
vao mo6 hinh ctia minh khi quyét dinh kha nang ton tai cia doanh nghiép —
diéu do sé khong bao gio xdy ra. Ba thit day ban tv 2% 1én 10% la ngudoi
dung thuc sy trung thanh, vo cung nhiéu SKU, va khach hang lap lai. Va
ngay ca thé dé van la mot thanh tyu 16n.”

Ty 1€ chuyén doi tiéu biéu cling khac biét 16n gitta cdc nganh. Mot bai dang
cta Invesp nam 2007 trich dan dit liéu khéo sét cia FireClick cho thay ty 1é
c6 thé khac nhau dén dau (xem Bang 22-2)°.
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3 http://www.invesp.com/blog/sales-marketing/compare-your-site-

conversion-rate-to-ecommercesite-averages.html
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Bdng 22-2. Ty Ié chuyén doi theo linh vuc

Ngoai nhitng nhém nay, c6 vé c6 mot quan niém réng rai rang ty 1é chuyén
doi 2-3% la tiéu biéu cho cac website thong thwong. Tac gia c6 sach ban
chay, dién gia va chuyén gia marketing s6 Bryan Eisenberg c6 10i giai thich
cho nguon goc ctia con s6 nay: nam 2008, Shop.org khang dinh thanh vién
lién két trung binh cta céng ty nam trong khodng nay, va chi s6 FireClick
cho biét ty 1é chuyén déi toan cau 1a 2,4%*. Bryan 14ap luan réng cic trang
hang dau dat cao hon vi ho tap trung vao muc dich khach tham — khi ban
dinh mua hoa, ban da quyét dinh ngay r6i; chi phai quyét dinh di hang nao
thoi. Nghién cttu gan hon vao nam 2012 wéc tinh ty 1€ chuyén déi trung binh
ciia toan bo Web 14 2,13%>.

4 http://www.clickz.com/clickz/column/1718099/the-average-conversion-

rate-is-it-myth
> http://www.ritholtz.com/blog/2012/05/shopping-cart-abandonment/
Tom lai

Néu la nha ban 1é tryc tuyén, ban sé thu dwogc ty 1€ chuyén doi ban dau
khodng 2%, con s0 sé thay déi tuy nganh, nhung néu dat duwgce 10% thi ban
dang lam rat tot. Néu khach dén vé6i cha dinh manh mé sé mua hang, ban sé
lam t6t hon nita — nhung dwong nhién ban sé phai dau tw vao dau do dé
huwéng ho vao chu dinh do.

Kevin Hillstrom & Mine That Data canh bado rang cac gia tri trung binh
thwong nguy hiém & day. Nhiéu nha ban 1é do dién t& cé rat nhiéu khach
“ghé ngang qua” nghién citu da kiéu nhung c6 ty 1€ chuyén doi thap tam
0,5%. Mt khéc, c6 mdi twong quan gitta quy mo dat hang trung binh va ty
1é chuyén déi.

Tinh trang huiy bé gié hang
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Mot nghién citu nam 2012 wdc tinh rang trén 65% ngwdi mua hiy bé gio
hang ctia minh®. Trong s6 nhitng ngudi bd, 44% bé vi chi phi van chuyén
cao, 41% quyét dinh chwa san sang mua, va 25% cho rang gia qua cao. Mot
nghién cttu vao thang Hai ndam 2012 wdc tinh ty lé huy bo ¢ mitc con cao
hon, 77%’. Cai thién tinh hinh bé trén mttc 65% cé vé 1a mot thach thiic
nhuwng diéu nay khéng ngan can cac cong ty co gang thue hién:

6 http://www.ritholtz.com/blog/2012/05/shopping-cart-abandonment/

7 http://www.bizreport.com/2012/02/listrak-77-of-shopping-carts-

abandoned-in-last-six-months.html#

4 Fab.com, m6t trang danh muc hang, bdm gio gié hang nhw mot chién
thuat ap lwc nham thuyét phuc nguwdi mua hoan thanh giao dich: mua nhanh
khong cé ngudi lay mat hang dé. Thuong hiéu ddc quyén va hwéng tiép can
chao hang kiéu dang ky trwdc, c6 gidi han cua trang nay thuc sy dugc tang
cwong bang hé bam gio hét han.

€ Néu chuan bi mua quang cdo trén Facebook, ban hdy bé qua quy trinh,
cong ty guti cho ban m6t tin dung cho quang cao dau tién dé khién ban bat
dau lai.

Gia ca c6 vé khong phdi la nhan té dnh huwdng. Listrak wdc tinh ty 1€ bo gid
hang 77%, nhung ty 1é d6 ha xuéng con 67,66% vao ngay 14 thang Muoi
mot ndam 2011 — ngay ma nhiéu hang ban 1é truc tuyén tuyén bd chwong

trinh “ngay giao hang mién phi”8.

8 http://www.internetretailer.com/2012/02/02/e-retailers-now-can-track-

shopping-cartabandonment-daily

KP Elements chuyén ban cdc san pham cham séc da chong lai chitng
keratosis pilaris (mot tinh trang da dung my pham pho bién), da chay mot
thir nghiém gia gitta mic gia 30 do-la kem 5 do-la phi giao hang trén trang
mua hang v6i mitc gia 35 db-la cho cung san pham nhung mién phi giao
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hang. Ty 1é chuyén doi chuyén tir 5% lén 10% véi thay doi don gian do. Gia
giong hét nhau la 35 do-la — nhwng dé nghi giao hang mién phi hap dan
khach hang gap doi.

Nam 2012, Baymard Institute kiém tra 15 nghién cttu khac nhau vé mitc do
bé gio6 hang va két luan ty 1é huy bo gié hang khodng 66% la mic trung
binh, dwoc thé hién trong Hinh 22-1°.

9 http://baymard.com/lists/cart-abandonment-rate
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Hinh 22-1. Cdc nghién cutu tong hop rdt tong hop

Gia ca khong chi la nguyén nhan duy nhat dan dén viéc huy bo gio hang.
Jason Billingsley cho biét hau hét cac nghién cttu vé bo gié hang khong tinh
dén cac bién sé chinh chang han ngay giao hang du kién. “Vi ngay cang
nhiéu giao dich nhay cam vé thdi gian chuyén 1én mang nén day tré thanh
dir liéu quan trong. Cac hang ban 1é phdi cho biét ngay hang dén dy kién chw
khong chi moi ngay chuyén hang va ngay hoan thién.”

Tom lai

65% nhitng nguwoi bat dau di vao kénh mua hang ctia ban sé htiy bé viéc mua
hang trudc khi tra tién.

HIEU QUA TiM KIEM

Tim kiém hién nay la cdch mac dinh ma khach hang st dung dé nghién cttu
va tim kiém san pham tir khi khdo sat cac ctra hang ban dau tGi khi dinh vi
ngay trén mot trang. Diéu nay dung trong thuwong mai dién ti, nhung cling
c6 lién quan trong mo hinh truyén thong, ndi dung nguwoi dung tao lap
(UGC) va thi truong luwdng diéen.

Cu thé trong thwong mai dién t, 79% nguoi mua hang tryc tuyén danh toi
thiéu 50% thoi gian mua sam dé nghién citu sdn pham. 44% ngwdi mua tryc
tuyén bat dau qua trinh bang cach st dung mot cong cu tim kiém1!°.

100 Tham khdo http://blog.hubspot.com/Portals/249/docs/ebooks/120-
marketing-stats-charts-and-graphs.pdf dé biét thém vé diéu nay va nhiéu s6
liéu khac vé st dung tinh nang tim kiém. Chikita cung cap so6 tim kiém trén
i0S, va Search Engine Land cung cap s6 mua trén di dong. (TG)

Luu lvong tim kiém di dong dac biét tap trung vao viéc mua hang. 44% luu
lvgng web trén iOS danh cho tim kiém, con Internet n6i chung la 36% — va
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9 trén 10 tim kiém trén di dong dan t&i hanh dong, v6i qua nira s6 do di tGi
bwdc mua hang.

Tom lai

btng chi nghi dén “di dong ngay dau tién”. Hay nghi “tim kiém ngay dau
tién”, va dau tuv vao do lwong cac chi s6 tim kiém trén website ctia ban va
ngay trong san pham dé xem ngudi dung dang tim kiém gi va khong tim
dugc thw gi.
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Chuong 23
SAAS: PUONG RANH GIOI

THAM GIA CO TRA TIEN

Céc chi s6 roi bo, gan két va ban gia tang ¢ nhiéu céng ty SaaS thudng

twong dong nhau. Nhung c6 mot yéu t6 tao ra sy khac biét 16n so véi nhiéu
chi s6 khac: yéu cau tra tién trwdc trong khi dung thi.

Totango, nha cung cdp phan mém vé gan két va tri tué khach hang s& hiru dir
liéu cta hon 100 céng ty SaaS do lwong ty 1é dung th, chuyén doi va roi
bé. Cong ty phat hién rang yéu cau thong tin thé tin dung trong qua trinh
dang ky dan tdi 0,5% dén 2% khach tham sé dang ky dung thit, con khong
yéu cau thé tin dung mang lai 5% dén 10% khach tham sé dang ky.

Puong nhién tham gia khong phdi muc dich duy nhat. Ban mudn nguoi
dung tham gia dung th tré thanh khach hang cé tra tién. Gan 15% nguoi
dung thtt khéng cung cdp théng tin thé tin dung sé dang ky theo doi c6 tra
tién. Mat khac, 40-50% nguwoi dung thit da cung cap thong tin sé chuyén doi
thanh dang ky c6 tra tién.

Hoi thong tin thé tin dung tir tride ciing co6 thé dan dén ty 1€ rdi bo cao hon
sau giai doan thanh toan dau tién néu ngudi dung khong dwgc théa man ky
vong 1o rang. Gan 40% nguoi dung trd tién co thé sé hiy dang ky — ho quén
rang minh da dong y thanh toan sau khi hét han dung thit va khi ho thay thé
ctia minh bi thu phi, ho lai hday. Tuy vay, khi da vigt qua tré ngai ban dau
nay roi thi phan 16n nguwoi dung sé gan bo hang thang. Mot nghién citu cta
Pacific Crest vao nam 2009 chi ra rang nhitng céng ty SaaS giéi nhat trong
linh virc ¢ géng dat ty 18 roi bo hing nam duwdi 15%!.
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1

http://www.pacificcrestnews.com/saas/Pacific%20Crest%202011%20SaaS%
20Workshop.pdf

Béng 23-1 tom tat ngan gon diém khac biét chi s6 khi cé va khong c6 cung
cap thé tin dung trudc.
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?

Tcthanh nqudicingfy i 15%

iibsviogaidoantrddeutn | Ducid0' D 0%

Thea i dal a&ncud % | M

Bdng 23-1. Anh huéng khi doi héi thé tin dung dé thir mét san phdm Saas.

Thé tin dung khong phai la chi s6 duy nhat thé hién ty 1é chuyén d6i. Mot s6
nguoi thit san pham SaaS chi vi to0 mo; nguwdi khac lai danh gia cong cu rat
nghiém tic. Ho thé hién nhitng hanh vi khac nhau va c6 thé goi la mot phan
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doan riéng biét dya trén hanh vi va mat bao lau dé dau tv vao kham pha san

pham.

Hay nhin vao hai phéu co ban dé xem hai m6 hinh hoat dong ra sao, tap
trung vao phan tich ctia Totango vé “nhitng nha danh gid nghiém tic” nay,
va st dung gia tri cao hon ti Bang 23-1. Hay xem Bang 23-2.
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Bdng 23-2. Hai phéu gdn két va roi bé

Trong vi du don gian nay, ta thady yéu cau thong tin thé tin dung trwéc dan
dén 30 khach hang tra tién (tir 5.000 khach tham), nguwgc lai khong lam thé
mang lai s6 khach hang tra tién gdp déi (tong cong 60). Birc twong phi
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(paywall) gat nhitng nguwoi danh gia khong nghiém tac di — nhung n6 cling
gat di ca nhitng ngudi lwong ly. DUt liéu cia Totango cho thay vdi hau hét
nha cung cap SaaS, 20% khach tham la nhitng nguwoi danh gia nghiém tuc,
20% la nguoi danh gia binh thwong, va 60% don thuan 1a tdo mo thoi.

Céch tiép can tot nhat l1a diéu chinh marketing theo ngwdi dung dwa trén hoat
dong cua ho. Ban can thuyét phuc nhitng ngwoi danh gia nghiém tic rang
ban la Iya chon ding dan, va thuyét phuc nhitng ngudi danh gia binh thuwong
tréd nén nghiém tic hon. Xac dinh nhitng khia canh nghiém tic qua phan tich
stt dung va tap trung cac nguon lyc ban hang 1én nhitng nguwdi dung dé. Két
hgp phan tich s dung (tim ra ngwoi nghiém tic) véi ma ctta (khong con
birc twong phi) dé tao ra két qua tot nhat.

Hay thém mot phéu thit ba vao hai phéu tridc — trong dé nha cung cdp SaaS
chu dong xac dinh va thu hut nhitng nguwoi danh gid nghiém tic bang
marketing cé diéu chinh. Trong treedng hop nay, tuy ai cling c6 thé thir cong
cy, it ngwoi dang ky hon, nhung nhitng ai c6 thir thuwong cé nhiéu kha nang
van & lai (xem Bang 23-3).
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Bdng 23-3. Dir liéu cua Totango vé phéu thir ba danh cho nguoi danh gid

nghiém tuc

Theo nghién cttu cua Totango, cach tiép can tot nhat 1a khong dat ra bic
twong thé tin dung mdi cho thtr dich vu ma hay phan khuc nguoi dung ba
nhom — sau d6 quang ba cho nhitng nguoi cha dong, cham chit nhitng
nguoi binh thwong, va khong ton thdi gian cho nhitng nguwdi chi ghé qua vi
to mo (hoac t6t nhat, nhd ho ké véi ban bé, nhitng nguoi cé thé cé trién

vong thuc sv).
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Tom lai

Néu yéu cau cung cdp théng tin thé tin dung trudc, xac dinh sé chi 2% khach
tham tht dich vu ctia ban va 50% trong do6 sé dung dich vu. Néu khong yéu
cau cung cap théng tin thé tin dung, xac dinh 10% sé thit, va dén 25% sé
mua — nhung néu ho bi bat ngd tredc mot thanh toan thi ban sé nhanh chéng
mat ho. Trong vi du trudc, khong yéu cau thé tin dung trwdc tang 40% ty 1€
chuyén do6i, mién la ban c6 thé diéu chinh no lyc ban hang theo tirng phan
khic nguoi danh gia dwya trén hoat dong cua ho.

PHIEN BAN MIEN PHI VA TRA TIEN

Mot trong nhitng tranh cdi chinh sach gid 1én nhat ¢ cac cong ty khéi
nghiép, dac biét nhitng cong ty khéi nghiép dva trén phan mém, la chuyén
gitta mo hinh phién ban mién phi va tra tién.

Nguai ing hd mo6 hinh mién phi chi ra rang ti€p nhan va chu y la nhitng yéu
t0 mang lai tién quy gia nhat. Twitter doi dén khi c6 hang triéu nguwoi dung
hoat dong m@i dwa vao quang cao, va mac cho 16i phan doi vé cac tweet
dwgc quang cao, tang trrdng van cit tiép dién. Chris Anderson, tirng la tong
bién tdp cuda tap chi Wired va la tac gid cuén The Long Tail (Cai dudi dai),
nhan thdy King Gillette da tién phong y twéng cho di mot thi (can) dé kiém
tien tir thit khac (Iudi dao cao)?. Nhung ngudi ding tryc tuyén thudng mang
niém tin manh mé la Internet phai mién phi, nghia la rat kh6 dé thu tién ngay
ca vOi nhitng thir c6 gia tri.

2 http://www.wired.com/techbiz/it/magazine/16-03/ff_free

Nguoi phan d6i mo6 hinh mién phi nhan thay doi vdéi nhitng hang thanh cong
nhv Dropbox hay Linkedln lai c6 cd mot bé cac cong ty phai nging kinh
doanh vi ¢t di cho san pham. Trong mot vi du dwgc tap chi Wall Street

Journal trich dan, cong ty phan mém quan ly thanh toan Chargify dang trén
bo vire that bai vao nam 2010 — nhwng sau dé chuyén sang mo hinh tra tién,
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va vao thang Bay nam 2012, bat dau thu dwgc 1gi nhuan vaéi 900 khach hang
tra tiéns.

3 Sarah E. Needleman va Angus Loten, “When Freemium Fails,” Wall Street
Journal, 22/8/2012;
http://online.wsj.com/article/SB100008723963904437137045776037823173
18996.html. (TG)

Neil Davidson quan tdm dén do pho bién ctia ban mién phi, dic biét tir cac
cong ty khdi nghiép. Anh néi: “T6i nghi v6i hau hét moi nguwdi, mé hinh
mién phi la khong bén vitng. Rat kho tao ra thit gi da t6t khién nguoi ta
muon dung, nhung néu c6 khac biét tinh nang du tot & phién ban tra tién sé
khién ngudi ta nang cap.” Neil tin rang nhiéu cong ty khéi nghiép thu phi
qua thap va danh gia thdp ban than. “Néu dang tao dyng thitr gi ma khach
hang danh gia cao thi dirng ngai ngan bao ho tra tién cho thit d6. Néu khong
lam thé thi sé khong kinh doanh dugc.”

Ngay ca khi ban mién phi c6 tac dung, nguwoi dung doéi khi ton nhiéu thoi
gian md&i bat dau mua hang. Phil Libin cia Evernote ké vé “do thi nu cuoi”
nhv Hinh 23-1, minh hoa cach khach hang da ting bé san pham mét lan

cudi cling lai quay lai®.

4 http://www.inc.com/magazine/201112/evernote-2011-company-of-the-

year.html

Phil wgc tinh rang tuy dwéi 1% ngudi dung nang cap 1én phién ban tra tién
sau thang dau tién, con s6 van tang lén dén 12% sau hai nam. Trén thuc t€,
khi duy tri dugc da lau dé thu thap dwgc mot nhom ngwdi dung sau cung
cling sé nang cap, cong ty trai nghiém mot diéu David Skok goi la tiv bo
“tiéu cyc” — xdy ra khi mé rong san pham, ban gia tang hay ban chéo cho co
s@ khach hang hién tai virgt qua doanh thu ma ban mat di vi khach hang bé
di°>. Nhung nhiéu nha phéan tich lai coi Evernote 13 mot truong hop la
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thwvong: néu khéng thue sy tét trong phwong phap ban dung thit, nguwdi dung
mién phi c6 thé khién ban pha san.

> http://www.forentrepreneurs.com/why-churn-is-critical-in-saas/

https://thuviensach.vn



Phan tram ngudi disng trd lai hamng thang

[l o |
T
==

L
>
==

—
==

1AM NN

Thi gian sau khi dang ky khich hang

INAM

https://thuviensach.vn



Hinh 23-1. Evernote goi ddy la do thi nu cuoi, nhung khéng chi vi hinh dang
dau

Jules Maltz va Daniel Barney lam viéc tai IVP la m6t doanh nghiép von chu
s@ hitu tang tredng va von dau tw mao hiém, dé xuat rang cac mé hinh phién

ban mién phi c6 hiéu qué d6i véi cac san phdm c6:°

® http://www.ivp.com/assets/pdf/ivp_freemium_paper.pdf

4 Chi phi dich vu giao hang cho ngudi dung bo sung thap (titc chi phi bién
thap).

4 Hinh thitc marketing ré, tham chi mién phi dién ra khi moi nguwdi diung
san pham.

4 Cong cu twong doi don gian khong doi hoi danh gia hay dao tao 1au dai.

€ Mot dé xuat “nghe c6 vé thuan tai” khi né mién phi. Mot s6 san pham
(nhw bdo hiém cho cha nha) c6 thé khién nhitng khach hang tiém nang dé
phong néu dugc gidi thiéu mién phi.

¢ Gia tri tang 1én khi ai d6 dung san pham lau hon. Chang han, Flickr thu
duwgc nhiéu gia tri hon khi ban Iwu trit cang nhiéu hinh anh.

4 Hé s0 lan truyén tot, tirc ngwoi dung mién phi trd thanh ngwdi marketing
ludén cho ban.

Vay néu ban dang thu phi thi sao? Christopher O’Donnell thudc Price
Intelligently chi ra rang cac cong ty khai nghiép dang c6 can bang gitra t6i
da doanh thu (kiém nhiéu tién nhat cé thé) vGi t6i da doanh s6 don vi
(khuyén khich tiép nhan rong rai khi doanh nghiép 16n manh) va nhan thitc
gia tri (khong dinh gid qué4 thdp khién ngudi mua nghi ngd)’. Nguoi ban
cling phai hiéu cach thu nhiéu tinh nang hodc dich vu vao mot goi va hiéu
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cach thitc ban nhitng goéi nay theo cac cdp dé vuwon t6i nhiéu thi truong voi
nhitng diém gia khac nhau.

7 Christopher o’Donnell, Developing Your Pricing Strategy;

price.intelligent.ly/downloads/Developing_Your_Pricing_Strategy.pdf. (TG)

Ngay ca khi ban thu phi tat ca khach hang, ban van c6 thé thit nghiém chinh
sach gia theo hinh thitc quang cao, giam gia va khuyén mai gi¢i han. Moi
hinh thitc nay la mo6t gia thiét phu hop cho kiém tra gitta cAc nhom (néu
dung khuyén mai gidi han) hodc so sanh A/B (néu dé xuit mic gia khac
nhau cho cac khach khac nhau).

Alex Mehr, nha sang 1ap trang hen ho truc tuyén Zoosk, hiéu ro duwong cong
“doanh thu t6i wu”. Nhung anh 1dp luan rang cong ty khdi nghiép nén can
than v&i viéc thu phi qué it®. “T6i tha kiém duoc it tien hon 10% nhung thu
dwgc nhiéu khach hang hon 20%. Ban mudn nghiéng mot chit vé phia bén
trai dinh. Cho do la tam 90% diém t6i da doanh thu.” Tuy vay, Alex bd qua
van dé do co gian, nhan thitc gia tri va gidm gia chién lugc trong mo hinh
cta minh.

8 Tarang Shah va Sheetal Shah, Venture Capitalists at Work: How VCs
Identify and Build BillionDollar Successes (Apress), dugc Sean Ellis trich
dan tai at http://www.startup-marketing. com/greatguidance-on-pricing-
from-zoosk-ceo/. (TG)

BAN GIA TANG VA DOANH THU TANG TRUONG

Nhitng nha cung cap SaaS t6t nhat c6 kha nang tang treéng 20% doanh thu
moi khach hang hang nam. Doanh thu nay dén tir nhitng ngwoi dung bo sung
thém vao s0 lwgng dang ky khi tng dung lan truyén qua té chitc, cling nhw
chudi cac khuyén mai theo bac va 16 trinh khuyén khich mua thém dé dang.
Néu lam ding cach, doanh thu tang thém tir viéc khuyén khich mua thém sé
gan nhu bu dap dugc ton that 2% hang thang vi khach bo di. Nhung do la
nhitng cong ty xuat sac nhat trong nhitng cong ty xudt sac, va ho dwa ra 10
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trinh 10 rang dé kiém tién tir khach hang khi khach hang st dung dich vu
nhiéu hon.

Patrick Campbell phan tich dit liéu an danh tong hgp dé do lwdong s6 ngudi
dang ky ctia mot cong ty chuyén lén mic mét cap. Anh phét hién trong mau
ctia minh, 0,6% ngudi dung mién phi chuyén sang khach hang tra tién trong
mot thang nhat dinh, va 2,3% ngudi dung cta cong ty chuyén tir cap tinh gia
thap sang cap tinh gid cao trong mot thang cu thé.

Tém lai

Hay c6 gang dat dén mitc tang doanh thu khach hang 20% — c6 thé gom ca
dang ky bo sung — mo6i nam. Va hady c6 gang khién 2% s6 ngudi dang ky tra
tién tang so tién ho trd moi thang.

KHACH HANG ROI BO

(Ty lé khach hang roi bo cling dong vai tro quan trong trong tro choi di
dong , thi truong luong dién va trang UGC)

Nhitng trang hodc ng dung SaaS t6t nhat thwong cé ty 1é khach hang roi bo
tr 1,5% dén 3% moi thang. V@i nhitng trang khac, con s6 thuong thay doi
tuy theo cach ban dinh nghia khach hang “khéng con gan két”. Mark
MacLeod, doi tac tai Real Ventures, cho biét ban can dat ty 1€ roi bé hang
thang dwdi 5% trwde khi biét minh c6 doanh nghiép da san sang md rong.
Tuy nhién, hdy nhé rang néu khién nguwoi dang ky bat ngo theo mot cach
khong tot (chang han tinh tién thit ho khéng biét minh da dat) thi ty 1€ roi bo
sé tang vot trong giai doan thu tién dau tién, c6 khi dén 50%, vi vay nén dwa
ty 1€ nay vao phép tinh toan cua ban.

David Skok dong y v6i nguong ty 1€ roi bd 5%, nhung chi vGi cac cong ty
giai doan dau, va cho biét ban phai nhin ra 16 trinh ro rang dé thu duoc ty 1€
roi bo dudi 2% néu mudn ma rong dang ké doanh nghiép:
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Trong nhitng ngay dau mét doanh nghiép SaaS, ty 1€ rdi bo khong c6 vai tro
gi nhiéu. Ct cho la ban mat 3% khach hang moi thang. Khi ban chi con 100
khach hang, mat ba trong s6 d6 cling chwa té lam. Ban c6 thé dé dang tim ba
ngwoi khac thay thé ho. Tuy nhién, khi doanh nghiép 16n manh vé quy mo,
van dé trd nén kho khan. Hay twdng tuwgng ban da trd thanh céng ty 16n thyc
sw va c6 mot trieu khach hang. Ty 1é roi bo 3% tirc la ban mat di 30.000
khach hang moi thang. Con s6 nay hda ra kho thay thé hon rat nhiéu.

NGHIEN CUU TINH HUONG: CHI SO CHINH CUA OFFICEDROP:
ROI BO CO TRA TIEN

OfficeDrop gitip cac cong ty nho quan ly gidy to va dir liéu so trén dam may.
Dich vu cta cong ty cung cap luu trit dam may tim kiém dugc, di lién voi
cac tng dung tai vé cho phép doanh nghiép dong bo, quét, tim kiém va chia
sé tép tin bat ct dau bat cit lic nao. Hién tai, c6 hon 180.000 ngwdi dung lwu
tri* dt liéu trong dich vu nay, va nguoi dang ky truy cap va tai lén hang trieu
tép tin moi thang.

Cong ty dwa ra giai phap la mo hinh freemium c6 mot ké hoach mién phi va
ba ké hoach tra tién. Chuing t6i da no6i chuyén véi Healy Jones, Phé Giam
doc Marketing, dé hiéu thém vé cac chi s6 chinh va nhitng bai hoc thu dugc
cuia cong ty.

Healy cho biét:“Con s6 quan trong nhat véi ching toi la ty 1€ rdi bo co tra
tién.”OfficeDrop dinh nghia ty 1€ rdi bd cé tra tién la s6 nhitng ngwoi dung
tra tién chuyén xudng go6i mién phi hodc huy luén chia cho tong sd6 nguoi
dung tra tién da roi bo vao dau thang.

boi vai OfficeDrop, ty 1€ rdi bd 1a chi s6 chinh cho biét sitc khée tong thé
cta doanh nghiép. Healy giai thich: “Chang han, chiing t6i xac dinh dugc
thong diép marketing hiéu qua ra sao dva trén ty 1€ nguwdi dung tré tién roi
bd — néu nhiéu khach hang mai bo di thi chiing t6i biét duwgc thong diép cta
minh chwa phu hgp vai thir khach hang
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thue sy tim kiém khi bat dau dung san pham. Chung t6i ciing biét duwgc qua
trinh phat trién tinh nang cé dang tién trién theo hwéng ngwoi ding ci muén
khong: néu ho tiép tuc dung trong khoadng thoi gian dai thi chiing t6i dang
lam t6t, nhwng néu ho nhanh chéng bé di thi ching t6i dang khong phat trién
san pham theo hwéng ho mong dgi. Chiing t6i cling biét dwgc ¢ 16i nao
dang khién nguoi dung kho chiu khong — néu rat nhiéu khach hang hty vao
mot ngay nhat dinh thi ching t6i phai nhin lai va kiém tra xem c6 van dé ky
thuat nao khién nguwdi ta byc minh khong.”

Cong ty dat muc tiéu ty 1é roi bo hang thang duwéi 4%. Healy noi: “3% thi
tot. Trén 5% tirc la cong viéc kinh doanh khong thuc sy tao dwoc tang
tredng ty suat lgi nhuan gop bién tich cuwe.” Gan day nhat, Healy tiét 10 cong
ty da dat ty 1€ rdi bé 2% va hy vong duy tri dugc con s6 do.

Nhw thwong 1€, ty 1€ roi bo la ddo nghich cta ty 1€ gan két, va day la chi s
chinh thit hai ctia OfficeDrop. N6 dinh nghia ngudi dung chu dong la nguoi
c6 stt dung sdn pham trong thang trudc do6. Khi OfficeDrop trién khai,
nhitng nguoi sang 1ap gia dinh ngudi ta sé khong mudn cai chwong trinh trén
may tinh hay thiét bi, thay vao dé6 ho mudn cé mat trai nghiém tim kiém trén
trinh duyét. Healy cho biét: “Chung t6i lam moi thit theo ban nang, va hau
hét déu sai. Chiing t6i dwa ra gia thiét rang trai nghiém trinh duyét tim kiém
— von la cach bat dau dé nhat va c6 rao can tham gia cho khach hang méi
thap nhat — sé tao dugc gan két hon, nhung ching t6i khong thay cé gan két
thuwc su nao ca, va theo do cling khong c6 tang trudng khach hang thuc s
hay ty 1€ roi bo thap di, dén khi ching t6i xay dung ng dung tai ve.”

Hinh 23-2 thé hién hinh chiéc gay hockey kinh dién vao thoi diém thang Sau
nam 2011. D6 thi do co s& khach hang tang 1én (la két qua cua do gan két
tang va roi bo giam).
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Hinh 23-2. Ban c6 phdt hién ra OfficeDrop bé sung ting dung khdch hang di
déng vao thoi diém nao khong?

“Vao gitta nam 2011, ching t6i chuyén sang di dong va bat dau gidi thiéu
OfficeDrop la &ng dung di dong, diéu do da tao tac dong rat 16n,” Healy cho
biét. “Con mot diém nita hoi khé phét hién — nhung cling quan trong ngang
thé — la khi ching t6i phat hanh ng dung may quét trén may tinh dé ban
Mac vao thang Mot nam 2011. D6 la ing dung tdi vé chinh dau tién cda
ching t6i, n6 dugc bao chi dwa tin va mang lai do gan két con cao hon nita.”

Sau khi nhan thay diém di 1én dau tién trong do gan két, OfficeDrop cam két
phat trién cac san pham di dong. Cong ty trién khai mot ng dung Android
vao thang Nam nam 2011, sau d6 la tng dung iPhone vao thang Sau nam
2011. Healy noéi: “Di nguwogc lai vGi gia thiét, chung t6i xay dung mot @ng
dung mdy tinh dé ban chitng té6 dwgc thanh cong. Toi coi dé la mot budc
chuyén hwéng chién lwgc, va cho ching t6i ty tin dé thay doi san pham. Két
qua da ro: do gan két dugc céi thién va ty 1€ roi bo giam di.”

TOM TAT

» OfficeDrop theo doi ty 1€ roi bo cé tra tién — nhitng khach hang tra tién
chuyén sang mo6 hinh mién phi méi hoac bo di — coi d6 la Mot Chi s6 Quan
trong Nhat.

 San pham ban dau tap trung nhiéu vao trinh duyét, va cho rang nguoi dung
khong muén mday ban hay di dong dya theo linh cdm ctia ngwoi sang 1ap.

* Ra mat &ng dung may quét, sau dé la phan mém di dong thic day cong ty
tang truong nhanh chéng.

BAI HQC PHAN TiCH RUT RA

Luon chat van gia thiét caa ban than, ké ca khi ban van thdy minh tao dwgc
sy thu hit. Khach hang mu6n dung nhitng &ng dung nhat dinh theo nhitng
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cach nhat dinh — danh dau ban do trén dién thoai chang han. Thyc hién phan
tich “mdt ngay dién hinh”, hay thir nghiém chuyén hwéng chién lwgc chinh
bang cach gigi thiéu mot tng dung don gian thwong gitp chitng minh hoac
phti nhan mot gia thiét nhanh chéng va thay doi van may cta ban vinh vién.

Nhitng san pham hodc dich vu nhat dinh thwong bam tru rat tot, mot phan vi
trai nghiém rang budc nguoi dung. Vi duy, cac trang tai anh va dich vu du
phong trie tuyén rat kho roi bé vi céd qua nhiéu dit liéu trén do, vi thé ty 1€
roi bé doi véi nhom san pham nay cé thé thap hon. Mat khac, & nganh cé
chi phi chuyén doi twong doi thap thi ty 1€ rdi bé sé cao hon dang ké.

Cac trang xa hoi cling c6 san vai manh cua riéng ho. Néu ngudi dung co roi
bé Facebook, trang sé nhac ho rang nhiéu nguwdi ban than sé nhé ho — va ho
sé mat anh ctia nhitng nguwdi ban dé. Bay la mét vi du vé manh danh vao
cam xuc, vé sau da dugc dit lieu chitng minh: khi dwa vao thwe hién, trai
nghiém “t6i 16i” cu6i cung nay da gidam duwgc ty 1€ nging hoat dong tai
khodn dén 7%, titc 1a hang triéu ngudi dung da & lai Facebook.

Néu ban dinh dwa cho nguoi dung mét dong lwc dé khién ho bam tru véi san
pham — chang han mot thang mién phi hodc nang cdp lén dién thoai méi —
ban sé phai so sanh chi phi lam viéc do6 vai chi phi thu hiat mot khach hang
nita. Pwong nhién, néu dé lot ra viéc ban dang khuyén khich nhithg nguoi
dung khong hai long bam tru tiép thi nhiéu khach hang ciing c6 thé doa bo di
chi dé nhan giam gia, va lan truyeén tin lai la viéc ma Internet lam.

Tom lai

Hay c6 gang giam dén mitc 5% ty 1€ roi bé mot thang triwdc khi nhin sang
nhitng yéu td6 khac dé téi wu hoa. Néu ty 1€ rdi bé cao hon thé, kha nang la
ban chwa da bam tru. Néu dat dugc ty 1€ roi bé & 2% thi ban dang lam rat
tot.
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Chuong 24

UNG DUNG DI PONG MIEN PHi:
PUONG RANH GIOI

TAI VE TREN DI PONG

Ngémh tng dung di dong phai chiu tinh trang “cai dudi dai” vé khia canh
do pho bién: mot so it wng dung rat thanh cong, nhung da s6 déu viung vay
kho s&. Theo Ken Seto, nha sang 1ap va CEO cong ty tro choi di dong
Massive Damage thi “Mot s6 nha phat trién tro choi doc 1ap chi thu dwoc vai
lwgt tdi vé mot ngay. Con s6 nay hoan toan phu thudc vao marketing, lan
truyén va xép hang trén ctra hang ng dung.”

Nganh nao cling déu c6 doi tha canh tranh. Nhung véi ing dung di dong, hé
sinh thai ctra hang tng dung dat canh tranh Ién hang dau. Ban khong thé
phét 10 vi tri cia minh, va khong dwgc ngoi nghi. Anh néi, “Van deé la rat
kho dé ditng vitng & mot vi tri nhat dinh vi ai quanh d6 cling muén vuot
minh. Vi thé néu tro choi khong tao dwgc lan truyén ty nhién — hodc dugc
Apple quing cdo hay marketing tra tién — ban sé truwgt dai trén bang xép
hang. Khong c6 gi goi la ‘dién hinh’ ¢ day ca.”

Tom lai

Hay xac dinh ban than ban sé chiu sy chi phdi cia quang cao, marketing va
tinh bat ngd ctia moi trwong civa hang ng dung. Tran chién trén ctra hang
tng dung c6 thé khién ban mat tinh than, nhwng nguwdi phat trién di dong
thong minh tan dung sw d6i dao thong tin vé do6i tha canh tranh dé xem diéu
gl hiéu qua, lam theo thanh cong va tranh nhitng sai sot cua ho.

KiCH THUOC TAI XUONG TREN DI PONG
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Ung dung di dong ngdy cang phtc tap hon khién kich thuéc tép tng dung
cling tang lén. Tuy vay diéu nay dwa dén mdt rdi ro cho nha phat trién;
nguwoi dung bi két n6i chdm hon c6 thé ngung tdi xudng. Alexandre
Pelletier-Normand, dong sang 1ap Execution Labs, nha tang toc phat trién tro
choi, néi rang: “Néu mubn &ng dung ai cling tai duwgc vé & bat ctt dau thi
kich thwéc phai dudi 50 megabytes ngay lic dau.”

Ung dung 16n hon 50Mb trén thiét bi iOS s& can két n6i Wi-Fi. Néu ngudi
dung khong c6 két n6i Wi-Fi, nguoi do sé khong thé tai ttng dung veé va it c6
kha nang sé tht lam lai.

Ban c6 thé tdi @ng dung 16n hon 50Mb trén thiét bi Android, nhung qua
trinh nay thwong bi dnh hwéng nhiéu béi mot canh bao tir Google Play khi
gian doan ngudi dung va dan dén toc do chirng lai dang ké trong qua trinh
tai.

Alexandre rat can trong dung cum ti* “ngay lic dau” khi n6i dén lwot tai vé
dau tién tir App Store ctia Apple hay Android. Anh cho biét: “Mot s6 nha
phat trién sé tap trung vao gidi han nay bang cach dwa mot ing dung kich
thuwdc nho trén cong Google hodc Apple, sau d6 tng dung nay sé tdi noi
dung b6 sung mot cach ‘dwong hoang’ tir mdy cht nha phat trién trong Iic
ban choi.”

Tom lai

Hay gitr kich thwdc tai vé lan dau nho théi, va hwéng téi con s6 dudi 50Mb
dé giam dén t6i thiéu so6 bo di khi tai.

CHI PHi THU HUT KHACH HANG DI PONG

Mot s6 nha phat trién tng dung st dung dich vu marketing ctia bén thi¢ ba
dé tra tién cai dat. Pay la ving mau xam vé dao dic doi véi nhitng nha phat
trién di dong: ho tdn dung “nguwdi dugc tra tién dé cai” dé ty tang manh so
lwgng tai vé va cai thién xép hang véi hy vong sy cdi thién xép hang nay sé
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thuyét phuc nguoi dung thyc sy tdi @ng dung vé. C6 nhiéu dich vu
marketing hgp phap cho nhitng nha phat trién tro choi va &ng dung di dong,
nhung hay coi chitng ban lam viéc véi ai. Mac du rat it ngwoi tiét 16 mic gia
v6i ching t6i nhwng nhitng dich vu nhw vay tén tir 0,10 do-la dén 0,70 do-la
cho moi lwgt cai dat la mic thap nhat.

Vi rét it lwgt cai dat kiéu nay dwa ho tréd thanh khach hang gan bé nén quan
trong la ban biét loai ra nhitng ngwoi dwoc thué cai dé tranh gay nhiéu cac
chi s6 khac. Chi s6 ban can quan tam thuc sy la cé bao nhiéu nguoi dung
hop 1€ ma nhitng ngwoi duge thué cai mang lai, va bao nhiéu trong do tro
thanh nguwdi dung gan két c6 tra tién.

Mot hinh thie thu hut hgp 1€ nita la bang quang cao hodc quang cao bén
trong (tng dung. Nhitng loai nay co ban c6 mitc gia 1,50 do-la dén 4,00 do-la
moi lwgt cai dat; nhitng lwgt cai dat nay cé kha nang mang lai ngudi dung
thue sy cao hon vi ho tim hiéu vé tng dung va tw liwa chon cai n6. Ken Seto
cho biét: “Cai kho la dwa chi phi trung binh moi lwot cai dat (ca cai dat thué
va cai dat hop 1€) vé mic 0,50 do-la dén 0,75 db-la. Tuy nhién, cac con so
nay déu dua trén nhitng tro choi mién phi [thu tién trong khi choi]. T6i cho
rang cai dat tra tién doi vai tro choi tra tién khong c6 hiéu qua vé tién.”

Keith Katz ciing cdnh bao chi tiéu dat dén mitc CLV ma anh chitng kién rat
nhiéu nha phat trién ng dung dang lam:

Qua nhiéu nha phat trién tro choi di dong nghi rang phép toan hiéu qua khi
ban bo tién dén mic dat gia tri vong doi khach hang. Nhung ho duwong nhw
quén mat ban phai trd thué cho chinh phu tt doanh thu, r6i c6 ca 30% “thué
nén tang” do App Store ctia Apple hodc Google Play dwa ra. Néu ban chi 1
do-la dé tao ra 1 d6-la doanh thu, thuyc chat ban chi gan 1 do-la dé tao ra
0,60 do6-la thoi.

Tom lai
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Tra khoang 0,50 do-la cho mot lwgt cai dat tra tién (thué), va khoang 2,50
do-la cho mot lwgt cai dat chu dong thyc sy, nhng dam bao chi phi thu hat
tong cong cua ban thap hon 0,75 do-la moi nguwoi dung (va dwong nhién
thap hon gia tri vong doi ctia mot ngwdi dung). Nhitng chi phi nay dang tang
1én, mot phan vi cac nha xuat ban va xwéng 16n dang tham gia nhiéu hon
vao thi treong di dong va thiic day chi phi tang cao hon, va mét phan vi ap
ché 1én mot s6 chién thuat dich vu marketing cung cap cai dat tra tién.

NGHIEN CUU TINH HUONG: SINCERELY HIEU PUQC THACH
THUC CUA VIEC THU HUT KHACH HANG TREN DI PONG

Sincerely Inc. 1a hang tao dwng mang lwGi tang qua Sincerely va mot s6 &ng
dung di dong gom Postagram, Ink Cards va Sesame Gifts. Ung dung dau
tién ctia cong ty, Postagram, cho ngudi dung tao va giti mot buwu thiép tuy
chinh tir bat ctt dau trén thé gidi. Ung dung th hai, Ink Cards, cho phép
nguoi dung gui thiép chuc mirng c6 ndi dung ca nhan. Va Sesame Gifts cho
phép nguoi diung giri cac bd qua tang theo chu dé trong mot chiéc hdp xinh
xan. Cong ty da phat trién tr mon do chuyeén tay don gian nhét — chiéc buu
thiép — dén nhitng mén qua gia 30-50 d6-la nhd Sesame.

Khi cong ty lan dau xay dung vao nam 2010, cac nha dong sang lap Matt
Brezina va Bryan Kennedy dwa ra gia thiét rang quang cao di dong sé giong
nhuw Google AdWords nam 2000 — nhitng nguwdi chuyén sém (sang st dung
quang cao di dong) sé thu duwgc 1gi thé rat 16n trén mot kénh thu hiat nguoi
dung khong 16 ma chwa han hiéu qua. Matt cho biét: “Chung t6i tim ra nho
ban moén qua don gidn nhat trén hanh tinh 1a chiéc buwu thiép 99 xu, ching
t0i c6 thé dé dang thu dwgc ngwoi dung, 1dy thong tin thé tin dung va bat dau
bién mang lwdi tang qua cta minh sinh 10i. Chién thuat nay dwa trén cam
tinh va mot s6 thr nghiém nhé tién hanh trén mdt tng dung khong c6 tén
tudi (ttc mot wng dung ré rang khong cé két ndi vGi thwong hiéu
Sincerely).”
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Hoa ra Sincerely c6 thé mua dugc nguoi dung qua quang cao di dong cho
Postagram, nhung chwa da thap. Matt néi: “Chi s6 thanh cong la mua duwgc
mot nguwodi dung Postagram vGi mitc gia da thdp dé ho mang lai lgi nhuan
trong chra diay m6t nam. Va néu khong dugc, c6 thé quang cao chéo véi
mot ng dung tang qua khac dat hon dé khién ho mang dwgc lgi nhuan vé
trong vong mot ndm, va cudi cung dat mic ba thang.”

Matt va Bryan nhan thdy quang cdo di dong khong nhitng dat ma con kho
theo doi va ty 1é chuyén doi tir Iac thu hit 1an dau sang cai dat va chay trén
di dong rat té. Vi thé, ho trién khai Ink Cards sau thang sau Postagram va dat
mutc gia khéi diém la 1,99 d6-la moi thiép. Matt cho biét: “Qua quang cao
chéo, ching t6i tang gia tri vong doi mot ngwoi dung Postagram ban dau l1én
khodng 30%. Nhung thoi gian hoan von van chwa dat mite ching t6i mudn.”

Gio Sincerely da trién khai Sesame, cung cap qua tang & mirc gia cao hon.
Matt cho biét: “Chung t6i gio hy vong di vao vung tang trwdng bén virng
doanh nghiép thong qua quang cao. Nhung gdp phai chi phi va thach thic
trong quang cao di dong, Sincerely bé ra mot thoi gian dang ké tap trung vao
lan truyén. “Qua tinh can thiét — vi truong hgp quang céo di dong dang thuc
su hoat dong chwa da hiéu qua — chung t6i hoc dwoc nhiéu diéu veé thiuc day
tang trwdng bang cach cho phép ngudi dung chia sé trai nghiém tuyét voi
v6i ban bé méi. Ta lam vay bang cach dwa cho nguoi dung cac tdm thiép
mién phi danh cho nhitng ngwdi ho chwa bao gio gwi gi dén.”Tap trung vao
tang tredng lan truyén nay giam dwgc sy phu thudc vao moi quang cido dé
thu hiat nguwoi dung trong mot nén cong nghiép di dong ma cac cong cu thu
hit van chwa hoan thién hodc hiéu qua.

TOM TAT

» Sincerely trién khai Postagram cho phép ngudi dung giti cac tdim buwu thiép
tw chinh gia 99 xu, va dwa ra gia thiét rang quang cao di dong sé khong qua
ton kém va dua hiéu qua dé cong ty tang trudng thanh cong.

https://thuviensach.vn



 Cong ty c6 kha nang thu hat ngwdi dung nhung viéc d6 qua dat (do quang
cao di dong rat kho do lwong, va ty 1€ bo ngang rat cao) va khong da bu dap
(vi gia tri vong doi khach hang qua thap).

» Cong ty trién khai Ink Cards, ca nhan hoa cac tdm thiép mirng v6i mirc gia
cao hon. Cach nay nang gia tri vong doi lén 30%, nhung thoi gian hoan von
van qua lau, va quang céo di dong khong du sinh 16i.

* Gio Sincerely da trién khai Sesame Gifts, Itta chon nhitng mén qua ban c6
thé gi cho nguwoi khac véi gia 30-50 do-la. Nhitng nha sang lap mong rang
mifc gia mdi nay cho phép tang tredng co 1gi nhuan qua quang cao di dong
trong khi cling tdp trung nhiéu hon vao tang trwdng theo lan truyén dé giam
phu thudc vao cac kénh quang cao.

BAI HOC PHAN TiCH RUT RA

Quaéng cdo di dong phiic tap va tén kém hon ban nhin nhan ban dau, va ban
can than trong theo doi chi phi thu hit khach hang. Ban ciing can theo doéi
toc do ngudi dung hoan lai chi phi thu hit ho cting nhw gia tri vong doi cta
ho. Hay thtt nghiém cac kénh khac nhau va theo doi hanh vi nguoi dung,
dong thoi st dung lan truyén lam phwong tién giam chi phi thu hit cta ban.

TY LE CHAY UNG DUNG

Tai wng dung vé thoi la chwa da. Nguwoi dung phdai chay ¢ng dung nita, va
mot s6 ngwdi mat bao lau mdéi chiu lam vay. Ngoai han ché kich thuwéc tng
dung da trinh bay & trén, nhiéu may tinh bang va dién thoai lién két v4i mot
tai khoan duy nhat c6 thé tadi ng dung & nhiéu thoi diém khac nhau gay
nhiéu phan tich ty 1é chay cta ban. Néi cach khéc: viéc nay rat phic tap.

Doi voi ng dung mién phi, nhiéu ngudi tai vé chi don thuan lwét qua cac
tng dung va khong thuc sy gan bé v&i mot tro choi hay tng dung cu thé hay
giao dich trong tro choi cu thé nao, vi thé mot ty 1€ 16n cac lwot tai vé déu
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khong dugc khdi chay. Chang han, Massive Damage nhan thdy gan 83%
lwot tai vé tro choi Please Stay Calm dwgc ngwoi dung khéi chay.

Tom lai

Hay xac dinh sé c6 mot so lwgng luwot tai vé dang ké khong bao gio mé tng
dung cta ban, nhat la khi d6 la ¢ng dung mién phi.

PHAN TRAM NGUOI DUNG/NGUOI DUNG DI PONG HOAT
PONG

Khi nhac dén viéc nguwdi dung khong hoat dong thi ngay dau tién ludn la
ngay té nhat. Ty 1é ngudi dung hoat dong thuwong gidm dan theo thoi gian,
nhung ty 1€ gidm ngay dau tién c6 thé 1én t&i 80%. Sau do, moi ngay con s
giam dan dan: doi véi mot nhém ngwoi dung, chwa dén 5% so d6 con & lai
sau mot thang.

Mot nghien cttu vao thang Muoi nam 2012 do cong ty phan tich di dong
Flurry tién hanh chi ra trong hon 200.000 tng dung, chi c6 54% nguoi dung
van con & lai vao cudi thang dau tién, chi 43% & lai vao cu6i thang thit hai,
va chi 35% van dung tng dung tinh dén cudi thang thi bal. Trung binh thi
ngwoi dung twong tac véi ing dung 3,7 lan mot ngay, mdc du nhitng chi so6
nay khdac biét nhiéu tuy theo loai ttng dung dugc st dung.

1 http://blog.flurry.com/bid/90743/App-Engagement-The-Matrix-Reloaded

biém quan trong can lwu y la ty 1€ gan két chung da tang qua nhitng con so
Flurry chia sé (tr 25% dén 35% trong thang thit ba), nhung tan sudt st dung
lai gidm (tt 6,7 lwgt mot tuan con 3,7 lwot mét tuan). Flurry cling lvu y rang
thiét bi anh huwéng dén do gan két: nguoi dung dién thoai thong minh twong
tac v6i tng dung trung binh 12,9 lan mot tuan, nhwng moi lan twong tac chi
4,1 phut; ngwdi dung mdy tinh bang twong tac vdi ng dung 9,5 lan mot
tuan, nhung méi l1an dai dén 8,2 phut?.
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2 http://blog.flurry.com/bid/90987/The-Truth-About-Cats-and-Dogs-
Smartphone-vs-Tablet-UsageDifferences

Tom lai

Gia dinh mot lvgng 16n nguwoi thit dung ing dung ctia ban mot lan sé khong
bao gio dung nita — nhung sau ci gidam manh Iic dau do, ban sé thay sy
gidam dan dan hon & nhitng nguwdi dung gan két. Tuy hinh dang duwong cong
nay thay doi tuy theo tng dung, nganh va nhan khau nhwng dwong cong
ludn ton tai, vi thé mot khi thu dwoc mot so diém dit liéu ban c6 thé du doan
dugc ty 1€ roi bo hodc ngirng gan két tir trudc.

PHAN TRAM NGUOI DUNG DI PONG TRA TIEN

Néu ng dung ctia ban & dang phai tra tién thi ty 1é nay duong nhién sé la
“toan bo nguwoi dung”, nhung néu chay mo hinh ban mién phi dé ngwoi dung
trd dé co thém tinh nang thi mot quy tac theo kinh nghiém la 2% sé nguoi
dung sé thue sy dang ky dé nhan toan bo dich vu cung cap.

Doi vai tro choi di dong choi mién phi di kém mua hang trong ng dung,
Ken Seto cho biét trong linh virc nay, gan 1,5% ngudi choi sé mua thi gi do
trong qua trinh choi.

Mua hang trong tro chai tudn theo mot quy luat sitc manh dién hinh, cé6 mot
sO “ca voi” bo nhiéu hon mdt khoan dang ké cho cac hoat dong trong tro
choi con phan 16n lai tiéu rat it hodc khong tiéu gi. Mot yéu td chinh dé
thanh cong trong linh virc wng dung di dong la kha nang dat dwgc can bang
gitta chat lwgng trdi nghiém choi (diéu nay tang xép hang tot va s6 nguoi
choi) va mua hang trong tro choi (giup tang doanh thu). Trong tro choi da
nguai chai, duy tri can bang giita nguwdi choi tra tién va mién phi la mot thi
thach truvong ky.

Tom lai
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DPo6i véi mo6 hinh freemium, hay dat muc tiéu ty 1é chuyén doi tr mién phi
sang tra tién @ mic 2%. Doi vai ttng dung di dong hodc tro choi c6 mua ban
trong ng dung, hay gia dinh khoang 1,5% nguoi dung sé mua thit gi do.

DOANH THU TRUNG BiNH MOI NGUOI DUNG HOAT DONG
HANG NGAY

Doanh thu trung binh moi ngwoi dung hoat dong hang ngay (ARPDAU) la
cach thitc rat chi tiét dé do do hap dan va doanh thu. Hau hét nhitng nha phat
trién tro choi di dong tap trung vao nguoi dung hoat dong hang ngay, va tiép
d6 dén doanh thu nhitng ngwdi dung do tao ra.

SuperData Research da cong bo cac mitc chuan ARPDAU cho nhiéu thé loai
trd choi khac nhau?:

3 http://www.gamesbrief.com/2012/09/arpdau/

4 0,01-0,05 do-la cho cac tro choi do, cham s6c va mo6 phong

4 0,03-0,07 do-la cho cac tro choi vat an, vong dau va phiéu luu

4 0,05-0,10 do-la cho cac tro choi nhap vai (RPG), dat cuge va bai poker

GAMESbrief.com thu thap thém thong tin twr ba cong ty tro choi la DeNA,
A Thinking Ape va WGT:

DeNA“ va A Thinking Ape® déu khing dinh ring déi v6i hau hét cac tro
choi di dong, ARPDAU ky vong thwong thdp hon 0,10 d6-la. Tuy nhién,
YuChiang Cheng [CEO] cia WGT phat biéu tai Hoi nghi Login 2012 rang
ARPDAU thap hon 0,05 do6-la 1a dau hiéu cho thdy hiéu qua thap, va diém
chuan t6t cho ARPDAU la 0,12-0,15 do-la. Cheng ciing cho biét ARPDAU
tréen may tinh bang cao hon dién thoai thong minh tr 15-25%.

4 http://techcrunch.com/2012/06/13/the-1-grossing-game-on-android-and-

ios-denas-rage-ofbahamut-has-almost-even-revenues-from-both/
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> http://www.insidemobileapps.com/2011/11/16/a-thinking-ape-interview-

kenshi-arasaki/
Tom lai

Chi s6 tét & day phu thudc nhiéu vao loai tro choi, nhitng hay huéng téi
ARPDAU trén 0,05 do-la lam mirc toi thiéu.

DOANH THU TRUNG BINH HANG THANG MOI NGUOI DUNG DI
PONG

Khéng cé cach nao hop ly dé tém gon con sé nay vi né phu thudc hoan toan
vao mo6 hinh kinh doanh. Ban nén phan tich cac doi thu canh tranh dé xem
mirc gid va tang gia ho dang thu la bao nhiéu, nhung dirng e ngai phai thay
doi vai thit bang chinh sach gia mé&i & giai doan dau trién khai néu ban c6
thé do dugc hiéu qua. Nhiéu ngwoi trong nganh da cho ching t6i biét rang
do6i vai tro choi di dong thi mic trung binh tuyét voi la 3 d6-la moi thang
trén moi nguwdi choi hoat dong hang ngay — tirc 0,10 do-la moi ngay.

Tom lai

Giong nhuw chi phi thu hiut khach hang thi doanh thu khach hang dén tir mé
hinh kinh doanh va muc tiéu bién ban dat ra. Mo6i nganh lai c6 gia tri riéng.
Nhung trong thé gidi ttng dung di dong, néu nam duwgc ARPDAU, s6 ngay
mot ngwoi dung st dung tng dung va chi phi moi lwgt cai thi ban c6 thé lam
phép toan qua nhanh chong va xac dinh duvgc minh c6 m6 hinh kinh doanh
kha thi chua.

DOANH THU TRUNG BINH MOI NGUOI DUNG TRA TIEN

Tim ra diém chuan t6t cho doanh thu trung binh moéi nguwdi dung tra tién
(ARPPU) la viéc khé. Mitc d6 phu thudc nhiéu vao loai tng dung (ching ta
tap trung chinh vao tro choi & day) cling nhw hé diéu hanh.
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Nicholas Lovell thuéc GAMESBrief.com chia nguwoi dung tra tién thanh ba
nhom: ca con, ca heo va ca voi.

Nhém ca voi thue sw ¢ thé tieu mot khoan tién khong 16. Social Gold tin
rang nhom chi tiéu cao nhat c6 gia tri vong doi trén 1.000 do-la, trong do co
ngudi bé ra trén 20.000 db-la cho mot tro choi®. Mit khac, Flurry cho biét
tren iOS va Android & MY, gia tri giao dich trung binh cho mot lwgt mua
hang trong tng dung la 14 do-la, va 51% doanh thu dugc tir giao dich mua
hang trong (tng dung c6 gia tri trén 20 do-la’.

6 http://www.gamesbrief.com/2010/06/whats-the-lifetime-value-of-a-social-
game-player/

7 http://blog.flurry.com/bid/67748/Consumers-Spend-Average-of-14-per-

Transaction-in-iOS-andAndroid-Freemium-Games

Nicholas dé xuat nhin vao gia tri ARPPU riéng biét ctia nhém ca voi, ca heo
va ca con:

® Ca voi: 10% nguoi tra tien, ARPPU 20 do-la
# C4 heo: 40% ngudi tra tien, ARPPU 5 do6-la
® Ca con: 50% ngudi tra tien, ARPPU 1 do6-la

Nicholas cho biét: “Nhitng [gia tri trung binh] nay tuy thudc vao tro choi.
Khong chi tuy thudc vao nén tdng hay thé loai ma con & cach thiét ké. bé
khién nhom “ca voi” dat ARPPU 20 d6-la, mot s6 nguwdi trong dé phai chi
tiéu trén 100 do-la. DBiéu nay c6 kha thi khong? Nhom ca heo can c6 1y do
hop 1y dé tiép tuc tiéu thém tién moi thang. Ban tao dwoc ly do dé chwa?
Nhom ca con can duge chuyén tir nguwoi tai mién phi sang nguwdi mua. Biéu
gi sé khién ho chuyén d6i?”

Tom lai
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Hay chdp nhan rang trong mot tro choi mién phi da nguwoi choi, hau hét
nguoi dung chi la “thitc an” cho ngudi dung tré tién. Ban dau trong vong doi
ngwoi dung, hdy xac dinh mot chi s6 dan dat trong hanh vi cia nguwoi do —
nhuw thoi gian choi moi ngay, s tran chién, hay khu vic kham pha — la
nhitng yéu t6 xac dinh liéu ngudi do 1a nguwoi choi khong tré tién, ca con, ca
heo hay ca voi. Sau d6 cung cap nhitng cach kiém tién trong tro choi khac
nhau cho bon phan khic nay — diéu chinh marketing, chinh sach gia va
quang cao tuy theo hanh vi dé — ban vat pham trang tri cho nhém ca con, noi
dung cho nhém cé heo va nang cap cho nhom ca voi (chang han).

TY LE TRUY CAP XEP HANG UNG DUNG DI PONG

Xép hang va danh gia tot c6 anh hwéng dang ké dén lwot tdi vé, nhung
khuyén khich ngudi dung xép hang tng dung c6 thé rat vat va. Sau mdt vai
lan st dung wng dung, hau hét nha phat trién tao hop hién thi mét tin nhan
nho danh gid; mot s6 nha phat trién tham chi con thay déi 10i nhan dé
khuyén khich ngwoi dung xép hang. Chang han, mot nha phat trién di dong
héi “Ban c6 thich tng dung nay khong?” hay “Ban c6 mudn xem nhiéu tinh
nang va ndi dung mién phi nita khong?” trong hdp quang cédo pop up; nhan
“c6” sé dua ngwoi dung dén trang x€ép hang.

Alexandre Pelletier-Normand canh bao rang bat ci tin nhan nao dé nghi thi
gi d6 trao doi lay xép hang va khong mang tinh trung 13p déu c6 thé khién
ban bi chan khoi ctra hang tng dung.

Nhuwng anh cling bo sung la: “Ban phai chi dong dwa cho nguwdi dung kha
nang danh gia tng dung & mot thoi diém chién lwge — 1y twéng la lic ban
dau trong tro choi vi ban muon nhanh chéng thu dwgc nhiéu xép hang — sau
mot chuoi trai nghiém choi dang nhd. S6 lwot xép hang la yéu t6 quan trong
nhat can chi y trong viéc xép hang tng dung.”

Ty lé danh gia thay d6i tuy theo gia va loai tng dung. M6t nha phat trién da
trd 101 trén Quora rang cac wng dung tra tién dat do co ty l1é danh gia 1,6%;
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tng dung tra tién ré co6 ty 1é danh gia 0,5%; con tng dung dung thir mién phi
chi c6 ty 1&é danh gia 0,07%°%. Theo quan sat trén d6, cdc trang nhuw
xyologic.com c6 dit liéu chi tiét vé lwot tai vé va xép hang, vi thé ban c6 thé
so sanh doanh nghiép cta minh v&i mot phan khic nhat dinh. D6i vai tro
choi mién phi, Massive Damage c6 ty 1€ tir tai vé dén xép hang dat 0,73%.

8 http://www.quora.com/iOS-App-Store/What-percentage-of-users-rate-

apps-on-iTunes
Tom lai

Hay xac dinh chi duwéi 1,5% xép hang danh gia cho &ng dung tra tién, va con
sO con thap hon nhiéu 1% d6i véi ng dung mién phi.

GIA TRI VONG POI KHACH HANG TREN DI PONG

Khéng cé cach nao hiéu qua dé khai quat gia tri vong doi cia mot khach
hang vi d6 la ham s6 két hop gitta chi tiéu, roi bo, gan két va thiét ké tng
dung. Nhung dé 1a phan thiét yéu trong bat cit mo6 hinh kinh doanh nao, va
that chat cac yéu to6 khac nhw chi phi thu hit khach hang va dong tién mat.

Ryam Kim ctia GigaOm theo ddi® qua dit liéu gan day'° nhan thay ng dung
c6 ban freemium (ngudi dung tra tién mua tinh nang trong ng dung) da 1an
at cac ng dung c6 ban premium (nha phat trién gigi thiéu mot ban thit hai
c6 trd tién) vé mat doanh thu nhw trong Hinh 24-1.

9 http://gigaom.com/mobile/freemium-app-revenue-growth-leaves-premium-
in-the-dust/

10 http://www.appannie.com/blog/freemium-apps-ios-google-play-japan-

china-leaders/
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Hinh 24-1. Premium dd xwa qud roi

Miic trung thanh cta khach hang c6 lién hé vaéi gia tri vong doi, va do trung
thanh tuy thudc nhiéu vao loai tng dung. Flurry da tién hanh nghién cttu sau
rong (thé hién & Hinh 24-2) trén cac @ng dung di dong c6 st dung cong cu
phan tich.

Sarah Perez ctia TechCrunch chi ra rang phan chia cac loai tng dung thanh
hai khia canh — tan suat st dung ng dung va loai hinh duy tri ngwdi dung
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ghi nhan trén ng dung trong pham vi 90 ngay — cho biét nhitng khuén mau
trung thanh khac nhau'!. Nhitng dic diém nay sau d6 c6 thé ggi y chién lwgc
chinh sach gia dé t6i wu hoa doanh thu ngwoi dung:

1 http://techcrunch.com/2012/10/22/flurry-examines-app-loyalty-news-

communication-apps-topcharts-personalization-apps-see-high-churn/

€ Nhitng tng dung dugc st dung thwong xuyeéen duy tri dwgce khach hang
trung thanh cé thé la mot phwong tién hiéu qua hon dé quang céo, thu phi
dinh ky hay noi dung trong &ng dung duogc thiét ké hay.
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Hinh 24-2. Chdc la khong chi c6 minh ban: do gdn két thay doi tuy theo logi
tng dung

4 Nhitng 'ng dung duoc st dung thwong xuyén bi mat ngudi dung sau mot
thoi gian c6 thé da thoa man mot nhu cau (nhw mua dwgce can nha hay hoan
thién tro choi) r6i bé di. Phi giao dich khi hoan thién cling nhuw quyén tiép
can nguoi dung khi nhu cau trd lai sé c6 vai tro quan trong hon do gan két
lau dai.

¢ Ung dung c6 do trung thanh thap va khong dung thuong xuyén can “chdp
tién” tir sém, do d6 ching phu hgp hon véi vai tro tng dung da ban hoac st
dung hinh thitc phi mot lan.

¢ Ung dung c6 do trung thanh cao va khong ding thuwdong xuyén can tan
dung t6i da nhitng twong tac khong thwong xuyén nay bang cach ban gia
tang, khuyén khich nguwoi dung moi nguwdi khac va ddm bdo ho nam trong
“vanh dai st dung” nhitng cong cu hitu ich cua nguoi dung.
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Chuong 25

TRANG TRUYEN THONG: PUONG
RANH GIOI

TY LE NHAP CHUQT TRUY CAP

(Ty Ié nhdp chudt ciing dp dung cho cdc trang UGC)

M Ot quang cao lién quan va dat dung cho sé dugc truy cap nhiéu hon,
nhung bat ké thé nao, quang cado van la tro choi vdi cac con s6: ngay ca
nhitng quang céo hay nhat cling hiém khi dat dwoc ty 1€ nhap chudt 5%.

Mot nghién citu vao thang Nam nam 2012 do CPC Strategy tién hanh da liét
ké 10 trang mua sam khac nhau hang dau cung ty 1€ nhap chudt dugc ap
dung (Bing va TheFind khong tinh phi truy cap)!. Xem Bang 25-1°.

1 http://www.internetretailer.com/2012/05/03/why-google-converts-best-

among-comparisonshopping-sites

2 http://mashable.com/2012/09/11/google-shopping-to-switch-to-paid-

model-in-october/

https://thuviensach.vn



B0 may mua s Tilechujendl  Chiphimaiitnbip
(ol B Quisimdehié?
ety i I e
Pronto 1975 450

I PiceGranoe |5 70 R
Sheppingcom |11% DA

https://thuviensach .vn




Oudgcloshnphim Arazon |1 0% 33

Become | 5% 14500

Bdng 25-1. 10 trang mua sam khdc nhau hang dau

Co quan marketing tim kiém toan cau Covario bao céo rang trong nam 2010,
ty 1€ truy cap trung binh cho tim kiém c6 trd tién trén toan cau la 2% (xem
Bang 25-2).
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Bdng 25-2. Ty I¢é truy cdp trung binh d6i vdi tim kiém trd tién

Nha marketing lién két Titus Hoskins cho biét 5-10% khach tham anh gwi
t¢i trang Amazon cudi cung cling mua gi do, va ty 1é doanh thu cao hon
dang ké tir cac nén tang lién két canh tranh3. Amazon va cac hang ban 1é
chung muc dich ciling trao thuwéng cho nhitng doi tac lién két hau hinh hon
mot sO cong ty tap trung vao mang hep hon vi mdt ngwoi gidi thiéu qua lién
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két thwong thu dwgc ty 1€ gio mua hang day. Vay néu mot tac gia giri mot
ngwoi khach dén Amazon mua mdt cuén sach, va ngudi mua do cling mua
cac san pham khac thi tac gia dugc mét so6 phan tram tir lwgt mua hang cta
ngwoi mua. Viéc nay khuyén khich nhitng nha quang céo lién két dwa quang
cao trén Amazon ndi bat hon do chiing sinh 10i hon.

3 http://www.sitepronews.com/2011/12/30/what-amazon-shows-us-about-

achieving-higherconversion-rates/

Derek Szeto cam nhan do ty 1é chuyén doi cao cia Amazon nén cac nha lién
két méi dé dang 16i kéo lwu lwgng vao trang hon. Amazon can bang do doi
dao chuong trinh lién két véi thoi gian duy tri cookie twong doéi ngan — do
dé mot bén lién két kiém tién tir mot ngwdi mua Amazon néu ngwdi dé6 mua
do trong vong 24 gid ké tir khi nhap vao duwong dan lién két.

Nhé lai rdng nhitng quang cdo trong cho ty 1é nhap chudt 0,08% trong bai
kiém tra cua Advertising Research Foundation, vi thé néu phat hién ty 1é
nhap chudt thap hon thé thi chac chan ban dang lam sai diéu gi roi.

Tém lai

Quang cdo sé thu dwoc ty 1€ nhap chudt tir 0,5% dén 2% doi véi hau hét cac
hinh thitc quang céo trén trang. Duéi 0,08% titc la ban dang lam diéu gi vo
cung sai lam.

TY LE PHIEN-TRUY CAP

(Ty lé phién-truy cap cting dp dung cho UGC, thuong mai dién tit va san thi
truong ludng dién)

Hay xac dinh 4-6% s6 lwot truy cap dén tir bo may tim kiém hodc quang cao
khong bao gio xudt hién trén trang ctia ban. Ban c6 thé cai thién tinh hinh
bang cach diéu chinh hiéu suat va thoi gian hoat dong 6n dinh cta website,
nhung lam diéu nay doi hoi sy canh giac va diéu chinh lién tuc, tham chi
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phai b6 sung tinh nang mé&i hodc tién hanh thi nghiém. Bén khi tim dugc
san pham phu hop véi thi truong, co 1€ khong nén danh qua nhiéu thoi gian
cai thién chi so nay.

Tom lai

Ban sé ton that khodng 5% lwgt nhap chuot trwde khi khach vao trang. Hay
gidi quyét diéu d6. Néu ban du kha nang bam tru thi khach sé thit lai.

REFERRER (GIOI THIEU)

Céc trang truyén théng dwa vao referrer* tir cac trang khac dé thic day lwu
lwong. Nhung khong phai referrer nao cling dwgc tao ra bang nhau.
Chartbeat tién hanh mot s6 phan tich gitip ching t6i so sanh mot nhém cac
trang dwoc phan thanh cong nghé va chinh tri, so vdi cac referrer xa hoi gom
Facebook va Twitter®. Mot sy gia ting trung binh tit b4t ¢ trang nao dwogc
phan tich cé két qua cao nhat la 70 nguwdi dung trie tuyén cung ldc, va trong
giai doan hai tuan nguoi dung ti referrer d6 bé ra tong cong 9.510 phut gan
két.

4 1.4 thong tin lich st truy van dwoc gii béi trinh duyét ctia ngwdi dung khi
ho di chuyén tr trang nay sang trang khac. N6 bao gom thong tin dia chi
trang web ma ho truy cap truée do. (DG)

> Nhitng trang ndy gom c6 TechCrunch.com, Wired.com, HotAir.com,
Drudge.com, RealClearPolitics.com, TheDailyBeast.com,
HuffingtonPost.com, Engadget.com, TheNextweb. com, AllThingsD.com,
PandoDaily.com, Verge.com, VentureBeat.com, Gawker.com, Jezebel. com,
Mashable.com, Cracked.com va Buzzfeed.com. (TG)

Luu lwgng tit cac referrer xa hoi c6 tinh gan két thdp hon nhiéu. Luot giGi
thiéu tir Facebook mang lai dinh diém trung binh 51 nguoi dung trie tuyén
cung luc va 2.670 phut gan két. Lugt gidi thiéu tov Twitter mang lai dinh
diém trung binh 28 ngudi dung trwc tuyén cung lic va téng cong 917 phuit
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gan két. Joshua Schwartz ctia Chartbeat cho biét: “con so6 thoi gian gan két
v6i cac trang xa hoi thap hon so vdi cac referrer chuan, diéu nay néi 1én ban
chat thoang qua ctia cac truy cap trang xa hoi; trong khi truy cap referrer cé
thé mang lai Iru lwgng 6n dinh qua nhiéu ngay thi nhitng hién twgng dot
bién trén mang xa hoi sé kho ton tai lau hon.

Tom lai

Hay tim hiéu lwu lwvong c6 1gi nhat ctia ban dén tir dau va nhém do theo doi
chu dé gi, danh thoi gian vun dap mot nhém theo déi xoay quanh nhitng
nguon va cha dé do6. Khi chay tht nghiém, hdy phan khic theo nén tang:
nguwoi ham mo cua Facebook mudén mot hinh thitc noi dung khac véi nguoi
theo doi Twitter.

THOT GIAN GAN KET

bo lugt ghé tham hodc lwgt xem trang cho ban biét lwu lwgng ban cé —
nhung lai khong noi 1én thoi gian nguwoi dung danh ra dé thuc sy theo doi
ndi dung cda ban (cling goi la thdi gian trén trang). Cac trinh duyét c6 thé
thu dugc dit liéu nay nho st dung mot doan script trén trang dé bao cao lai
liéu khach tham c6 gan két hay khong.

Chuing t6i nhd Chartbeat phan khic phép do chi s6 “thdi gian gan két” theo
loai trang web. Chac chan la cé sy khac biét o rét gitta cac trang truyén
thong, thwong mai dién ti va SaaS phan anh dac diém st dung khac nhau
ciia moi trang. Nghién citu ctia Chartbeat tong hgp tir cac khach hang dong y
phan tich dit liéu cta ho an danh dwgc thé hién trong Hinh 25-1.
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Hinh 25-1. Ban can tru lai lGu trén cdc trang truyén thong; con Saas lai
muén ban di nhanh

Chartbeat nhan thay thoi gian gan két trung binh trén trang dich ctia mdt
trang truyén thong chi cé 47 gidy, nhung thoi gian gan két trén trang khong
phai trang dich la 90 gidy. Nhitng con s6 nay khac biét dang ké véi nhitng
con sO trung binh da thao luan (61 gidy cho trang dich va 76 gidy cho trang
khong phai trang dich). Cu thé, cac trang SaaS c6 thoi gian trén trang thap,
dung nhw muc dich cda trang la khién ngwoi dung hoan thién mét viéc va
hoat dong nang suat.

Joshua cho biét: “Cang tién hanh phan tich nhiéu thi ta cang thay thoi gian
gan két dac biét quan trong doi vGi cac trang truyén thong. Tuy viéc thu huit
duwgc nhiéu nguwdi doc cling quan trong nhung luwu lwong tang dot bién chua
chac c6 ich. Do do6, thoi gian gan két 1a chi s6 can thiét dé do lwong chat
lwgng ndi dung cia mot trang truyén thong.”

Tom lai

Céc trang truyén thong nén nham muc tiéu thoi gian gan két trén trang noi
dung ctia minh 90 gidy tré 1én. Tuy nhién dirng hy vong (hay nham t&i) thoi
gian gan két dai trén trang dich; ban mong ngudi ta tim dwgc ndi dung minh
muon nhanh chéng va tim hiéu sau hon nita.

KHUON MAU: MUC GAN KET TREN TRANG CHO BAN BIET Gi
VE MUC TIEU VA HANH VI

O mitc trung binh, moi ngudi bé ra khoang mot phiit trén mot trang khi gin
két vai trang d6. Con s6 nay thay doi tuy loai trang, nhung cling tuy vao cac
trang phu trong cuing mot trang rong. Vay lam sao dé tan dung théng tin
nay?

* Dé y nhitng con s6 khac thuwong. “Néu trang cé sd khach ghé tham 16n ma
thoi gian gan két lai ngan thi hay tim 1y do tai sao moi ngudi bo di nhanh
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nhw thé. Ho ghé trang v&i mong dgi tim dugc diéu gi khac khong? Bo cuc
c6 hiéu qud khong? Hay don gian trang khong dugc thiét ké dé gitt chan
nguoi dung lau chang?” Joshua dwa ra nhitng cau hai.

 Thé hién nhitng mat tot cia ban. Néu trang c6 thoi gian gan két lau nhung
rat it khach ghé tham, hay can nhac quang ba trang do6 vdi lwong khan gia
rong hon.

« Bam bao muc dich cua trang khép véi do gan két. “Néu la trang thwong
mai dién t& thi cé thé ban mu6n trang dich c6 thoi gian gan két it,” Joshua
néi. “Nhung néu ban dang tao 1ap noi dung xa luan thi nén nham téi thoi
gian gan két 1au trén cac trang bai viét.”

CHIA SE VOI NGUOI KHAC
(Chia sé vai nguoi khac cting dp dung cho cac trang UGC)

Chia sé 1a hinh thitc lan truyén kiéu truyén miéng. Mot bai viét trén Adage
vao thang Ba nam 2012 do Jon Steinberg ctia Buzzfeed va Jack Krawczyk
ctia StumbleUpon khao sat mitc do chia sé nhitng cau chuyén phé biénb.
Giong nhiéu chi s6 khac thi déu c6 mot quy luat quyén lyc manh mé. Phan
16n cau chuyén dugc chia sé vdi mét nhém nhé, va chi mot ty 1€ rat nhé
duwgc chia sé rong rai. Trén Facebook, 50 cau chuyén chia sé hang dau trong
5 nam tredc da nhan dwgc hang nghin — tham chi hang triéu — lugt xem.

6 Chu tich cia Buzzfeed, Jon Steinberg va Jack Krawczyk cua
StumbleUpon’s theo d6i hanh vi chia sé qua cac nén tang xa hoi; tham khao
tai http://adage.com/article/digitalnext/content-shared-close-friends-
influencers/233147/. (TG)

Nhung bat ké nhitng con s6 khac thuwdong ay, ty so trung binh gitra lwgt xem
va lugt chia sé chi la chin. Biéu dé nghia 1a trung binh ci¢ khi nao c6 cau
chuyén dugc chia sé thi chi c6 chin nguwoi ghé tham cau chuyén do. Noi cach
khac, hau hét chia sé c6 tinh than mat gitta cac nhém ngang hang gan bo véi
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nhau. Trén Twitter, con sd trung binh la 5:1; trén reddit c6 quang ba cac
duong dan pho bién trén trang chu thi ty s6 la 36:1.

StumbleUpon khao sat 5,5 triéu hoat dong chia sé trong thoi gian 45 ngay.
Hang két luan rang ngudi dung chia sé “mot cach than thiét” (t6i mot nguoi
dung StumbleUpon khac hodc qua e-mail) nhiéu gap hai lan viéc ho dua ra
mot thong diép tdi lwgng khan gia rong hon c6 st dung trang.

Tom lai

Ngoai tri* mot so it dang chu y, Steinberg va Krawczyk két luan rang chia sé
xay ra tir lan séng cac twong tac nhé gitta dong nghiép va ban bé hon la
thong qua cac hoat dong phu khap gitta mot nguwdi va mot doi quan theo doi.

NGHIEN CUU TiNH HUONG: JFL GAGS QUAY TUNG YOUTUBE

T nam 1983, nhitng dién vién hai khap noi trén thé gidi da triéu tap tai
Montreal moi mua hé vi 1é hoi Just For Laughs. Ngay nay day la I1é hoi hai
kich qudc té 16n nhat trén thé gidi.

Nam 2000, Just For Laughs Gags, mot chuwong trinh “tro dua qua may quay
gidu kin” khong 101, bat dau phat soéng trén truyén hinh. C6 thé ban da xem
nhitng phién ban ngan nay; dinh dang ngan gon va khong c6 16i thoai khién
nhitng doan phim nay rat hgp xem trén mday bay va nhitng noi cong cong
khac ciing nhuv thi treong toan cau.

Chung t6i da néi chuyén vaGi Carlos Pacheco, Giam doc Ky thuat so6 tai Just
For Laughs, vé cong viéc ctia anh dé kiém tién cho Gags TV, do6 la kénh
YouTube cta churong trinh.

Sy suy giam nhirng Kénh hién tai

“Cho dén gan day, loat chwong trinh Gags TV chu yéu dwgc gay dung (va
sinh 10i) theo cach truyén hinh kha 16i thoi,” Carlo gidi thich. “Ci¢ c6 mua
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m&i la quyen tivi va ky thuat s6 sé dugc ban cho cac mang lwdi truyén hinh
dia phuong va quoc té, gitp duy tri chwong trinh ti€p dién ké tir khi bat dau
12 nam truwéc.” Nhung gan day, cac nha san xudt nhan thay co6 sy suy giam
vé gia gidy phép — vé co ban, cac mang luwdi truyén hinh khéng con mudn tra
muc gia ting co trudc day.

Chwong trinh bat dau c6 kénh YouTube tir nam 2007, nhwng chwa c6 nhiéu
n6i dung va chwa dwoc duy tri thwong xuyén. Ké hoach ban dau la lam mot
trang web riéng biét, phu thudc nhiéu vao Adobe Flash c6 trinh bay ndi dung
Just For Laughs, trong d6 c6 ddc dién hai va Gags. Carlos cho biét: “Mot khi
thong nhat, ca doi & Gags quyét dinh tap trung vao YouTube. Mdc du kénh
da c6 doi tac YouTube tir nam 2009 nhung chi dén dau 2011 thi cac nha san
xuat mdéi bat dau nhan thdy mot chit doanh thu dén tit mot s6 video dang
trén do.” V@i gid thiét cang nhiéu video cang mang lai doanh thu nhiéu hon,
doi ngii da tai 1én hon 2.000 doan video choi kham lén trang nay.

Keé tw khi thanh 1ap, Gags c6 dinh dang danh cho truyén hinh — m6t chwong
trinh dai nita tiéng (tinh ca thoi gian quang cdo) gobm 12 dén 14 tro choi
kham. Trén YouTube thi khong con gidi han nira tiéng nita. Pinh dang ngan
chi chita mét tro choi kham thich hgp v&i web hon truyén hinh. Carlos noi:
“Viéc tai 1én hang loat dugc tién hanh chwa c6 chién thuat, nhung trong s6
2.000 video, mot s6 gay chud y va lan truyén rong rai, giip kénh phat trién va
doanh thu quéng céo tang dang ké vao dau nam 2012.”

Tao can bang quang cao cho diang

Trén YouTube, ngudi s& hitu ni dung cé thé cho chay quang cao theo nhiéu
cach. Ho c6 thé tao cac I6p de 1én nén video chita cac duwong dan nhdp vao
duwgc, va cé thé chiéu man hinh quang céao trudc, trong va sau khi trinh bay
ndi dung. Nha cung cap noi dung ciling c6 thé quyét dinh xem c6 thé bé qua
quang cao hay khong. Chién lwgc quang cdo hop ly la diéu quan trong; tan
suat cang cao va cang nhiéu quang cdo nghia la cang nhiéu doanh thu (do
bang chi phi moi lwgt gan két, hay CPE — doanh thu kiém dwgc tit mot lwgt
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hién thi quang cao), nhung nhitng quang cao nay c6 thé khién ngudi xem bé
di.

Ban dau chi s6 duy nhat doi dé y dén la lwgt xem va doanh thu hang ngay.
Gio khi tinh hinh da phic tap hon, d6i dé y dén cac chi sé nhw thoi gian xem
moi video, nguén lwu lwong, vi tri phat, nhan khau, cha thich va do duy tri
khan gid. Muc tiéu chinh la dé phan tich nguoi ta bé xem & cho nao, diéu
nay gitp hwéng dan Carlos lya chon dinh dang video phu hgp.

Carlos cho biét: “Chang han, vai thang truedc ching t6i bat dau san xuat cac
video ‘Gags hay nhat’ doc quyén trén web. Nhitng video dau tién chita mot
doan hoat hinh gidi thiéu tir 10 dén 15 giay, nhung khi theo doi do duy tri
lvgng nguwoi xem, chiing to6i nhan thay c6 do sut giam 30% trong vong 15
gidy dau tién. Sau do, ching t6i diéu chinh nhitng video téi l1én lic dau va
loai bé phan gidi thiéu cho nhitng video tai 1én vé sau, giip ngudi xem thay
ngay ndi dung ho mong muon khi nhan xem.”

Trudc kia, Gags chi stt dung cac quang cao 16p de 1én trén ndi dung. Ve sau,
nhom bd sung mot loai quang cao Youtube TrueView cé thé bo qua duwgc
gitp tang CPE noéi chung nhung khong kim ham tang trueng. Carlos cho
biét: “Chung t6i khong muon bat dau bang tién ich nao khac ngoai
TrueView vi ndi dung cta ching t6i kha ngan. Ching t6i biét fan cuda
chwong trinh khong hao hitng lam véi viéc ngoi xem hét mdt quang céo
tredc khi cuén dai tdn mot phit chi dé xem mot video choi kham dai mot,
hai phut.” Nhom cling da thtt nghiéem véi cac kénh YouTube TV nhw
Revision3 va thu dugc két qua tot.

bau nam 2012, YouTube thong bao nhitng ndi dung dai hon sé duwgc wu tién
trong phan dé xudt giti cho ngwoi xem. Do doi ngli Gags da chirng kién cac
nha san xuat ndi dung khac tdi toan bo tdp phim truyén hinh 1én trang nay,
doi cho rang sé la cach hay néu thit nghiém véi cac tap khong cat bé chiva ca
cac quang cao trudc, gitta va sau khi phat video.
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Két qua cho thdy tuy dang video dai c6 tac dung, song cac clip ngan van
hiéu qua hon:

* Trong vong 24 gio ké tir khi tai 1én mot video dai, so lwgt xem van gan nhw
giong cac video clip 2 pht, trung binh 30.000-40.000 lwgt xem.

 Doanh thu quang cdo moi video dai nhiéu hon gap nam lan so véi clip 2
phuit.

Duong nhw c6 vé t6t, nhung mot video dai c6 khodng 12 clip riéng biét, do
doé thuec té lai sinh 1gi it hon.

» Cac tap video dai c6 lugt duy tri xem veé sau lau hon — duy tri dugc s6 lwgt
xem hadng ngay trung binh cao hon trong khodng thoi gian 1au hon nhiing
clip ngan.

* D0 duy tri ngudi xem rat khac biét. Do cac tap dai c6 phan gidi thiéu va
dai hon nén c6 ty 1é nguwdi bo xem gitta chitng khi vao tap dén 40%, trong
khi ty 1€ bo giita chirng khi xem video ngan la 15%.

Ban hang trén Kénh

Cho dén gio doi ngili van chua tirng thit ban san pham qua kénh. Doi ngi
Gags c6 nhan dugc dé nghi mua video, va tham chi cd doan nhac dung cho
tirng video nita. Carlos néi rang: “DPay la mét co hoi rat 16n bi uéng phi khi
ching t6i tao dugc trén 4 triéu lwgt hién thi quang cdo mot ngay. Chung t6i
co tir 4 dén 5 triéu nguwdi ghé vao ctra hang hang ngay nhung lai chang c6 gi
dé mua. T6i da dwa viéc thay doi nay thanh nhiém vu ca nhan, st dung
nhitng nha ban 1é dugc YouTube phé duyét (cho phép chiung t6i lién két
dwong dan tr cac chad thich) dé ban hang ciling nhw thong qua quan hé doi
tac vGi cac nha phan phai k¥ thuat s6.”

Co go xuong hay khong?
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Gags s& hitu toan quyén noi dung hang tai 1én. Vi noi dung hap dan véi
nhiéu do6i twgng va duge lan truyén rong rai, cac san pham sao chép va
chuyén d6i muc dich s dung dién ra thuwong xuyén, nhung doi ngli khong
yéu cau bat c lvgt g& xudng theo Luat bao vé ban quyén tac gia (DMCA).
Mot phan 1y do don gian la dé mang tén tudi dén thi tredng mdi. Carlos cho
biét: “Phan 16n thoi gian, cac ban tong hgp do fan lam va tai 1én tai khoan
YouTube ca nhan dwgc lan truyén trong thi trudng cu thé ctia nguwdi tai lén.
biéu nay gitp ching t6i m& rong tén tudi va khan gia sang nhitng thi treong
chung toi con chwa tinh tGi.”

Nhung con mot 1y do nita, sinh 16i hon néu khong yéu cau gé nhitng video
nay xuodng. Pacheco cho biét: “Mo6i khi mot ngwdi hdm md ‘chuyén muc
dich st dung’ noi dung cta chung toi sang kénh YouTube ca nhan ctua nguoi
do, ching t6i nhin thdy viéc dé qua hé théng quéan ly ndi dung va c6 hai lwa
chon: hoac la g& xudng, dwa ra cdo budc, hodc la rit lai cdo budc va kiém
tién ti* ndi dung tai 1én. Trong hau hét trudng hop chiing t6i déu rt lai cao
budc va kiém tién tir nhitng video do ngudi dung tao ra do.”

Ké tv khi quyét dinh tap trung vao YouTube, kénh da phat trién nhanh
chong. Carlos cho biét: “Trong nam ngodi trung binh cé t&i 100.000 video
Gags do ngudi dung tu tao gitip mang lai 40-50% tong lwgt xem hang thang.
To6i ti'ng xem nhitng video mash-up dai hai tiéng gobm nhitng noi dung cta
toi ma thu dwgc dén hang triéu lwgt xem, day la diéu chiing t6i chwa bao gio
nghi t6i viéc thyc hién.”

Tuy céc video do nguwdi him m6 lam mang lai doanh thu méi Iwgt gan két it
hon noi dung goc cua Gags, khoi lwvgng lwgt xem khong 16 lai dem lai lwgng
doanh thu quing cdo dang ké. Carlos noi: “T6i cling dé y dén cach nhitng
nguwoi ham mo toéng hop video dé xem liéu cé hoc hoi va lam theo cach
thanh cong cua ho dwgc khong vi ching t6i thady cac video UGC thudng thu
dugc nhiéu lwgt xem hon ctia chiing t6i.”

Mot co hoi méi
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Carlos chi ra rang sy phat trién trén YouTube cua Gags dién ra hoan toan
tach biét vdi bat ky ho trg marketing trén web nao tir 1€ hoi hodc cac kénh
truyén thong xa hoi caa Just For Laughs. Trwéc thang Hai nam 2012, Gags
khong hé c6 trang Facebook chinh thitc, tai khodn Twitter hay trang web.
“Puong nhién, yéu t6 thanh cong cht chét giip Gags 16n manh la vi n6 da
dugc phat séng trén 10 nam tai hon 100 quoc gia. Nhung cho dén gan day,
su hién dién tryc tuyén cta ching t6i la gan nhw khong ton tai,” Carlos néi.

Ban dau cac nha san xuat nghi rang tai toan bd kho video lén website sé lam
tiéu tan doanh s6 ban cho truyén hinh. Diéu d6 da khong xay ra. Doanh so
truyén hinh thuc t€ lai tang 1én nho Gags duwgc cac thi treong maéi phat hién
ra, va cac nha cung cap noi dung trec tuyén khac thuwong xuyén tiép can
Gags dé tim kiém cac co hoi kiém tién mdi.

Carlos cho biét: “Thanh cong ctia kénh YouTube trong 12 thang vira qua da
thay doéi cuc dién ctia Gags. Nha san xudt khéng con chiu sy chi phéi cta
truyén hinh hay mang cap. Hon thé, nho nhitng co hoi tai trg nhw cac kénh
goc YouTube ma nhitng nguwoi tao lap nhw ching t6i c6 cho dé xay dung
nhitng tai san tryc tuyén mdi, day la thit ching t6i dang nghién cttu mot cach
nghiém tac.”

Bén chat gan nhw khong c6 16i n6i cia ndi dung Gags gitup n6é vugt qua cac
bién gigi, van héa va ngon ngit. Carlos cdm thay diéu nay da giip hang mé&
rong rat nhanh: “Tuy kénh chinh cta ching t6i trong vai thang t6i mdi dat 1
ty lwot xem nhung dang sau do lwot xem kénh va cac noi dung UGC tong
cong da vuot trén 2,1 ty.”

TOM TAT

* Just For Laughs Gags san xuat nhitng doan phim hai ngan dugc yéu thich
rat phu hop vdi méi treong web.

« Kénh YouTube cua Gags mang lai doanh thu ttr ngi dung hang tao dung va
ca ndi dung do nguoi dung cudi tao dung.
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* Video dang ngan khong cé phan gidi thiéu dai trwdc khi phat da thé hién
kha nang sinh 16i nhiéu hon cac video dai hon.

BAI HOC PHAN TiCH RUT RA

Doi lic xay dung dwva trén nén tang caa ai do t6t hon xay dung tiw dau, va
do6i khi noi dung do nguwdi diung tao dung cé thé la mo hinh doanh thu sinh
16i hon danh cho cac trang truyén thong, dac biét la hoc héi cach lam va
thue hién theo. Mau chot la do lwong do gan két va téi wu hoa ndi dung cho
moi truong nén tang.
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Chuong 26

NOI DUNG NGUOI DUNG TAO
LAP: PUONG RANH GIOI

TAI NOI DUNG LEN THANH CONG
(Tdi ndi dung lén thanh cong cling dp dung cho thi truong ludng dién)

Néu c6 mot hanh dong ban muon nguwdi diung thye hién trén trang ctia ban

vi d6 la chia khéa mang lai thanh cong thi hanh dong nay c6 phéu dé ban c6
thé theo doi va toi wu. Chang han, trén Facebook, chia sé anh la mot trong
nhitng viéc lam phd bién nhat. Nam 2010, Adam Mosseri cua Facebook da
tiét 16 mot vai dit liu vé hoat dong cua phéu tai anh 1én ctia Facebook!:

! http://blog kissmetrics.com/analytics-that-matter-to-facebook/
€ 57% nguoi dung tim va lya chon cac tép anh thanh cong.

€ 52% nguoi dung tim thay nat tai 1én.

€ 42% tai mot bire anh 1én thanh cong.

Dbinh nghia thanh céng déi khi rat phitc tap. Chang han, 85% ngudi dung chi
chon mot bitc anh cho mot album, day la diéu khong 6n theo cach Facebook
t0 chitc sap x€p anh. Vi thé, cac nha phat trién boé sung mdt buwdc nita cho
phép ngudi dung dé dang chon nhiéu hon mét birc anh. Sau thay déi do, so6
album chi c6 mot anh da gidm xudng con 40%.

Tom lai
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Khéng cé con so r6 rang, nhung néu chitc nang tao 1ap ndi dung (chang han
tai anh lén) la cot 16i khi sit dung ng dung cta ban thi hay t6i wu héa chirc
nang do dén khi tit ca nguwoi dung déu lam dugc, va theo doi can than cac
diéu kién 16i dé tim ra nguyén nhan dan dén van de.

THOI GIAN TREN TRANG MOI NGAY

(Thoi gian trén trang moi ngady ciing dp dung cho cdc trang phuong tién
truyén thong)

C6 mot nguyén tac theo kinh nghiém dé nhat quan gitta mang xa hdi va cac
trang UGC dén mitc dang ngac nhién. Qua nhiéu céng ty ching t6i tham do
y kién, phat hién ra thoi gian trén trang moi ngay trung binh dai 17 phut.
Con s0 nay duwgc nhitng cong ty tham gia vao chwong trinh tang toc
TechStars nhac dén nhiéu hon trong mot thir nghiém gan day; do cling la con
sO reddit nhin thdy & mdt nguwdi dung trung binh. Mot nghién ctu chi ra
nguoi dung Pinterest bo ra 14 phut trén trang moi ngay, ngwoi dung Tumblr
danh 21 phut mot ngay, va nguwoi dung Facebook danh mot gio moi ngay

trén trang nay-.
2 http://tellemgrodypr.com/2012/04/04/how-popular-is-pinterest/
Tom lai

Ban thu dwoc chi s6 bam tru rat t6t khi khach tham trang danh 17 phiat mot
ngay trén trang cua ban.

NGHIEN CUU TINH HUONG: REDDIT (PHAN 1) - TU PUONG
DAN PEN MOT CONG PONG

Tt khi bat dau la mot cong ty khai nghiép khiém ton nam trong Iita dau tién
cta hé théng tang toc khadi nghiép Y Combinator ctia Paul Graham, reddit da
16n manh tré thanh mot trong nhitng dia chi cé Ivu lwgng truy cap cao nhat
trén web.
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Reddit m& dau la mot trang chia sé dwong dan don gian, nhung qua vai nam
da thay déi dang ké. “Rat nhiéu tinh nang ra doi chi do chiing t6i ng6i va
ngam nghi, ‘cai gi ma c6 sé rat ngau?’ Jeremy Edberg la nhan vién dau tién
cta reddit va trién khai hoat dong co s& ha tang ké lai. “Khi trang lan dau
tién dugc trién khai, tinh nang mdi chi 1a chia sé va binh chon cho dwong
dan. Y twéng thém binh ludn c6 dwogc 1a do [nha dong séng 1ap reddit] Steve
Huffman khang dinh minh mu6n binh luén Ién duong dan thoi.”

Ngay ca sau khi cho binh luan, van chwa c6 cach nao dé bat dau mot cude
thdo luan ngay trén reddit. Vi thé ngwoi dung da tim cach ty lam diéu nay.
Dong binh luan ty dong tré thanh cho thao luan. Nhan thay diéu nay, doi da
b6 sung tinh nang self-posts cho phép ai dé bat dau mét cuée hoi thoai ma
khong can dwa duong dan sang trang Web khac. Jeremy ké lai: “Khi lan dau
tién hanh self-posts, viéc nay gan nhw chi giong phan hoi lai nhitng viéc
ngwoi dung da lam roi bang cach hack, vi thé ching t6i quyét dinh lam né
don gian hon.” Pay la vi du rat hay minh chitng cho 16i Marc Andreesen:
“Trong mot thi tredng tuyét voi — mot thi truong c6 nhiéu khach hang tiém
nang thyc sy — thi treong sé& kéo san pham ra tit cong ty khéi nghiép3.” Self-
posts tit d6 da tré thanh co s& cua trang, tao dung mdt cong dong nguoi
dung twong tac vGi nhau. “Hién nay, so bai dang la self-post da nhiéu hon s6
bai khac.”

3 http://www.stanford.edu/class/ee204/ProductMarketFit.html

Reddit c6 mot cdng dong gan két va nhiét tinh dwgce thiét ké hoan hao dé thu
thap phan hoi. Jeremy cho biét: “Toan bo trang duwgc sap xép dé cung cap
phan hoi, gitp ngwoi dung dwa ra phan hoi true tiép va gitup cong ty dé dang
biét dwgc phan héi nao quan trong.” Nhuwng anh nhac nhé rang nghe nguoi
dung thoi chwa di — con phéi xem ho lam gi nita. “Phdan hoi truc tiép, ké ca
trén reddit, thwong khong dién dat chinh xac cam giac thwe sy cia ngudoi
dung. Cum ‘hanh dong quan trong hon 16i n6i’ ap dung cho kinh doanh
cling nhiéu nhu bat c linh viyc nao khac. Hanh dong cia nguwdi dung can
thic day viéc kinh doanh ctia ban.”
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TOM TAT

 Reddit chuyén hwéng tir chia sé dwong dan don gian sang binh luan réi 1én
mot nén tang thdo ludn ngay trén trang, c6 diéu phoi bang cach theo doi
nguwoi dung st dung nhitng tinh nang trang da xay dung.

» Mac du thu dugc nhitng phan hoi phong phu tir nhitng gi ngudi dung néi
nhwng bai kiém tra thirc van nam & diéu nguoi dung thue sw dang lam.

BAI HQC PHAN TiCH RUT RA

Mac du diéu quan trong la khong duwgc xay dung vuot qua bo tinh nang ban
dau hay chitc nang cot 16i — trong trwong hgp cua reddit la chia sé duwong
dan — nhung mot cong dong dang 16n manh sé kéo ra nhitng tinh nang nay
t* ban néu ban biét cach lang nghe. Reddit chi bao gom chitc nang co ban
nhwng lai khién ngudi dung dé dang mad rong trang, sau dé hoc héi thit dang
hoat dong hiéu qua nhat va tich hgp né vao nén tang.

THAY POI PHEU GAN KET

Nha tw van hang dau vé kha nang st dung web Jakob Nielsen tirng phat hién
ra rang trong lwgng ngudi truc tuyén cd 90% dung tham lang, 9% doéng gop
ndi dung khong lién tuc va 1% la nhitng nguoi déng gép nhiét tinh*. Nhitng
con sO nay ggi ra sy ton tai quy luat sitc manh trong phéu gan két. Nhitng
ddc diém nay da co tr trudc ca web — ching thé hién & cac dién dan truc
tuyén nhw CompuServe, AOL va Usenet. Bang 26-1 trinh bay mot s6 wéc
tinh cua anh.

4 Tham khao http://www.useit.com/alertbox/participation_inequality.html,
dia chi c6 mot so6 bi quyét rat hay dé cai thién tinh trang thiéu can bang mic
do tham gia. (TG)
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Bdng 26-1. U6 tinh d6 gdn két ctia Jakob Nielsen

Nielsen c6 méot so budc tiép can dé thic day nguwoi dung tham ldang tham gia
bao gom dwa viéc tham gia don gidn hon va bién n6 thanh mot lgi ich s
dung phu ty dong. Chang han, néu c6 trang chia sé dwong dan, ban c6 thé
tinh todn nguwoi dung quay lai xem dwong dan mat bao lau va dung dé lam
dai lwgng do cho chat lwong duong dan — ngwoi dung khong can phai xép
hang dwong dan nay. Bat cit n6 luc nao nham t6i wu hda déng gop va gan két
déu tr¢ thanh gia thiét dé thi nghiém.
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Ty 1é Nielsen dwa ra luon thay doi trong qua trinh web tré thanh mot phan
cudc song thuwong ngay. Mot nghién citu cia BBC vao nam 2012 vé do gan
két truc tuyén chi ra rang 77% luwgng nguwdi tryc tuyén ctia nwéc Anh co
tham gia déng goép trén mang, phan vi s c6 mat khap noi ctia Internet la nén
tang xa hoi va tham gia that dé dang, chi can tai anh hay cap nhat trang thai
1a duoc®.

5

http://www.bbc.co.uk/blogs/bbcinternet/2012/05/bbc_online_briefing_spring
_201_1.html

Charlene Li cua Altimeter Group da thwc hién rat nhiéu nghién ctitu vé dé
gan két. Kim ty thap gan két c6 dwa ra thé hién chi tiét nhiéu dang gan két
ctia nguwoi dung. Trong cudn sach Open Leadership (tam dich: Lanh dao
m&), c6 trich nguon Chi s6 web toan cau nam 2010 diéu tra ngwoi dung web
t* nhidu quéc gia vé cach ho hoat dong trén mang®. Khoang 80% ngudi tra
10i tiéu thu ndi dung mot cach thu dong, 62% chia sé noi dung, 43% binh
luan va 36% tao dung noi dung. (Xem Bang 26-2.)

6 Global Web Index Wave 2 (Thang Mot nim 2010), trendstream.net. (TG)
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Bdng 26-2. B¢ gan két theo quéc gia
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biém khac biét giita cdc quoc gia rat dé nhan thdy — hon mot nira ngudoi
dung web & Trung Quoc tao dyng ndi dung riéng, nhwng chi 20% nguoi tra
10i & Phap va Anh lam vay. Ro rang la dé gan két “tiéu chuan” tuy thudc vao
nén van hoa ctia nguoi dung.

Khi dé, viéc tham gia gan lién vdi ky vong vé van hoa va muc dich cta nén
tang. Facebook co ty 1€ gan két cao tir nguoi dung vi twong tac mang tinh ca
nhan cao, va ngwoi dung tai anh lén Flickr vi d6 la noi bitc anh ctia ho ton
tai. Nhung viéc tham gia c6 tinh chi dan cao (chiang han viét mot bai trén
Wikipedia hay dang danh gia sdn pham) ma khong phdi 1a 1y do chinh dé
nén tang ton tai van rat khé nam bat d6i vgi nhiéu cong ty khdi nghiép.

Mo hinh cia BBC chia ngudi dung thanh bon nhom:
¢ 23% nguoi dung Internet la thu dong, chi dung dé tiéu thu

® 16% nguoi dung sé thé hién phan &ng vdi noi dung (binh chon, binh luan
hay gan c0)

® 44% sé khai xwéng gi do (dang ndi dung, bat dau chu dg, v.v...)

® 17% nguoi dung déng gop nhiét tinh, lam diéu gi dé ké ca khi do 1a viéc
kho hoac khéng phéi nhiém vu chinh véi nén tang, chang han danh gia sach
trén mot trang thuwong mai dién t

Mot chu dé trén reddit thao luan vé do gan két ngudi dung trén trang nay da
cung cap nhiéu con s6 thd vi’. Mot ngudi ding chia sé ring anh ta di dang
1én mot birc &nh nhan dugce 75.000 lugt xem trong vong 24 gio trén Imgur.
Bén than cha dé dugce binh chon yéu thich 1.347 lwogt, 640 lwgt khong thich
va 108 binh luan. Con s6 nay ggi ra do gan két “dé tinh” dat 2,5% va “khé
tinh” dat 0,14%.

7

http://www.reddit.com/r/AskReddit/comments/bg7b8/what_percentage_of_r
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edditors_are lurkers/

Jeremy Edberg néi rang déng gop ngudi dung trén reddit vao nam 2009 tuan
theo quy luat 80/20 dé nhan ra ¢ nhiéu trang UGC; tic 1a 20% ngudi dung
dang nhap va bau chon, va 20% trong s6 nay c6 binh luan. Tuy hanh vi cta
trang nay da thay doi dang ké khi mang tinh xa hoi va huwéng tdi cong dong
nhiéu hon nhung phan tram khach c6 binh luan van & mirc khiém ton.

Ngay ca khach tham lang, khong gan két ciing c6 thé lam diéu gi do. Mot
nghién ctu nam vao 2011 tr Vién Quan ly Sloane ctia MIT cho biét nhiéu
nguoi trong do co chia sé mot cach thu dong thong qua cac kénh ban khong
nhin thay, ching han e-mail hay doan hoi thoai dau d6®. Yammer néi rang
trén 60% nguoi dung dang ky theo doi tong hop dinh ky hoat dong, nghia la
cong ty c6 quyen tiép can nhitng ngudi do°.

8 http://papers.ssrn.com/sol3/papers.cfm?abstract_id=1041261

9 http://blog.yammer.com/blog/2011/07/your-community-hidden-treasure-

lurking.htmL
Tom lai

Theo wéc tinh ctia chung toi thi hay xac dinh 25% khach ghé tham ban mot
cach tham lang, 60-70% khach lam viéc dé thyc hién va ding v6i muc dich
san pham hodc dich vu cua ban, 5-15% ngudi dung sé gan b6 va tao dung
n6i dung cho ban. Trong s6 nhitng nguwdi dung gan bé nay, xac dinh 80% noi
dung ctia ban dén tr m6t nhom nguwdi dung nhé nhung hoat dong nang no,
2,5% nguoi dung sé twong tac thwong xuyén vai noi dung va dudi 1% tham
gia twong tac.

NGHIEN CUU TINH HUONG: REDDIT (PHAN 2) - CO MO VANG
O NHUNG NGUOI DUNG NAY
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Khi reddit da chuyén hwéng tir chia sé dwong dan thanh cong dong, dich vu
tuy c6 ngudi dung gan két nhung van chwa kiém dwge 1gi nhuan, doi khi
phai vat 16n dé chi trd co s& ha tang ddm nhiém lwu luwgng dang 16n dan.
Mac du quang cao la mot nguon doanh thu kha thi nhung cling chiu cai gia
la sy hai long cua ngwoi dung. Qua nhiéu nguwdoi dung reddit st dung phan
mém chdn quang cédo trén trinh duyét dén mic reddit tham chi con thinh
thodng chay quang cdo cam on ngwoi dung vi khong xai phan mém chan
nay.

Khi d6 cong ty da tim dwgc mot nguon doanh thu thay thé: quyén gop.
Jeremy Edberg cho biét: “Ngudi dung sé lién tuc dua rang tinh nang nao dé
chi c6 qua reddit gold'®. C6 liic cong ty me da tim dén va yéu cau ching toi
nghi cach gia tang doanh thu (dang né la mat tdn ba nam ho méi yéu cau
diéu nay). Chung t6i nghi: ‘Nay, hay bién thit reddit gold nay thanh that
nao.””

10 M6t chwong trinh thanh vién cao cap, cho phép truy cap vao céc tinh ning
b6 sung dé cai thién trai nghiém reddit. (BTV)

Doi ngli bo sung thém kha nang mua “vang” thuc ra khéng c6 tac dung gi
ngoai quyén khoe khoang. “Khi trién khai, tac dung duy nhat ban nhan dugc
la quyén truy cap vao mot dién dan bi mat va mét chiéc cip (dién tir). Chiing
toi tham chi con chang dwa ra gia — chiing t6i nho nguwdi dung tra gia ho nghi
la thoa dang. Mot nguwoi ting tra 1.000 do-la mot thang mua reddit gold, co
nguwoi lai trd ¢c6 moi mot xu. Nhung mite trung binh la tam 4 d6-la va trd
thanh mitc chung t6i dinh gia.”

Theo thoi gian, nguwoi dung reddit gold duwgc nhan truy cap cac tinh nang
md&i sém hon. Giong nhitng nguwdi dung tan tuy, ho cling c6 kha nang cung
cap phan hoéi hitu ich — va sé ngwoi st dung tinh nang méi bi han ché gitp
bao vé may chu khoi tinh trang qua tai.
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Cudi cung, reddit b6 sung thém kha nang tang vang cho ngudi khac va
thwdng cho nhitng bai dang hay bang cach déng gép vang. Mac du cong ty
chwa hé tiét 10 doanh thu tao ra tir vang nhwng day la phan thu nhap quan
trong va mat nhiéu buwéc dé dwa n6 vao trang. Jeremy cho biét: “Chung toi
cling nhan ra nguoi ta mua vang cho ngwoi khac nhw cach ho ‘boa’ vi noi
dung hay, do d6, chiing t6i da lam cho viéc d6 dé dang hon.

TOM TAT

« Mic du dat tang tredng nguoi dung khoe manh, reddit van chwa da kha
nang chi trd va lién tuc tiét kiém co s& ha tang mdi.

 Xay dung dya trén thién chi va phan hoi ngudi dung, nhom da thir mé hinh
quyén gép phu hgp vdi tinh chat va van héa ctia cong dong.

* Nhom phén tich két qua chién dich “trd mic ban mu6én” dé dwa ra chinh
sach gia.

« Khi da nhin thdy chut thanh cong, ho tim cach khién viéc quyén gép de
hon va mé rong cach thitc stt dung khoan quyén gop do.

BAI HQOC PHAN TiCH RUT RA

Hay nhé dén cudn sach lat vé mo hinh kinh doanh: ban la doanh nghiép
UGC khong c6 nghia doanh thu ctia ban phéi dén tt quang cdo. Wikipedia
va reddit déu tao ra doanh thu tir cong dong, diéu do giip ho gilt dugc van
héa ctia minh va duy tri dugc nguoi dung.

SPAM VA NOI DUNG XAU

Céc trang UGC phat lén nhd noi dung hay. Pdi véi nhiéu cong ty UGC
chiing t6i da néi chuyén cung — chang han Community Connect va reddit —
ndi dung ltra ddo la mot van dé thuce sy doi héi phan tich lién tuc va dau tw
k§ thuat dang ké. Ngoai c4c thuat todn va thuat giai heuristic!! trén mdy thi
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cac céng ty nhu Google va Facebook con tra tién cho nguwdi ta toan thoi gian
dé quét ndi dung tim ra cac noi dung pham tdi hoac chong doi, day coé thé la
mot cong viéc rdt mét moi'2. Jeremy Edberg wéc tinh 50% thdi gian phat
trién cda reddit tap trung vao ngan chan spam hodc gian 1an binh chon — mac
du trong 18 thang dau cua trang nay, binh chon ctia nguwoi dung da da dé
chan moi spam va khong cé bao vé chong spam nao dwoc thiét lap.

11 Phiong phép tiép can bing cam tinh, mang tinh kinh nghiém, ding trong
phwong phap thit va sai dé gidi quyét twong doi cac bai toan khé. (BTV)

12 http://www.buzzfeed.com/reyhan/tech-confessional-the-googler-who-

looks-at-the-wo

Nguwoi spam thuong tao cac tai khoan ding mot lan rat dé phat hién. Cac tai
khodn bi cwép lai khé xac dinh hon, nhung hau hét cac trang UGC cho phép
nguwoi dung gan cO cac ndi dung spam gitp danh gia dé dang hon. Nhung
madc cho si day hita hen ctia mét cong dong tw bao vé, ngudi dung van chwa
phai la cadch hay dé tim ra ndi dung xau. Nhiéu bai dang bi gan co trén reddit
thwe chat lai 1a do nhitng ké spam gan cd moi nguwoi khac véi hy vong pho
trrong nodi dung cuda riéng ké dé. Jeremy cho biét & reddit, “ching t6i phai
xdy dung mot hé thong phan tich chat lwgng bao cdo tir moi ngwoi diung
(bao nhiéu bao cao hoa ra tr@ thanh spam da xac minh)”.

Tai reddit, cac b loc tw dong cung véi bo kiém duyét bat duwgc hau hét cac
spam — trong nam 2011 s6 spam chiém dén khodng nttra ndi dung dugc gui
di. Jeremy no6i: “Con s6 50% ndi dung dé dén tir khong tdi n6i 50% s nguoi
dung. Gan nhw cach phat trién moi chién lwgc chéng gian lan la bang cach
tim mot treong hgp co ké gian 1an thanh cong, phan tich nguyén nhan ké do
thanh cong, tim nhitng vi du khac trong chitng ctt thu thap, sau dé xay dung
mo hinh dé tim ra hinh thitc gian lan do6.”

Cudi cung, spam con ggi y mot mo hinh doanh thu quéng céo cho trang.
Jeremy nh¢ lai: “Chung t6i nhan thdy nhitng ké spam luén c6 dé khién
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dwong dan cua minh dwge ngwoi khac nhin thay qua hinh thitc gian lan; vay
sao khong dé ho tra tién roi néu ré viéc d6? Néu quan sat dwong dan dwgc
tai trg hién nay, ban sé thay kiéu cach va cach thyc hién gan giong nhw
Google lam no6i bat nhitng duong dan dugc tai trg nam 2008.”

Tom lai

Xac dinh ban can bo ra mét khoan thoi gian va tién bac dang ké dé chong lai
spam khi cé tén tudi hon. Bat dau do lvong ndi dung gi 1a tot va xau, ngudi
dung nao lam tot viéc gan c0 ndi dung xau lic ban dau — chia khoéa cho thuat
toan hiéu qua la mét bo dir liéu dé dao tao nhitng ngwdi dung dé. Chat lvgng
noi dung la mot chi s6 dan dat biéu thi sy hai long ctia ngudi dung, vi thé
hay dé y khi cé suy gidm chat lwgng va gidi quyét trwdc khi tinh trang do
khién cong dong ban xa lanh.
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Chuong 27

THI TRUONG LUONG DIEN:
PUONG RANH GIOI

Thj treong lwdng dién thuc sy la sy pha tron cua hai mo hinh khac nhau:
thwong mai dién ti (vi thi truong dugc xay dung quanh viéc giao dich gitta
nguoi mua va nguwoi ban) va noi dung ngwoi dung tao 1ap (vi thi treong dwa
vao nguoi ban tao 1dp va quan ly danh sach hang c6 chat lvgng dnh hwéng
dén doanh thu va sttc khée thi treong).

biéu nay nghia la c6 su két hgp phép phan tich ban can chi tam.

Con mot ly do niva khién viéc phan tich c6 vai tro quan trong véi thi truong
loai nay. Nguwdi ban hiém khi phéan tich ky lwdng chinh sach gi4, tinh hiéu
qua cua hinh anh gidi thiéu hay san pham gi ban chay nhat. La ngudi sé hitu
thi trwong, ban cé thé gitip do ho nho viéc phan tich. Trén thyc té, ban c6 thé
lam viéc do tot hon ho vi ban cé quyén truy cap dén dit liéu tong hgp tir moi
nguoi ban trén trang.

Mot thuong gia c6 thé khong biét ban gia bao nhiéu. Ngay ca c6 lam phan
tich, anh ta cting khéng cé du diém dit liéu. Nhuwng nhd ban cé quyén truy
cap dén toan bd giao dich, ban cé thé gitp anh ta téi wu héa chinh sach gia
(va nang cao doanh thu ctia minh ti* dé). Airbnb thyc hién hinh thitc t6i wu
hoa thtt nghiém nay thay mdt cho nhitng ngudi ban cuaa hang khi thit nghiém
tac dong cta dich vu nhiép anh tra tién dén ty gia thué — sau do giao dich vu
cho chu sé hitu.

Chiing ta da tim hiéu cd m6 hinh thwong mai dién t&t va UGC & cac chuong
khéc, nhung & day ching ta sé can nhac qua mot so thach thitc dac trung ma
thi truong ludng dién gap phai.
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QUY MO GIAO DICH

Mot so thi truong dwogc danh cho cdc san pham gia tri 16n, khong mua
thwong xuyén (nhw nha), trong khi sé khac lai danh cho cac san pham c6 gia
tri nhé hon va mua thwong xuyén (nhw nhitng thi ban trén eBay). Diéu nay
nghia la s6 lvgng danh sach hang méi ngwdi ban, gia giao dich khac nhau rat
nhiéu, va viéc dua ra mot han mitc hitu ich la khong thé.

Tuy nhién thuong c6 moi twong quan gitta quy m6 mua hang va ty 1é chuyén
do6i. Pon hang cang 16n thi cang can can nhac va so sanh nhiéu. Pon hang
nho hon c6 it rai ro hon va c6 thé tién hanh mot cach bat chot hon nhitng
don hang 16n.

Tom lai

Du khong thé cho ban biét quy mo giao dich tiéu biéu ra sao, nhung ching
toi c6 thé khuyén ban nén do quy mo doé cung ty 1é chuyén doi dé hiéu dugc
hanh vi ngudi mua — sau dé chuyén théng tin nay cho nguai ban.

NGHIEN CUU TINH HUONG: ETSY THEO DOI PIEU Gi

Etsy la ctra hang truc tuyén danh cho nhitng nhom ngwdi lam cong viéc sang
tao chia sé va ban san pham ctia minh. Buwgc mét hoa si, mét nhiép anh gia
va mot thg moc khong c6 noi nao dé ban san pham cua minh trén mang
thanh 13p vao nam 2005, cong ty hién dang giao dich trén 500.000 do-la mot
nam qua thi truong chia sé cua minh.

Cong ty theo do6i cac chi s6 doanh thu nhu gié hang (doanh s6 ban 1é), s6
mat hang ban dwoc, doanh s6 tong hang thang va tong phi thu dugc tir doanh
s0 d6. Hang ciing dé y dén tang trwdng nguwdi mua va ngwoi ban bang cach
dém so0 tai khodn mdi, ngudi ban mdéi va tong so6 tai khoan xac nhan. Theo
thoi gian, cong ty da bat dau theo doi ty 1€ tang tirng nam lién tiép trong cac
chi s6 cot 16i.
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Ngoai nhitng chi s6 chinh trén, Etsy con theo doéi tang trwéng ctia cac loai
san pham ca nhan, thoi gian dén lan dau tién nguwdi dung mua hang, gia tri
dat hang trung binh, phan tram lwgt ghé tham chuyén doi thanh mua hang,
phan tram nguwdi mua quay trd lai va ngwdi mua dac trung thuéc mot loai
san pham. Hang cling phan tich thoi gian dén lan mua dau tién va gia tri dat
hang trung binh theo loai san pham.

Gan day, cong ty da bat dau theo do6i sat sao hon nhitng gia tri nhw tong loi
nhuan bién ban dwoc va phan tram lwgt ghé tham chuyén doi cta di dong va
may tinh ban, cling nhw s6 nguwdi ban hoat dong trong mot khu viee. Cong ty
cling tinh toan cac gia tri trung binh trdc dé dong vai tro lam co sé dé dua
vao do6 xac dinh bat cit bat thwong nao trong dit liéu.

Phé Chu tich Ky thuat Kellan Elliott-McCrae cua Etsy néi rang doi véi bat
ky san pham nao, Etsy déu tinh todn mot s6 chi so, cu thé trong tim kiém
trén trang. Cong ty chay hé thong tim kiém giong bat ct mang quang cao
nao khac va “lién tuc do cau (lwgt tim kiém) va cung (mat hang) cho moi tr
khoa di qua hé thong, dwa ching vao trang thai san sang ban va dinh gia khi
c6 ca cau lan cung.”

Khi Etsy tiép thu mot huwéng tiép can trién khai lién tiép cho pham tru ky
thudt, bang kinh doanh ban dau ctia cong ty gom cé so lwgt dang ky moi
gidy, lwot dang nhap moi gidy (so vdi 16i dang nhap), luwgt thanh toan moi
gidy (so véi 16i thanh toan), danh muc hang méi va dwgce lam mdi, va
“ngudi dung bi 16i” (nhitng ngudi dung cu thé nhin thdy tin nhan bao 16i).
Kellan cho biét: “Piéu quan trong la nhitng chi s6 dang ty so dugc thiét ké
dé nhanh chong lam n6i bat 1én sai sét 6 thé da xay ra dau do. Sau do ching
toi bo sung cac chi s6 nhw thdoi gian tdi trang trung binh & mitc 95%, va diéu
chinh hoi quy hiéu suat.”

Gan day nhat, Etsy dang no lyc phan biét ro cac tinh nang khac nhau déong
gop vao mot lan ban ra sao. Kellan noéi: “Chang han, chiing t6i c6 thé quy
phan tram doanh s6 dén tryc tiép tir tim kiém, nhung ching t6i phat hién ra
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nhitng khach ban dau tim lwét toan bd, sau d6 mai tim kiém cu thé co ty 1é
chuyén doi cao hon. Puwong nhién, mat khac thi ty 1é chuyén déi 1a mot chi
sO rat khé mang lai dwgc tam quan trong veé so liéu vi hiém khi da hoat dong
mua hang dién ra dé khi phan tich s6 liéu d6 so véi lwgng luong nhap trén
man hinh, ban thu dugc két qua bat thuong.”

Kellan chi ra trang ho trg cta Etsy c6 do chuyén doi cao nhat trén trang (vi
nguoi ta dén do khi c6 thwe hién diéu gi dé), nhung lai dua rang cong ty sé
khong tuan theo quyét dinh san pham hgp ly bang cach dwa trang ho trg
thanh trai nghiém chinh cta trang. “Bé thu dugc dit liéu cé y nghia, ban thuc
sy phai quy dinh pham vi tht nghiém.”

Ngay ca khi c6 khoi lwgng doanh s6 khong 16, cong ty van chwa di theo tang
tredng nhanh chéng. Anh giai thich: “Ching t6i choi dua véi mot bién rat
hep va vi thé sudt tir trede dén gio van rat can trong vé viéc nhan ga tang toc
ma khong giam sat chat ché cac chi s6 sttc khoe va phat trién bén virng.”

Do ky vong cau sé giip thiuc day doanh so, cong ty giti cho nguwdi ban mot
ban tin hang thang c6 thao luan dir liéu phan tich, nghién cttu thi treong va
xu hwéng qua khit. Cong ty cling c6 cong cu nghién cttu thi truong danh cho
ngwoi ban. Kellan giai thich: “Néu mot nguwdi ban dinh tim tv khéa ‘ban
hoc’, ho c6 thé kiém tra cong cu nghién cttu thi truong dé tim ra dugc ‘lich
dé ban’ binh thwdng ban trong pham vi 20-24 d6-la, mot cuén lich ban tai vé
dang PDF dugc ban trong pham vi 4 do-la, den ban hoc ban & mirc 50 do-la
va chi mot so lwgng it ban ban dugc moéi ngay.”

Etsy la mot thi truong chia sé, nhung da vwot qua van dé “con ga va qua
tri'ng” ma thi treong luong dién phai doi mat. Kellan néi: “Ban dau nguoi
mua va ngwoi ban ctia ching gidéng nhau. Chung t6i da lam r6 diéu nay khi
bat dau bang cach khuyén khich mua ca hang tht cong va dé dung tha cong.
Etsy da an sau vao mot cong dong ngwoi tao 1ap ludn ho trg nhau, con ban
dau chuing t6i giip do ngudi ta tim ra mot ngwoi khac.”
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TOM TAT

» Etsy dat dinh hudng theo chi s6, nhwng nhitng chi s6 nay da ngay cang tap
trung hon vao kinh doanh khi hang chuyén qua san pham phu hop véi thi
treong.

 Cong ty tranh dwgc van dé con ga va qua tritng ma hau hét cac thi treong
phai doi mat vi Iic dau nguwdi mua cling la ngwoi ban.

 Cac phép phan tich cling duwgc chia sé cho nguwoi ban dé gitip ho ban hang
thanh cong hon — ma viéc nay cting co6 1gi cho Etsy.

BAI HOC PHAN TiCH RUT RA

Mo hinh ngwdi mua/ngudi ban trong thi treong chia sé rat giong danh muc
hang trong mang lw6i quang cdo. Biét dwgc nguwdi mua muon gi va ban dang
dap tng nhu cau dé tot dén dau la mot chi s6 sém cho biét doanh thu ctua
ban sé ra sao. Va vi mudn gitp d& ngudi ban, ban nén chia sé c6 chon loc di
liéu phan tich dé ho ban tét hon.

CAC DANH SACH TOP 10

Danh sach Top 10 la mot cach hay dé bat dau nam dwoc thi tredng ctia ban
dang hoat dong ra sao. Hay tién hanh mot s6 truy van KPI nhw doanh thu va
sO giao dich theo phan khtic san pham:

4 Top 10 ngwoi mua cua ban la ai?
4 Top 10 nguoi ban caa ban la ai?
4 San pham hodc loai san pham nao tao ra phan 16n doanh thu?

4 Khodng gia nao, thdi gian nao trong ngay, va ngay nao trong tuan co
doanh s6 cao nhat?
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Viéc nay c6 vé don gian, nhung tao ra danh sach top 10 phan khic hoac
nhom va theo doi yéu t6 dang thay doi sé khong chi gitip ban nhin ra nhitng
su that ngam mang tinh dinh tinh vé sttc khée thi truong ctia ban ma vé sau
con c6 thé chuyén thanh cac kiém tra dinh tinh, r6i dén d6i ma&i.

Tom lai

Khoéng giong cong ty thuwong mai dién ti truyén thong, ban khong nam kiém
soat qua nhiéu vé kho hang va danh muc hang. Nhung thit ban nam dwoc la
hiéu biét thi gi dang ban dwgc dé cé thé di tiép va thu dugce nhiéu hon. Néu
tim dugc mot loai sdn pham cu thé, khu vuc dia ly, kich ¢d nha hay mau nao
dang ban chay, ban c6 thé khuyén khich nhitng nguwoi ban d6 — va tim thém
nhiéu ngwoi giéng ho.
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Chuong 28

ILAM GI KHI CHUA CO MUC
CHUAN

Chﬁng t0i da c6 gang mo6 td mot s6 mic chuan hitu ich. Nhwng néu da doc
qua bay chwong vira roi, ban sé thay nhitng con s6 nay du hét mitc r6i nhitng
con rat tho so: ban mudn ty 1€ rgdi bé dwdi 2,5%; ban mudn nguwdi dung bo ra
17 phut trén trang néu ban la kénh phuwong tién truyén thong hoac UGC;
duwéi 2,5% sO ngwoi sé twong tac vai ndi dung; 65% nguoi dung sé nging st
dung ¢ng dung di dong trong vong 90 ngay. Nhiéu chi s6 don thuan khong
c6 “chuan muc”.

Hién thue 1a ban sé nhanh chéng diéu chinh ranh gi6i theo thi truong hoac
san pham cu thé cia minh. Nhw thé khong sao. Co6 diéu hay nhé ban khong
nén dich chuyén ranh gi¢i nay tdi kha nang cia minh; thay vao do6 can dwa
kha nang cua ban tGi ranh gigi do.

Gan nhw bat c n6 lwce t6i wu hdéa nao cling déu giam dan hiéu suat. Khién
mot website tai mat 1 gidy thay vi 10 gidy kha dé dang; lam no tai trong 100
milli gidy thay vi 1 gidy lai khé hon rat nhiéu. 10 milli gidy gan nhu la
khong twéng. Xét cho cung viéc nay cling khong bo cong, va diéu nay phan
anh dung tinh trang cta nhiéu no lwc cai thién.

Viéc d6 khong nén lam ban nhut chi. Thyc ra né rat cé ich vi khi tiép can
vdi cuc dai cuc bg, ban c6 thé vé ra két qua theo thdi gian va nhin thay
dwong tiém can. N6i cach khac, ty 1é no luc cta ban tao ra két qua sut giam
c6 thé goi y duong chuadn va nhac ban biét dén ltic can chuyén sang mot chi
sO quan trong khac roi.
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Hay xét no Iy téi wu dai 30 ngay cho mot trang dang c6 thuyét phuc khach
tham dang ky nhw trén Hinh 28-1. Ban dau, trong s6 hon 1.200 khach tham,
chi c6 4 nguwoi dang ky — mot ty 1é chuyén doi 0,3% day té hai. Nhung c
moi ngay, cong ty diéu chinh va thir nghiém mitc dang ky ngay ca khi lwu
lwgng trang tang 1én & mic khiém tén. Cho dén cudi thang, trang chuyén doi
8,2% s0 1.462 khach tham ctia minh.
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Hinh 28-1. Ban c6 nhin thdy s phdt trién t tir trén biéu do nay khong?

Cau hoi 1a: cong ty cé nén tiép tuc tap trung vao ty 1€ dang ky khong, hay ty
1é d6 da dat hiéu suat gidam dan r6i? Bang cach vé ra mot duwong xu huéng
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cho ty 1é chuyén doi, ta c6 thé nhanh chéng nhin thay hiéu suat gidam dan
nhu Hinh 28-2.

Sau cung, diéu tot nhat cong ty c6 kha nang lam dwgc khi tat ca yéu to khac
nhw nhau la dat ty 1€ chuyén d6i quanh mitc 9%. Vi thé mot mat, dé 1a mot
mutc chuan tét va hgp 1y v6i hoan canh. Mat khac, moi yéu t6 khac hiém khi
nhw nhau dugce. Mot chién lwge méi dé thu hiut nguwoi dung c6 thé thay doi
dang ké moi thir.
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Hinh 28-2. 9% la mtic t6i da dat dwoc néu khong dua ra thay doi triét dé
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biéu nay goi lai phan thao luan lic trwde vé diém cuc dai dia phwong. Lap
lai va cai thién tinh hinh hién tai sé dem dén hiéu suat gidm dan, nhung cé
thé nhu thé 1a da dé thoa man mot phan mé hinh kinh doanh va di tiép.
Trong vi du nay, néu mo6 hinh kinh doanh cta cong ty gia dinh 7% s6 khach
tham sé dang ky thi da dén lic chuyén sang yéu té khac, chang han nhu tang
s0 khach tham.

Néu chwa c6 cam nhan ding dan vé mitc trung binh cta thé gidi, hay dung
cach tiép can nay. It nhat ban biét dugc yéu t6 nao 1a trung binh — va c6 kha
nang dat dugc — cho doanh nghiép hién tai ctia minh.

O diém nay, ban ndm dugc ¥ twéng mé hinh kinh doanh ctia minh, giai doan
hién tai va mot s6 mic chuan nén dya vao dé so sanh ban than. Gio hay vuot
ra khoi pham vi cong ty khdi nghiép sang cac linh vic khac ma ¢ d6 Phan
tich dit liéu tinh gon van déng vai tro quan trong: ban cho doanh nghiép va
nguwoi c6 mong muodn déi mai trong noi bo.
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Phan bon
PUA PHAN TICH DU LIEU TINH
GON VAO THUC HIEN

Gi(‘j ban da hiéu nhiéu vé dit liéu. Pa dén ltic bat tay vao viéc. Trong phan
nay, ching ta sé tim hiéu sy khac biét cia Phan tich dit liéu tinh gon danh
cho cac cong ty khéi nghiép tap trung vao doanh nghiép cling nhu cho
nhitng nguwdi mong mudn doi mdi tr ndoi bo. Ching ta cling sé thao luan
cach thay déi van hoa t6 chitc dé toan bo d6i ngii c6 thé dwa ra nhitng quyét
dinh sang su6t hon, nhanh chéong hon va c6 thé 1ap lai nhiéu lan hon.

Nguoi khwdce tw sy thay doi 1a bé d& ctia s suy tan. To chitc loai ngwoi duy
nhat khwdc tir sy tién bo chinh 1a nghia trang.

HAROLD WILSON
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Chuong 29

BAN CHO THI TRUONG DOANH
NGHIEP

Ban nghi Phan tich d@ liéu tinh gon chi ap dung cho cac doanh nghiép tap

trung vao nguwoi tieu dung? Hay nghi lai xem.

Chac chéan la thit nghiém vé&i nguwdi tiéu dung van dé hon — cé qua nhiéu
nguoi tiéu dung ngoai kia va ho dwa ra quyét dinh thiéu hop ly, do dé ban c6
thé choi dua véi cdm xtc cta ho. Khong nghi ngd gi, dién todn dam may va
phwong tién xa hoi da khién viéc trién khai sdn pham méi va lan truyén
thong diép dé dang hon ma khong can dén khoan dau tuw trvdc dang ké, va
cac cong ty khéi nghiép trong linh vyc tiéu dung la nhitng biéu twgng truyén
thong, tham chi 1a nguyén liéu cho c4c tdc phdm Hollywood!. Ngay ca cac
cong ty khdi nghiép B2B, nhuw nha cung cap SaaS, cling thwong nham t6i
cac cong ty vira va nho.

1 Thang Hai ndm 2012, Allen Gannett ctia The Next Web néu ra sy phat
trién ctia dam may, xu hwdng tiéu dung cong nghé va sy tiép nhan rong rai
mo hinh phan phoi SaaS 1a ba chat xtc tdc dong gép vao sw md rong nhanh
chong cac thwvong vu mua lai trong linh viec phan mém doanh nghiép. (TG)

Tuy nhién hwdng tiép can kinh doanh nhan théng tin tr dit liéu ciing tot vGi
bat ky loai hinh t6 chitc nao khac. Rat nhiéu cac nha sang 1ap tai ba lan theo
nhitng van dé cia doanh nghiép 16n va lam giau nhd do6. Noéi theo cach cta
phong vién Alex Williams ctia TechCrunch la “Tuy doanh nghiép cé thé té
” Cac cong ty khai nghiép
tap trung vao doanh nghiép phéi gidi quyét nhiéu thach thirc rat khac biét

nhat dén mudn chét nhwng né van dat day vang-.

sudt qua trinh khién ho phai thay doi ca nhitng chi s6 ho theo doi va cach
thitc thu thap chi s6, nhung ciing dang.
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2 Phan (ng cua William sau khi tham dy mot ngdy gi6i thidu cua
Acceleprise, mot chwong trinh tang toc tdp trung vao cac coéng ty khai
nghiép nham vao khach hang doanh nghiép; tham khao
http://techcrunch.com/2012/11/09/notes-from-astartup-night-the-enterprise-
can-be-as-boring-as-hell-but-the-whole-goddamn-thing-is-pavedwith-gold/.
(TG)

TAI SAO KHACH HANG DOANH NGHIEP LAI KHAC BIET?

Hay md dau bang tin tot: tim doanh nghiép dé no6i chuyén lai dé dang hon.
Ho nam ngay trong danh ba dién thoai. Ho c6 thé danh thoi gian uéng ca
phé. Ho cé ngan sach. Va déi v6i nhiéu nguoi thudc nhitng té chivc nay thi
mot phan cong viéc cia ho la danh gia nhitng gidi phap mdi, gap gd nha
cung cap va chia sé nhu cau dé xem ai d6 c6 thé gidi quyét duwgc mot cach ro
rang hon hay khong. Bugc mdi mét coc ca phé tuyét voi, ban cé thé noi vé
nhitng trién vong thyc sy kha nhanh chong.

Nhw da néi, c6 nhiéu cach dang chu tam khién doanh s6 doanh nghiép khac
biét va kho6 khan hon so v6i ban cho mot nhém ngudi dung 16n, khong hiéu
rd rang lam. Nha dau tw mao hiém Ben Horowitz 1a mét trong nhitng nguoi
dau tién lam ro diéu nay:

Hang ngay, tdi nghe tir cdc doanh nhan, nha dau tw thién than va nha dau tw
mao hiém vé mot phong trao méi rat s6i dong goi la “tiéu dung héa caa
doanh nghiép”. May ngudi ho bao toi lyc lwgng mua hang deo Rolex, gia ca,
dat gia 1a chuyén trong qua khit roi, va trong twong lai cac cong ty sé chua
dong “tiéu dung” cac san pham doanh nghiép nhw cach ngwoi tiéu dung dén
nhan Twitter.

Nhung khi t6i n6i chuyén véi nhitng doanh nghiép mdi thanh cong nhat nhw
WorkDay, Apptio, Jive, Zuora va Cloudera, ho déu can dén no luc ban hang
cho doanh nghiép to 16n va rat nghiém tic thwong c6 nhitng nguoi dat gia,

mot sd trong dé thuc s c6 deo dong ho Rolex?.
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3 http://bhorowitz.com/2010/11/15/meet-the-new-enterprise-customer-

he%E2%80%99s-a-lot-likethe-old-enterprise-customer/
Mon hang 16n, Quan tam nhiéu

Mot diéu khién cong ty khai nghiép tap trung vao doanh nghiép khac biét la:
phat trién khach hang B2C la di tim hiéu y kién, con phat trién khach hang
B2B la ca mot cudc téng diéu tra.

Trong da s6 trwong hgp, doanh s6 doanh nghiép chita cac mat hang gia tri
16n hon, ban cho it khach hang hon. Biéu nay nghia la nhiéu tién hon dén tw
it nguén hon. Néu ban ban mdt mat hang gia tri 16n, diéu nay thay doi cuc
dién tro choi rat nhiéu. Béi véi lic mai bat dau, ban c6 thé néi chuyén vai
tirng khach hang. Gia ban cao bu lai cho chi phi tiép can ban hang truc tiép,
dac biét vao giai doan dau khi ban.

Con s6 nguwoi dung ban dau thap con tao nén khac biét 16n hon. Ban sé
khong néi chuyén véi mot mau 30 nguwoi lam dai dién cho thi treong noéi
chung. Thay vao do, ban sé no6i chuyén v6i 30 cong ty c6 kha nang tré thanh
30 khéach hang dau tién.

Phan 16n cong viéc phan tich xoay quanh viéc hiéu duwgc lwgng thong tin 16n
dé c6 thé nam bat tot hon dac diém an dwdi va tac dong vao chung. Nhung &
giai doan dau cua cong ty khai nghiép B2B, chang hé c6 dac diém gi — chi
c6 khach hang thoi.

4 Ban c6 thé nhac may va goi ngay cho ho.
4 Ho sé goi cho ban va cho biét ho muon gi.
4 Ban c6 thé ngoi trong phong néi chuyén vai ho.

4 Ban khong thé kiém nghiém thi gi trén mot mau tiéu biéu so liéu trong
dan so va bo di néu thitr nghiém hong — ban sé mat khach hang.
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Tinh hinh thic

Ngudi mua doanh nghiép c6 xu hwéng nguyén tac hon. Ho khong thé dwa ra
quyét dinh dya trén cdm tinh hay cam xtc — hodc cling c6 thé nhuwng phai
dwgc mot treong hgp kinh doanh xac minh. Cac cong ty 16n thuong la cong
ty cong c6 kiém soat va can bang. Ngudi trd tién cho san pham (tai chinh)
lai khong phai nguwoi dung san pham (nganh kinh doanh). Hiéu dugc sw phan
doi nay la can thiét cho phat trién san pham va ban hang. Ban dau, ban cé
thé nham t&i céng ty ti€p nhan sém, & d6 nguwdi mua gan nguwdi dung hon
nhiéu (c6 thé con la cung mot nguwdi ¢ thoi diém nay), nhung khi di qua
nhitng nguwoi ti€p nhan sém nay roéi, ngwdi mua va ngwdi dung sé chia ra.

Cong ty c6 cau tric mang tinh hinh thitc 1a cé ly ctia n6. N6 gitip ngan chan
tham nhiing va cho phép thuc hién kiém toan. Nhung cau tric do lai can
dwong dé hiéu biét tinh hinh. Nguwdi ban lién lac & mét cong ty cé thé la
ngwoi ung ho, nhung nguwdi khac trong to6 chitc cé thé lai la nguwdi tru dap
hodc c6 moi quan tam khac ban khong nam dwgc. Pay la mot trong nhitng 1y
do ban hang tryc tiép lai pho bién & giai doan dau: né gitip dinh huéng tinh
trang quan liéu va hiéu dugc phan thudc quy trinh ban hang ma ngudi ngoai
khong biét dugc.

SAN PHAM LOI THOTI

Nguoi tiéu dung c6 thé dot ngdt bé luon sén pham cii. Doanh nghiép nhé c6
thé chuyén dich kha dé dang twong ty nhu cudc di cw sang phan mém nén
tang dam may gan day. Ngugc lai, cac cong ty 16n c6 von dau tw 16n trong
qua khi¢ phai st dung mot cach hgp 1y. Ho cling cé dau tw chinh tri dang ké
trong nhitng quyét dinh trwdc day, va thuwong day la phe phan doéi thay doi
manh mé nhat.

Da s6 t6 chitc & bat ky quy m6 thue nao déu da phat trién phan mém va quy
trinh cda riéng ho va ho mong ban thich nghi véi nhitng yéu t6 d6. Ho sé
khong thay doi cach thitc van hanh: thay doi rat khé khan, dao tao lai la ca

https://thuviensach.vn



mot khodn chi phi. Piéu nay c6 thé gia tang chi phi trién khai vi ban phai
tich hgp nhitng gi da c6 san. N6 ciing c6 nghia la san pham ctia ban phai cé
kha nang diéu chinh va thich nghi cao hon, tic la phitc tap hon va kho st
dung hon.

San pham duwong nhiém

Nhitng van dé mang tinh di sdn nay la m&t phan ctia van dé khac — san pham
dwong nhiém. Néu dang co can thiép hodc thay thé thi gi do, ban sé phai
thuyét phuc dugce té6 chirc rang ban tot hon bat ké da c6 giai phap hién tai.
Cac t6 chire bi di ng vdi thay dbi va yéu mén trang thai hién tai ctiia minh.
Néu dang c6 ban cho ho ma san pham van & trong giai doan dau cda chu ky
tiép nhan cong nghé thi ban sé bi loai luén, don gidn vi ban con md&i. Nguoi
tieu dung thich mai; doanh nghiép chi goi do la rui ro thoi.

biéu nay cling c6 nghia la cac nha cung cap duong nhiém c6 thé tri hoan
dang ké viéc ban hang cia ban néu ho nam thop duwoc ké hoach bang cach
noi rang ho cling sé lam vay. Ho c6 thé giam 1én 6ng thd cta ban bang cach
hita hen gi d6 — sau do lai huy hen khi ban chét r6i.

Di nhién la nhitng sdn pham dwong nhiém to 16n cham chap ciing c6 hang ta
diém yéu. Nhitng yéu t6 méi c6 thé can thiép mot cach don gidn vao thi
trvong nho dé thich nghi hon do khong can dao tao. Mat thap ky trwdc,
nhitng ngwdi duy nhat biét vé “feed” la nhitng thwong nhan chitng khoan két
nodi v6i hang Bloomberg; ngay nay, ai dung Facebook hay Twitter cling déu
quen v@i cac feed. Ho khong can phai dao tao.

Tinh don gian khong chi la mot ddc tinh cua dot pha doanh nghiép — n6 con
la cai gia dé budc vao doanh nghiép. DJ Patil, nha khoa hoc dir liéu tai
Greylock va tirng 1a giam doc san pham & LinkedIn, goi day la Quy luat Chi
phi phat sinh bang khong:

Cha dé trung tam cho lan s6ng d6i méi nay la ttng dung cac nguyén ly sdn
pham cot 16i tr khéng gian ngudi tiéu dung vao doanh nghiép. Cu thé, mot
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bai hoc pho cap toéi ludon chia sé v6i moi doanh nhan xady dung cho cac
doanh nghiép la Quy luat Chi phi phét sinh bang khong: khéng tinh nang
nao c6 thé bé sung thém chi phi dao tao cho ngusi dung®.

4 http://techcrunch.com/2012/10/05/building-for-the-enterprise-the-zero-
overhead-principle-2/

Thoi gian chu ky lau hon

Cac mo hinh Khai nghiép tinh gon hiéu qua vi mang lai cho ban kha nang
hoc hoi nhanh chong va 1ap lai. Rat khé dat duwgc téc do khi khach hang cta
ban lai can than dich chuyén cham chap, vi thé thoi gian chu ky thi truong
muc tiéu lau hon khién viéc 1dp lai nhanh chéng khé khan hon. Bay la 1y do
chinh cho nhiéu cau chuyén thanh cong ban dau ctia Khéi nghiép tinh gon
lai dén tir cac doanh nghiép tap trung vao nguoi tiéu dung.

S di lén thi treong SaaS thay doi diéu nay vi thay doi chitc nang ma khong
can thi trwong cho phép twong doi don gian. Nhung néu ban dang ban phan
mém doanh nghiép truyén thong, xe tai giao hang, hay may huy tai liéu, ban
sé khong hoc hoi va 1dp lai dwgc nhanh chéng nhu treong hop ngudi tiéu
dung. Buong nhién 1a cac doi tha canh tranh ctia ban ciing vay. Ban khong
can phai qua nhanh — chi can nhanh hon moi ngudi khac.

Ly Ié (va thiéu tri twéng turgng)

Khong phai cong ty nao ciing phu hgp khuén mau khach hang to 1én, tiép
thu muon, cham chap, nhung mitc lo ngai vai rui ro la c6 thuc. Nhitng nguoi
mua la doanh nghiép han ché suy nghi cta chinh minh vi ho khong thé nhan
rdi ro giong nguoi tiéu dung. Ho yéu cau c6 bang chitng vé sy hiéu qua cta
san pham nao do truwde khi thir nghiém, tic 1a y twdng hay c6 thé bi chén vui
trong cac tinh huéng doanh nghiép, nhitng phan tich 1gi tic dau tw va cac
bang tinh téng chi phi s& hitu.
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Ly 1& nay luén dwgc dam bao. Nam 2005, cha tich hdi dong Vién Ky suw
bién-bién tit (IEEE) Robert N. Charette wdc tinh trong s6 1.000 ty d6-la chi
vao phan mém moi nam, 5-15% sé bi bo quén trwdc hodc chang may choc
sau khi chuyén tién, va phan 1én phan con lai sé dén muon hodc chiu canh
Vgt qua ngan sach khéng 16°.

> http://spectrum.ieee.org/computing/software/why-software-fails/0

Mot nghién cttu twong tw cia PM Solutions wéc tinh 37% cac dy an IT déu
6

O rui ro°.
6 http://www.zdnet.com/blog/projectfailures/cio-analysis-why-37-percent-of-
projects-fail/12565

Vi cac cong ty co6 rat nhiéu ngwdi — va nhiéu ngudi trong dé coi cong viéc
chi l1a cong viéc — wu tién ctia ho 1a ha thap t6i da kha nang mac sai lam ngay
ca khi toan thé t6 chitc c6 thé chiu hau qua lau dai. Rat kho dé truyén cam
hitng cho mét td6 chitc néu nhan vién ¢ d6 ban lo lang liéu thay déi ban hiva
hen c6 phai danh déi ca cong viéc ctia ho khong.

bay la mot trong nhitng cach nhin thé gigi thiéu tin twdng dén mic khong
can thiét.

Vi toan bo nhitng 1y do trén, phan 1én cong ty khdi nghiép tap trung vao
B2B gbém hai nguwdi: mot chuyén gia chuyén mén va mot chuyén gia dot
pha.

4 Chuyén gia chuyén mon hiéu biét vé nganh va khu vie van dé.

Anh ta c6 chiéc Rolodex” va c6 thé déng vai tro dai dién cho khach hang &
giai doan dau khi dinh hinh san pham. Thwdong thi nguwdi nay lam viéc trong
nganh, nam vai tro marketing, ban hang hoac phat trién doanh nghiép.

7 Thiét bi dung dé lwu théng tin lién lac ctia cdc doanh nghiép. (DG)
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4 Chuyén gia dot pha biét duwgc cong nghé nao sé tao ra thay doi dé cong ty
khai nghiép c6 thé tan dung. Nguwdi do c6 thé nhin xa hon mo hinh hién tai
va hinh dung dugc nganh sé ra sao sau khi chuyén déi va mang huéng tiép
can m@&i mé dén véi thi treong hién tai. Pay thuong la nha chuyén gia cong
nghe.

VONG DPOI CONG TY KHOI NGHIEP PHUC VU DOANH NGHIEP

Cong ty khéi nghiép bat dau theo nhiéu cach. Tuy nhién tradi qua nhiéu nam,
ching t6i da nhin ra mot xu hwéng lap lai nhiéu lan vé qua trinh tang tredng
cta cong ty khéi nghiép B2B. N6 thwong dién ra theo mot trong ba cach:

Chuyén hwéng sang doanh nghiép

Theo cach nay, cong ty tao ra mét san pham tiéu dung dwoc wa thich, sau dé
chuyén hwéng nham dén doanh nghiép. Pay la cach Dropbox da lam, va &
mot pham vi nao do cling la cach BlackBerry len 16i vao doanh nghiép IT
bang cach nham vao nhitng nguwoi ban hang “mé tién”. Tuy thé cach nay
khong phé bién lam: cac doanh nghiép c6 ky vong va quan tam rat khac biét
vOi nguoi tieu dung.

Sao chép va xay dung lai

Mot hwdng tiép can nita la 1ay y twéng ngwoi tiéu dung va bién né thanh san
sang cho doanh nghiép. Yammer lam diéu nay khi xay dung lai mo hinh cap
nhat trang thai ctia Facebook va sao chép giao dién feed ctia Facebook.

Dot pha mot van de hién tai

Co rat nhiéu dot pha dién ra trong mot linh vure, tir sy xuat hién cua dit liéu
di dong, tdi Internet Van vat®, t4i su tiép nhan mdy fax, cho t6i cic ng
dung nhan biét vi tri. Bat c dot pha nao trong s6 do déu cé thé tao ra lgi thé
da 16n dang dé tiv bé cach lam viéc cii. Taleo da lam diéu nay véi linh vuc
quan tri nhan sy truyén théng.
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8 http://en.wikipedia.org/wiki/Internet_of _Things
Cam hitng

Nhiéu cong ty khéi nghiép phuc vu doanh nghiép ma ching t6i n6i chuyén
kh&i nguon tir mot y twdng co ban, thwong ndy nd bén trong hé sinh thai ho
muon dot pha. D6 1a bai hiéu biét vé linh vire 1a can thiét. Cac yéu té quan
trong vé cach mét cong ty van hanh — cu thé 1a hoat dong quan tri phia sau —
thwong dwgce gidu di ma thé gidgi bén ngoai khong biét. Chi khi la ngudi bén
trong ndi bd méi nhin thay rd dwgc nhitng van dé nhic nhoi.

Hay xét truong hop nhitng nguoi sang lap Taleo. Ho roi bo cong ty hang
khuing BAAN vé hoach dinh yéu cau doanh nghiép (Enterpise requirement
planning — ERP) dé mang nhitng cong cu quan ly tai ba cho doanh nghiép.
Ho da nhin thay nhitng thach thitc 16n cia ERP la kha nang tich hop va trién
khai, dong thoi nhan thdy van dé cua trang web la c6 bao nhiéu t6 chic két
ndi vdi ng vién. Ho cling nhin ra tai nang quan ly, ca tredc va sau khi thué,
déu dugc thuc day bai dir liéu.

Ho duwa ra nhiéu nhan dinh dya trén viéc quan sat cac xu hwéng cong ngheé.
Nhuwng hiéu biét nén tang cua nhitng ngudi sang 1ap vé linh viee HR 1a nho
vao thoi gian ho 8 BAAN. R0 rang la hiéu biét d6 da c6 tac dung: vao thang
Hai nam 2012, Oracle mua lai Taleo véi gia 1,9 ty do-la.

biéu do khong c6 nghia 1a doi ngili sang lap phdi c6 ngudi trong linh vuce —
nhung c6 thi tot. Tuy nhién hay nhé ngwdi trong nganh van can “ra khoi toa
nha” va xac nhan nhitng gia dinh cia minh; y lai vao hiéu biét c6 san vé
nganh ma khong lam diéu kia sé rat tai hai.

Hay quan sat nam giai doan thudc khu6n khé Phan tich di liéu tinh gon ap
dung ra sao cho cong ty tap trung vao B2B. Hinh 29-1 thé hién nhitng viéc

cong ty B2B can lam & moi giai doan ciing nhu can can trong nhitng ruai ro
nao.
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Hinh 29-1. Cac giai doan Phan tich dir liéu tinh gon khi ban cho cdc doanh
nghiép

Thau hiéu: Tw van va Phan khuac

Nhiéu cong ty khéi nghiép tw khdi dong bat dau véi vai tro la té6 chire tw
van. D6 la cach hay dé kham pha nhu cau khach hang, va giip chi trd hoa
don. Tw van cling cho ban cach dé thit nghiém nhitng y twéng ban dau vi du
moi khach hang déu cé nhu cau nhung ban can dwa vao nhitng nhu cau nhat
quan trén mot thi trudng da 16n va c6 kha nang gidi quyét dé xay dung cong
ty.

Nhu da noi 1a cac cong ty tw van gap kho khan rat 16n khi chuyén tir nha
cung cap dich vu sang cong ty san pham vi & mot so thoi diém ho can phai
bdé mac doanh thu dich vu va tap trung vao san pham. Chuyén doi d6 cuc ky
vat va — tir goc nhin & dong tién mat — va hau hét nha cung cap dich vu
khong thyc hién ct nhay nay.

Ciling can phai “pha tan moi con duong” trd vé cong viéc dich vu dé dam
bdo ban cam két xay dyng san pham. Sau cung, ban sé phai b6 mac mét so
khach hang dwgc yéu quy nhat dé mang dén mot san pham ma thi truong
chung déu mu6n, va viéc tién hanh tuy chinh dé lam vira long nhitng khach
hang kia kha hap dan. Ban khong thé chay md6t san pham va mot dich vu
cung lic. Ngay ca IBM ciing phdi chia doi; diéu gi khién ban nghi minh lam
dugc khi madi la mot cong ty khdi nghiép non tré?

NGHIEN CUU TINH HUONG: CACH CORADIANT TiM RA THI
TRUONG

Coradiant, nha ché tao thiét bi ho trg hiéu suat web, ra mat ndam 1997 véi tén
goi Networkshop va dugc BMC Software mua lai vao thang Tw nam 2011°,
Ban dau day la cong ty tw van cg sd ha tang IT viét cac nghién citu vé hoat
dong, kha dung va céng nghé web nhw SSL°. Tuy nhién rat nhanh chéng,
cac doanh nghiép va cong ty khéi nghiép tim dén ho nhg ho trg trién khai.

https://thuviensach.vn



Nhitng khach hang nay can nhiéu phan thudc co sé ha tang mang ton kém —
cap can bang tai, twong ltra, bo tang toc an, bo chuyén mach, bd dinh tuyén
va nhitng cong cu giam sat lién quan ma tong cong gia tri 1én dén 500.000
do-la va xtt ly dugc Ivu lwgng 100 megabits trén giay (Mbps). Nhung nhitng
cong ty nay chi can mét phan dung lugng do.

9 Tiét 16 day du: Coradiant dugc Alistair Croll va Eric Packman dong sang
1ap nam 1997 vdéi tén goi Networkshop; duwgc doi tén thanh Coradiant vao
gitta nam 2000. (TG)

10 http://www.infosecnews.org/hypermail/9905/1667.html

Networkshop xay dung mot co s& ha tang 4o m& dau ma khach hang c6 thé
mua mot Mbps mot lan. Cong ty trién khai cach nay trong mot trung tam dir
liéu & mot thanh pho va cung cap mot phan dung lwgng cho khach hang &
trung tam dit liéu d6. Mat kinh té rat kha quan: khi co sé& ha tang da vuot
qua 35% khach hang st dung, moi do- la thém vao di thang vao lgi nhuan.

Khi da c6 nén tang, Networkshop doi tén thanh Coradiant va ngitng cap von
Series A, tan dung hoat dong kinh doanh ti trwéc dé trién khai nhitng “cot
tru” ha tang twong tu tai cac trung tam dit liéu xuyén suét Bac My. Goi gon
viéc nay trong dich vu ho trg, cong ty tham gia vao cac tdp doan nhw
LoudCloud va SiteSmith trong linh viyic cung cap quan tri dich vu (MSP)
dang len.

Tuy nhién trong vong vai nam, nhitng nha s¢ hitu trung tam dit lieu ma
Coradiant da phoi hgp cung nhan ra ho can kiém nhiéu tién hon tir co sé vat
chat ctia minh. Dé tang doanh thu moi foot vuong, ho bat dau dwa ra dich vu
canh tranh. Nhitng ngwoi sang lap Coradiant phéi dwa ra quyét dinh: hodc la
do6i dau canh tranh véi cac trung tam dit liéu gan nhw y hét cho lwu trit cac
khach hang ctia ho — mot y tuwéng té hai — hodac chuyén huwdéng sang mé hinh
md&i khong can dén sy cho phép ctia cha sé hitu trung tam dir liéu.
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Coradiant da xay dung mot dich vu giam sat (goi la OutSight) gitp d& quan
Iy co s& ha tang khach hang va do hiéu suat hoat dong. Mua he nam 2003,
cong ty thu hep quy mo dang ké, cho nghi viéc hau hét nhan vién t6 chiic,
dong thoi thué nhitng nha phat trién va kién tric sw tap trung vao xay dung
phién ban thiét bi cho céng nghé nay. Sdn pham mdi, cé tén TrueSight, ra
mat nam 2004, va lic nay Coradiant khong can dén sw cho phép cta chu sé
hitu trung tam dit liéu dé trién khai nita.

Mot s6 khach hang MSP cia Coradiant tré thanh nguwoi dung TrueSight,
nhanh chong tao dung mot tap hop nhitng cai tén quen thudc dang tham
khdo. Phién ban TrueSight dau tién chi chia cac tinh nang co ban — chang
han da s6 viéc bao cao dugc thye hién bang cach xuat thong tin vao Excel.
Nhung Coradiant sé hitu mot doi ngti ky thuat trwde va sau ban hang cuc ky
lanh nghé da lam viéc chat ché vdi nhitng khach hang dau tién. Khi cong ty
nhin ra loai bdo cdo khach hang lam va cach ho dung thiét bi, cng ty mdi
két hgp ching vao cac phién ban sau.

Coradiant khong st dung ban hang qua kénh chitng nao sdn pham chwa
twong doi trwdng thanh. Lién hé tryc tiép giip cung cap phan hoi thuong
xuyén tir thire nghiém. Cong ty cling t6 chitc héi thdo nguwdi dung hai lan
mot nam dé lang nghe cach moi nguwdi st dung san pham ra sao, dan dén
nhitng hwéng di méi chang han nhuw tao dyng hinh anh thdi gian thuc va
xudt dir liéu dé phat hién nhwgc diém.

Cudi cung, di san ti khi lam ¢6 van mang dén cho Coradiant hiéu biét sau vé
nhu cau thi tredng muc tiéu. San pham gigi thiéu dau tién dva trén chia sé
co s@ ha tang IT, gidam b6t chi phi bo phan mang cho nhiéu khach hang.
Dich vu sau do lai giup cong ty nam dwgc nhitng tinh nang gi khach hang
can c6 & san pham giam sat, va sau cung dwa cong ty xay dyng san pham
dugc yéu cau.

TOM TAT
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* Coradiant khéi dau bang ban dich vu quan ly, nhung mot chuyén doéi thi
treong 16n da thay doi dang ké dong lwc thi treong.

 Cong ty phat hién rang gia tri dac trung ctia minh la tap hop dich vu quan
1y cung cap dé theo doi trai nghiém nguoi dung trén mét website.

» Khach hang mu6n chitc nang nay tré thanh mét thiét bi hon 1a dich vu.
BAI HOC PHAN TiCH RUT RA

Doi khi thay d6i moi trwong chang han nhw phap luat hoac canh tranh khién
cac gia dinh kinh doanh da kiém chitng lai khong con ding nira. Khi diéu dé
xdy ra, hay nhin vao dé xudt gia tri c6t 16i cta ban la gi va xac dinh liéu ban
c6 thé ban né cho mot thi treong khac hay bang cach khac vuwot qua dugc
nhitng thay doi kia khong — trong tredng hop nay, chi gitt mot phan dich vu
va chuyén né thanh mot thiét bi.

Trién khai cong ty khéi nghiép dudi dang tw van cé rui ro riéng ctia né. Ta
rat dé bi mac ket trong viéc tw van. Khi doanh nghiép phat trién, ban sé
muon gilt cho khach hang ctia minh vui vé va sé khong tao duwgc chu trinh
danh cho viéc xay dung sdn pham hodc dich vu mong muo6n. Nhiéu céng ty
khdi nghiép da dé mat ké hoach ban dau ctia minh va gig van la cong ty tw
van — mot so hai long véi diéu d6. Nhung ho khong thda man dugce bai kiém
tra ctia Paul Graham vé tang truédng ma rong dugc, lap lai dwge va nhanh
chéng. Ho khong phai cong ty khai nghiép.

Con diéu nita dé thuc hién chuyén doéi tr tw van sang cong ty khadi nghiép la
dau tién ban can kiém chitng liéu nhu cau khach hang hién tai ctia ban cé ap
dung cho lwgng ngwoi rong hon hay khong. Lam vay c6 thé vi pham théa
thuan riéng gitta ban véi khach hang, vi thé ban can khéo 1éo phat trién
khach hang. Khach hang hién tai c6 thé cdm thady mot san pham chuan héa
ma ban dv dinh gigi thiéu sé khong ding v&i mong mudén cua ho; ban can
thuyét phuc ho rang mot san pham tiéu chuan thuwe ra sé t6t hon cho ho vi
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chi phi xay dung cac phién ban twong lai sé dugc chia déu theo s6 nguoi
mua.

Khi da tim dwgc van dé dinh khac phuc va kiém chitng xem giai phap c6
hiéu qua vdi khach hang hién tai hodc trién vong khong, ban can phan khiic
ho. Khong phai khach hang nao cling giéng nhau nén can sang sudt chon
mot khu vye dia ly, mot nganh cu thé hoac khach hang thudc chinh nhitng
nhom ban hang cua ban. Bang cach nay, ban c6 thé chd y nhiéu hon dén
nhitng nguwoi tiép nhan dau tién va han ché hé luy cuaa that bai.

Chang han hdy hinh dung ban dang xdy dung mot céng cu quan ly thué
nguwoi. Cach mot cong ty luat tim va gitt lai cac &ng vién rat khac véi cach
thye hién cuia mot nha hang an nhanh. Xay dwng chi mot cong cu cho ca hai
loai trén — dac biét ti Iic bat dau — la mot y twéng toi.

Moi thi? tir s6 lwgt phong van, bang cap can c6 cho dén s6 nam gan bé véi
mot cong ty sé khac nhau. Nhitng su khac biét nay nghia la can dén tuy bién
va nhiéu thong so6 lam tang do phitc tap va vi pham Dinh luat Chi phi ban
dau bang khong cua DJ Patil.

Bam tru: Chuan héa va Tich hgp

Khi biét duwgc nhu cau va xac dinh dwgc phan khic ban dau, ban phai chuan
héa sdn pham. Vi mot s6 san pham, ban cé thé ban trwdc khi xay dung.
Thay vi xdy dung MVP, ban c6 thé tao nguyén mau hodac mot bo thong so
ma khach hang trién vong sé cam két tra khi giao san pham. Quy trinh mua
hang c6 diéu kién nay sé giam chi phi huy dong von vi né tang kha nang
thanh cong hon.

Trong linh vic B2C, cong ty khdi nghiép lo vé van dé “Minh xay dyng dugc
khong?” it hon va lo nhiéu hon vé cau hoi “Cé ai quan tdm khéng?” Trong
thi tredng doanh nghiép ¢6 rai ro nhiéu hon, cau hoi la “Cé tich hgp duoc
khong?” Tich hgp bang cac céng cuy, quy trinh va méi treong hién c6 thuwong
la nguon cé kha nang phat sinh van de, va két cuc ban sé quay lai tuy chinh
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cho khach hang — diéu nay lam mat di tinh chuan héa ban da dau tranh vat
va lac trude dé dat dugc.

biéu hoa méi cang thang gitta tuy chinh va chuan hoa la mét trong nhitng
thach thitc 16n nhat danh cho cong ty khaéi nghiép phuc vu doanh nghiép giai
doan dau. Néu ban khéng thé khién nguwoi dung ctia khach hang th san
pham thi ban xong r6i. Va ngay ca cong nghé cua ban c6 tac dung ma khong
tich hgp dwgc vdi hé thong triede day thi d6 van bi coi la 16i cta ban, khong
phai cua ho.

Lan truyén: Truyén miéng, Gi6i thiéu va Tham khao

Gia st ban da ban san pham chuan héa thanh céng cho mot phan khic thi
treong ban dau, ban sé can tang trwedng. Doanh nghiép khong hay tin nguoi
mdi, vi thé ban sé phu thudc rat nhiéu vao 16i gigi thiéu va marketing truyén
miéng. Ban sé tién hanh nghién cttu tinh huéng tir nhitng thanh cong ban
dau va nho nguwoi dung hai long xtr 1y cac cudc goi tir nhitng nguwdi mdi co
trién vong.

Gidi thiéu va tham khao rat quan trong trong giai doan nay cua tang truéng.
Mot s6 khach hang c6 tén tudi qua la vo gia. Nhitng nha cung cap tap trung
vao doanh nghiép sé thwong dwa ra khuyén mai dé doi lai cac tinh huéng
nghién cuu.

Doanh thu: Doanh sé truc tiép va Ho trg

Khi quy trinh dang tang trwédng va doanh thu di vao, ban sé lo lang vé dong
tién mat va két cau tién hoa hong cho doi ngii ban hang truc tiép. Dé biét
dwgc liéu cong viéc kinh doanh cta ban c6 dang bén vitng, ban can dé y dén
chi phi ho trg, ty 1€ rgi bo, phiéu yéu cau ho trg va cac chi s6 khac vé chi phi
kinh doanh tiép dién dé biét duwgc mot khach hang cu thé dong gép bao
nhiéu vao céng ty. Bién van hanh thap sé kéo lgi nhuan xuong dang ké.
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Phan hoi tir doi ban hang va nhém ho trg & thoi diém nay rat quan trong do
chi r6 liéu thanh cong ban dau cua ban c6 thyc sy khong hay chi don thuan
la mot treong hgp khach hang trién vong tin vao cau chuyén ban ké théi
(diéu nay sé khong bén virng vé lau dai). Zach Nies, Giam doc Cong nghé
tai Rally Software néi: “Diéu nay chac chan rat quan trong doi vdi cong ty
khéi nghiép vi ho dang nidm wu thé rat 1én ¢ day. O da s6 san pham duong
nhiém, d6i phat trién san pham da bi bé quén khadi thyc té va khach hang dén
mic ho khéng con ndam dwgc xu hwdng thi tredng nita. Thwong thi cong ty
khai nghiép sé biét rat nhiéu vé khach hang cia mot doanh nghiép dwong
nhiém hon ca chinh doanh nghiép do.

M¢ rong: Doanh so kénh, Hiéu suat va Hé sinh thai

Trong giai doan cudi ctia cong ty khéi nghiép tap trung vao doanh nghiép,
ban sé tap trung vao m& rong. Ban c6 thé c6 doanh s6 kénh qua nhitng nha
ban lai va phan phaéi gia tri gia tang. Ban cling c6 mot hé sinh thai cac nha
phan tich, phat trién, API (giao dién lap trinh *‘ng dung) va nén tang, doi tac
cling nhuw doi tha canh tranh sé dinh hinh va sang loc thi truong. D6 déu la
nhitng chi s6 c6 ich cho biét cac cong ty sé tiép tuc st dung ban vi ho dau tw
vao quy trinh, quan hé vdi nha cung cap va cong nghé khién ho kh6 bé ban
hon. M& rong mot cong ty phan mém doanh nghiép mat hang nam trdi. Zach
w@c tinh c6 thé mat tir 5 dén 10 nam dé mot cong ty ban cho doanh nghiép
tao dung va xac nhan dugc cac kénh cling nhu thanh thao quy trinh ban hang
cho minh.

VAY NHUNG CHi SO NAO LA QUAN TRONG?

Do c6 nhiéu sy song song giita cach thitc tang trwdng cia cong ty khai
nghiép B2C va B2B nén nhiéu chi s6 chiing ta da thao luan cia cong ty tap
trung vao nguoi tieu dung cling ap dung giong nhw cho cac cong ty tap trung
vao doanh nghiép. Nhung c6 mét s6 chi s6 ban sé mudn can nhac dugc ap
dung nhiéu hon cho cong ty khd&i nghiép phuc vu doanh nghiép.
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Mirc d¢ dé dang gan bé va phan hoi tit khach hang

Khi néi chuyén véi khach hang, sap xép dé gap gd ho dé dén mitc nao? Néu
dy dinh ap dung t6 chirc ban hang true ti€p vé sau thi day la chi s6 cho biét
khi ban san pham sé nhu thé nao.

Quy trinh cho Ban phat hanh ban dau, Ban beta va Ban thitr nghiém co
Tai liéu chitng minh tiém nang

Khi bat dau ghi danh nhitng khach hang trién vong, ban sé theo doi cac chi
s0 doanh sé binh thuwong. Khong giong cac nén tang B2C can theo doi soO
dang ky va gan bd, néu ban ban mat hang gia tri 16n va thoi han 1au dai, ban
sé nhin vao hgp déng. Du c6 thé chwra c6 doanh thu r6 rang, ban van cé khoi
lwgng va don dat hang tir khach hang tiém nang dé phan tich, va nhitng chi
s0 nay cho ban hiéu dwgc chi phi doanh s6 mét khi trién khai san pham.

Ngay ttr lic khéi dau, quan trong la ban phai khép noéi cac giai doan trong
phéu doanh s6 va ty 1é chuyén doi ¢ tirng diém trong qua trinh. Chu ky
doanh so can phai dwoc ghi chép, do lwong va hiéu thau ddo sau mét so lan
ban dau tién dé xac dinh liéu ban c6 hinh thanh mot cach tiép can lap lai
duwgc khéng. Khi dé, ban c6 thé duwa vao thém nhitng nguwdi ban dé tang khoi
lwong.

P bam tru va Kha nang sit dung

Nhw da tim hiéu, kha nang sit dung mot gidi phap co6 tinh dot pha la yéu to
toi thiéu doi véi mot san pham mai trong thi truong ngay nay. Cac cong ty
mong muobn st dung dé dang vi ho da khong can phai dé Google hay
Facebook dao tao thi sao ho phdi can ban dao tao nita. DJ Patil goi y s
dung dit liéu dé tim hiéu bat dong nam & dau khi st dung va tiép nhan. Anh
noéi: “Néu khong do dwgc cai do thi khong khac phuc dwgce. Trang bi tinh
nang do lwong cho san pham dé giam sat luéng ngwoi dung va co thé thw
nghiém y twéng maéi dé cai thién san pham nhiéu lan.”
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Chi phi tich hgp

Trong lic nong voi ta thwong khé ma ngoi ghi chép, nhung tich hop dong
vai tro 16n trong doanh sé doanh nghiép dén mitc ban can phdi nghiém tic
do dac né. Chi phi thuc sy ctia viéc ho trg triede va sau khi ban 1a gi? Can
tuy chinh dén mitc nao? Sé tién hanh bao nhiéu bu6i dao tao, gidi thich va
khac phuc sy c¢6 dé mang thanh cong mdt séan pham dén cho khach hang?

Ngay tir dau ban can nam bat dir liéu nay vi vé sau n6 sé cho biét liéu ban da
xdy dung mot cong ty khdi nghiép chwa hay mdi chi thye hién tw van dugc
chuan hoa cao th6i. Néu tang toc viéc thit hai qua sém ma van nghi méi la
viéc thit nhat, ho trg mot thi truong md rong va mét kénh doanh s6 sé
nghién nat ban. Di liéu nay c6 thé dung doi chitng v6i nhitng san pham
dwong nhiém trong phan tich tong chi phi s& hitu.

Do gan két cia nguoi dung

Bat ké dang xay dung thit gi thi chi s6 quan trong nhat van la ngudi ta co st
dung tht d6 khong. Tuy nhién trong doanh nghiép thi nguwdi mua it c6 kha
nang la ngudi dung hon. Biéu d6 nghia la ngudi ban lién lac cé thé la quan
1y dv an IT, ai d6 & bo phan thu mua, hoac giam doc diéu hanh, nhwng nguoi
dung thue sy lai c6 thé 1a nhitng nhan vién binh thwong ma ban khéng c6
lien lac gi.

Ban cling c6 thé phai tranh néi chuyén véi ngudi dung: tao mot cudc diéu tra
trén website tiéu dung thi dé théi, nhung nhitng 6ng chu lai c6 thé khéng
dong y cho ban 1dy thoi gian ctia nhan vién ho dé tra 16i cau héi ban dwa ra.

Chi do lwong may chi s6 kiéu “thoi gian ké tir 1an dung gan nhat” ciing cé
thé dan ban di sai hwéng vi ngwoi dung dugc tra tién dé dung cong cu cua
ban. Ho c6 thé dang nhap hang ngay vi do6 la cong viéc ho phai lam; khong
co nghia la ho thich lam. Cau haéi thyce sy 1a liéu ho c6 thich dang nhap vao
khong, va liéu né cé khién ho nang suat hon khéng. Nguwoi dung c6 nhiém
vu mudn hoan thanh va san pham cta ban sé phat trién manh néu do la cong
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cu hoan hao dé thuc hién nhiém vu kia. M6t s6 nguoi lam marketing tng hd
phan tich nhu cau khach hang théng qua céng viéc khach hang c6 gang hoan
thanh (goi la cach tiép can “cong viéc dwgc hoan thanh”) thay vi qua phan
khic!l.

1 http://hbswk.hbs.edu/item/6496.html

Thu thap cac mitc chuan tir khach hang cia ban ma ap dung cho doanh
nghiép thuc té cia ho trwdc khi trién khai. Ho nhap bao nhiéu 1énh mot
ngay? Mat bao lau mét nhan vién nhan dwgc thong tin bang lwong? Kho
hang cua ho xtt ly dugc bao nhiéu luwgt giao hang qua xe tai mot ngay? Thoi
gian gitt may thong thuwdng la bao lau? Khi da trién khai, hay dung théng tin
nay dé do tién do, giup nhitng ngwoi tng hé ban chitng minh ROI (lgi téc
dau tw) — va bién d6 thanh nhitng nghién cttu tinh huéng dé chia sé vai
khach hang khéc.

G roi khach hang

Khi chuyén tir mot cong ty tw van gan b6 vdi khach hang sang mot cong ty
chuan hoéa co6 it twong tac vdi khach hang hon, ban can tap trung vao go roi.
Muc tiéu khoéng phai 1a c6 nhitng khach hang “deo bam” mang dén lugng
doanh thu khong xitng dang hay nhitng cudc goi yéu cau ho trg vi ban can
phéi m& rong.

bat nhitng khach hang gan bé cta ban thu dwoc truwdc kia vao mot phan
khiic va so sanh véi phan khach hang con lai. Ho c6 diém gi khac? Ho c6
tiéu thu mot ty 1€ vira phai nguon lwc ho trg cua ban khong? Dé nghi tinh
nang cda ho c6 phu hop vdi dé nghi ctia moi khach hang va khach hang trién
vong khong? Pirng ngo lo nhitng cong ty da tao dung nén ban — nhung can
nhan ra rang ho khong con trong moi quan hé doc nhat vGi ban nita.

Zach Niess dé nghi di budc xa hon nita, phan khic khach hang thanh ba
nhom. Anh gidi thich nhv sau: ““Khach hang A’ la nhitng khach hang 16n
thue sy da thwong thdo mot khoan gidam gia 16n va ky vong rat 16n vao ban.
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‘Khach hang B’ 1a khach hang duy tri twong déi it, khong dugc giam gia
nhiéu va coi ban than la doi tac déong thoi dwa ra nhitng nhin nhan hitu ich.
‘Khach hang C’ gay rac roi, la noi kho khi phai giai quyét va doi héi nhitng
thit ma ban thay sé lam ton hai cong ty. Pirng ton qua nhiéu thoi gian cho
nhom A — ho nghe c6 vé hay nhung khong phai la nhom t6t nhat cho cong ty
cta ban. Mang vé cang nhiéu khach hang B cang t6t. Va c6 gang bién
‘khach hang C’ thanh khach hang cta d6i thu canh tranh.”

Chi phi ho tr¢

Laoi khuyén cta Zach dya trén nhiéu chan ly co ban. Trong nhiéu cong ty tap
trung vao B2B, nhom dau chiém 20% khach hang tao ra 150-300% lgi
nhudn, trong khi nhém gitta 70% khach hang hoa von va nhom thap nhat
10% khach hang lam giam 50-200% lgi nhuan'?.

12 Robert S. Kaplan va V.G. Naranyanan “Measuring and Managing
Customer Profitability,” Journal of Cost Management (2001), 15, 5-15, trich
trong Shin, Sudhir, and Yoon, “When to ‘Fire’Customers.” (TG)

Ban sé theo doi cac chi s6 ho trg nhw cac tinh nang dwge dé nghi hang dau,
sO phiéu yéu cau ho trg noi bat, ho trg sau ban, thoi gian gitt may cudc goi,
v.v... Nhitng chi s6 nay sé chi ra ban dang mat tién & cho nao va liéu san
pham dugc chuan héa va da bén vitng chwra dé chuyén sang tang trwéng va
mo rong.

Phan khtc ca nhitng dit liéu nay nita. Tim ra ai dang tiéu t6n nhiéu tién nhat.
Sau d6 can nhic chuyén loai bé ho'3. Truéc day viéc phan chia chi phi titng
khach hang con kho khan, nhung hé thong dién tir da cho phép phan bo hoat
dong — chang han cudc goi ho trg, e-mail, Iwu trit b6 sung hay khac phuc
true tiép — cho tirng khach hang.

13 Jiwoong Shin, K. Sudhir va Dae-Hee Yoon, “When to ‘Fire’ Customers:
Customer Cost- Based Pricing,” Management Science, 12- 2012
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(http://faculty.som.yale.edu/ksudhir/papers/
Customer%20Cost%20Based%20Pricing.pdf). (TG)

Duong nhién, ban khong thuc sw phai loai bo khach hang. BPon gian ban c6
thé thay doi mitc gia da dé thu dwoc 1gi nhuan tir ho hodc héi thic ho ty bo
di. Bay la mo6t phan khi dwa ra chinh sach gia hgp ly trudce khi tang treong
cong ty dén mot mirc nhitng khach hang khong tao dwgc lgi nhuan co thé
thue sy gdy ton hai & quy mo rong.

Nhém Ngudi diing va Phan hoi

Néu cong ty cua ban can cac lwgt mua hang gia tri 16n, ban cé thé c6 vira da
s0 khach hang dé dwa nhiéu ngudi trong do6 vao cung mot phong. Tuwong tac
than thién vdi nhitng khach hang hién tai c6 19i cho cac cong ty khaoi nghiép
tap trung vao doanh nghiép va giong vGi giai doan xac nhan van dé va giai
phap trong quy trinh Khai nghiép tinh gon — chi khac la thay vi xac nhan
mot giai phap thi ban phai xac nhan mot 10 trinh. Ngay ca khi c6 lvgng 16n
khach hang, Zach phat biéu:

“Hay xac dinh nhitng ngudi ting ho that sy va mang ho t6i dé 6m mot cai
that chat.” Anh cling goi y giup do nhitng nguoi ing ho két ndi vdi nhau,
chinh 1a diéu Rally 1am trén website ctia minh'4.

14 http://www.rallydev.com/community

Nhitng cudc gap mat nhéom ngudi dung thanh cong can chuan bi dang ke.
Ngudi dung sé rat hao hitc muén lam hai l1ong — hoac nhanh chéng phan nan
— vi thé két qua sé phan hoa rat cao. Ho cling sé dong y vGi moi tinh nang
ban gi6i thiéu. Hay bat ho chon; ho khong thé cé moi thit dugc, va ban can
trinh bay cho ho nhitng phwong an thay thé khé khan (con goi la nhitng lya
chon roi rac).

Rét nhiéu viéc can dau tw dé hiéu dwgc moi nguwdi ra quyét dinh bang cach
nao. Gido su & Berkeley, Dan McFadden, cho rang “Mét lwa chon ‘réi rac’

https://thuviensach.vn



la mot quyét dinh ‘c6/khéng’ hoac lwa chon mot phwong an tir mot loat cac
kha nang.” Ung dung cta gido su vé mo hinh lya chon rdi rac dé wdc tinh
kha nang don nhan hé thong Tau nhanh Vung Vinh cia San Francisco — von
dugc thi cong & thoi diém 6ng nghién citu — da mang lai cho 6ng Giai Nobel
Kinh t& nim 2000." Mot két ludn néi bat tir cong trinh 1a moi ngudi thay dé
dang bo di thit gi d6 khong muoén hon la Iwa chon thit gi d6 ho mudon (cam
giac nhw phai cam két), vi thé mét chuo6i cau hoi yéu cau ho loai bo mot
trong hai lwa chon rat hiéu qua.

15 http://elsa.berkeley.edu/~mcfadden/charterday01/charterday_final.pdf

Phép toan tim mo hinh lya chon rat phitc tap. C6 nhitng bu6i héi nghi danh
toan bod cho chu dé nay, va cha dé dugc st dung rong rai trong phat trién san
pham mdi, tir bot gidt dén xe hoi. Nhung mot sé6 phwong phap 1a dé cung
cap thong tin. Chang han, ban thu duwgc két qua t6t hon bang cach nho khach
hang so sanh hai nang cap tinh nang va yéu cau ho chon tinh nang ho khong
can dén, thay vi don thuan nho ho xép hang cac tinh nang c6 thé trén thang
tr 1 dén 10. Ban tham chi sé thu dwgc t6t hon néu tron lan nhiéu tinh nang
trong moi so sanh, bat ké su két hgp thudc tinh cu thé dé c6 ly hay khong.

Th twédng twong ban dang c6 tim dé gidi thifu mot mon do an kiéng mdi.
Ban biét nhitng thudc tinh c6 thé anh hwdéng dén nguwdi mua nhv mui vi,
calo, ham lwgng gluten va cac thanh phan duy tri sitc khée. Ci¢ héi ngudi c6
trién vong don gian rang ho thdy mui vi c6 quan trong hon ham lwgng calo
khong la da chita rat nhiéu thong tin. Nhung yéu cau ho dwa ra lya chon gitta
hai dé nghi rdi rac — ké ca nhitng dé nghi do vé ly thuyét la khong twéng —
con hay hon nita. Liéu ban muén cé:

€ Mot chiéc keo ham lwgng calo cao, khong gluten va rat ngon dugc lam tw
thanh phan nhan tao;

€ Hay mot chiéc keo ham lwgng calo thap, gluten cao va nhat nhéo cé
nguon goc hitu co?
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Yéu cau khach hang can nhac tuy bién cac dang két hgp nhiéu lan cai thién
dang ké mic do chinh xac ctia dw doan. Trén thuc té, viéc nay twong duong
v6i phép thit nghiém da bién da thao luan, dwoc ap dung cho khao sat va
phong van.

Khi thiét ké cac sy kién nguwoi dung, can nam bat diéu ban mong tim hiéu
duwgc va dau tw vao hoi thoai, dong thoi thiét ké thir nghiém can thiét dé thu
dugc cau tra 161 thyc sy ban cé thé chuyén thanh 16 trinh san pham ding
dan.

Thanh cong cia loi trinh bay

Ban da do dwgc do hiéu qua khi thiét ké cac budi gap mat ¢ giai doan dau
trong cong ty khéi nghiép ctia minh. Viéc nay con quan trong vé sau khi ban
sap stta dwa vao cac kénh. Cac doi tac kénh khong thong minh bang ban, ban
can trang bi cho ho thi thé chidp va thong diép dung dé chot giao keo ma
khong can ban ho trg. Néu ho c6 day san pham hoac dich vu di va gap phai
s khang cu, ban sé di ban thit khac. Khi cé kénh, ban hiém c6 co hoi thi
hai dé tao an tuwgng ban dau.

Hay tao dung cac cong cu marketing cho kénh ctia ban va sau do tu kiém tra
ching. Hay goi vai cugc cho khach hang st dung kich ban cta cong cu.
Dung 10i nay néi chuyén véi khach hang méi. Gui di cac e-mail mau va
kiém tra ty 1€ phan hoi.

Viéc nay thuc hién dwoc hai diéu: thi nhat, né cho biét can dung kich ban,
1¢i 1€ hay thw mau (vi sau cung moi thit diéu la thit nghiém ding khong?), va
thit hai, n6 cho biét mitc chuan dé dwa vao so sanh dé hiéu qua cua kénh.
Néu mét doi tac kénh khong dap ng dwgc mitc chuan cta ban thi cé diéu
nao do khac dang sai va ban c6 thé khac phuc truéce khi doi tac gat gong vé
san pham.

Néu ban thye hién tai san thé chap kénh, hay gan tirng phan tai san véGi thi
gi d6 dinh hinh nén kénh. C6 thé sir dung URL rit gon chita ma xac dinh doi
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tac trong cac tép PDF ban tao, diéu nay cho phép ban tim ra no lyc cia doi
tac nao dang dan lwu Iwgng dén trang ctia minh.

Rao can thoat ra

Khi mang khach hang vao quy m6 la ban luén muon giit ho & lai. Mot hé
sinh thai nha phat trién s6i dong va API khoe manh cho phép khach hang
tich hgp ban than véi ban, dwa ban thanh nha cung cap dwong nhiém va gitp
ban chéng lai nhitng moi nguy hai dén tir doi tha canh tranh va ngudi dang
ky mdi.

Simon Wardley c6 nghién cttu vé phc lgi va phat trién t6 chitc cho Leading
Edge Forum, chi ra rang cac cong ty phai wu tién danh sach tinh nang khach
hang can. Xay dung qua nhiéu thi khéng phdi cai nao ciling tao lgi nhuan
duwgc; ma xay dyng qua it thi ban lai mé ra canh ctta cho doéi thu canh tranh.
Anh cho ring API dwa ra mot giai phap!'®.

16 http://blog.gardeviance.org/2011/03/ecosystem-wars.html

Moi d6i mdi... déu la mot canh bac va du gidam duwgc chi phi thi ta van khong
bao gio loai bo dwoc no. Gia tri twong lai cua thi gi do ty 1€ nghich véi do
chac chan cua ta vé thi do; ta khong thé tranh duwgc rao can théng tin nay
kha hon kha nang tin twéng du doan twong lai. Tuy nhién c6 mot phuong
tién gitp t6i da hoa lgi thé cua ta.

Bang cach cho cac dich vu tién ich nay duoc tiép can qua API, ta khong chi
lam 1gi ban than ma con c6 thé dwa nhitng thanh phan nay ra hé sinh thai 16n
hon. Néu c6 thé khuyén khich d6i méi trong hé sinh thai 16n hon dé thi ta
khong phai chiu chi phi cta canh bac [va] that bai trong nhitng hoat dong
mdi kia. Pang tiéc la chung ta cling khong dugc tan huwéng thanh qua thanh
cong do.

Rat may la hé sinh thai cung cdp mot co ché canh bado sém vé thanh cong
(ttc 1a mic tiép nhan)... bang cach tao ra hé sinh thai du 16n, ta khong
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nhitng c6 thé khuyén khich ty 1& dé6i m&i nhanh ma con thic day hé sinh thai
dé dé xac dinh thanh céng va sau do sao chép (cach ti€p can hé sinh thai
yéu) hodac mua lai (cach tiép can hé sinh thai manh) hoat dong dé6. B¢ la
cach chung ta t6i da hoa 1gi thé.

Néu cé API, ban hay theo doi khach hang str dung n6. Nhitng khach hang cé
nhiéu hoat dong API dang dau tw nhiéu hon vao viéc mé rong moi quan hé
v6i ban; ngudi khong hoat dong c6 thé doi nha cung cdp dé dang hon. Néu
ban c6 chuwong trinh nha phat trién, hay khdo sat cac tim kiém va yéu cau
tinh nang dé kham pha cong cu ma khach hang muén, sau d6 tim nha phat
trién xdy dyng tinh nang ma ban khong ty tao ra.

TOM LAI: CONG TY KHOI NGHIEP VAN LA CONG TY KHOI
NGHIEP

Tuy cong ty khai nghiép tap trung vao doanh nghiép mang nhiéu diém khac
biét dang ké, song mo6 hinh Khédi nghiép tinh gon co ban van duy tri: xac
dinh phan rui ro nhat khi kinh doanh, va tim cach dinh lwgng ciing nhw giam
thiéu rai ro d6 nhanh chéng bang cach tao ra san pham, do két qua va hoc
héi tr do.
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Chuong 30

TINH GON TU BEN TRONG:
DOANH NHAN NOI BO

Khi Thé chién II n6 ra khip chau Au, Hoa Ky nhan ra minh can tim cach
dé chdng choi vdi tién bd cua Piic trong linh vic hang khong — cu thé la
mady bay phan lyc. Quan doi Hoa Ky yéu cau Lockheed Martin (vé sau la
Tap doan Mdy bay Lockheed) ché tao mot may bay chién dau phan lyc.
Thoi khac tuyét vong doi hoi nhitng bién phap liéu linh: trong mot thang,
doi ngii ky thuat dwa ra mot dé xuat. Sau chwa day sau thang lam viéc trong
chiéc 1éu xiéc dugc canh gac chat ché, ho da ché tao chiéc may bay dau
tién'.

! http://en.wikipedia.org/wiki/Skunkworks_project

Nhém nay dan dugce biét t6i véi cai tén Skunk Works, dong nghia véi mot
nhom hoat dong doc 1ap va tw chu gan v6i do6i mGi ngay bén trong mot té
chitc to hon va chuyén bién cham hon. Nhitng nhém nhw thé thuwong khong
chiu nhitng go b6 va gidm sat ngan sach dan dat phan con lai cong ty va cé
muc tiéu cu thé la lam viéc “vugt qua khuon kh6” dé giam thiéu quan tinh
cua cac cong ty 16n. Nhitng cong ty nhw Google va Apple ap dung cach lam
twong tu, tao 1ap nhém nghién citu nang cao cta riéng minh chang han nhw
Google X Lab?.

2 http://www.nytimes.com/2011/11/14/technology/at-google-x-a-top-secret-
lab-dreaming-upthe-future.html?_r=2

Khién moi thit thay d6i nhanh chong la viéc kho khan, va néu ban dinh lam
vay, ban can nam quyén hanh twong xing vGi trach nhiém.
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Néu dang c6 pha v0 tir bén trong, ban c6 rat nhiéu viéc phai lam.

Nhiéu bai hoc rit ra ti thé gidi khéi nghiép ap dung dwgc nhung can phai
diéu chinh dé tru lai dwgc trong méi truong cong ty.

PHAM VI KIEM SOAT VA CAU CHUYEN PUONG SAT

Néu lam viéc & m4t cong ty c6 quy mo dang ké, ban giao so do to chic caa
minh cho mot tdng gidm doc doanh nghiép trong thoi dai duwong sat c6 tén
Daniel C. McCallum3. Trong thap nién 1850, dwong sit 1a nganh kinh doanh
dang bung n6. That khong may cho cac nha dau tw, nganh nay khéng ma
rong tot. Cong ty dwong sat nhé thu duwgce 1gi nhudn; cong ty 16n thi khong.

3 http://en.wikipedia.org/wiki/Daniel_McCallum

McCallum da nhan thay diéu nay va chia cong ty duong sat cia minh thanh
nhiéu bo phan nhé hon, méi bé phan dwoc diéu hanh bdi cap dudi co trach
nhiém bao cdo lai bo théng tin tiéu chuan da xac dinh. Tuyén dwong cua
McCallum — ciing nhw nhitng tuyén khac sao chép hwéng tiép can nay — déu
lam an phat 1én. M6 hinh cia McCallum, 1dy cam hing tr thoi 6ng con di
linh va nhitng cap bac quan ham 6ng hoc duwgc trong quan doi, sau do ap
dung cho cac nganh cong nghiép khac.

McCallum la nha khoa hoc vé quan ly dau tién, giGi thiéu cac cong cu diéu
khién, cdu tric va quy dinh nham giam rdi ro va tang kha nang dv doan &
quy mo 16n. Pang tiéc, nhitng doanh nhan ndi bd lai khong cd gang giai
quyét dé hwdng tGi tinh an toan va tinh du bdo. Céng viéc ctia ho la chap
nhan rai ro va ma ra nhitng diéu khong ro rang va khong doan truwedc dugc.
Néu ban dang c6 kich thich thay d6i va pha v tinh trang hién tai thi cac t6
chitc McCallum dwa ra chi lam ton hai ban tho6i. Ban can che chan cho ban
than giong nhw cach nhitng k¥ su trong Skunk Works da lam nhiéu thap ky
tredc. Nhung ban cling can cung ton tai véi t6 chitc vi khac véi cong ty khai
nghiép doc lap, thanh qua cong viéc caa ban phai tich hgp véi cong ty chu
quan.
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4 Nhitng gi ban tao ra c6 thé chiém linh doanh nghiép hién tai, hoac de doa
cong viéc cia cac nhan vién. Moi nguwdi sé hanh xw thiéu li tri. Marc
Andreesen tirng c6 cau néi noi tiéng la “phan mém an hét moi thit”, va mot
trong nhitng thitc dn wa thich ctia n6 1a cong viéc*. Khi mét cong ty phan
mém gigi thiéu phién ban SaaS tng dung ctia minh, nhitng nhan vién ban
hang kiém s6ng bang viéc ban gidy t& doanh nghiép sé tré nén titc gian.

4 http://beforeitsnews.com/banksters/2012/08/the-stanford-lectures-so-is-

software-really-eatingthe-world-2431478.html

4 Quan tinh la thye. Néu ban yéu cau moi nguwoi thay déi cach ho lam viéc,
ban can phai dwa ra ly do dé lam vay. Xét treong hgp mot cira hang Apple:
khong cé may tinh tién trung tam, va ban nhan dugc mot e-mail chita bién
lai. Chi mat mot chut thoi gian dé mua thit gi do, ma lai stt dung khong gian
san tot hon — nhung thuyét phuc dwgc mot nha ban 1é hién tai doi sang mo6
hinh nay sé doi hoi dao tao lai va diéu chinh bé cuc civa hang.

€ Néu lam tot cong viéc, ban sé dot pha hé sinh thai. Mot hang nhac truyén
thong c6 quan hé vdi cac nha phan phdi va ctta hang. Diéu dé khién hang
kho6 chuyén sang phan phoi nhac tryc tuyén, dé lai co hoi mé cho cac nha
ban 1é trec tuyén ngay khi nhitng c6ng nghé dot pha nhv MP3 va bang thong
rong toc do cao xuat hién.

4 Do6i mdi cta ban sé song hodc chét trong tay ctia nguwdi khac. Ban sé dé
dang mu quang vi cong viéc cua minh — va khinh thuwong nhitng viéc con lai
cong ty dang lam — tuy nhién ban va cong ty déu trén cing mot con thuyeén.
“Khi ndy sinh van dé ban sé dé dang nhin moi viéc tir quan diém cuta riéng
minh,” Richard Templar néi c6 phan hai hwéc trong cuén The Rules of Work
(Nhitng quy tic trong cong viéc®), “[nhung] khi thye hién cti nhay lén tiéng
noi doanh nghiép, ban sé dé dirng viéc nay hon va bat dau nhin vao cac van

»

de tir quan diém ctia cong ty®.

> Cuén sach nay da dugc Alpha Books mua ban quyén va xuét ban. (BTV)
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6 Richard Templar, The Rules of Work (Upper Saddle River, New Jersey:
Pearson education, 2003), 142. (TG)

Trong cudn sach Confronting Reality (tam dich: D6i dau véi thuce té), Larry
Bossidy va Ram Charan liét ké sau thoi quen cta nhitng nguoi lanh dao
thiéu thuc té: loc bo thong tin, nghe cé chon loc, suy nghi vién vong, sg hai,
dau tw qua mitc theo cam tinh va ky vong khong tuéng vao thi trudng von’.

7 Larry Bossidy va ram Charan, Confronting Reality (New York: Crown
Business, 2004), 22-24. (TG)

Nhitng doanh nhan noi bo can nhitng pham chat ngugc lai dé phat trién — va
nhiéu pham chat trong do6 la do di liéu va sy lap lai thiic day. Ban can tiép
can vao thong tin thue té, va can di dén noi nao dit liéu dan di, tranh thién
kién x4ac nhan. Ban can dat qua mét bén nhitng gia dinh riéng va dinh kién
tw tredc, dong thoi can két hop tiéu chuan cao véi ky vong thap.

KHUON MAU: SKUNK WORKS DANH CHO DOANH NHAN NOI
BO

Skunk Works can c6 két qua va cho phép dé dich chuyén nhanh chéng.
Hang dat ra 14 huéng dan (con biét dén vdi tén goi 14 Quy tac & Thyc hanh
cua Kelly, dat tén theo trudng nhém ky su Clarence “Kelly” Johnson) c6 thé
phtt hop véi bét cit ai dang c6 thay ddi cong ty tir bén trong®. Xin giri 10i xin
16i téi Johnson, chiing t6i mong muon chia sé 14 quy tac cia minh vé doanh
nhan noi bo.

8 http://www.lockheedmartin.com/us/aeronautics/skunkworks/14rules.html

1. Néu ban dang pha luat, ban can nam trach nhiém khién thay doi dién ra —
va can nam quyeén c6 thé chi dén tir sy chap thudn cip cao. Hay tim mdt nha
diéu hanh tai trg va dam bao moi ngwoi khac biét ban c6 nha diéu hanh tai
tro do.
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2. Xin dugc tiép can ca v6i nguon lyc bén trong cong ty chu va khach hang
thue sy, Co 1€ ban sé can su cho phép cua doi ho trg va ban hang dé lam
diéu nay. Ho sé khong thich sy thay doi va thiéu chac chan ban dwa dén khi
noi chuyén vai khach hang — nhung du sao hdy c nai ni ho.

3. Xay dung mot d6i ngii nhoé va nhanh nhay gom nhitng nguwdi nang suat
cao khong so rdi ro va luén hwéng vé hanh dong. Néu khong thu dugc mot
doi nhw vay thi do 1a dau hiéu ban chwa thye sy thuyét phuc duge lanh dao
nhu ban nghi dau.

4. Dung nhitng céng cu x& ly dugc thay dé6i nhanh chong. Thué thay vi mua.
Uu tién nhitng cong nghé dugc can dén nhiéu nhw dién toan ddam may va wu
tien chi phi van hanh hon chi phi dau tu®.

9 http://www.diffen.com/difference/Capex_vs_Opex

5. Burng dé bi dinh tré vi nhitng budi hop, gitt cho viéc bdo cdo don gian va
thong nhat, nhung can nghiém tic vé tién trinh ghi chép dé c6 thé phan tich
Ve sau.

6. Ludn cap nhat dit liéu va dirng c6 gidu diém diéu gi. Tinh dén chi phi tong

cong cua doi méi ban dang nghién cttu, khong chi moi chi phi ngan han.

7. Bung e ngai chon nha cung cap méi néu ho tét hon, nhung ciing phai tan
dung quy mo6 va thoa thuan hién tai ctaa té6 chitc chu néu hop ly.

8. Bon gian hda quy trinh kiém tra va ddm bado ban than cac thanh phan san
pham mdi phéi dang tin cdy. Ping tai tao lai banh xe van hanh. Tap trung
vao nhitng ciu phan da ton tai, cu thé la trong phién ban ban dau.

9. St dung ding san pham ctia minh, va sap xép thoi gian gap mat nguoi
dung cudi thay vi giao viéc thir nghiém va nghién citu thi truong cho nguoi
khac.
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10. Thong nhat muc tiéu va tiéu chi thanh céng truéc khi bat dau dw an.
biéu nay can thiét cho sy chap thuan tir ban diéu hanh nhung cling giam sy
nham lan va tranh tinh trang “ghé so tinh nang (feature creep)” va thay doi
muc tiéu.

11. Bam bao ban cé quyén tiép can nguén quy va von hoat dong ma khong
can nhiéu tha tuc gidy to va yéu cau phai “ban lai” moi ngwoi gitta dw an.

12. Twong tac hang ngay véi nguwdi dung, hodc t6i thiéu duy tri mot nguoi
dai dién gan giii v4i khach hang nhu ai d6 trong b phan ho trg hoac sau ban
hang dé tranh hiéu nham va nham lan.

13. Han ché dé nguoi ngoai ti€p can doi. Dirng pha hoai doi bang nhitng
ngwoi khong chac chan va khong deé ro ri y twdng mdéi hoan thanh mdt niva
trede khi cong ty th nghiém thyc su.

Trao thwdng hiéu sudt dwa trén két qua, va san sang pha vé mo hinh dén bu
binh thwong. Sau cung, ban van dang c6 giit cac doanh nhan bén trong cong
ty, va néu ho du tai nang, ho cé thé bé di lam viéc riéng ctia minh.

THAY bOI - HAY POI MOI PE CHONG LAI THAY DBOI?

Can mot moi de doa trye tiép hodc mot nha lanh dao ditng dau dé budc mot
cong ty thay doi. Néu ban c6 ca hai thi ngay cd mét cong ty 16n cling c6 thé
dich chuyén nhanh chéng. Vao cuéi nhitng nam 90, khi trinh duyét web
ngay cang dong vai tro quan trong, cac nha phan tich dy doan sy sup do6 cta
Microsoft, nhung ho da danh gia thap kha nang ctia Bill Gates khi bién doi
cong ty cua minh nhanh chong. Trong vong vai thang, cong ty da tao ra
Internet Explorer va ggi y né xuyén suot hé diéu hanh Windows: ban muon
g6 mot URL va no sé chuyén doi thanh mét siéu lién két. Ban luwu thi gi dé
sé déu c6 phién ban HTML. Ngay ca chiéc kep gidy'® hay bi nhao bang
nhiéu ciling biét vé web.
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10 Chiéc kep gidy 1a Office Assistant, nhan vat hoat hinh twong tac c6 trong
cac phién ban truéc day ctia Microsoft Office. (DG)

Tuy Microsoft phai déi mat véi cdo budc chong doc quyeén, phan tng nhanh
chong cta hang da tranh dwgc sy ngéd lo va ché ngy dwgc Necscape dang
lén. JimClark, CEO ctia Netscape, da goi phan @ng cta Gates la vo tinh,
nhuwng nhan manh rang sy vo tinh xuat phat tir sy thong tri ctia cong ty trong
linh virc may tinh dé ban. “Dé vo tinh duwgc ban phai nam duwgc chit quyén
lyc nao do, va trong phan 16n truong hop, toi da dau lai Microsoft, vi thé t6i
khong bao gid dat dwoc thit quyen lyc do't.”

1 http://www.cnn.com/books/news/9906/18/netscape/

Keé tir do, cong ty da phai lam diéu twong tw véi bo Office ctia minh. Nam
2005, Gates va Ray Ozzie tuyén bo chuyén doéi ti g6i phan mém dang ky
sang san pham duya trén SaaS c6 may chta'?. Lic nay, méi de doa lai tir san
pham van phong mgi tinh ctia Google c6 thé dwgc bo may kiém tién qua
quang céo cta Google ho trg. Tuy san pham cia Google chi la mot tia sang
nho trong mat nhitng nguwdi sang 1ap, nhitng dich vu nhw Write.ly da noi
thang rang cac bo &ng dung cai thién hiéu suat may tinh ban déu da bi bua
vay!3,

12 http://ross.typepad.com/blog/2005/10/turn_on_a_dime.html
13 http://anders.com/cms/108

Nhitng nguwdi danh gia phan &ng ctia Microsoft phan nan rang cong ty chang
hé thay doi; thay vao do6 lai c6 gang gilt nguyén nhw cii va duy tri tinh thong
linh, tranh hodc tri hodn thay déi thi truong. Nam 1999, Dave Winer nhan
xét rang: “T6i nhan thdy Microsoft chwa hé thay déi chit nao. Thuc té dang
dién ra la Microsoft dang bé cong sitc rat 16n dé gilt nguyén vi tri hién tai
ctia minh!4.”

14 http://scripting.com/1999/06/19.html
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La mot doanh nhan ndi by, ban cé thé nhan thdy quan niém “déi méi dé
ding nguyen” nghe khong hgp vGi ban. Ban la ngwoi dot pha phai khong?
Tuy nhién, khi lam viéc cho mot cong ty dwong nhiém c6 thi phan 16n, doi
khi d6i mdi xoay quanh viéc duy tri vi thé thong tri cia cong ty va bai bd
thay doi dé tiép tuc kiém tién theo cach truyén thong. Néu khong thich vay,
ban c6 1€ nén rgi cong ty va bat dau doanh nghiép cua riéng ban.

NGOI SAO, CHO, BO SUA VA DAU HOI

Tai sao ban lai khong muon dét pha moi thi? Bé hiéu dwoc diéu nay, ban
can nhin vao cach cac t6 chitc 16n 1ap ké hoach san pham va chién lwgc thi
treong.

Khung cia Nhom Tw van Boston (Boston Consulting Group — BCG) thé
hién trén Hinh 30-1 1a m6t cach don gidn dé nghi vé portfolio sdn pham cta
cong ty d6. N6 phan loai san pham hodc cong ty con theo hai khia canh: thi
treong tang tredng nhanh dén dau, va thi phan cong ty c6 trong thi truong
d6 nhiéu bang dau.

San pham c6 thi phan 16n nhwng tang triedng cham goi la “bo sita”. Ching
tao ra doanh thu nhung lai khéng dang dé dau tw 16n. Nguwoc lai, san pham
tang tredng nhanh nhwng thi phan nho la “dau hoi”, 1a nhitng (ng vién dé
dau tv va phat trién. Nhitng san pham vira c6 tang tredng va thi phan la
nhitng “ngdi sao” dang lén. Nhitng san pham khong c6 ca hai — goi 1a “ché”
— sé dugc dem ban hét hodc ngirng san xuat.

https://thuviensach.vn



UONG

TOC DO TANG TR

DAU HO
1t phnthlp, e € e g cac)

(6th¢fasdn phém antép the,
Ton tién dauty, c tién dé
nding can thi phan.

(it g "8

sangsdc dinh
i g/ vep qua
(R

(H0
(hi pha thip, b df tang tuting thap)

Kb hi v, i hE am éng quén coh
tt hr. Bin hét hosc gumg sén xudt

(hupenheing
LT ting g nén et thinh
gualan e,
0y Cid

NGO SAO
e 4 ng trucng oo, ti phn ag)

Thi mol ngud d2u mudn,
Do thitrung ludn kning nqting

sl

et o 16 o
thi K g g
il

Chuén bng
sihg ting tic g0
ting trubng
(it phi
B0 SUA
(thiphan cao, ¢ 36 ang g thip]

Naua fié mit aham chdn, mang a
A o nhudn nhung Khdng ding
dautithén,

THI PHAN

https://thuviensach.vn




Hinh 30-1. Khung BCG: ban dd bao gio tw héi “bo sira” dén tir dau chua?

Khung BCG dwa ra mot ban thu nhé portfolio sdn pham cta céng ty. Do
cling la cach hay dé nghi vé doi méi. Néu dang c6 thay doi cong ty, ban c6
thé thi tao ra san pham md@i (mong la trong thi tredng dang tang trudng)
hodc doi méi dé hoi sinh m6t san pham da c6 nho bo sung tinh nang, thi
treong hay dich vu méi.

Nhin tir géc do Khéi nghiép tinh gon, khung BCG cho ta biét minh dang &
giai doan nao va nén ap dung chi s gi. Néu dang tao ra san pham hoac cong
ty m@i (dau héi) thi ban can tap trung vao thau hiéu.

Néu dang c6 giai citu mot “con ché”, ban van can thau hiéu va c6é kha nang
tiép can khach hang hién tai. Ban c6 thé thay doi san pham (dé tién vao khu
vuc tang tredng di 1én) hodc thi truong (dé tang thi phan).

Néu s& hitu mot dau hoi (tang trwdng cao nhuwng thi phan con khiém t6n),
ban can tdp trung vao md rong thi phan bang phwong thitc phat trién ty
nhién (lan truyén) hodc phi ty nhién (thong qua cac bién phap thu hat khach
hang).

Néu s& hitu ng6i sao va tang tredng thi treong dang chitng lai, ban can toi
rru doanh thu va giam chi phi sao cho chi phi bién giao hang van khée manh.
Bang cach do, ban c6 thé chong choi dwgce quy luat hang hoa pho théng sap
dén va cudc chién gia. Mat khac, néu c6 mot dot pha trong nganh c6 kha
nang ma rong thi tredng — chang han sy di 1én ctia c6ng nghé di dong hay s
noi lén vé nhu cau qudc té — ban sé tap trung vao tang toc do tang truedng de
dwa bo stra tré lai vi thé ngbi sao.

Cac cong ty c6 xu huwdéng c6 cdi thién nhitng gi minh cé, day la mét trong
nhitng ly do nhitng san pham dwong nhiém dwgc dét pha. Trong cudn sach
Imagine (tam dich: Hinh &nh), tac gia Jonah Lehrer néi vé sy ra doi cay lau
nha Swiffer'®. Pay 1a vi du tuyét hao vé cach thitc cong ty tim ra giai phap
tOi wu cuc bo thay vi ¢t c6 gidi quyét van de.
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15 http://www.npr.org/2012/03/21/148607182/fostering-creativity-and-
imagination-in-theworkplace

NGHIEN CUU TINH HUONG: SWIFFER TU BO LINH VUC HOA
HOQC

Proctor & Gamble (P&G) san xuat rat nhiéu san pham tay rira. Cong ty lién
tuc c6 gang cai thién va hoi sinh nhitng sdn pham “bo sita” cia minh, nhung
madc cho bao no lyc ctia nhiéu chuyén gia dugc tra lwong cao, cong ty van bi
dinh tré trong nhitng no Iyc tao ra mot chat tay rira t6t hon.

Ban diéu hanh cong ty biét rang da dén lic dot pha nganh cong nghiép va ho
khong thé lam diéu do tw bén trong. Vi vay, ho mang mot co quan bén ngoai
1a Continuum dén giip d&'®. Thay vi lai tron thém md6t mé hoéa chat thi doi
ctia Continuum quyét dinh quan sat moi ngwoi lau nha. Ho tap trung vao ghi
chép, kiém tra va 1ap lai nhanh chéng trong giai doan tim hiéu!”.

16 http://www.kinesisinc.com/business/how-spilt-coffee-created-a-billion-

dollar-mop/
17 http://www.dcontinuum.com/seoul/portfolio/11/89/

Co6 mét lan ho quan sat mot doi twong kiém tra lau chui mat san bi doé ca
phé. Thay vi st dung cdy lau, doi twgng do quét san kho bang choi, sau do
lau phan bui con lai bang tam khan am.

Khong hé dung cay lau nha.

Dbiéu nay lam ca doi ngii thiét ké bat ngd, va ho nhin vao van dé tr mot goc
do khac. Ho phat hién ra rang cdy lau — khong phai chat 1éng — mdi la chia
khoa. Ho nhin vao phan dat ban ctia san (c6 mot phan la bui sé t6t hon néu
dwoc quét ma khong dung nuwéc)'® va tién hanh d6i méi 1én chinh dung cu
lau chui, trao cho P&G mot céi tién gia tri 500 triéu d6-la — chiéc Swiffer,
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mot kiéu cay lau nha than thién véi nguoi dung hon — ngay trong linh vuc
tay rita dang dinh tré.

18 http://www.fastcodesign.com/1671033/why-focus-groups-kill-innovation-
from-the-designerbehind-swiffer

Khd nang budc ra khoi hé quy chiéu ma tdé chitc hién tai dang van hanh
trong dé va nhin ra nhu cau thuc sy thay vi gidi phap hién tai 1a mét kha
nang cot 10i caa bat ky nha khdi nghiép ndi bo nao.

TOM TAT

* Nho tan dung cach tiép can phat trién khach hang co ban, P&G da tao ra
dwgc mot nhém san pham hoan toan méi.

 Tw cho ban than la cong ty khai nghiép va tap trung vao pha v& ¢ giai doan
Thau hiéu la cach hay dé kham pha lai nhitng gi kha thi va g& bé 16p vé
doanh nghiép.

« Ngan ngtra cam do dung khao sat va nghién cttu dinh lwgng; nhitng phat
hién sau xa khi quan sat triee ti€p c6 thé mé ra ca mot phan khuc thi truong.

BAI HQOC PHAN TiCH RUT RA

Doi v6i cac doanh nhan noi bo, doi khi bat dau lai tir dau di kem viéc can
nhac lai van dé then chot dang cd giai quyét la cach tét nhat dé dwa mot san
pham bo sita — sinh 16i nhung khong tang trwdng — trd vé mot nganh tang
treéng cao. Sau cung, néu ban khong mudn nhin thay khach hang ctia minh
bang con mat ngdy tho thi sé c6 ngwdi muon thoi.

Co6 thé ban d6i méGi va dong thoi dua ca khach hang vao qua trinh doi mai
nita, ké ca bién thit nghiém va phan tich thanh mét chién dich marketing. D6

la diéu Frito-Lay da lam khi quyét dinh tim kiém mot vi khoai tdy mdi.

NGHIEN CUU TiNH HUONG: DORITOS CHQON HUONG VI MOI
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Két hgp phan hoi cia khach hang trong thoi gian thwe khi 1a cong ty 16n 1a
viéc khé. Thong thwong, ban dwa vao cac nhom tap trung va thtt nghiém san
pham truéc khi bo mot khoan tién 16n vao trién khai san phdm mdi. Frito-
Lay tim ra mét cach dé giam thiéu tinh trang nay, va trong qua trinh dé dwa
phat trién khach hang 1én tdm cao mégi. Hang ciing tao ra nhitng chién dich
quang cao thu vi.

Nam 2009, Dachis Group gitp Doritos gigi thiéu mot hwong vi chwa dugc
dat tén, sau d6 nhd khach hang dit tén ho'®. Nhitng nim tiép theo, cong ty
nhd khach hang chon hwong vi nao nén dwa vao dong san pham, dat tén
ding nghia hai hwong vi méi A va B, sau d6 thit nghiém chiing?®. Hang
cling nho khach hang ho trg viét cau két cho quang céo trén tivi dé phat séng
trong chwong trinh Superbowl, mang khach hang dén tiép can doi sang tao &
co quan quang cao cta hang?’.

19 http://www.dachisgroup.com/case-studies/become-the-doritos-guru/

20 http://www.packagingdigest.com/article/517188-
Doritos_black_and_white_bags_invite_consumers_to_vote_for_new_flavor.

php

21 http://thenextweb.com/ca/2011/02/05/online-campaign-asks-canadians-to-
write-the-end-of-acommercial/

Viéc nay doi héi thay do6i vé cac kénh phan phdi, tir khong gian ké ban 1é
dén ldc dwa vao hang ton kho tam thoi. Nhung chién dich da c6 hiéu qua —
cong ty da chiém wu thé trén phwong tién truyén thong, thu duwgc 1,5 triéu
khach ghé tham kénh YouTube va hon 500.000 phiéu bau cta khach hang.
Hang cling tim ra cach ldp lai & quy m6 md& rong, va tién hanh phat trién thi
treong cung voi xay dung thuong hiéu.

TOM TAT
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« Mot hé thong phan phoi da c6 tén tudi trong nganh hang tiéu dung dong
goi trong c6 vé nhu mé neo kim ham doéi méi, nhung Frito-Lay tim duoc
cach dé do6i méi.

« Tan dung phwong tién truyén thong va su noi bat khi trung bay trong citra
hang, cong ty bién kénh YouTube ctia minh thanh mdt nhom tdp trung
khong 16 va tang gan bo véi khach hang.

BAI HQC PHAN TiCH RUT RA

Mot cach khac dé lam mdéi san pham la sit dung m6t cong nghé dot pha —
trong treong hop nay la phwong tién truyén thong khap noi va tuwong tac hai
phia — dé xem xét lai quy trinh thir nghiém san pham ngay tir dau.

LAM VIEC VOI NHA TAI TRQ PIEU HANH

Vi tu cach l1a doanh nhan noi b, ban va nha tai tro diéu hanh can hoan toan
rd rang veé thay doi ban dang c6 tao ra, cach do tién do huéng tGi thay doéi
do6, nguon lyc nao ban dugc tiép can, va nhitng quy tac phai tuan theo. Biéu
nay cé vé qua “to tat” doi v6i mot anh nhan vién muon cai thién tinh trang
hién tai, nhung trong mét t6 chitc 16n viéc nay lai don gian.

Néu khong wa t6 chitc, hdy tw mé& cong ty riéng cho minh. Néu muon lam
viéc bén trong hé thong thi thay doi ban theo dudi phai phu hop véi thay doi
t0 chitc san sang dén nhan. Pay la ly do tai sao nha tai trg diéu hanh lai quan
trong dén vay: do la sy khac biét gitta mot “dai dién pha hoai” va mot “nha
to chitc dac biét”.

Nhitng doanh nghiép hién tai khac biét chu yéu béi ho da ton tai. Nhitng nha
doi mdi c6é thé bat ngd yéu cau su tha thit hon la sy cho phép — nhung hé
mién dich cta cong ty cht quan c6 thé tir chéi ho. Cudi clung, cac cong ty
can phdi co cdu lai chinh ban than dé hwéng tdi mot chu ky doi mdi lién tuc,
nhung dé khién ho lam vay cé thé can nhitng buwéc khéi dau — nhé hon, va
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nhiéu no lyc kiém soat khi phan tich. D6 la phwong phap David Boyle st
dung tai EMI Music khi gigi thiéu mot van héa dinh huéng theo dit liéu.

NGHIEN CUU TiNH HUONG: EMI NAM BAT DU LIEU PE HIEU
RO KHACH HANG CUA MINH

David Boyle la Phé chu tich Cap cao cta Insight tai EMI Music, mot trong
nhitng hang 16n cua nganh cong nghiép thu am. Cong viéc caa 6ng la giip
EMI dwa ra quyét dinh dya trén dit liéu, va giap cong ty diéu hwdng nhitng
trac tré cia mot nganh cong nghiép dang chuyén doi.

bé khién cong ty tap trung hon vao dit liéu va phan tich dong thdi b6t ban
tam dén nhitng chuyén vat vanh va y kién, dau tién Boyle phai chon xem
quyét dinh nao can phai thyc hién, sau d6 tim cach thu dwgc bang chitng
chinh xac trinh ra trvdc nhitng nguoi ra quyét dinh.

“Nhitng quyét dinh cudi cung chiing t6i tap trung vao la ‘T6i nén c6 két noi
am nhac cia mot nghé si v6i nhdm ngudi tiéu dung nao ¢ quoc gia nao?’ va
“T'6i nén thwc hién nhitng hinh thitc tiép thi nao dé tiép can nhitng nguoi tieu
dung d6?’ Hau hét dit liéu dé déu dén tir nghién citu ngudi tieu dung.”

Boyle khong hé thiéu dir liéu. EMI c6 hang ty hé so giao dich tir cac dich vu
ky thuat s6 cling nhuw nhat ky st dung tir cac trang web va ng dung cuda
nghé si. Boyle giai thich: “Nhung moi nguon dit liéu lai rat han ché vé pham
vi va rat sai léch khi xét dén nhom ngudoi dai dién trong bo dit liéu do.” Vi
vay, EMI xay dung cong cu khao sat cua riéng minh. “Ching t6i thay rang
xay dung bo dit lieu riéng dya trén cau hoi dat cho moi ngudi va choi nhac
cho ho la cach can thwe hién.” Két qua thu dugce 1a hon 1 triéu cudc phong
van chi tiét va hang tram triéu diém di liéu.

“Dit liéu té l1a mot noi nhirc nhdéi khi ban cho ngwdi khac. Va ké ca di liéu
tot cling sé la noi nhitc nhoéi khi ban cho ai d6 néu khong thuwe sy gitip ich

cho nguoi ta, cho du la do né khong thudc hinh thitc gitp ho tim ra dugc
viéc can lam hay do n6 khong thuce sy tra 10i duwgc cau hoi ctia ho,” anh cho
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biét. “Nhuwng khi di liéu tét va thyc sy gitp ai dé thi khong ai tir chdi no
duoc.”

Nhiéu doanh nhan noi bo néi vé xung dot ho doi mat khi c6 tao 1ap van hoa
dinh huwéng theo dit liéu trong t6 chitc ctia minh, nhwng Boyle nhanh chéng
khuyén tranh goi dé la khang cy. “MG6t trong nhitng yéu to6 chinh ching t6i
nhan ra tredc do6 la khong ich gi néu c coi dé la khang cy. Khi nhan ra
‘khang cy’ thue sy 1a ngudi t6t quan tam sau sac dén nghé si va am nhac ho
dang thuyc hién, luon c6 ngan ho khéi dir liéu xau hay dé nghi té hai, lic do,
ban sé nhin moi viéc khac han.”

Anh giai thich: “Khi thuc sy tin vao dit liéu va dé nghi dit liéu dwa ra thi hay
tap trung vao ly do tai sao nguwdi ta khong hiéu dwoc dit liéu va gitp ho hiéu
dwgce né. Khi ho hiéu roi thi mat ho sé sang Ién va ho tré thanh mét nguoi
ham mo 1én cua dit liéu hon ca t6i niva!”

Mac du dat duwgc thanh cong cung EMI nhung Boyle thira nhan cé nhiéu
khac biét thuc sy gitta cong ty khéi nghiép va cong ty 16n. “Trong cong ty
khai nghiép, ban c6 lgi thé khdi dau nhw mong muon: ban dwgc dinh hinh
cach nghi va cu xi chang han vdi dit liéu tong hop khi dwa ra quyét dinh
ngay tr khi bat dau. D6 1a lgi thé 16n so vdi lam viéc trong cong ty da c6 van
héa dinh san.” Nhung thé gidi khai nghiép khong hé hoan hdo. “Cong ty
khai nghiép c6 mot van dé 16n khac: 4p lyc dir doi phai chuyén giao nhanh
chéng. Toi thuc sy da nhan ra diéu nay cé thé can thiép vao nhiéu viéc nhw
xdy dyng van héa hgp ly néu ban khong can trong.”

Dé tao lap tién do ho trg va bao cao trong EMI, Boyle stt dung cac nghién
cttu tinh huéng. “Ching t6i c6 rat nhiéu nguwoi da st dung dit liéu thanh
cong dé giup nghé si ké cau chuyén cta ho. Ho gidi hon va sang tao hon bat
cr thit gi ta dang ra c6 thé to chitc tdp trung vao lan truyén thong diép.” D
liéu m&i cia EMI gidp sap xép nhitng nghé si nhat dinh v&i nhém nhan khau
ho thu hut nhat, cho phép am nhac vwon t6i nhitng khan gia dén nhan nong
nhiét nhat.
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Boyle khong bé budc két qua nghién cttu vao cac con s6 citng nhac. “Ching
toi chi bao: ‘Héi quan diém ctia hang nghin nguoi vé diéu gi dé van tot hon
la khong hoi ding khéng?’ va ching t6i thé hién rang minh lam dwgc diéu
do6 vdi chat luvgng tot va chi phi thap, va ching t6i o thé tién hanh. Sau khi
thu vé bo dit liéu dau tién, moi nguwdi vo cung wa thich né: né gitp ho va ho
yéu mén diéu do.”

Ban dau, dit liéu nghién citu méi thu dugc gitp EMI hiéu dwoc thi trvong va
hé sinh thai ma nghé si, am nhac va dich vu k¥ thuét s6 ton tai trong do.
Nhung gio cong ty da nam duwge hoan canh dé réi nén c6 thé tham khao lai
hang ty ho so giao dich thu duwoc trong qua khit. Boyle cho biét: “Néu nhin
vao d6 ma chwa hiéu boi canh thi rat c6 thé ching t6i da dan dat nghé si cta
minh di sai hwéng r6i.”

Duv an da phat trién ra khoi pham vi doi ngii sang kién ban dau va gio do
toan b doanh nghiép & EMI s@ hitu. Cudi cung, vi ai ciing dugc truy cap dit
liéu, toan thé td6 chitc da mang dén thay déi. Nhung diéu lam Boyle bat ngo
nhat la gia tri cia nghién cttu nguoi tiéu dung (quy mo twong doi nhd) tiép
tuc dugc thé hién du cho t6 chitc c6 thé st dung lwgng tich trit D liéu 16n
t* hang ty giao dich. Anh két luan: “Dit liéu t6t an dit dit liéu 16n. T6i lién
tuc ngac nhién tredc hiéu qua cua noé khi thyc hién dang cach.”

TOM TAT
* EMI c6 lvgng dit liéu khong 16 nhung lai rat it y twéng dé st dung no.

« Thay vi khai thac b dit liéu c6 san, cong ty lai tién hanh khao sat, xay
dyng mot bo thong tin don gidn va cu thé hon ma ban diéu hanh thay hai
long.

 Khi chitng minh dwoc gia tri dit liéu phéng van nhé hon nay sé dé hon dé
ban gia tri cia mot van hda dinh hwéng theo dit liéu ¢ quy mo rong hon.

BAI HQC PHAN TiCH RUT RA
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Co6 rat nhiéu dit liéu khéng c6 nghia la ban dinh hwéng theo dit liéu. Boi khi,
bat dau tir dau bang mot bo dit liéu nho thu thap dé gidi quyét mot van dé cu
thé c6 thé gitp viéc stt dung dir liéu & bo phan khac trong t6 chitc dé dang
hon. Ngoai ra, nhiéu kha nang ban nhan dwoc tai trg diéu hanh vi van dée
dwgc bao boc va han ché lai, trong khi khong ai biét dwgc tranh chap gi dang
an trong lugng “dir liéu tir hoat dong ngwdi dung” khong 16 ma t6 chirc thu
dugc trong hang nam troi kia.

CAC GIAI POAN TRONG PHAN TiCH DU LIEU TINH GON CHO
DOANH NHAN NOI BO

Néu la mot doanh nhan noi bo tién phong, ban sé trai qua mot chuoi giai
doan bam sat vGi cac giai doan da khao sat ¢ cac mo hinh khadi nghiép khac.
Nhung c6 mot so6 budc quan trong can dé y nhw Hinh 30-2 thé hién. Luu y
rang ching t6i cling dwa vao “buwdc khong” cho khai nghiép noi bo: do 1a dat
dwgc chap thuan tir ban diéu hanh.
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Hinh 30-2. Doanh nhdn néi bé can thém mét buéc: nhdn duoc dau tw ban
diéu hanh truoc da

Truwdc hét: Nhan dwoc chap thuan

Truwdc khi bat dau tién hanh phat trién khach hang, ban can dwgc chap thuan
t ban diéu hanh. Viéc nay c6 thé khong thé hién tryc tiép néu viéc cta ban
la tim kiém co hoi méi, nhung ngay ca thé, khi nghi rang minh da tim dugc
mot co hoi, ban can nhan dwgc sy chap thuan ro rang cia mot giam doc diéu
hanh. Ban mu6n biét minh dang & dau trén khung BCG va dang c6 gang di
dau, va ban can phai biét cac chi s6 dé danh gia tién do. Ban can biét minh
c6 nhitng nguon lyc nao va nhitng nguyén tac nao ap dung cho minh. Viéc
nay giéng véi thoa thuan tredc khi két hon: t6t hon nén ky trwdc khi lam
dam cuai.

O giai doan nay, ban dang xac dinh chién lwgc phan tich va cac ranh gi6i
dya trén do dé danh gid. D6 cé thé 1a muc tiéu cho toan bo cong ty, chang
han nhu 1gi nhuan bién, hodc c6 thé la téc do tang trwedng dugce xem la thanh
cong. Ban cling can xac dinh cach minh diéu chinh céac chi s6 nay dwva trén
nhitng diéu hoc hoi dugc.

Thau hiéu: Tim ra van dé, dirng thit nghiém nhu cau

Khi bat tay vao phat trién khach hang, hay nhé ban dang thit nghiém van de
va gidi phap — khong phai nhu cau hién c6. Néu ban thyc sy dot pha, khach
hang sé khong ndi vdi ban diéu ho muén ma ho sé néi véi ban tai sao ho lai
muon vay. Nam 2008, nha tao lap Swiffer tén Gianfranco Zaccai giai thich:
“D6i mdi kinh doanh thanh cong khong phéi l1a viéc dwa cho ngudi tiéu
dung thit ho can bay gid ma la viéc dwa cho ho thit ho sé khao khat trong
twong lai?2.”

22

http://www.beloblog.com/ProJo_Blogs/newsblog/archives/2008/02/swiffer_i
nvento.html
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Khach hang khong cho Netflix biét ho muén phat tryc tuyén video, nhung
dac diém s dung, tiép nhan may tinh, trién khai bang thong rong va luét
trinh duyét cho cong ty biét mét nhu cau ton tai.

bay la lic danh cho phéng van dinh lwgng. Di nhién ban nén néi chuyén véi
nguwoi dung va khach hang hién tai. Nhuwng néu dang c6 tang thi phan thi cé
thé ban cling sé muodn néi chuyén véi khach hang ctia doi thu canh tranh,
nha phan phdi va bat ct ai lién quan dén qua trinh mua sdn pham. Néu dang
cO cdi thién t6c do tang trwdng, ban sé noéi vdi khach hang gan minh. D6 la
diéu Bombardier da lam khi mé& rong tir xe trugt tuyét sang mo-t6 nuwdc ca
nhan (mac du lan dau lan san sang linh vurc nay da that bai vao nhitng nam
1960 do van dé co hoc)?3.

23 http://www.oldseadoos.com/
Bo6 qua Tinh hudng kinh doanh, tién hanh phan tich

Vao thoi diém nao do, dén lic can di xa hon khoi viéc phéng van moi ngudi,
ban sé can xay dung mot tinh huéng kinh doanh. Nhitng ngwoi quan ly san
pham truyén thong xay dung phan tich lgi nhuan- va-tén that dé kiém chitng
ké hoach cua ho: ho tao ra mot tinh hudng kinh doanh thuyét phuc, va khi c6
nguoi tin vao né thi ho thu duwgc von deé tiép tuc. Nhung tw duy Tinh gon dao
nguwoc diéu nay: ban ban m6 hinh kinh doanh — khong phai ké hoach — ma
khong c6é nhiéu dy doan, r6i sau d6 phu thudc rat nhiéu vao phan tich dé
quyét dinh liéu nén khai t&r sdn pham hay quyét tam di cting né.

Mo hinh phan tich sau thay vi di doan triéc nay kha thi vi nhiéu chi phi déi
mai c6 thé duwge day vao chu ky phat trién san pham sau. San xuat kip thoi,
in theo nhu cau, dich vu thay thé dau tv tr dau bang kha nang tra theo st
dung, thiét k€ CAD/CAM va cac nha thau dwgc thué nghia la ban khong can
phai dau tv nhiéu ngay tir dau (va do d6 khong can phdi phan bién tinh
huéng kinh doanh ltic dau). Thay vao do, ban cé thé yéu cau kinh phi khiém
ton, dwa kha nang phan tich vao san pham va trién khai sém hon ma mat it
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tien hon. Sau dé c6 thé dung dit liéu va phan hoi khach hang thu dwgc ma
thu thap bang cong nghé ngay nay tiét kiém v6 cung dé bién hd cho tinh
huéng ctia ban dva trén chitng c thiye su.

Bam tru: Biét dugc mitc toi thiéu thuc sy cia ban

Néu da xac dinh dugc van dé dang gidi quyét va giai phap khach hang mong
muon thi da dén lic tao ra MVP. Nhung ban can biét dugc mic toi thiéu
thue s ban c6 thé xay dung. Khi la m6t t6 chitc 16n, c6 thé ban gap phai
nhitng han ché vé chia sé dit liéu, d6 tin cay hodac d6 twong thich ma nhitng
t0 chitc nho hon (it thit dé mat hon) khong gap phai. Ban cling can xac dinh
nhitng 1gi thé doc quyén cia minh.

Chang han, hay xét truong hop vé nhitng cong cu dat tredc bita an trén thi
treong ngay nay. Nhitng ¢ng dung di dong nay cho phép ban dat hang tai
mot nha hang, tra tién va nhan d6 vao mot thoi diém da thoa thuan trudec ma
khong can cho dgi. Cac nha hang rat thich nhitng (tng dung nay vi chuing tiét
kiém thoi gian quy bau trong gio an trwa voi va, va thuc khach thich ching
vi si don gidn va nguwoi mua c6 thé lwét xem thyc don khi rdnh. N6 gidng
dich vu Uber cho bita trura.

Gio hay suy nghi diéu gi sé xdy ra néu McDonalds quyét dinh canh tranh
bang cach gidi thiéu mot ng dung. Hang c6 thé gap phai khuén khé nhwong
quyeén, hodc diéu lé cho nha hang dat tai san bay, hay luat ctia bang vé tiét 10
ham lwgng calo. T4t ca cac yéu to phai la mot phan cia MVP.

Tuy nhién, bu lai cho viéc nay la lwvgng kiém soét thi truong khong 16 cong
ty c6 dugce. Hang c6 thé quang ba ng dung bang cach tang mién phi ba
chiéc hamburger cho béat ¢t ai cai tng dung. Cong ty sé thu lai tién nhanh
chong vai thoi gian tiét kiém khi tinh todn tién mat, va ti€p can mot kénh
marketing m@i va nhan dinh phan tich chwa khai thac dén vé khach hang.

Nhitng doanh nhan ndi bd can xac dinh nhan t6 cho nhitng kiéu han ché va
lgi thé nay vao MVP nhiéu hon rat nhiéu so vdi nhitng cong ty khéi nghiép
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doc 1ap.

Hon nita, khi moi nguwdi bat dau stt dung MVP, ban phai quan ly quy trinh
beta can than. Ban c6 khi lai can thiép vao cac théa thudn da cé trong dong
ban hang, va tao ra nhiéu viéc cho d6i ho trg khach hang. Néu vay, ban can
c6 chap nhan cho gidi thiéu va dong y cua cac bén lién quan. Néu dang trién
khai m6t dong san pham hoan toan mdi, c6 khi ban phai nguy trang cho né
dé khong nuot mat nhitng thi truong hién tai dén khi biét duwgc minh thanh
cong. Puwong nhién viéc nay lam gidam kha nang tan dung lgi thé doc quyén
nhw mot nén tang khach hang c6 san.

Lan truyén tir lic bat dau

Néu dang co6 buéc tiép trén khung BCG, san pham cua ban nén chita yéu té
lan truyén va truyén miéng. Trong thé giGi ma moi nguwdi déu dugc két noi
vdi thiét bi di dong, moi san pham can c6 chién thuat twong tac. Khong co ly
do don thudn nao khi khong tim dwgc mot goc lan truyén dé tac dong vao
lam tac nhan thic day tang trwdng. Trén thuc t€, bé sung mdt yéu t6 lan
truyén la mot trong nhitng chia khéa di chuyén ché va bo sita sang dau hoi
va ngoi sao.

Doanh thu bén trong hé sinh thai

Ban sé c6 it kha nang linh dong dé dua ra chinh sach va tai dau tw doanh thu
hon khi marketing san pham vi khi phat trién ban van phai ton tai cung
nhitng né lwc marketing khac cia cong ty chd. Khi Microsoft muén thi
nghiém bd Office nén tdng SaaS, hdang lam duwgc bang cach twong doi kiém
soat. Nhung ngay khi mu6n kiém tién tir san pham, n6 phai dau tranh véi sy
khong ché va kim ham ti* mot kénh phu thudc vao doanh thu dang ky.

Chinh séach gia c6 thé phai xét t6i cac kénh tai khodn, nha phan phdi va cac
yéu t6 khac han ché kha nang tu do thitr nghiém vi nhitng thay doi tao ra déu
c6 tac dong 1én nhitng san pham khac trong thi treong. Gia st Blockbuster
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tham gia vao thi truong video phat tryc tuyén thi hang c6 thé phai doi mat
v&i cac van dé veé lao dong va bat dong san & nhitng ctra hang hién tai.

Mé rong va trao trach nhiém

Trong giai doan cudi cung khi d6i mé&i khéi nghiép ndi b, san pham mdi da
chitng minh dwgc kha nang tén tai ctia minh. Hodc né bi mot bo phan cta t6
chitc c6 tinh pho thong hon — c6 thé khién cong ty bé qua cho thiéu sét va
md rong do hap dan cho b phan dé, tao cau triic mo6 hinh kinh doanh va dwa
ngang hang véi cac san pham khéac va b phan cua t6 chitc chu quan.

Trong phan 16n trudng hop, tinh cach mot t6 chitc dot pha khong thich hop
v6i cach quan ly va tang trudng “nham chan”, vi thé ban sé can trao san
pham cho phan con lai cta t6 chitc va tim thi? tiép theo dé dot pha va. Biéu
d6 nghia la ban thuc sy cé hai khach hang: nguwdi bén ngoai mua san pham
va ngudi bén trong phai ché tao, ban ra va ho trg san pham dé.

Cudi cung, doanh nhan noi bo phai duy tri quan hé véGi t6 chitc cha quéan
cling nhw quan hé véi thi trwong muc tiéu. Ban dau, c6 thé c6 y xa cach,
nhung khi san pham dot pha tré thanh mot phan cta cha quan thi viéc trao
lai can thyc hién mot cach nhe nhang, tinh té.
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Chuong 31
KET LUAN: TREN CA CONG TY
KHOI NGHIEP

Né’u moi thit tién trién t6t, chac chan sé dén lic ban khong con la cong ty
khai nghiép. Ban da tim duwgc san pham phu hgp vdi thi treong, va ban dang
md& rong ké ca khi tang tredng cham lai phu hgp v6i hoan canh cong ty 16n.
Nhung hy vong ban van luén chii tam phéan tich. Mong rang ban van nghi vé
van dé hoc héi, cai thién lién tuc va doi hoi dit liéu phéi cing c6 cho y kién
cua ban.

Cong ty khai nghiép cta ban da thanh cong khi tr¢ thanh mot doanh nghiép
bén vitng va lap lai dé tao ra lgi nhuan cho nha sang lap va nha dau tv. Lic
nay co6 thé can bo sung thém ho trg von, nhung muc dich ho trg von khong
con la dé xac dinh va gidm b6t do thiéu chac chan ma la dé thyc thi trén mot
mo hinh kinh doanh da dugc chitng minh. D liéu gidm dan tinh t6i wu hoa
ma mang nhiéu tinh ké toan hon. Néu c6 “Phan tich dit liéu tinh gon” thi
cong viéc nay chi yéu nam & kham pha san pham hodc tinh nang mdi, va
trong giong déi md&i doanh nhan nodi bo hon.

Chung t6i da khdi dau bang viéc néi rang néu khong do dugc gi thi sé khong
diéu khién dwgc thit d6. Nhung ta can dé y dén mot nhin nhan doi 1ap, co 1é
mang tinh triét hoc hon. Pé la cdu néi do Lloyd S. Nelson lam viéc tai
Nashua Corporation phét biéu. “Con sé quan trong nhat can dé quan ly lai la
con sO ta khong biét hodc khong thé biét, nhung quan ly thanh cong thi phai
xem xét nhitng con s6 do.” Nhan dinh nay bat lai quan diém “diéu khong
biét la khong biét” cta Donald Rumsfeld, va khi cong ty cia ban tang
tredng va dat dwgc mot mitc d6 nhat quan trong hoat dong, tim ra diéu ban
khong biét tré thanh mot cong viéc quan 1y chinh.
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Quan diém cta Nelson la ching ta hay lam viéc ma khong biét chiing c6 tac
dung hay khong. Cai d6 goi la thit nghiém. Nhung thit nghiém — d6i véi bat
clt quy mo6 cong ty nao — chi thanh cong khi n6 la mét phan trong qua trinh
hoc hoi lién tuc, diéu ching t6i mong da truyén duwgc cho ban cho du quy
mo hay giai doan kinh doanh cta ban la gi di nira.

LAM SAO PE TRUYEN PUQC VAN HOA DU LIEU CHO CONG
TY

Néu la ngudi lanh dao — sang 1ap cong ty khéi nghiép, giam déc diéu hanh
cap cao trong mot tap doan 16n — ban c6 thé bién phan tich thanh mét 1gi thé
canh tranh don gidn bang cach hoi nhitng cau héi hay. Phan dau cudn sach
c6 noi chi so tot 1a chi s6 thic day qua trinh dwa ra quyét dinh. La nguoi
lanh dao trong t6 chitc, hday yéu cau bang chitng thong qua dit liéu trde khi
dwa ra quyét dinh.

Dt liéu khong chi dwa dén quyét dinh ding dan hon. N6 con tang hiéu qua
t6 chitc. Ban c6 thé tao ra mot t6 chitc tw dong hon, phang hon khi moi
nguoi tin vao cach tiép can nhan thong tin qua dit liéu, bdi thay vi phai
tuyén truyén mot y kién cho ca t6 chitc, ban c6 thé dé thyc té ty chitng minh.
Ban c6 thé trao quyén cho nhan vién dwa ra nhiéu quyét dinh hon va nhan
nhiéu trach nhiém hon khi ho c6 dit liéu san sang ho trg. Hay tao ra mot van
hoa trach nhiém giai trinh, sau do thudng cho nhitng nguoi budc len va
truyén dat van héa do.

Du ban c6 & vi tri lanh dao hay khong thi ban van c6 thé lam cho t6 chitc
cua minh tap trung vao dt liéu hon. Cach lam nhv sau.

Bat dau twr thit nhé, chon mot thit va trinh bay gia tri

S€é ludn c6 ngwdi phan doi trong t6 chitc ludn tin rang ban nang, linh cam va
“cach chiing ta van hay lam kinh doanh” la 6n r6i. Viéc hay nhat ban lam
duwgc la chon ra mot van dé nhé nhung dang ké ma cong ty ban phai déi mat
(I4y bat ctt mot chi s6 nao c6 vai tro quan trong nhuw ti 1€ roi bo, phan tram
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ngwoi dung hoat dong hang ngay, chuyén déi qua website, v.v...) va nghién
cttu cdi thién n6 thong qua phan tich.

Pirng dudi theo van dé cap thiét nhat cong ty ban dang d6i mat — viéc d6 gan
nhw kiéu c6 qua nhiéu dau bép ding trong bép (hodc té hon la viéc sa lay
vao van dé chinh tri ban von khong muon vieéng vao). Thay vao do, chon ra
mot van dé bo trg, yéu t6 nao dé c6 thé bo sung gia tri kinh doanh r6 rang
nhung lai bi bo qua.

Cach tiép can nay, néu thwc hién qua xa, c6 thé dan dén viéc co 1ap ngay
trong cong ty va diéu nay khong tot chit nao. Khi da xac dinh dugc nhitng
lgi ich vé mot van deé, hay trinh bay quy trinh cho tat cd cac phong ban va
khu viee san pham.

Pam bao muc tiéu duwgc hiéu ro rang

Dé chitng minh gié tri cia mot cong ty nhan manh vao phan tich, bat c du
an nao ban tién hanh can cé muc tiéu ro rang. Néu khong c6 muc tiéu trong
dau (gom ca ranh gigi da vach ra) thi ban sé that bai. Moi ngwoi lién quan
dén dy an can phai bam sat vGi nhitng muc tiéu nay.

Nhan dugc chap thuan tir ban diéu hanh

Néu khong phai la CEO va truyén hwéng ti€p can nay xudng cap dudi thi
ban sé can dwgc chdp thuan tir ban diéu hanh. Chang han, néu muoén cai
thién ty 1€ chuyén doi khach ghé tham website ding ky dung tng dung phan
mém ban dung thtt mién phi, hdy dam bdo ngwdi nam nhiém vu marketing
dong y vdi ban. Chap thuan tir ngwdi nay sé cé tinh cha chét khi sap xép
muc tiéu, va con cha chot trong viéc thiic day van héa 1én tang trén va tang
dwéi bac thang t6 chitc cong ty.

Lam moi thit de dang tiéu hoa
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MGt chi s6 tot 1a chi s6 dé hiéu ngay khi nhin lwét qua. Pirng lam moi nguai
choang bang viéc tung s6 liéu ao ao. Ho sé buc boi va rat c6 thé sé dé y dén
nhitng thit sai 1éch, tap trung vao nhitng con so sai va ra quyét dinh ma
khong hiéu dwoc ho dang dé y dén cai gi. Chi so c6 thé cuc ky gia tri, nhung
st dung khong dung cach thi chung sé kéo ban di sai duong.

Hay nhé dén Mot Chi s6 Quan trong nhat. S& dung nguyén tac dé dé dua
moi ngwoi dé dang vao thé gidi phan tich va nghién ngam nhitng con so.

Pam bao minh bach

Néu dinh dung dir liéu dé ra quyét dinh, diéu quan trong la ban can chia sé
dit liéu va phuwong phap dung dé thu nhan va xi¥ ly ching. Can dén nhitng
khuon kho vé dwa ra quyét dinh sao cho cong ty c6 thé tim ra chién thuat s
dung phan tich mot cach 1ap lai (va gidm hwéng tiép can thiéu dinh huéng
ma cac cong ty hay thye hién). Minh bach (ca khi thanh cong lan that bai) la
rat quan trong dé pha vd co 1ap dir liéu va dinh kién tir tredc ciia moi nguoi
vé phan tich.

Pung loai bé linh cam

Nhu da ndi tw trede, Phan tich di lieu tinh gon khong phai la loai bo linh
cam cua ban ma la chitng minh linh cdm cta ban ding hay sai. Giam doc
khoa hoc cua Accenture, Kishore Swaminathan cé néi: “Khoa hoc hoan toan
mang tinh thic nghiém va vo cam, nhung nha khoa hoc thi khong. Khoa hoc
la khach quan va co hoc, nhung no6 cling coi trong nhitng nha khoa hoc sang

»

tao, co trure giac va co thé thue hién ci nhay cua long tin-.

1 http://www.accenture.com/us-en/outlook/Pages/outlook-journal-2011-

edge-csuite-analytics.aspx

Ban c6 thé giup thdc day van héa cong ty bang cach dam bao can doi dugc
quan niém ctia moi ngwdi rang ban nang va linh cam la da cho nhitng thw
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nghiém nho, dugc dir liéu dan dat, chitng minh gia tri cia phan tich ma
khong hoan toan loai bo 1gi ich cua ban nang.

Truyén di thay do6i trong bat ¢t quy mo t6 chitc nao cling mat thdi gian. Ban
khong thé mong mdi mot cong ty thay doi cach tién hanh kinh doanh va ra
quyét dinh m6t sém mot chiéu duge. Bat dau tir nhitng diéu nhd, va tim ra
nhitng thir nghiém ban c6 thé dé dang theo sat va tao ra két qua do dém duogc
nhanh chéng. Chitng minh gié tri ctia phan tich trong viéc chuyén dich KPI
cta cong ty (du chi mot chit) va ban sé c6 kha nang tao dung tinh hudng
dan dén mot chuyén dich sang tap trung vao phan tich. Tan dung nhitng khai
niém nhw Mot Chi s6 Quan trong nhat va cong cu nhw Khung m6 hinh Van
de-Giai phap dé gidp phép phan tich dé ti€p can va dé hiéu cho moi nguai,
khong rieng gi nha khoa hoc dir liéu. Lam cho moi ngudi tap trung vao ranh
gidi — nhitng muc tiéu do dwgc ma moi nguwoi (ca nguwoi diéu hanh) déu dong
y — dé c6 thé mang lai két qua.

Pat ra nhitng cau héi hay

Chuwa bao gio c6 lic nao tuyét hon dé hiéu dwoc thi tredng cia ban nhw hién
nay. Khach hang cta ban luon dé lai dau vét cong nghé s6 qua moi luwgt
nhap, tweet, binh chon, thich, chia sé, check-in va mua hang ké tr lan dau
tién ho nghe dén ban cho dén ngay ho roi bé ban mai mai, cho du ho dang
tree tuyén hay khong. Néu ban biét cach thu thap nhitng dau vét do, ban sé
thu dwoc cai nhin sdu sac chwa tirng thdy vé nhu cau, ca tinh va cudc séng
cua ho.

Goc nhin nay dang thay d6i vinh vién y nghia cta viéc tré thanh mot nha
lanh dao kinh doanh. Truéc day, nha lanh dao thuyét phuc nguwdi khac hanh
dong trong hoan canh thiéu théng tin. Ngay nay, don gian la c6 qua nhiéu
thong tin. Chting ta khong can phai doan mo — ching ta can biét tap trung &
dau. Ching ta can mdt hudng tiép can tang tredng nghiém tiic ma xac dinh,
dinh lwgng va khac phuc rii ro theo moi buwdc ta di. Nha lanh dao ngay nay
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khong biét toan by cau trd 10i. Trai lai, nha lanh dao ngay nay biét can hoéi
cau gi.

Hay budc ra va hoi nhitng cau that hay.
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Phu luc
THAM KHAO VA POC THEM

Nhﬁ’ng cuon sach dwdi day la cong cu cho chiing to6i khi viét cuon sach nay
va da thé hién rat nhiéu suy nghi ctia ching t6i vé cong ty khéi nghiép noi
chung.

The Innovator’s Solution (tam dich: Giai phap cta nha cai tién), Clayton M.
Christensen va Michael E. Raynor

The Rules of Work (Nhitng quy tac trong cong viéc), Richard Templar
Next (tam dich: Tiép theo), Michael Lewis
Start-up Nation (Quoc gia khéi nghiép), Dan Senor va Saul Singer

Confronting Reality (tam dich: D6i dau vdi thuc t€), Larry Bossidy va Ram
Charan

Business Model Generation (Tao lap mo hinh kinh doanh), Alexander
Osterwalder va Yves Pigneur

Growing Pains (tam dich: Phét trién noi nhitc nh6i), Eric G. Flamholtz va
Yvonne Randle

High-Tech Ventures (tam dich: Dy an cong nghé cao), C. Gordon Bell cung
John E. McNamara

Running Lean (Van hanh tinh gon), Ash Maurya
The Lean Startup (Khai nghiép tinh gon), Eric Ries

Four Steps to the Epiphany (4 budc chinh phuc dinh cao), Steven Blank
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Don’t Just Roll the Dice (tam dich: Btrng chi tung xtic xac), Neil Davidson

11 Rules for Creating Value in the Social Era (tam dich: 11 quy tac tao ra gia
tri trong thoi dai xa hoi), Nilofer Merchant Measuring the Networked

Nonprofit: Using Data to Change the World (tam dich: Po luong t6 chitc phi
lgi nhuan da két néi mang lwéi: St dung dir liéu dé thay doi thé gidi), Beth
Kanter va Katie Delahaye Paine

The Righteous Mind (tam dich: Chinh niém), Jonathan Haidt

Made to Stick (Tao ra thong diép két dinh), Dan va Chip Heath
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VE CAC TAC GIA

Alistair Croll 12 mot doanh nhan, tac gia va dién gia cong ching trong gan
20 nam. Trong thoi gian do, anh da lam viéc vé linh viec hoat dong web, di
lieu 16n, dién toan dam may va khai nghiép. Alistair la chu tich cta hoi nghi
Strata O’Reilly, Cloud Connect ctia TechWeb va Hoi nghi Pam may doanh
nghiép cta Interop. Nam 2001, anh dong sang lap cong ty khéi nghiép vé
hoat dong web Coradiant, va ké tir d6, anh da gidp trién khai Rednod,
CloudOps, Bitcurrent, Year One Labs, Hoi nghi Bitnorth, Ngay hoi Startup
Qudc té, va mot s6 cong ty giai doan dau.

Dbay la cudn sach thit tv cia Alistair vé phan tich, cong nghé va kinh doanh.
Alistair song tai Montreal, Canada, va c6 gang gidam chitng roi loan tang
dong gidm chu y man tinh bang cach viét vé vd cung nhiéu diéu trén Solve
for Interesting(http://www.solveforinteresting.com). Ban c6 thé tim thay anh
tren Twitter vO&i tén @acroll, hodac gui e-mail cho anh tai
alistair@solveforinteresting.com.

Ben Yoskovitz la mot doanh nhan c6 hon 15 nam kinh nghiém trong cac
doanh nghiép vé web. Anh thanh 1dp c6ng ty dau tién vao nam 1996 khi
dang hoan thanh chuwong trinh dai hoc. Nam 2011, anh gia nhap Golnstant
lam Pho tong giam doc phu trach san pham. Cong ty dugc Salesforce.com
mua lai vao thang Chin nam 2012 va anh tiép tuc vai tro ctia minh cung
Golnstant va Salesforce.com.

Ben bat dau viét blog tir nam 2006. Blog ctia anh tén Instigator Blog
(http://instigatorblog.com) duwgc coi la mot trong nhitng blog hang dau vé
khai nghiép va kinh doanh. Ben ciing la mot c6 van tich cyc cho nhiéu
chwong trinh khai nghiép va tang toc doanh nghiép. Anh thwong xuyén noi
chuyén trong cac hoi nghi va sy kién khdi nghiép, gom HG6i nghi Lean
Startup Michigan, Hoi nghi Internet Marketing va HQi nghi Lean Startup.
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Ban c6 thé tim thay anh trén Twitter vGi tén @ byosko, hodc gwti e-mail cho
anh tai byosko@gmail.com.

Nam 2010, Alistair, Ben va hai doi tdc khac dong sang 1ap Year One Labs,
mot cong ty tang toc giai doan dau cung cap kinh phi va lén dén mot nam c6
van thyc hanh cho nam céng ty khéi nghiép. Year One Labs di theo chwong
trinh Khéi nghiép tinh gon, trd thanh cong ty tang toc dau tién chinh thic
héa cdu tric nay. Bon trong s6 nam cong ty da hoan thanh chwong trinh tir
Year One Labs, va ba cong ty tiép tuc huy dong tai chinh sau d6. Mot trong
nhitng cong ty dé, Localmind, da dwgc Airbnb mua lai. Mot phan 16n kinh
nghiém va tu duy cta Alistair va Ben vé Khéi nghiép tinh gon va phan tich
da hinh thanh ¢ giai doan nay.

Thanh cong chua phdi diéu cudi cung, that bai chwa phdi dau chdm hét:
diing khi di tiép mdi quan trong.

— Sir Winston Churchill

Khung cting la thir thay doi theo cong nghé mdi chir khéng riéng gi birc anh
trong khung.

— Marshall McLuhan

Nguoi khuwée tir s thay doi la bé do cta su suy tan. To chirc loai nguoi duy
nhdt khuéc twr s tién bo chinh la nghia trang.

— Harold Wilson
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