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LOI GIOI THIEU CHO LOAT SACH
TINH GON

T

rong vai nam gan day, LEAN hay TINH GON trong quan tri sdn xuat va
quan tri doanh nghiép khong con la mot thuat ngit xa la. Moi té chitc, doanh
nghiép hay trong moi linh vic kinh doanh tir san xuat dén dich vu, thuong
mai déu muon ap dung triét ly, nguyén tac va cong cu cta 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 chd bién bao gom cac cudn: (i) Doanh
nghiép Tinh gon, (ii) Van hanh Tinh gon, (iii) Xay dung Thuwong hiéu Tinh
gon, (iv) Phat trién Khach hang Tinh gon va (v) Phan tich Di¥ liéu Tinh gon.
Vi nhitng nghién cttu ti mi vé triét ly Tinh gon, nhom tac gia d@ mang dén
cho doc gia nhitng cach thirc gan giii va don gian nhat dé c6 thé van dung
triét 1y Tinh gon khd&i ngudn tir nhitng hoat dong san xudt tai cac nha may
vao hau hét nhitng hoat dong kinh doanh ctia doanh nghiép. Thong qua
nhitng bai hoc quan ly dugc cac tac gia 1ong ghép trong cac cubn sach, doc
gia co6 thé thay sitc manh cta viéc ap dung triét ly Tinh gon t6i thanh cong
ciia moi mat trong kinh doanh.

Vi 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 cta 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 dung mot bo khudon mau va nhitng nguyén 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 do6, ho cling nhan manh rang thach
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thitc 16n nhat cia viéc cai tién doanh nghiép khéng nam & hé thong cong
nghé hay thiét bi ma nam cha yéu & nhan thitc d6i mdéi tw duy ctia con ngudi
trong td chirc.

O mot goc dd khac, cuén Van hanh Tinh gon tap trung vao viéc gilp cac
doanh nghiép sau kha@i nghiép cé nhitng buéc di ti€p theo téi wu va hiéu qua
nhat. Théng qua cudn sach nay, cac ban c6 thé nhan thay ro nét tw duy Buing
Thoi Diém (Just-In-Time) dwgc 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 dwong kinh doanh m@i ciia minh. Van hanh Tinh
gon chi ra nhitng cach thitc ma cac doanh nghiép con non tré cé thé ap dung
dé trién khai cac Ké hoach Kinh doanh ctia minh chi tiét nhat véi muc tiéu it
ton kém nhat va hiéu qua cao nhat, dong thoi cling gitip cac doanh nghiép
m&i loai bo dwgc nhitng rai 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
ung dung triét ly Tinh gon vao Xay dung Thu o ng hiéu & cac doanh nghiép,
nhat la cadc doanh nghiép khdi nghiép. Triét ly Tinh gon dwgc 4p dung khi
cac doanh nghiép coi Thuwong hiéu ciing nhu 1a san pham, luén khéng hoan
hdo va can phai d6i méi, cai tién dan theo thoi gian. Tt d6 , thwong hiéu cta
doanh nghiép méi c6 thé in sau trong tv duy cta khach hang hay déi tac.
Xay dung Thuong hiéu Tinh gon cho phép cac doanh nghiép du khong duw
gia vé tai chinh van c6 thé xay dung va phat trién thwong hiéu theo cach
riéng cua minh — xay dyng thuwong hiéu tr bén trong, tir nén tang cac gia tri
cot 10i — theo céach ti€p can tranh lang phi, chat lwgng va hiéu qua cao.

Mot cudn sach vé triét ly Tinh gon khac trong loat sach Tinh gon cling rat
quan trong vdi cac ban la Phét trién Khach hang Tinh gon. Vi cu6n sach
nay, tac gia da mang dén cho chiing ta cau tra 10i téi wu nhat vé viéc tim hiéu
mong mudn cda khach hang dé phat trién nhitng san pham tét nhat cho ho
cling nhw phat trién dwgc cac moi quan hé bén vitng vGi khach hang dwva trén
nén tang tw duy déi mdi, cdi tién lién tuc cua triét ly Tinh gon. Cudn sach
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cling mang dén cho cac doanh nghiép nhitng cong cu phu hgp nhat dé kham
pha, thau hiéu khach hang hay cach thic téi wu nhat dé ti€p can va tao dung
niém tin t* khach hang, dac biét phu hgp déi v6i cac doanh nghiép khai
nghiép.

Khac v@i cac cudn sach trén, cuon Phan tich Dir liéu Tinh gon dé cap dén
mot khia canh rat quan trong va ciing 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 xac va phi hgp nhat, DPUNG THOI DIEM nhat. Triét ly Tinh gon
duwgc ap dung & day dwa doc gia dén viéc gan két tw duy cdi tién, tw 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 cia ho mét cach thong
minh, khong 1 ang phi, khong dv thira va ding thdi 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 thay ré hon cach thitc van dung
triét ly Tinh gon khong chi cho m6t linh virc hay mot nhém doanh nghiép
ma con cho thay triét 1y Tinh gon néu thuc sy dwgc thau hiéu va nam vitng
thi c6 thé trd thanh chia khoa gitip doanh nghiép, dac biét la doanh nghiép
khai nghiép hay con non tré, thanh cong!

Nguyén Danh Nguyén

Vién tredng Vién Kinh té€ & Quan ly, Dai hoc Bach Khoa Ha Noi
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LOI TUA
v

an hanh tinh gon la cudn sach dau tién trong loat sach vé Tinh gon. Sau khi
xudt ban cudn The Lean Startup (Khdai nghiép tinh gon 1), t6i da c6 co hoi
gdp g0 hang nghin doanh nhan va nha quan ly trén khap thé gidi. Téi dugc
nghe nhitng cau chuyén va tran tr& vé nhitng cau hoi cua ho. Hau hét, ho déu
mong muén c6 mot hwéng dan thure té vé cach ap dung cac nguyén tac Khai
nghiép tinh gon vao thyc tién. Khong ai la ngwdi phu hgp véi nhiém vy nay
hon Ash Maurya.

“Tram hay khong bang tay quen.” Khi lan dau tién doc nhitng tr nay trén
blog ctia Ash Maurya, t6i biét anh ay sé la mot phan bu c6 gia tri cho mot
phong trao con non tré chi vira méi bat dau. Ké tir dé, anh ay la ngudi ung
hd hét minh cho phong trao Khéi nghiép tinh gon. Anh da kiém ching ky
lwdong cac ky thuat dé ap dung nhitng y twédng nay vao cong ty mdi thanh 1ap
cua minh, chia sé nhitng gi c6 hiéu qua va nhitng gi khong. Anh da thyc hién
v6 s6 cac hoi thao, va moi hdi thdo gitt mot vai tro quan trong trong viéc
phat hién ra nhitng thach thitc cia cac doanh nhan va danh gia xem giai
phap nao thyc sy hiéu qua . Anh da trd thanh nguoi tién phong trong viéc
mang phong trao nay vé Austin, thanh phé qué hwong anh, mot trong nhitng
trung tam khéi nghiép quan trong nhat cua nwéc My.

Két qua ctia moi no lyc nay la nhitng gi cac ban dang git trong tay. Van
hanh tinh gon la mdt cuén cam nang danh cho nhitng doanh nhan mu6n tang
ty 1€ thanh cong cua ho. Pay khong phai la m6t cudn sach triét 1y hay mot
ban tém tat giai thoai dé doc “cho vui”. Thay vao dé, né 1la mét cai nhin chi
tiét vao cach tiép can da dugc kiém thit doéi v6i hanh trinh xay dung nhitng
doanh nghiép quan trong.
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Ching ta dang song trong thoi dai kinh doanh. Hau hét ty 1€ gia tang viéc
lam tai My trong nhitng thap ky gan day dén tir nhitng doanh nghiép khdi
nghiép c6 sy tang tredng manh mé. Tat ca ching ta — cac nha dau tw, nha
quan ly, nha hoach dinh chinh sach va céng dan binh thudng — déu quan tam
dén viéc tao ra cac diéu kién sé thic day tinh than kinh doanh. Sy thinh
vugng twong lai cua ching ta phu thugc vao no.

Co6 1é ngay nay c6 nhiéu doanh nhan hon bat c¢ thoi ky nao khac trong lich
stt, nhd nhitng thay doi sau sac trong boi canh khdi nghiép. Cac cong nghé
m&i, nhue dién toan dam may, dang gitdp cho viéc khdi nghiép trd nén dé
dang va ré hon. Cac phuong phap quan ly mai, nhv Khai nghiép tinh gon,
gitp cac nha sang lap tan dung t6t hon nhitng kha nang nay. Viéc tré thanh
doanh nhan chwa bao gi¢ lai “ding thoi diém” hon lic nay.

Néu phai tom tat nhitng thay doi nay trong mot cum tw, dé sé la: “Thué
muén phuwong thitc san xuat” — theo trich dan néi tiéng cia Karl Marx.
Trong thoi dai vira qua, dé xay dung va van hanh mét cong ty c6 quy mo 16n
doi héi sw cho phép cua hang chuc bén lién quan. Ban can tiép can nguon
von, may méc, nha mdy, kho hang, d6i tac phan phéi, quang cao trén thi
trwong dai chung, v.v...

Ngay nay, bat ky ai c6 thé tin dung déu c6 thé thué tat ca nhitng kha nang
nay va hon thé nita. Biém noi bat cta sy phat trién nay la né tao diéu kién
cho nhiéu nguwoi dam “th” khdi nghiép hon bao gio hét. Va ding , khéi
nghiép la thir nghiém. Cac cong ty ngay nay c6 thé xay dung bat c diéu gi
ho twdng twong ra. Vi vay, cau hdi ma ching ta can tra 10i bay gio khong
con la “Ta c6 thé lam dwgc viéc dé6 khong?” ma la “Ta c6 nén lam né
khong?”

Chung ta can nhitng thi nghiém nay hon bao gio hét. Cac cong cu quan ly
cti, di tién phong bdi cac cong ty thé ky XX nhw General Motors, dwa vao
1ap ké hoach va dv bao dé do lwong sy tién bo, danh gia cac co hdi va budc
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cac quan ly phai c6 trach nhiém gidi trinh. Va liéu ai thuc sy cdm thay rang
thé gidi cia ching ta ngay cang trd nén 6n dinh hon tirng ngay?

Cac san pham mai thanh cong doi hoi sw no lwce lién tuc, cé ky luat, thw
nghiém — theo nghia khoa hoc — dé kham pha ra nhitng nguon sinh lgi mdi.
Dbiéu nay ding cho cong ty khéi nghiép du la nho nhat cling nhw nhitng cong
ty d a c6 vi thé trén thi truong .

Van hanh tinh gon cung cap mot ké hoach chi tiét dé tirng budc dwa nhitng y
twdng nay thanh h anh déng. Mot ké hoach kinh doanh dwa vao mot loat gia
dinh “bang niém tin”, moi gia dinh c6 thé dugc kiém thir theo kinh nghiém.
Liéu khach hang c6 mudn san pham chiing ta dang lam ra khéng? Ho sé tra
tién dé mua n6? Ching t a c6 thé cung cdp mot dich vu c6 1gi nhuan khong?
Va mot khi ching ta tim thay khach hang, ching ta c6 thé phat trién dugc
khong? Van hanh tinh gon da st dung cach tiép can cia Ash dé chia nhé
nhitng gid dinh d6 va bién ching tr¢ thanh do6i twgng ctia cac th @ nghiém
nghiém ngat.

Vé6i nhitng mau don gian, dinh hwéng hanh dong cia Van hanh tinh gon
cung cap cac cong cu ma cac cong ty khdi nghiép & moi giai doan phat trién
déu co6 thé str dung dé tao ra cac san pham va té6 chitc mai dét pha.

ba ¥ nam, ké tir 1an dau tién t6i viét cum tir “khdi nghiép tinh gon” trong
mot bai dang trén blog ma hang chuc nguoi doc. Nhitng y twéng nay da tra
thanh mot phong trao, dwgc hang nghin doanh nhén trén khap thé gigi don
nhan. Khi ban doc Van hanh tinh gon, to6i hy vong ban sé ap dung nhitng y
twdng nay vao thuc tién va tham gia cong dong ctia ching t6i. Rat c6 kha
nang la sé c6 mot budi gap mat Khai nghiép Tinh gon dién ra tai thanh pho
cta ban. Mot danh sach day da cac cudc gap go va két néi véi cac nguon lyc
khac c6 thé dugce tim thay tai trang cha chinh thitc cia Khéi nghiép Tinh
gon: http://theleanstartup.com

https://thuviensach.vn


http://theleanstartup.com/

Toi hy vong ban sé chia sé nhitng gi ban hoc dugc , nhitng gi hiéu qua va
nhitng gi khong. Cam on cac ban da tham gia thtt nghiém nay.

Eric Ries
Ngay 20 thang 1 nam 2012

San Francisco, CA
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Chuong 1
CAC SIEU NGUYEN TAC

v

iéc ap dung cho dung bat ky phwong phap nao bao gid cling doi héi trudc
hét 1a sy thau sudt cling nhw kha nang phan biét nguyén tac vgi chién thuat.

Nguyén tac chi dan dau la viéc can lam. Con chién thuat cho ta thay cach
thirc lam viéc ay.

Cot tay cua phwong phap Van hanh tinh gon cé thé duc rit lai thanh ba buéc
sau:

1. Ghi lai Ké hoach A
2. Xac dinh nhitng thanh phan rdi ro nhat trong ké hoach
3. Kiém tra ké hoach mot cach c6 hé thong

Chwong nay sé dwa ching ta tim hiéu cac siéu nguyén tac trén. Phan con lai
ctia cubn sach sé tap trung quy gidn cac siéu nguyeén tac nay dé dwa vao ap
dung trong thyc tién.

Budc 1: Ghi lai Ké hoach A
Co6 mot cai toi trong nhitng wéc mo, tam nhin

Tét thay nhitng ké séng trén doi déu mo mong: chi c6 diéu hg khong mang
mong nhu nhau. Nhitng ké mo dém tir chén tham sau bui bam ctia tam thitc
khi ngay dén sé thitc day chi dé thdy rang gidc mo ay la phu du, con nhitng
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ké 6m mong ban ngay lai la nhitng tay nguy hiém, vi ho c6 thé dién giac mo
cua minh v4i d6i mat md to, bién né thanh kha di.

— T. E. Lawrence, Lawrence of Arabia (tam dich: Lawrence & A-rdp)

Y twdng kéo dén véi ta khi ta it mong doi né nhat (khi ditng tdim duwdi voi
sen, trong lic cam vo lang, v.v...). Hau hét ching ta déu 1& chiing di. Chi c6
cac doanh nhan khai nghiép la chon hanh dong theo chung.

Mac du dam mé va quyét tam la nhitng diéu kién thiét yéu dé ta c6 thé phat
huy t6i da tifm nang ctia m6t tam nhin, song néu khong dwoc kiém soat,
ching ciing c6 thé bién hanh trinh tré thanh mét cudc phiéu lwu thuan tiy
dwa vao dirc tin va chiu sy dan huwéng cua gido diéu.

Nhitng ngwoi cé dau 6c binh thuong co6 thé duy ly bat ky viéc gi, song cac
doanh nhan khai nghiép la nhitng ngwoi dac biéet ctr khoi trong viéc nay.

Hau hét cac doanh nghiép déu bat dau tir mot tam nhin manh mé va mot Ké
hoach A dé hién thyc héa tam nhin dé. Tiéc thay, hau hét cac K& hoach A lai
khong hiéu qua.

Mac du mot tam nhin manh mé la diéu kién can dé tao ra cau than chi va y
nghia, song mot dy an Khai nghiép tinh gon sé c¢6 gang cling c6 tam nhin
manh mé 4y bang thwc nghiém, chit khong phai bang dirc tin. Piéu quan
trong la ta phai chap nhan rang tam nhin ban dau dugc xay dwng cha yéu
trén cac gid dinh (hay gia thiét) chwa kiém ching. Van hanh Tinh gon sé
gitip ban kiém tra mot cach cé hé théng va tinh chinh lai tam nhin ban dau
ay.

Nam bat cac gia thiét vé mo hinh kinh doanh

C6 rat nhiéu nha sang lap chi khw khw gitt cac gia thiét trong dau minh, va
nhitng gia thiét nay, du co6 toc do lap nhanh nhat, ciing chi giip cung c6
thém “cac treong bop méo thuc tai” ctia rieng ho ma thoi.
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Vi vay, buéc dau tién la viét ra tam nhin ban dau cta ban, r6i chia sé n6 véi
it nhat mot nguwdi khac nita.

Trong cach lam truyén thong, cac ban ké hoach kinh doanh dwgc st dung
chinh vi muc dich nay. Thé nhuwng, mac du lap ké hoach kinh doanh la mét
bai tap hitu ich cho cac doanh nhan khéi nghiép, song n6 khong thyc hién
duwgc muc dich that sy: Tao diéu kién cho nhitng cudc trao doi véi nguoi
khac.

Thém vao d6, vi hau hét cac Ké hoach A déu c6 thé dé dang chitng minh la
sai 1am, nén ban can thir gi d6 dong va linh hoat hon. Pau tw vai tuan hodc
vai thang dé viét mot ban ké hoach kinh doanh dai 60 trang duwgc xay dung
chu yéu trén nhitng gia thiét chwa dwgc kiém chitng 1a mot sy phi pham.

Phi pham la bat ky hanh dong nao chi tiéu t6n nguon lwc, nhung khong tao
ra gia tri cho con nguai.

— James P. Womak va Daniel T. Jones, Lean Thinking (Tu’ duy tinh gon)

Dinh dang ma toi lya chon st dung la mo6 hinh kinh doanh mot trang (
Khung M6 hinh Tinh gon — Lean Canvas) nhuv dugc trinh bay trong Hinh 1-
1.

Mo hinh Tinh gon dwoc t6i diéu chinh t* M6 hinh Kinh doanh ma Alex
Osterwalder trinh bay trong cuén sach Business Model Generation (Tao lap
m6 hinh kinh doanh?) (Nha xuat ban Wiley)2.

Toi dac biét thich dinh dang mo hinh mot trang vi no:
Nhanh gon

So vdi viéc viet mot ban ké hoach kinh doanh, von c6 thé mat vai tuan hoac
vai thang, ban c6 thé phac thdo nhiéu mo hinh kinh doanh trén khung vé
trong mot budi chiéu. Khong mat nhiéu thoi gian dé tao 1ap nhitng mé hinh
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kinh doanh mot trang nhw thé nay, béi vay t6i khuyén ban nén danh thém
thoi gian chuan bi, 1én y twéng cho cac mo hinh kha di khac nhau va sau dé
xac dinh dau la mo6 hinh can wu tién lam diém xuat phat.

Stc tich

Hinh thitc so d6 budc ban phai chon tir ngit can trong va di thang vao van
de. Pay la mot cach tuyét voi gitip dic it nhitng gi la tinh tiy cda san
pham. Ban chi cé 30 giay dé thu hat sy chd y cia mot nha dau tw néu ban
dang ding trong thang may, va 8 gidy dé thu hit sy chi y cia mot khach
hang trén trang dich (landing page)?.

Co dong

Mo hinh kinh doanh mét trang cho phép ban dé dang chia sé né véi ngudi
khac hon, diéu do6 c6 nghia la sé c6 nhiéu nguwdi doc né hon va cé thé no sé
dugc cap nhat thuong xuyén hon.

Néu ban ttrng 1dp mdt ban ké hoach kinh doanh hoac thiét ké mét b slide
trinh chiéu giti cho nha dau tw, ban sé ngay lap titc nhan ra hau hét cac khoi
tiéu chuan trén so do nay. Toi sé khong danh nhiéu thdi gian mo ta cac khoi
ngay bay gio, béi vi ching ta sé tim hiéu chi tiét vé ching trong Phan 2 cta
cuon sach.

Du vay, c6 mot diém trong yéu toi muon ban ghi nhé ngay bay gio, do la san
pham ctia ban KHONG phai 1a “san phdm” trong du an khéi nghiép cta ban.

San pham ciia ban KHONG phai la “san pham”

To6i c6 tinh dé phan gidi phap chiém chwa dén 1/9 toan bo so do, bai theo 16
thwong, ching ta — nhitng doanh nhan khdi nghiép — thuwong say swa nhat
v&i phan giadi phap, phan ma chiing ta von ctr khoi (xem Hinh 1-2).
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Dave McClure cua quy 500 Startups da ngoi nghe hang tram bai thuyét trinh
chao hang cua cac doanh nhan khdi nghiép, va c6 1é éng sé con ngoi nghe
thém hang tram bai nita. Trong nhitng budi nhu thé, 6ng da nhiéu lan nhac
cac doanh nhan khai nghiép rang ho da phi pham qua nhiéu thdgi gian néi vé
gidi phap va khong danh da thoi gian noi vé cac thanh phan khac cia mo
hinh kinh doanh.

Khéch hang khong quan tam dén giai phap ctia anh. Thit ho quan tdm la van
deé cuaa ho.

— Dave McClure, 500 Starups

Céac nha dau tu, va quan trong hon la cac khach hang, chtu tam dén van dé
ma ho dang gap phai, ho khong (chwa) quan tam dén gidi phdp cta ban.
Trong khi d6, doanh nhan kh&i nghiép, von di lai dugc 1ap trinh dé tim kiém
gidi phap. Nhung c6 dudi theo gidi phap cho nhitng van dé ma khong ai
quan tam la mot dang phi pham.

Nhiém vu ctia ban khong phai la xay dwng giai phap to6t nhat, ma la lam chu
toan bo mo hinh kinh doanh va két hop tat ca cac miéng ghép lai véi nhau.

Phai cong nhan mé hinh kinh doanh la sdn pham gitip ban c6 thém stic
manh. N6 khong chi cho phép ban lam chi mo hinh kinh doanh, ma con cho
phép ban ap dung cac k¥ thuat ndi tiéng tr phat trién san pham cho tdi xay
dung cong ty.

Néu lui lai mot bude, ban sé thay rang cac siéu nguyén tac nay khong khac
gi ky thuat chia va chinh phuc dugc ap dung cho tién trinh khéi nghiép.

Khung M6 hinh Tinh gon gitip phan giai cau tric mo hinh kinh doanh thanh
9 thanh phan riéng biét ma sau d6 sé dwgc kiém tra mot cach c6 hé thong,
theo thi? tu tir rdi ro cao nhat tdi rai ro thap nhat.
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Buédc 2: Xac dinh nhitng thanh phan rii ro nhat trong ké hoach cua ban
Xay dung mot san pham thanh cong vé co ban la dé gidm thiéu rui ro.

Khach hang mua san pham, dich vu khi ho tin twéng ban c6 thé giai quyét
van dé ctia ho. Cac nha dau tu dat cwgc vao ban khi ho tin twéng ban du stic
xay deng mot mo hinh kinh doanh c6 kha nang mé@ rong quy mo.

Khéi nghiép la mot cong viéc mao hiém, va nhiém vu thuc sy ctia ching ta
trong vai tro doanh nhan khd&i nghiép la gidm thiéu rai ro cho dy an khai
nghiép mot cach co6 hé thong va theo 16 trinh nhat dinh.

Co6 mot ky thuat dwgce 1dy tir cdm nang Phat trién San pham, do la ky thuat
“gidi quyét nhitng thanh phan ruai ro nhat trwdc tién”. Khong phai ngau nhién
ma doi v4i hau hét cac san pham, giai phap khong phai la phan rti ro nhat.

Trir khi ban dang tim cach giai quyét mot van dé chuyén mon dac biét dau
dau (nhuw tim phwong thudc chita bénh ung thw, xay dwng thuat toan tim
kiém 16n tiép theo hodc phéan tach cac chat dong vi), néu khong, nhiéu kha
nang chi can c6 du thoi gian, tién bac va no luc la ban sé c6 thé xay dung
dwgc san pham.

Rui ro 16n hon do6i véi hau hét cac dv an khéi nghiép la xay dung ding thi
ma chang ai mu6n dung.

Mac du thanh phan rai ro nhiat & moi san pham moi khac, song phan 1én
thanh phan rui ro nay déu chiu anh hwdng cta giai doan hoat dong trong du
an khéi nghiép, va day la n6i dung ching ta sé ban dén & phan tiép theo.

Ba giai doan ciia mot dy an khéi nghiép

Mot cong ty khai nghiép thwong trai qua ba giai doan khac nhau, nhu ta co
thé thdy trong Hinh 1-3.
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Giai doan 1 Gial doan 2 Giai doan 3

Hinh 1-3. B giai dogn cda mdt d én khdi nghig

Giai doan 1: Xac dinh diém hoa hgp Van dé/Giai phap
Cau hoi trong yéu: To6i c6 mot van dé xirng dang giai quyét khong?

Giai doan dau tién tap trung vao viéc xac dinh liéu ban c6 mot van dé xing
dang gidi quyét khong trude khi dau tw hang thang hoac hang nam troi cong
sitc vao xay dung giai phap.

Y twong thi ré, song hién thyc héa y twang lai kha dat do.
Ta c6 thé quy mot van dé xitng dang gidi quyét vé ba cau héi sau:
e D06 c6 phai la thit khach hang muon c6 khong? (Thi phai-c6)
» Ho sé tra tién dé c6 né chi? Néu khong, ai sé tra? (Kha nang phat trién)

e N6 c6 thé gidi quyét dugc van dé cia khach hang khéng? (Khad nang
thue hién)
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Trong giai doan nay, ching ta c6 gang trd 16i nhitng cau héi trén bang cach
stt dung mot bo két hgp cac ky thuat quan sat va phong van khach hang sé
duwoc gidi thiéu chi tiét trong cac Chuong 5 va 6.2

Twr day, ban sé dwa ra dwgc bo tinh nang toi thiéu dé gidi quyét bo van de
twong &ng, bo tinh nang nay con duwgc goi la san pham kha thi téi thiéu
(MVP — minimum viable product).

Giai doan 2: Xac dinh diém hoa hgp San pham/Thi treong
Cau hoi trong yéu: Toi da xay dung duwgc thit ma moi nguwdi mudn chua?

Khi ban da c6 mot van dé xing dang gidi quyét, va MVP cua ban da dugc
xdy dung, ban can kiém tra xem giai phap cta ban giadi quyét van dé tot dén
dau. Néi cach khac, ban can do lwong xem ban da xay dung duwgc thit moi
ngwoi mudn chua.

Trong Phan 4 cua cudn sach nay, chiing ta sé ban dén ca nhitng thuwdc do
dinh tinh lan nhitng thuéc do dinh lwgng gitp do lwong diém hoa hgp san
pham/thi treong.

Thu hit dugc sy chd y hay tim dwgce diém hoa hgp san pham/thi truong la
cot moc quan trong dau tién déi véi mot dy an khéi nghiép. O giai doan nay,
ban cé mot ké hoach bat dau hoat dong — ban dang thu hut khach hang, git
chan (duy tr1) ho va ban dugc hang.

Giai doan 3: M@ rong quy mo
Cau hoi trong yéu: Toi c6 thé thic day tang tredng bang cach nao?

Sau khi tim dwoc diém hoa hgp san pham/thi truong, ban gan nhu da dugc
dam bao phan nao thanh céng. O giai doan nay, trong tdm cua ban chuyén
sang tang truong hay md rong quy mo cho mo hinh kinh doanh.
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Diéu chinh trudc khi tim duwgc diém hoa hgp San pham/thi tredng, sau
dé méi dén buédc t6i wu héa

Pat dugc diém hoa hgp san pham/thi trudng la cot moc quan trong dau tién
do6i véi mot dy an khai nghiép va anh hwdng 16n dén ca chién lwgc ciing nhw
chién thuat. Vi ly do nay, sé rat hitu ich khi ta phan dinh thém cac giai doan
ctia m6t dy an khéi nghiép thanh “trwdc khi tim dwgc diém hoa hgp san
pham/thi treong” va “sau khi tim dwgc diém hoa hgp san pham/thi treong”.
Trudc khi tim duwgc diém hoa hgp san pham/thi tredng, trong tam cnta dy an
khai nghiép tap trung vao viéc hoc hoéi va diéu chinh. Sau khi tim dwgc diém
hoa hop san pham/thi treong, trong tdm chuyén sang tang truéng va t6i wu
hoa. (Xem Hinh 1-4).
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Trong tm: Hoe tip o6 kiém ching Trong tim: Téng tudng
ThU nghiém: S/ chuyén 4 Thi nghém: T6iuu hda

Hinh 14, Céc ia dogn e vé s i i diém ha hp 4 phét g

Su chuyén doi (pivot) la mot thuat ngi* dwgc Eric Ries stt dung dé mo ta suw
thay doi hwdng di cua dw an khéi nghiép trong tién trinh hoc tap. Cach hay
nhat dé phan biét sy chuyén doi véi cac hoat dong t6i wu la sw chuyén doi
nham dén viéc tim ra mot ké hoach hiéu qua, con t6i wu thi nham dén viéc
day nhanh ké hoach .

Trong mdt thir nghiém chuyén doi, ban c6 gang kiém chitng cac thanh phan
cta gia thiét mo hinh kinh doanh dé tim ra mot ké hoach hiéu qua. Trong thir
nghiém t6i wu hda, ban no6 lyc tinh chinh cac thanh phan cda gia thiét mé
hinh kinh doanh dé day nhanh t6c d6 ctia ké hoach hiéu qua kia. Muc tiéu
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cta thr nghiém dau tién la stta doi huéng di (s chuyén do6i). Muc tiéu cia
thir nghiém thit hai la hiéu qua (quy mo).

Su phan biét nhw vay nghe c6 vé chang dang ké gi, nhung né lai c6 tac dong
to 16n do6i vaGi ca hoat dong trién khai chién lwgce lan chién thuat. Trwdce khi
tim dwgc diém hoa hgp san pham/thi trwong, mot dy an khéi nghiép can
phai dugc xay dung cau tric sao cho cé thé téi da hoa hoat dong hoc tap.

Ban thuong hoc héi dwoc nhiéu nhat khi xac sudt xay ra két qua mong dgi la
50%; tire 1a, khi ban khong biét diéu gi sé xay dén.

Dé toi da hoa hoat dong hoc tap, ban phai lwa chon nhitng két qua tao bao,
thay vi theo dudi nhitng 10 trinh cai tién. Vi vay, thay vi d6i mau nit kéu goi
hanh dong, hay thay doi toan bo trang dich. Thay vi diéu chinh dé xuat gia
tri doc dao (Unique Value Proposition — UVP) cho ding mot phan khuc
khach hang duy nhat, hay thir nghiém nhitng dé xuat ban hang doc dao khac
nhau cho cac phan khuc khach hang khac nhau.

O phan sau cia cudn sach nay, ching ta sé tim hiéu nhiéu vi du giai thich
nhitng cach thitc xay dung cau triac cé chu y, phuc vu cho muc dich hoc tap
thay vi t6i wu héa.

Viéc goi von an nhap vao dau giira tat ca nhirng diéu nay?

That khoi hai khi dé y thay cach doi 37signals da chuyén tir chién lwge “Von
bén ngoai la K& hoach B” sang “Vén bén ngoai la Ké hoach Z” gitta hai
cuon sach gan day nhat cia ho: Getting Real (tam dich: Lam that) va
Rework (tam dich: Lam lai) (37signals.com). Khi ban da c6 10i, tuyén bd
nhw vay that dé dang, nhung qua that c6 nhitng thoi diém ma viéc can nhac
goi von bén ngoai chac chan sé hiéu qua hon so vdi nhitng thoi diém khac
(xem Hinh 1-5).
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Hinh 1-5. Thei diém I tvong dé huy ddng v

Ngay ca khi ban can goi von dau tw hat giong sém hon, thoi diém 1y twéng
dé huy dong von 16n van la sau khi ban tim dwgc diém hoa hgp san pham/thi
treong, bdi vi ldc do, ca ban va nha dau tw déu c6 nhitng muc tiéu phu hgp
vOi nhau: m6 rong quy mo cua hoat dong kinh doanh.

Sttc hit 1a thwéc do sy cudon hiat ma sdn pham cua ban cé dugc vdi thi
treong. Cac nha dau tw quan tdm dén sitc hidt hon bat ky diéu gi khac.
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— Nivi & Naval, Venture Hacks

Rét nhiéu doanh nhan khéi nghiép (dac biét la doanh nhan khéi nghiép lan
dau) cam thay rang Budc 1 can phai tap trung vao viéc soan thdao mot ban ké
hoach kinh doanh/tao mét b slide trinh chiéu va tim nguon tai trg. Bo ra vai
thang dé viét mot ban ké hoach kinh doanh va chao mdi cac nha dau tw
khong phai 1a cach st dung thoi gian hay nhat doi v6i mot dy an khai
nghiép, dac biét la khi nhitng gi ban 6 tai thoi diém dé chi l1a mot tam nhin
va mot tap cac gia thiét chwa kiém chitng. Day dwgc coi la mot sy phi pham.

Thay vao do6, muc tiéu dau tién cta ban nén la thiét 1ap mot duong bang vira
da dé ban c6 thé bat dau kiém chitng mé hinh kinh doanh ctia minh truéc
khach hang.

Madc du khong phai la mot, song ca tw than van dong va khdéi nghiép tinh
gon déu bo trg cho nhau. Ca hai déu c6 nhitng ky thuat gitip xay dung cac
dy an khéi nghiép chay cham bang cach loai bé sw phi pham thong qua viéc
toi da héa nguon lyc hién c6 tredc khi mé rong no Iye thu hit cac nguon luc
m&i, hodc nguon lyce tir bén ngoai.

Ty than van dong + Khdi nghiép tinh gon = Khagi nghiép chay cham

(Pé biét thém, hdy xem “Lam thé nao dé xay dyng mot dy an khdi nghiép
chay cham” trong Phu luc.)

Budc 3: Kiém tra ké hoach mot cach co hé thong

Khi K& hoach A da dugc ghi lai va nhitng rii ro khéi nghiép dugc dwa vao
danh sach wu tién, gio day ban da san sang kiém tra mot cach c6 hé thong ké
hoach cia minh. Trong mét dy an khéi nghiép tinh gon, buéc nay dugc thyc
hién bang viéc chay mot loat cac thir nghiém.

Phuong phap Khdi nghiép Tinh gon c6 goc phuong phap khoa hoc vitng
chdc, va viéc chay cac thir nghiém la mot hoat dong then chét. Ching ta sé
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ban dén cac buéc chay thir nghiém hiéu qua trong Phan 3 ctia cudn sach, con
by gid, ching ta hay bat dau bang cach dinh nghia thé nao la thi nghiém.

Thit nghiém la gi?

Mot chu ky xoay quanh mot vong hoc héi c6 kiém chitng nhw thé hién trong
Hinh 1-6 dugc goi la mot tht nghiém.

Vong 1ap hoc héi c6 kiém chitng, hay vong lap Xay dung — Po lwong — Hoc
héi, do Eric Ries thiét 1ap, mo ta vong phan hoi khach hang gitp dinh hvéng
hoat dong hoc héi trong dy an Khdéi nghiép Tinh gon.
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Hinh 1-6. Vong ldp Xay dung - o lidng - Hoc hoi
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Vong lap nay bat dau tir giai doan Xay dung vGi mot tap y twdng hodc tap
gia thiét dugc st dung dé tao ra mot sdn pham (mé hinh, ma, trang dich,
v.v...) véi muc dich kiém chitng mot gia thiét. Ching ta dwa san pham nay ra
tredc khach hang va “do lwong” phan ng cta ho, sit dung mot bo két hgp
cac dit liéu dinh tinh va dinh lwvgng. Dt liéu nay dugce dung dé dwa ra mot
“bai hoc” cu thé gitup kiém chitng hodac bac bé mot gia thiét, diéu nay lai
quyét dinh tap hanh dong tiép theo.

Cac siéu mau lap

Mac du thit nghiém gitp ta kiém chitng hodc bac bé mot gia thiét mo hinh
kinh doanh cu thé, song mot dgt 1ap sé gitip xau chuoi nhiéu thit nghiém lai
v6i nhau nham dat dwgec mdt muc tiéu cu thé, chang han nhw dat dugc diém
hoa hop sdn pham/thi truong.

Hinh 1-7 trinh bay siéu mau lap co ban ma chuing ta sé sit dung xuyén suot
cu6n sach nay.

uchine IR KEN CHNG

HE VAN 8 DINHTINA Jdll BN LUGNG

Biém hta ho Vin dBIGiiphén Diém o hop Sén phdmThi g

Hinh 1-7. Siéu méu lép
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Hai giai doan dau tién (hiéu van dé va xac dinh giai phap) nham dén muc
tiéu tim diém hoa hgp van dé/giai phap hodc tim ra van dé xitng dang giai
quyét.

Sau do6, ban ldap dé dat dugc diém hoa hgp san pham/thi tredng bang cach
kiém tra xem liéu ban da xay dung dwgc thit ma moi nguwdi muén c6 chwa
bang phuwong phap kiém chitng hai giai doan: tredc hét 1a kiém chitng dinh
tinh (trén quy mé nho), sau dé la kiém chitng dinh Iwgng (trén quy mé 16n).
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Chuong 2

VAN HANH TINH GON QUA VI DU
MINH HOA

C

6 mot cach hay dé hiéu cac siéu nguyén tac duwgc dé cap trong Chwong 1 la
xem ching dwgc ap dung nhw thé nao cho mot san pham thuyc té.

T6i mudn chon moét vi du don gian, dé hiéu. Vi vay, thay vi chon mot san
pham la phan mém hodac phan ciing, t6i quyét dinh trinh bay qua trinh ma t6i
da st dung dé viét nén cudn sach nay.

Ngay ca khi chwra bao gio viét sach, ban van c6 thé hiéu cac budc duge ding
dé viét mot cudn sach khong hé khac véi qua trinh xay deng mot san pham.

Nghién ctru tinh huong: Toi da viét cuon sach nay nhw thé nao

Viéc viét mot cudn sach chwa bao gio nam trong ké hoach cua t6i. Toi qua
ban ron véi viéc diéu hanh cong ty. Toi bat dau viét blog vao thang 10 nam
2009 vi khi dé t6i c6 nhiéu cau héi vé Khdi nghiép Tinh gon hon la cac cau
tra loi.

Su6t chang duwong do, c6 mot vai doc gia theo doi blog cua t6i bat dau goi y
rang toi nén chuyén cac bai dang trén blog thanh mot cuén sach. Toi biét
viét mot cudn sach (tham chi la tiv cac bai dang trén blog) sé la mot cong
viéc ngon nhiéu thoi gian, vi vay du cac yéu cau lam t6i thay tw dac, song
lic dau téi chon khoanh tay ngoi im. Sau khodng mot chuc yéu cau nhu vay,
toi quyét dinh tim hiéu thém.
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Dudi day la cach t6i da ap dung qua trinh Van hanh Tinh gon cho viéc viét
cuon sach nay.

Hiéu van de

To6i goi cho nhitng doc gia nay va hoi ho tai sao ho lai muén t6i viét sach.
Cu thé, t6i hoi ho mudn cuén sach sé co gi khac biét so vdi nhitng gi da co
trén blog cnia t6i hay nhitng blog va cudn sach khac da xuat hién trén thi
treong. No6i cach khac, toi co6 gang dwa ra dé xuat gia tri doc ddo cho cudn
sach cua t6i so v6i cac phwong an hién co.

Twr nhitng cudc phéng van nay, t6i biét duwgc rang, giong nhu t6i, doc gia cta
toi cling dang phai vat 1on khi ap dung cac ky thuat Phat trién Khach hang
va Khai nghiép Tinh gon vao thuce tién (tuyén bo van dé), va ho coi cac blog
cda t6i la mot cam nang hwéng dan “titng buwdc” gidp ap dung nhitng ky
thuat nay tr con s6 0 (gidi phap). Nhiéu ngudi trong s6 ho cling la nhitng
sang 1ap vién chuyén mon nhuw t6i, nhitng nguwdi xay dyng san pham trén nén
web (nhitng nguwoi don nhan sém).

Xac dinh giai phap

Vi hiéu biét dé, t6i danh ra mot ngay xdy dung ban demo. P64 la mot trang
dich gidi thiéu c6 muc luc, tira dé va hinh anh trang bia (xem Hinh 2-1).

To6i biét phan rai ro nhat cia céng viéc viét mot cudn sach la lam sao chot
dwgc muc luc — chit khong phdi twa dé, bia sach hay tham chi la gia ca (bdi
hau hét cac cudn sach kinh doanh déu c6 cach tinh gia twong doi co dinh).

Toi goi cho chinh nhitng doc gia tride kia va hoi ho: “Néu t6i viét cudn sach
nay, anh sé mua chit?” Phan hoi cta ho gitp toi tinh chinh muc luc (xac dinh
gidi phap) va dua t6i cho td6i mot tin hiéu manh mé dé budc tiép.
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Hinh 2-1. Trang gidi thiéu cuén sach Van hanh tinh gon

Mac du c6 y nghia khich 1€, song viéc viét mot cudn sach chi cho vai chuc
ngwoi doc khong phai 1a chi bdo cho mét van dé dang giai quyét. Vi vay,
thang 3 nam 2010, t6i day trang giGi thiéu 1én blog va ra tuyén bo vé cudn
sach v&i mot khung thoi gian phat hanh “sé ra mat trong mua hé nay”. Cac
doc gia da giup loan bao thong diép (kiém tra kénh khach hang). Sau doé, toi
quay trd lai diéu hanh cong ty.

Dbén thang 6, t6i da nhan dugc V.« ++ e-mail ( khach hang trién vong), diéu
nay khién viéc viét sach tré thanh mot van dé xirng dang giai quyét doi vai
toi. Ly 1€ cua t0i la tinh so thi chi it nd cling da bu du chi phi.

Kiém chirng dinh tinh

Viét ca mot cuén sach van la mot cong viéc ton thoi gian. T6i c6 gang viét
chwong dau tién st dung chién thuat “sao chép va cat dan” tr cac bai viét
trén blog, nhung t6i khong hai 1ong vai két qua thu dugce. Toi can xay dung
mot thit tham chi nhé hon nita, cho phép t6i bat dau hoc héi tir khach hang
(mot san pham kha thi téi thiéu).

T6i l1dy muc luc va bién né thanh mot tap slide trinh chiéu van véi dé cuwong
nhw vay va thém mot vai diém van tat dwdi moi luan diém. Toi cong bd ma@
mot hoi thao Van hanh Tinh gon mién phi & Austin, Texas va thu hut duwgc
30 nguoi quan tam.

Mot vueon wom dia phwong, Tech Ranch, da hao phéng cung cap dia diém
nhung noi nay chi cé da cho cho 10 ngwoi. DBiéu nay that tuyét voi, vi né co
nghia la t6i c6 thé chay it nhat la hai hoi thdo nita v&i nhitng ngudi con lai
(1ap vGi mé nho).

Dua trén thanh céng cua hoi thao dau tién, to6i khong chi t6 chitrc thém céac
hoi thdo khac, ma con bat dau tinh phi ( dwgc tra tién la dang chitng nhan
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dau tién ). Sau moi hoi thao, t6i lai tinh chinh ndi dung tap tin trinh chiéu dé
tao luong tot hon va tang gia 1én gap doi cho dén khi t6i gap phai khang cu.

Dén cu6i mua he, t6i da nam ro gidi phap va bat tay vao viét. Mgt lan nita,
thay vi ngoi mot minh viét ca cudn sach, toi da lién lac véi cac khach hang
trién vong ma toi cé dwgc tir trang gidi thiéu, nhiéu nguwdi trong s6 ho da bat
dau sot rudt vi ngay ra mat ban dau ma toi dat ra da qua ti l[au. T6i xin 16i vi
van chua thé hoan thanh cudn sach va bao cho ho biét t6i sé viét va ra mat
cuon sach theo kiéu lap, nhuw phan mém vay. Thay vi phédi chd thém sau
thang nita dé nhan ca cudn sach, ngay tir bay gio ho cé thé nhan dwogc hai
chwong ctia cudn sach sau moi hai tuan duwéi dinh dang PDF néu ddt mua
trudc.

Khodng mot nita s6 nguwdi dong y véi thda thuan nay. Nhitng ngwoi khac thi
chon cho dgi “san pham hoan thién”, ho cho biét ban in, ban trén iPad,
va/hodc Kindle 1a dinh dang doc wa thich caa ho. DBiéu nay mot lan nita gitp
toi phan biét nhitng ngwoi dén nhan sém vGi cac khach hang & giai doan
sau. Nhitng nguwdi don nhan sém chi quan tdm dén nodi dung va khong ban
tam dén viéc cudn sach dwgc dong goéi ra sao. Doi vdi t6i, ndoi dung van la
phan rai ro nhat can kiém tra.

Thong tin phan hoi cia khach hang trong sudt chu ky lap hai tuan nay hét
strc gia tri. Toan bo cac chwong dugc viét lai dé noi dung troéi chdy hon,
nhitng hinh 4nh minh hoa dugc cai thién®, va nhitng 16i ddnh may ciing nhw
16i ng* phap nho nhé dwgc chinh don ngay tir sém. Nha qua trinh nay, t6i
khong nhitng c6 thé viét ra mot cuon sach hay hon, ma con viét nhanh hon.

Kiém chirng dinh lvgng

Chi khi cu6n sach “hoan chinh vé ndi dung” vao thang 1 nam 2011, t6i mdi
tuyén mot nha thiét ké lam bia sach, bat dau kiém tra tit phu, nghién cttu cac
tuy chon sach in/ sach dién tt va xay dung mot trang web marketing (hanh
dong phu hgp dung thoi diém).
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Mac du t6i ludn trong tam thé san sang tw xuat ban cuén sach nay, song mot
diéu thu vi da xdy dén. Thang 12 nam 2010, m6t nha xudt ban 16n lién hé
v6i t6i khi ho nghe duge thong tin rang t6i dang viét cuon sach nay. Ho
khong nhitng da xem xét phién ban méi nhat, ma ho con cé nha y xuét ban
cudn sach.

Toi héi ho liéu mo hinh viét va ban sach cuaa t6i cho dén thoi diém hién tai
c6 gdy ton hai gi khong. Thé nhung, ho lai cho biét ho mong c6 nhiéu tac gia
viét sach theo cach nay.

Ltc dau, t6i hét sttc boi rdi, nhung sau d6 moi sy trd nén ré rang. Viéc toi c
thé ty minh ban 1.000 ban cho thay sttc hit ban dau, diéu nay gitp gidm
thiéu rui ro thi truong cho nha xuat ban. N6 qua that khong khac gi cach mot
nha dau tu giai doan sau xem xét mot dy an khdi nghiép.

Twong tw nhu viéc xay dung san pham, thdi gian ly twdng dé thu hiat thém
cac nguon lyc bén ngoai la sau khi tim dwgc diém hoa hgp sdn pham/thi
treong, vi vay tai thoi diém nay, day c6 thé la viéc lam ding dan ma cling c6
thé la khong.

Trong trong hgp cua t6i, toi phai vui mirng néi rang nhitng cudc tro chuyén
thém vdi cac nha xuat ban khac, cung véi 16i khuyén cua Eric Ries, da gitup
toi xac dinh dwoc rang di theo con dwong xudt ban chinh théng la hanh dong
ding dan néu xét theo cdc muc tiéu cuta toéi. T6i ky hop dong vdi O’Reilly.
Dboi ngti O’Reilly khong chi la nhitng ngudi ting hé ban dau cia phong trao
Khai nghiép Tinh gon, ma ho con cuc ky ung ho loat sach Tinh gon chinh
thirc.

bén thang 4 nam Y+)), t6i da tw ban duwgc hon Y+.+++ ban Van hanh tinh
gon va viét mot an ban méi cé cap nhat (dé chinh la cudén sach ma ban dang
cam trén tay). Phién ban nay tham chi con dugc tinh chinh hon nita nho v6
sO0 cudc phong van va hoéi thdo v@i cac doanh nhan khai nghiép, nhitng co
hoi nay da giip mé rong danh muc san pham ( xay dywng mét vong lap phan
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héi lién tuc vdi khach hang). Muc tiéu & day la tong hop nhitng bai hoc ma
toi thu dugce trong nam tredc d6 va mé rong doi twgng khan gia vuegt ra khoi
nguyén mau nhitng ngwoi dén nhan sém cua t6i, titc cac doanh nhan khéi
nghiép dya trén nén tdng web.

Baéng tién do trong Hinh 2-2 tém tat qua trinh t6i da s dung dé viét an ban
dau tién caa cudn sach nay.

Sach
it P e
Raméitheo Quén lam

Bindpehlchung s ShUH 20

Uy ch
i Toye Tdﬂtmuﬂlmﬁ:

Hi g thu phi
T~ MR .
iy |

o o 6 0y W oW o
09 2010 200 200 2000 00 010 2011

Hinh 2-2. Tién d thyt hién cudn séch Vign hanh tinh gon
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Vay la cuon sach da hoan thanh?

Mot cudn sach, cling giong nhi mot phan mém, khong bao gio hoan thanh —
chi c6 ra mat.

Vi t6i da viét cudn sach nay theo kiéu lap vé mot chu dé van dang phat trién,
nén cudn sach nay chi la diém khai dau.

e T6i van chia sé trén blog nhitng bai hoc thé s0 ma minh da rit ra.

e To6i viét mot ban tin “Lam chua van hanh tinh gon” phat hanh hai tuan
mot lan.

e Nhu cau tham gia cac hdi thao cua t6i da tang 1én.

e Mac du toi thich ditng giang tai nhitng hoi thdo nay, song niém dam mé
that sy cta t6i van nam & viéc xay dung san pham. Dam minh vao thé
gigi ctia hang tram dy an khdi nghiép da giup t6i xac dinh dugc nhiéu
van dé dang giai quyeét.

Mo hinh Tinh gon (Lean Canvas) va Chu ky nguoi dung (USERcycle) da ra
doi nhu thé.

M6 hinh Tinh gon la mot cong cu kiém chitng mé hinh kinh doanh. D6 la
cong cu di kém véi cubn sach nay, gitup ban ghi lai mé hinh kinh doanh cua
ban, do lwong tién do va trao doi cac bai hoc ban thu dwgc véi cac bén hitu
quan & ca bén trong lan bén ngoai.

USERcycle la phan mém quan ly vong doi khach hang, gitip cac doanh
nghiép bién ngwoi dung thanh nhitng khach hang nhiét thanh. Khach hang
nhiét thanh sé trd lai va tiép tuc st dung san pham, ho sé ké cho nguoi khac
nghe vé san pham va san sang tra tién dé mua san pham (hodac mang khach
hang dén cho ban).
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Chuong 3
TAO LAP MO HINH TINH GON

H

ay thé hién mo hinh kinh doanh ctia ban trén so dé6 mot trang, co dong, tién
mang theo.

Mo hinh Tinh gon la mot dinh dang hoan hao dé 1én y twéng vé cac mo6 hinh
kinh doanh kha di, xac dinh diém can wu tién xuat phat va theo doi qua trinh
hoc héi tiép néi.

Cach hay nhat dé minh hoa tac dung va cach st dung mé hinh la thong qua
vi du. Toi sé mo td qua trinh tw duy khi xdy dung san pham dau tién cta
minh, CloudFire, bang phwong phéap nay.

Lén y twéng vé cac khach hang tiem nang

Ban dau khi ban md&i bat tay vao lam, tat ca nhitng gi ban c6 la mot y niém
mo ho vé mot van dé, mot gidi phap va c6 thé la mot phan khic khach hang.
Tuwong ty nhu viéc voi vang xay dwng mot giai phap c6 thé dan dén sy phi
pham, chon lya qua s6m mot phan khic khach hang hay mo hinh kinh
doanh cling vay. Nguy co nam & cho “thanh kién lwa chon” nay chwa dwgc
kiém tra va c6 thé dan dén mot mo hinh kinh doanh khéng t6i wu hoac dan
dén diém curc dai cuc bo.

Cac thuat toan leo doi va van dé dinh cuc bo
Trong khoa hoc may tinh, leo d6i 1a mét ky thuat t6i wu hoda toan hoc. N6 la

mot thuat todn lap bat dau véi mot giai phap tuy y dé giai quyét van de, sau
d6 co gang di tim giadi phap tot hon bang cach thay doi dan tirng yéu to6 don
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1é trong gidi phap. Néu su thay dbi tao ra mot gidi phap t6t hon, thay doi dan
nay sé duwgc thyc hién dé lam nén gidi phap méi, va qua trinh nay dwoc lap
lai cho dén khi khong con gi dé cdi thién thém nita.

Leo doi dac dung trong viéc tim kiém diém t6i wu cuc bd (mot gidi phap ma
ta khong thé cai tién thém khi xem xét cdu hinh ké can), nhung né khong
bdo dam kha nang tim ra giai phap t6t nhat c6 thé (t6i wu toan cau) trong so
tat ca cac giai phap kha di (khong gian tim kiém ).

Nguon: http://en.wikipedia.org/wiki/Hill_climbing

Mac du khong cé cach nao dé tranh hoan toan van dé cuc dai cuc bo, song
co may tim dwgc gidi phap tot hon cia ban sé gia tang khi ngay tit dau ban
cdi m& vGi viec kham pha va tham chi thit nghiém song song nhiéu moé hinh.

Hay bat dau bang cach 1én y twdng vé danh sach khach hang tiém nang cho
san pham cua ban:

Phan biét khach hang vé6i ngudi ding.

Néu ban c6 nhiéu vai tro ngwoi dung trong san pham, hay xac dinh dau mai
la khach hang cua ban.

Khéch hang la ngudi tra tién cho san pham. Nguwdi dung thi khong.
Tach cac phan khuc khach hang 16n ra thanh nhitng phan khuc nho hon.

To6i da hop tac vGi nhiéu dw an khéi nghiép cho rang cac van dé ma ho dang
gidi quyét rat pho bién, dén do ching ap dung cho tat cd moi nguoi.

Ban khong thé xay dung, thiét ké va dinh vi sdn pham mdt cach hiéu qua
cho tat cad moi nguoi.

Mac du c6 thé ban dang nham muc tiéu xay dung mdét san pham chu luwu,
song ban van can bat dau véi mot doi twgng khach hang cu thé trong dau.
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Ngay ca Facebook, du hién c6 trén 500 triéu nguwoi dung, cling bat dau vai
mot doi twgng ngwdi dung rat cu thé: cac sinh vién Dai hoc Harvard.

Luc dau, hay dua tat ca vao cung mét khung vé.

Néu ban dang xay dung md6t doanh nghiép da doi twong, cé thé ban sé thay
can phai vach ra cac van dé, kénh va dé xuat gia tri khac nhau cho moi géc
cta thi truong. Theo t6i, ban nén bat dau v4i mot birc vé duy nhat va st
dung mau sac hodc thé tén khac nhau cho tirng phan khic khach hang. Cach
nay gitp ban hinh dung tét ca trén ding mot trang. Sau dé, ban c6 thé chia ra
néu thay can.

Phac hoa Mo hinh Tinh gon cho titng phan khuc khach hang.

Nhu ban sé sém thay, cac yéu t6 trong mo hinh kinh doanh ctia ban c6 thé va
sé thay doi manh mé theo phan khic khach hang. T6i khuyén ban nén bat
dau vdi hai hodc ba phan khiic khach hang hang dau ma ban thady minh hiéu
ro nhat hodc thay hita hen nhat.

Nghién cttu tinh huéng
CloudFire
Thong tin nén:

Trude CloudFire, toi da tung ra mot wng dung chia sé tap tin co tén la
BoxCloud, &ng dung nay don gidn hoa qua trinh chia sé cac tap tin 16n, st
dung mot hé théng chia sé tir may tinh t6i web (p2web) doc quyén ma chiing
toi da xay dung.

bé xuit gia tri doc ddo ctia BoxCloud la cho phép ngudi dung chia sé mot
tap tin/thv muc tryc tiép tit may tinh cia minh ma khong can thyc hién bat
ky thao tac tai len nao. Ngwoi nhan truy cap cac tap tin/thw muc dugce chia sé
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true tiép tir trinh duyét ciia ho ma khong can phai cai dat thém bat ky phan
meém nao khac.

BoxCloud chu yéu nham vao nguwoi dung doanh nghiép va da dwgc cac nha
thiét ké do hoa, luét s, ké toan va cac chti doanh nghiép nho khac st dung.

T6i thich kham phé cac céng dung khac ctia hé théng p2web, dac biét la
xung quanh viéc chia sé tap tin da phuong tién (hinh anh, video va nhac), va
CloudFire da ra doi nhu thé.

boi twong khach hang tong quat:
Bét cit ai chia sé nhiéu noi dung truyén thong da phwong tién.
Dbo6i twgng khach hang tiém nang cu thé:
e Nhiép anh gia
e Nha quay phim
e Khach hang st dung phwong tién truyén thong da phwong tién (dé gai
cho ngtra cua chinh t6i)
e Phy huynh

Mac du ban dau t6i bi cudn vao viéc xay dwng mot san pham cho phan khiic
tiéu dung (vdi ban than toi la nguyén mau khach hang), nhung sau dé toi tré
thanh mot phu huynh va chitng kién mot vai van dé khé chiu xung quanh
viéc chia sé anh va dac biét la video. Bé la phan khic t6i quyét dinh xay
dyng md hinh trude nhat.

Phac hoa M6 hinh Tinh gon

Trong phan nay, t6i sé vach ra quy trinh phac hoa mt M6 hinh Tinh gon.

Phdc hoa toan b6 moé hinh trong mét lan thuc hién.
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Mac du ban rat dé bi cudn vao y twdng lap di lap lai cong viéc nay trén tdm
bang trang, song m6 hinh dau tién ctia ban can dwgc phac thao that nhanh —
khong qua 15 phit. Piéu quan trong khi phac hga mé hinh 1a ban nhanh
chong ghi lai nhitng gi c6 trong dau minh lic dé, sau d6 chuyén sang xac
dinh dau la phan rdi ro nhat, cu6i cung ra ngoai va kiém tra mo hinh dé véi
nhitng nguoi khac.

Ban co6 thé bo tréng cdc muc.

Thay vi c6 gang nghién cttu hodc thao luan dau la cau tra 161 “ding”, ban chi
can viét ra diéu gi do hodc bo trong. Mot muc dé trong cé thé 1a dau hiéu
cho thay dau thuc sw la diém rai ro nhat trong mo hinh cta ban va la diém
can bat dau kiém tra. Mot s6 yéu to khac, nhw “Logi thé doc quyén,” sé mat
thoi gian mdéi tim ra dugc, va cau tra 16i tot nhat tai thoi diém nay cé thé la
“t6i khong biét,” khong c6 van dé gi v6i diéu d6 hét. M6 hinh phai 1a mot tai
liéu hitu co phat trién theo thoi gian.

Stc tich.

Dung ca mot doan van dé mo ta sé dé dang hon nhiéu so vdi viéc dung mot
cau duy nhat. Sy han ché khong gian trén mo hinh la mot cach tuyét voi cho
phép ban chat loc m6 hinh kinh doanh, chi giit lai nhitng gi la c6t tiy. Hay
dat muc tiéu thé hién mo hinh vira trong khuon khé mét trang giay.

Suy nght trong hién tai.

Céac ban ké hoach kinh doanh thwong c6 gang qua sic du doan twong lai
trong khi viéc nay la bat kha. Thay vao do, hay thyc hién mé hinh ctia ban
v0i thai do “hoan thanh cong viéc”. Dya vao giai doan hién tai cua ban va
nhitng gi ban biét lic nay, dau la tap gia thiét tiép theo ma ban can kiém
chitng dé thic day san pham cta minh tiép tuc phat trién?

Str dung phuong phdp ldy khdch hang lam trong tam.
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Trong cudn sach Tao 1ap mo6 hinh kinh doanh, Alex Osterwalder da mé ta
mot vai ky thuat giip tiép can moé hinh kinh doanh ban dau. Vi Van hanh
Tinh gon tdp trung cao do vao khach hang, nén toi thdy rang minh can bat
dau vGi mot phuwong phap 1ay khach hang lam trong tdm. Nhu ching ta sé
thady ngay, mot diéu chinh vé phan khic khach hang cé thé lam thay doi
hoan toan mo hinh kinh doanh.

Khi tao 1ap cac mo hinh, t6i lam theo trinh ty dugce trinh bay trong Hinh 3-1,
day cling la trat tv cho ndi dung con lai cia cuén sach.
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To6i thay rang cdp “Van dé — phan khic khach hang” thwong chi phdi cac
thanh phan con lai cia mo hinh, d6 la ly do t6i x ly ching dong thoi véi
nhau.

Liét ké ttr mot dén ba van dé hang dau.

boi v6i phan khiuc khach hang ma ban dang nghién cttu, hdy mo ta tr 1-3
van dé hang dau ma ho can giai quyét. Van dé c6 thé la cong viéc ma khach
hang can thuc hién:

Khi can hoan tdt mot céng viéc, ngudi ta thué mot san pham hodac dich vu
lam viéc d6 cho minh. Nhiém vu ctia ngwdi lam marketing la hiéu cong viéc
nao dinh ky ndi lén trong cudc song cua khach hang va khach hang c6 thé sé
thué san pham ma cong ty lam ra dé giai quyét.

— Clayton M. CHRISTENSEN
Liét ké cdc phuong dn gidi quyét hién co.

Ghi lai suy nghi ctia ban vé cadch ma nhitng ngudi dén nhan sém hién dung
dé gidi quyét nhitng van dé nay. Trtv khi ban dang gidi quyét mot van dé
hoan toan mdi (kha nang la khéng), con lai hau hét cac van dé déu da co giai
phap. Nhiéu khi gidi phap c6 thé khong dén tr mot doi tha canh tranh rd
rang.

Vi du, phvong an thay thé cht yéu cho hau hét cac cong cu cdng tac truc
tuyén khong phai la m6t cong cu cong tac khac, ma la e-mail. Ngoi yén va
khong lam gi cling c6 thé la mot phwong an gidi quyét kha dung déi véGi
khach hang néu “con dau” khéng du cap tinh.

Xdc dinh cac vai tro nguoi dung khdc.

Xac dinh bat ky vai tro nguoi dung nao khac sé twong tac vdi khach hang
nay. Vi du:
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e Trong mot nén tang blog, khach hang la tac gia blog trong khi ngudi
dung la nguoi doc.

e Trong mot cong cu tim kiém, khach hang la nha quéng cdo trong khi
nguwoi dung la nguwdi chay tim kiém.

Nhdm muc tiéu vao nhitng nguoi dén nhdn sém tiém ndng.

Vi suy nghi vé nhitng van dé nay, hay xac dinh cu thé hon nita phan khitic
khach hang. Thu hep céc dac diém ma ban thdy & nguyén mau khach hang
cua minh.

Muc tiéu cua ban la xac dinh dau la nguoi don nhan s6m, cht khong phai
nhan dién khach hang chu lvu.

Nghién cttu tinh huéng
CloudFire: Van dé va phan khic khach hang

Vtra trd thanh phu huynh, nén t6i quan sat thay “con bao hoan hdo” ctia cac
van dé ma t6i muon kham pha sau hon nita, cac van dé nay duogc liét ké &
day va thé hién trong Hinh 3-2:

e SO lwgng anh (va dac biét la video) ma ching t6i thue hién da tang 1én
dang ké sau khi bé chao doi.

e Chung t6i mat nga va thdy cac giai phap hién cé tén qua nhiéu thoi
gian va doi khi kho dung.

e Nhu cau dé6i véi noi dung nay tir gia dinh (dac biét 1a 6ng ba) va ban bé
rdt cao va viéc chia sé thuwong doi héi nhiéu thoi gian.
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Nam chinh giita M6 hinh Tinh gon la 6 Dé xuat gia tri doc dao (UVP). bay
la 6 quan trong nhat trong mo hinh va ciing la 6 kho xac dinh ding nhat.

Tt khi viét phién ban dau tién ctia cuén Van hanh tinh gon, t6i da tinh chinh
lai dinh nghia UVP cua t6i:

Dé xuat gia tri doc dao: Tai sao ban khac biét va thu hat sy chu y.

“Ban” la mot cudc tro chuyén, va toi tin rang lam viéc d6 bang mot tuyén bo
duy nhat la diéu qua khé. Thay vao do, nhitng budc dau tién cia ban dirng
lién quan gi dén viéc ban hang; ma phai thu hiat dwge sy chi y ctia khach
hang.

Luuy

Thoi gian trung binh ma nhitng vi khach truy cap lan dau lwu lai trang dich
la 8 gidy. UVP cua ban la twong tac dau tién cta ho véi san pham. Néu ban
xay dung mot UVP t6t, c6 thé ho sé & lai va xem cac ndi dung con lai cua
trang web. Ngugc lai, ho sé don gian la bo di.

Ngay ca vdi dinh nghia da tinh chinh nay, ban van khé c6 thé xac dinh ding
UVP vi ban phdi chat loc tinh hoa sdn pham trong mot vai ti, vira van trong
tiéu dé cua trang dich. Thém vao d6, UVP cua ban cling can phai khac biét,
va su khac biét d6 can phai quan trong.

Tin t6t 1a ban khéng can phai c6 UVP hoan hdo ngay titc thi. Giong nhu tat
ca moi thi trén mo hinh, ban bat dau véi phan doan t6t nhat ctia minh va lap
lai tw do.

Cdch xay dwng mét dé xudt gid tri déc ddo

Trudc hét, toi chan thanh khuyén ban nén tim doc mot cudn sach kinh dién
vé marketing ctia Al Ries va Jack Trout: Positioning: The Battle for Your
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Mind (Pinh vi: Cudc chién gianh tam tri khach hang Z ) (McGraw-Hill &n
hanh). Ries va Trout dwgc coi la cha dé ctia quang cao hién dai. Pay la mot
cuon sach “dé doc” va la khoa hoc vo long hay nhat vé marketing ma t6i
ting kinh qua.

Duwdi day la mét s6 bi quyét cua t6i vé cach xay dung UVP:
Hay khdc biét, nhuing phdi chdc chdn svw khdc biét cua ban la quan trong

Chia khoa khai m@ diéu khac biét trong san pham cta ban la tao ra UVP truc
tiép tir van dé s6 mot ma ban dang giai quyét.

Néu van de do thuc sy dang gidi quyét, ban da di dwgc hon nira chang
duwong roi.

Nham muc tiéu vao nhitng nguoi dén nhdn sém

C6 qua nhiéu nguwdi lam marketing c¢6 gang nham muc tiéu vao “khic gitta”
v6i hy vong tiép can dugce cac khach hang chu lwu, va trong tién trinh lam
vay, ho quy gian thong diép. San pham cia ban van chwa san dung cho
khach hang cha lwu. Cong viéc duy nhat cia ban lic nay la tim va nham
muc tiéu vao nhitng nguwoi déon nhan sém, diéu nay doi hoi mét cach truyén
tai thong diép tdo bao, rd rang va cu thé.

Tap trung vao nhirng lgi ich cau chuyén hoan thién

C6 thé ban da nghe néi vé tdm quan trong cta viéc nhan manh vao 1gi ich,
thay vi cac tinh nang. Nhung 1gi ich van con yéu cau khach hang cia ban
phai thong dich ching theo thé gidi quan ctia ho. Mot UVP t6t sé di vao tam
tri cua khach hang va tap trung vao nhitng 1gi ich ma khach hang rit ra duoc
sau khi st dung san pham.

Vi vay, vi dy, néu ban dang phat trién dich vu xay duwng 1y lich:
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e Tinh nang c6 thé la “cac mau thiét ké chuyén nghiép”.

e Loiich sé la mot “so yéu ly lich bat mat n6i bat”.

e Tuy nhién, Igi ich cau chuyén hoan thién sé la “c6 dugc cong viec mo
wéc”.

Cong thitc hay dé tao mot UVP hiéu qua (theo cach cua Dane Maxwell) la:
Tiéu dé sang 1o tic thi = Két qua cudi cung ma khach hang mong mudn +
Giai doan thoi gian cu thé + Giéi quyét cac quan diém doi 1ap

Luuy

Muc thit hai va thit ba trong cong thitc trén dem lai hiéu qua tuyét voi néu
ban c6 thé st dung chiing, nhung khong bat budc.

Mot vi du kinh dién theo diing cong thitc nay la khau hiéu ctia Domino:
Pizza twoi néng hoi giao tdi tan nha trong 30 phit, néu khong sé mién phi.
Lwa chon tir ngit can than va lam chu chung.

T nglt c6 vai tro then chot trong bat ky chién dich tiép thi va xay dung
thwong hiéu tuyét voi nao. Hay nhin cach nhitng thuvong hiéu xe sang trong
hang dau st dung mot tir duy nhat dé dinh nghia minh:

- Hiéu qua: BMW
- Thiét ké: Audi
- Uy tin: Mercedes

Viéc lya chon mot vai tt “khéa” dé st dung mot cach nhat quan cling tac
dong dén thit hang t6i wu hoa cong cu tim kiém (SEO) ctia ban.

Tra 10i cac cau hoi: cai gi, ai va tai sao
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Mot UVP tot can phai tra 10i that rd hai cau héi dau tién: san pham cta ban
la gi va khach hang cta ban la ai. Cau hoi “tai sao” nhiéu lic kh6 dwa vao
trong cung mot cau tuyén b, va téi thuwong xuyén st dung tiéu dé phu dé tra
10i cho cau hoi nay.

Duwdi day la vi du vé UVP ma t6i da st dung trong cac san pham:

M0o hinh Tinh gon

Danh thém thoi gian xay dung thay vi 1ap ké hoach kinh doanh.

Cach nhanh hon, hiéu qua hon dé truyén thong moé hinh kinh doanh ctia ban.
USERCcycle

Bién nguoi dung thanh khach hang nhiét thanh.

Phan mém qudn ly vong doi khach hang.

Hoc héi cac UVP tot khac

Céach to6t nhat dé xay dung mot UVP tdt la nghién ctu UVP cta nhitng
thwong hiéu ma ban nguwong mo. Ghé tham trang dich cua ho va phan tich
cach truyén thong diép cta ho phat huy tac dung nhw thé nao va tai sao lai
nhu vay.

Trong s6 nhitng nguwdi thay UVP tuyét voi nhat cta toi phai ké dén Apple,
37signals va FreshBooks.

X4y dung mdt bai chao hang day ¥ twéng

Mot bai tap hitu ich khac la tao ra mot bai chao hang y twéng cao (high-
concept pitch). Bai chao hang y twdng cao dugc cac nha san xuat Hollywood
stt dung nhiéu dé chwng cét cot truyén chung ctia mot bé phim thanh nhitng
chi tiét ddc sac dang nhé. Bai chao hang y twéng cao duwgc Venture Hacks
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truyén ba nhw 1a mot cong cu chao hang hiéu qua trong cudn sach dién ti
cta t6 chitc nay, Pitching Hacks (tam dich: Cac bi quyét chao hang).

Vi du:

e YouTube: “Flickr cho video”
e Aliens (Nguoi ngoai hanh tinh) (phim dién anh): “Quai vat khong gian”
e Dogster: “Friendster cho ch6”

Khong nén nham lan mot bai chao hang y tuwdng cao véi mot UVP, muc
dich cuia bai chao hang nay ciling khong phai dé st dung trén trang dich
cta ban. Cé6 mot nguy co la nhitng y twdng lam nén cho bai chao hang
c6 thé khéng quen thudc véi khan giad caa ban. Vi ly do nay, bai chao
hang y twéng cao sé phat huy hiéu qua cao hon khi dwoc st dung dé
thong qua cling nhu lan truyén y twéng cia ban, chang han nhw sau mot
cudc phong van khach hang. Ching ta sé ban vé cach st dung cu thé
nay cua cac bai chao hang y tuwéng cao trong Chuwong 7.

Nghién cttu tinh huéng

CloudFire: Van dé va phan khic khéach hang
Vi danh sach cac giai phap hién thoi, téi quyét dinh st dung tdéc do lam
“diém khac biét quan trong” cho UVP ctia minh va “khéng can tdi 1én” la tw

khoa dé dinh vi (xem Hinh 3-3).

Vé sau ban thdy UVP nay sé phat trién manh mé nhw thé nao sau mot so
cudc phong van khach hang.
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Giai phap

Hinf 3-8, GlauaFie: (P

Gio la Iic ban da san sang xit 1y cac kha nang giai phap.
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Béi vi tat ca nhitng gi ban c6 la nhitng van dé chwa qua kiém nghiém, nén
viéc sap xép lai mirc do wu tién cho chiing hodc thay thé ching bang nhitng
van dé mdi sau vai cudc phong van khach hang la chuyén kha pho bién. Vi
ly do nay, t6i khuyén ban khong nén voi xac dinh day du gidi phap cta
minh. Thay vao dé, ban chi can vach ra thit don gidn nhat ma ban c6 thé xay
dung dé giai quyét tirng van de.

Cang tri hoan dong giai phap vao van dé muon bao nhiéu cang tot bay nhiéu.
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Céc kénh khach hang
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Mot trong nhitng 1y do hang dau khién du an khai nghiép that bai, do la vi
dy an khong xay dung dugc mot con dwong cé y nghia dé tién tGi khach
hang.

Muc tiéu ban dau cia mot dy an khai nghiép la dé hoc hoéi, chit khong phai
dé md rong quy mo. Vi vay, luc dau sé chang thanh van dé khi ban dva vao
mot kénh bat ky gitip ban xudt hién trwdc khach hang tiém nang.

Tin t6t 1a khi tuan tha qué trinh “phéng van&/kham phéa khach hang”, ban sé
budc phai xay dung mot con duong dé dat dwoc “du” s6 khach hang ban
dau. Tuy nhién, néu m6 hinh kinh doanh ctia ban doi hoi phai thu hit dwgc
mot sO lwgng 16n khach hang méi cé thé van hanh dwoc, thi con dwong do
c6 thé sé khong vugt qua quy mé cta giai doan dau, va nhiéu kha nang la
sau nay ban sé bi mac ket.

Vi ly do nay, diéu quan trong khong kém la ban can suy nghi vé cac kénh c6
kha nang md rong ngay tr dau dé ban c6 thé sém bat dau xay dung va kiém
tra chung.

Mac du c6 rat nhiéu lwa chon kénh kha dung, song mét s6 kénh c6 thé khong
phu hop cho dy an khai nghiép cua ban, trong khi c6 nhitng kénh khac co
thé kha dung hon & giai doan sau cta du an.

Toi thwong tim kiém nhitng dac diém sau trong cac kénh khach hang ban
dau ctia minh.

Mién phi thay vi tra phi

Thit nhat, khéng c6 cai goi 1a kénh mién phi. Cac kénh ma ching ta thuong
cho 1a mién phi, nhw SEO, phwong tién truyén thong xa hoi va blog, cé chi
phi vén nhan lyc nhét dinh, chit khong phai la bang 0. Tinh toan ROI cta
cac kénh nay phtrc tap bai vi, khong giong nhuw mot sé kénh trd phi ma ban
c6 thé tan dung sau khi tra tién va dung xong la xong, cac kénh nay tiép tuc
lam viéc cho ban theo thoi gian.
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Mot kénh tra phi dugc nhac dén pho bién la marketing qua céng cu tim kiém
(SEM). Eric Ries titng chia sé, anh da kiém tra san pham ban dau ctia minh
nhw thé nao véi mirc phi 5 do-la mot ngay trén Google AdWords, thi
nghiém dwa dén 100 cd nhap chudt vai chi phi 5 xu cho mét ci nhap chudt.
Néu hién tai ban van con cé thé thu duwoc két qua nhw vay, bang moi cach
hdy st dung nd, nhung dang tiéc la nhitng ngay nhu thé da troi qua tw lau
doi vGi hau hét cac san pham. Cudc canh tranh tir khoéa gid day da tré nén
khoc liét dén d6 ban can phai hodc la chi nhiéu tién hon, hodc la khon ngoan
hon d6i thu canh tranh. Ca hai hoat dong nay déu phu hgp hon véi khung
thoi gian sau moc diém hoa hop san pham/thi treong khi trong tam cia ban
da chuyén sang toi wu héa thay vi hoc hai.

Inbound thay vi outbound

Cac kénh inbound st dung “théng diép kéo” dé khach hang tu tim t6i ban,
trong khi cac kénh outbound lai dya trén “thong diép day” dé tiép can khach
hang.

Vi du veé cac kénh inbound:

Blogs

e SEO

Sach diéen t (eBook)

S6 tay huéng dan chinh sach
e Hoi thdao web

Vi du vé cac kénh outbound:

e SEM

Quang céo bdo in/truyén hinh
Hoi chg thuvong mai

Cudc goi ngau nhién
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Khi ban chwa c6 mot dé xuat gia tri da duwgc kiém chitng, that kho ly giai
cho khodn dau tv ngan sach marketing hodc bé cong sitc cho thong diép
outbound. Tim cach “xuat hién trén techcrunch” hay tim kiém cac hinh thitc
PR khéc Iic nay sé la mot dang phi pham. C6 thé bay gio la thoi diém can
bat dau xay dung cac con dwong tham nhap cho phép ban ti€p can nhiing
ngwoi c6 anh hwdng, nhuing ban van chiwa san sang dé “dwgc ban dén”.

Phong van la m6t kénh outbound ngoai 1€. Nhu chiing ta sé thdy & hai phan
tiép theo, 1gi ich hoc héi t* mdt cudc phéong van vugt xa chi phi tién hanh
phong van.

Truc tiép thay vi ty dong

La mot kénh c6 kha nang mé réng quy mo, ban hang true tiép chi phu hgp
v6i cac hoat dong kinh doanh, trong do6 gia tri vong doi tong hgp cia khach
hang vugt xa tong lwong thwdng, dai ngd cho nhan vién ban hang tryc tiép,
chang han nhuv trong tredng hgp ctia mét s6 san pham doanh nghiép va B2B
nhat dinh.

Tuy nhién, xét tw cach la mot kénh dé hoc héi, ban hang tryc tiép 1a mot
trong nhitng hinh thitc hiéu qua nhat, bai vi vdi kénh nay, ban cé thé tuwong
tac tryc tiép vai khach hang.

Ban tha cong triwde roi ti dong sau.
Tryc tiép thay vi gian tiép

Céac dv an khéi nghiép thwong phi pham cong sttc & mét diém khac, do la co6
gang thiét 1ap quan hé hgp tac chién lwgc qua sém. Muc dich 1a hop tac véi
mot cong ty 16n hon dé tan dung cac kénh cling nhw uy tin ctia cong ty nay.
Van dé la & cho néu ban chwra ¢6 mot san pham da qua kiém chitng, ban sé
khong nhan dugc sy chu y tir cac dai dién ban hang ctia cong ty 16n hon dé
cach nay phat huy hiéu qua. Hay twong twong ban la nhan vién ban hang cua
mot cong ty 16n. Néu duge lwa chon ban nhitng gi ban biét véi viéc ban mot
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san pham chwa qua kiém chitng dé ddm bao dinh mirc cho minh, ban sé chon
cai nao?

Nguyén tac twong tw cling ding véi viéc thué nhan vién ban hang tir bén
ngoai. Mdc du nhiéu kha nang mot nguwoi ban hang sé trién khai ké hoach
ban hang t6t hon ban, song co ta khong phai la ngudi cé thé tao ra ké hoach
do.

Ban phai ty ban san pham cta minh trwdc tién, trede khi dé nguwoi khac lam
viéc do.

Duy tri/giit chan trudc khi xin gioi thiéu

Nhiéu dv an khéi nghiép bi am dnh véi viéc 1ong ghép tinh 1ay lan cting nhw
cac chwong trinh gigi thiéu/lién két vao san pham cua ho ngay tr ngay dau.
Mac du cac chwong trinh ¢6 stc lay lan c6 thé rat hiéu qua trong viéc truyén
thong vé san pham, song tredc tién ban can phai c6 mot san pham dang dé
lan truyén.

Hay xay dung mot san pham an twgng.

— Seth Godin, Purple Cow (Con bo tia)

Nghién cttu tinh huéng
CloudFire: Cac kénh khach hang

To6i dy dinh sé bat dau tién hanh phong van véi mot vai kénh outbound (ban
bé va cac vi phu huynh khac tai nha tré), va liét ké mot so6 kénh cé kha nang
mo rong cho sau nay (xem Hinh 3-5).
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Cac dong doanh thu va co cau chi phi

Hinh 3-5. CinufFiea: Caz riaft khdeh héng
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Hai 0 duwéi cung, c6 nhan la “Dong doanh thu” va “Ca cau chi phi”, dugc st
dung dé m6 hinh hoa kha nang toén tai cia hoat dong kinh doanh. Thay vi
suy nghi dwdi dang cac dy bao ba nam hodc nam nam, hay ap dung 16i tiép
can thuc té hon.

Trwdc hét, hay mo hinh héa duwong bang ma ban can dé xac dinh, xay dung
va ra mat san pham MVP. Sau do, stra doi khi ban dén duwgc diém do.

Cac dong doanh thu

Nhiéu dy an khéi nghiép chon tri hodn “van dé dinh gia” vi ho khong nghi
san pham cua minh da san sang. C6 mdt cau ma to6i nghe nhiéu: San pham
MVP thue chat it 6i dén dang xau ho. Lam sao ta c6 thé tinh phi cho n6?

Trudc hét, sin pham MVP khong dong nghia véi mot san pham dang dé hay
nhiéu 16i. Sdn phdm MVP cta ban khong nhitng can gidi quyét nhitng van
de hang dau ma khach hang xac dinh la quan trong vGi ho, ma con can giai
quyét nhitng van dé xing dang gidi quyét. Theo dinh nghia do, ban nén c6
ké hoach cung cédp du gia tri dé chitng té viéc tinh phi la hgp ly.

Tuy nhién, con c6 mot 1ap luan khac cling thwong xuyén duwge dwa ra dé bao
bién cho viéc tri hoan dinh gia: nham thic day hoat dong hoc tap ban dau.
Ly 1é nay cho rang dinh gia tao ra tré ngai khong can thiét ma ta nén tranh
ltic dau.

Khi tung ra mot san pham mdi, ching ta thwong cé 16i suy nghi lam sao
giam tré ngai dang ky. Chung ta mudn tao diéu kién thuan lgi t6i da dé
khach hang dong y va san long thtr san pham, hy vong rang gia tri ma ching
ta cung cdp theo thoi gian sé mang lai cho ching ta moéi lam an vdi khach
hang.

Loi tiép can nay khong chi tri hoadn viéc kiém chitng mot trong nhitng thanh
phan rdi ro nhat trong mé6 hinh (bdi qua dé dang dé nguoi dung dong y), ma
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viéc thiéu mot “cam két” manh mé tir khach hang cling c6 thé can tré hoat
dong hoc tap toi wu.

Ngoai ra, ban khong can nhiéu ngwdoi dung thi mdi co thé cing c6 hoat dong
hoc tap — ban chi can mét s6 khach hang t6t ma thoi.

Toi tin rang néu ban c6 y dinh tinh phi sdn pham, ban nén tinh phi ngay twr
ngay dau tién.
Luuy
Mot ngoai 1€ hop 1y do 1a khi ban cung cap mot dé xuat gia tri dugc xay
dung theo thdi gian — nhuw tai khoan c6 tra phi trén LinkedIn chang han.
Ly do nhuv sau:
Gia ban la m6t phan ctia sdn pham

Gia st t6i dat hai chai nwdc tredc mat ban va n6i véi ban rang mot chai cé
gia 50 xu va chai con lai c6 gia 2 d6-la. Mac du thyc té 1a néu ban bit mat lai
va ném hai chai nwéc (san pham twong ty nhau), ban sé khong thé phan biét
su khac biét gitra chiing, song c6 thé ban sé c6 khuynh hwéng tin rang (hoac
it nhat 1a ban khoan) chai nwéc dat hon thi c6 chat lwgng cao hon.

O day, gia c6 sttc manh thay d6i cam nhan ctia ban vé san pham.
Gia ban xac dinh khach hang

Thu vi hon 1a thyc té rang thi nwdc déng chai ma ban chon sé xac dinh phan
khiic khach hang ma ban thudc vé. T thi trwong hién tai cho nwdc dong
chai, ching ta biét rang nwéc dong chai c6 thé ton tai ¢ ca hai phan khiic gia.
Mttc phi ban tinh cho biét cach ban dinh vi d6i twgng khach hang ma ban
muon thu hat.
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Pugc tra tién la dang kiém chitng dau tién.

Thuyét phuc khach hang tra tién la mét trong nhitng hanh déng khé khan
nhat ma ban c6 thé yéu cau ho thyc hién, va day la dang thitc kiém chitng
san pham dau tién.

Mac du c6 tinh khoa hoc cao, song dinh gia van mang tinh nghé thuat hon la
khoa hoc. Dé doc thém vé chu dé nay, t6i chan thanh khuyén ban nén tim
doc cu6n sach dién tit mién phi ctia Neil Davidson vé dinh gia phan mém,
Don’t Just Roll the Dice (tam dich: Birng phé mac cho con xtic xac).

Mot k¥ thuat thiét 1ap chién thuat dinh gia trong thoi gian dau la dinh gia so
vOi cac giai phap thay thé hién c6 dugc néu ¢ 6 Van dé. Nhitng giai phap
thay thé nay cung cap cac neo gia tham chiéu ma ban c6 thé dya vao do dé
do lwong san pham ctia minh.

(Pé tim hiéu cac k¥ thuat cu thé hon gidp dinh gia cac san pham phan mém
nhw mot dich vu [SaaS], ké ca khi st dung hinh thitc dinh gid mién phi, xin
doc “Lam thé nao dé dinh gid mot sdn pham SaaS” trong phan Phu luc.)

Co cau chi phi

Liét ké cac chi phi hoat dong ma ban phai chiu trong qua trinh dwa san pham
ra thi trwong. Néu tinh toan cac chi phi nay qua xa, ban sé khé c6 thé thu
dwgc con so chinh xac. Vi vay, thay vao do, hay tap trung vao hién tai:

» Ban sé phai chi bao nhiéu dé phong van 30-50 khach hang?

» Ban sé phai chi bao nhiéu dé xay dyng va ra mat san pham MVP?

e Ty I€é chi tién hién tai ctia ban nhu thé nao néu xét dudi dang chi phi co
dinh va chi phi bién d6i?

St dung cac thong tin dau vao vé dong doanh thu va co cau chi phi dé tinh
toan diém hoa von va wdc tinh xem ban can bao nhiéu thoi gian, tién bac va
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cong sttc dé dén dugc dich. Két qua nay vé sau sé dugc st dung dé gitip ban
xac dinh dau la m6 hinh ma ban mu6n wu tién bat dau.

Nghién citu tinh huong
CloudFire: Dong doanh thu va co cau chi phi

St dung cac giai phap thay thé hién c6, cé gia tr 24-39 do-la mot nam doi
v6i Flickr va SmugMug, 99 do-la mot nam doi véi MobileMe cta Apple
(mot ng dung khong chi phuc vu chia sé anh va video) lam neo gia, t6i
quyét dinh bat dau véi mic dinh gia 49 do-la/nam.

Sach bao in (va cac san pham khac) van la dong doanh thu cta cac cong ty
nay, song to6i khong chac cé nhiéu ngudi van mua sach bao in dé viéc dau tw
cho né la xitng dang (can kiém tra gia thiét nay). Quan trong hon, sach bao
in la dong doanh thu thit cap tiém nang ma ta chi c6 thé hién thyc héa khi
khach hang cung cap UVP cot 16i. Vi 1y do nay, toi loai sach bao in ra khéi
ca san pham MVP lan m6 hinh ban dau (xem Hinh 3-6).

Chi phi ban dau duy nhat dé ra mat san pham MVP la chi phi nhan luc, toi
sé liét ké khodn muc nay trong phan tiép theo.

https://thuviensach.vn



AT b ST O 0 T TR
heshnrtu i | Cleghio binqigr | Gleh ot #hy hugnh
e dn sk bl ok P e chia ek dth e (e ko 201 dung
7 o N e s i b WAt Gatinatay
i an e 15 ' hen g
Mrucdudoenmges . (TR0l o
o 1 gy £ : o o
(s Eﬁ-ph by hisn f I'J-fi‘lg ol ¢a i N der e *’.'I'I':
AP S CHasedhiavdes | hy ythed s i
e 4 i céntifin | TS 701
npla Moz M, o
Fﬂfd]m '!;Ilh{‘m;

Fasehnog

Trtyén midng
L T
7 phi hosting - Haroku i (i 3 ) dila) 30 gy o g ol i b s 6 ich 140 g mt
Che gt nhen 2 - 40 gid v &5 di-lafae B i
= 10000 0i-atang 2000 kb g

Bhurg *h ira Tk oo i A £k i Kbty Mes ek i et - Puasines Mot et (B v B st sl . £
W il b g ﬁi{l’g sl s Comm e At S0 Ak

Hinh 36, Cinvalee: Qg dtoant o vé 2 il e o

Cac thuac do chu chot
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Con s6 chu chét cho ban biét cong viéc kinh doanh ctia minh dang hoat dong
nhw thé nao trong thdi gian thyc, trede khi ban nhan bao cdo ban hang.

— Norm Brodsky va Bo Burlingham, The Knack (Tui khon)

Moi hoat dong kinh doanh lai c6 mot vai con s6 cha chot cé thé dugc dung
dé do lwong xem né dang hoat dong tot ra sao. Nhitng con so nay cé y nghia
then chot trong viéc do lwong ca sy tién trién lan xac dinh cac diém néng
trong vong doi khach hang.
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Nqudi ding im thdy ban béng

TRURUT cich ?

Trainghiém da tién cua ngudi
dung c0 tuyét vai khang?

KICH HOAT

Ngudi dung co quay lai khong?

Ban Kiém én bang céch nao?

- Ngudi dung ¢0 noi vdi ngud
GOTHEY | ' i sinphiniig

Hinh 3-7. CloudFire: Cac thude do khang chinh thilc
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MO0 hinh ma t6i stt dung chu yéu la Pirate Metrics (cac thwéc do khong chinh
thitc) ciia Dave McClure,2 nhu thé hién trong Hinh 3-7.

Mac du cac thwde do khong chinh thirc dugce xay dung véi muc dich la danh
cho cac cong ty phan mém, song mé hinh nay c6 thé ap dung cho nhiéu loai
hinh kinh doanh khac nhau. Ldy mot tiém hoa va mot san pham phan mém
lam vi dy, ching ta hay thit cung xem xét ti'ng budc.

Thu hut khach hang

Thu hat khach hang m6 ta diém ma tai d6 ban bién mot vi khach tinh co ghé
tham thanh mot khach hang trién vong cé hitng tha véi san pham.

Trong truong hgp cia tiém hoa, khién mdt khach di ngang tiém phai dirng
lai va ghé vao la mot sy kién thu hut khach hang.

Trén mot trang web san pham, khién mot nguwdi lam bat ky viéc gi khac
ngoai viéc roi trang web (tir bo) la mot thwdc do thu hut khach hang. Toi ddc
biét do lwong su kien thu hut la thanh cong la khi khach truy cap vao trang
dang ky cua toi.

Kich hoat
Kich hoat m6 ta diém khi ma mot khach hang hitng thi c6 trdi nghiém ngudi
dung hai long dau tién.

Trong treong hop cua tiém hoa, néu khi buéc vao, khach hang trién vong
thay tiém bai tri 16n x6n, khach hang sé cam thay c6é mot s thiéu két noi véi
10i hita dwgc dwa ra & mat tién ctra tiém. D6 sé khong phdi 1a trdi nghiém
nguoi dung dau tién dé chiu.

Trén trang web san pham, mot khi khach hang trién vong dang ky, ban phai
chac chan la ban sé dua dugc khach hang dén diém ma anh ta c6 thé thay sy
két ndi gitta 161 hita ban dwa ra trén trang dich (UVP) véi san pham ctia ban.
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Duy tri

Duy tri do lwong “mitc do tiép tuc st dung” va/hodc cam két cia khach hang
v&i sdn pham.

Vi vay, trong truong hop cua tiém hoa, hanh dong quay tr¢ lai tiéem — va
trong truong hop cua trang web san pham, hanh dong dang nhap tré lai dé
stt dung san pham — sé dwgc tinh la duy tri khach hang.

Nhu ching ta sé thdy trong Phan 4 cia cudn sach nay, day la mdt trong
nhitng thwdc do chu chot dé do lwong diém hoa hgp san pham/thi treong.

Doanh thu
Doanh thu do lwong sy kién ban dugc tra tién.

Do 6 thé 1a sy kién khach hang mua hoa hoac dang ky st dung san pham.
Nhitng su kién nay c6 thé xay ra trong lan tham dau tién hoac khong.
Gioi thiéu

Gidi thiéu la mot hinh thitc tién tién hon cia kénh thu hat ngwoi dung, khi
khach hang hai long vd&i san pham/dich vu cia ban gigi thiéu hoac dwa
khach hang trién vong vao phéu chuyén doi.

Trong trudng hgp cua tiém hoa, gidi thiéu c6 thé don gidn la viéc khach
hang ké cho mot ngwdi ban veé tiém.

Do6i v6i cac san pham phan mém, gigi thiéu cé thé dién ra theo mot pho
rong, ti* cac tinh nang chia sé xa hoi hodc lay lan ngam (nhw chia sé v&i mot

nguwoi ban), tdi cac chwong trinh gidi thiéu lién két hién nhién hodc Net
Promoter Score.

Nghién cttu tinh huéng
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CloudFire: Cac thudc do chu chot

Trong Hinh 3-8, t6i 1ap so d6 cac hanh dong nguwdi dung cu thé twong ng
v6i tirng thuwde do cht chot da dugc thdo luan & phan tredc.
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bay thwong la phan khé dién nhat, vi vay t6i thuwdng dé 6 nay lai cudi cung.
Pa phan cac nha sang lap thwong liét ké cac lgi thé canh tranh khong that sy
la 1gi thé canh tranh — nhw dam mé, cac doan ma hodc cac tinh nang.

C6 mot lgi thé thwong duwge nhac dén trong cac mo hinh kinh doanh, dé la
loi thé “nguai di tredc”. Tuy nhién, cé thé dé dang thay rang la ngudi di dau
tién that ra 1a mot bat 1gi, bai vi hau hét phan khé khan ctia cong viéc xay
nén moéng mai (gidm thiéu rai ro) déu dat 1én vai ban, chi dé nhitng ké theo
sau nhanh chan c6 thé ap dung, trir khi ban c6 thé lién tuc bit 1én trudc ho
voi mot “lgi thé déc quyén” that sw. Ford, Toyota, Google, Microsoft,
Apple, hay Facebook, khong mot 6ng 16n nao trong so nay la ké di dau.

Mot khia canh thu vi (dwgc Jason Cohen néi dén) ma ta can nhé la bat ky
diéu gi dang sao chép sé duwgc sao chép, dac biét khi ban bat dau cho thay
mo hinh kinh doanh &y 1a kha thi.

Hay tudng twong kich ban nguwoi dong sang lap vdi ban danh cap ma nguon
cta ban, m@ mot ctra hang & Costa Rica, va ban pha gia. Ban van gitt dugc
cong viéc kinh doanh ctia minh chit? Néu Google hay Apple tung ra mot san
pham canh tranh va gidm gia xuéng con 0 déng thi sao?

Ban c6 kha nang xay dung mot cong viéc kinh doanh thanh cong bat chap

diéu d6, va dieu nay dan Jason Cohen tdi viéc dwa ra dinh nghia sau:1?

Loi thé doc quyén that su la thit khong thé dé dang sao chép hay mua ban.
— Jason Cohen, blog A Smart Bear
Duwdi day la mét s6 vi du veé 1gi thé doc quyén phu hgp vdi dinh nghia nay:
e Thong tin noi gian

e Ching nhan thich dang twr cac “chuyén gia”
e Mot doi nhom lam viéc ly twong
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Tham quyén ca nhan

Hiéu &ng mang luwéi rong khap
Cong dong

Khach hang hién tai

e Thw hang SEO

Mot s6 1gi thé doc quyén cling c6 thé bat dau tir nhitng gia tri dan trd thanh
yéu t0 tao khac biét theo thoi gian.

Vi dy, Giam d6c Diéu hanh Zappos, Tony Hsieh, tin twéng manh mé vao
viéc tao ra niém vui cho khach hang va nhan vién cia minh. Diéu nay dugc
thé hién trong nhiéu chinh sach cta céng ty, ma bé ngoai c6 vé khong hop ly
song xét t goc do kinh doanh, nhu cho phép cac nhan vién cham soc khach
hang danh bao nhiéu thdi gian tiy y mién thoi gian d6 la can thiét dé lam
khach hang vui long, hay nhw thue hién chinh sach doéi trda 365 ngay, mién
phi van chuyén hai chiéu. Tuy nhién, nhitng chinh sach nay lai c6 vai tro tao
nén sy khac biét cho thwong hiéu Zappos va gitp cong ty xay dung dugc
mot co s& khach hang 1én, trung thanh, san sang Ién tiéng ciing nhw dong vai
tro 16n trong thuwong vu Amazon mua lai cong ty vai gia 1,2 ty do-la.

Luc dau, ban c6 thé dé trong 6 nay, nhung s ton tai cua né la dé ban suy
nghi xem ban cé thé hodc sé tao cho ban than sy khac biét nhu thé nao va
lam cho khac biét d6 quan trong ra sao.

Nghién cttu tinh huéng
CloudFire: Lgi thé doc quyén

Du CloudFire dugc xay dung trén hé thong p2web von cé thé mang lai cho
ching t6i lgi thé ban dau, song bat ky diéu gi dang sao chép cudi cung sé bi
sao chép. Vi vay, toi quyét dinh xac lap 1gi thé doc quyén ctia minh trén mot
dac tinh khé nhan ban hon. Trong trwong hop nay, dé la cong dong (xem
Hinh 3-9).
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Gio t6i lwgt ctia ban

Ghi lai Ké hoach A la diéu kién tién quyét dé bat dau. C6 qua nhiéu nha
sang lap chi khw khw 6m 1ay cac gia thiét trong dau minh, diéu nay khién
viéc xay dung va kiém tra y twdng kinh doanh mot cach c6 hé thong tré nén
khé khan.

Ban phai vé mot duong trén cat.
Ban c6 thé tuy y chon cach 1ap M6 hinh Tinh gon.
Ban c6 thé:
e Truy cap trang web http://I.eanCanvas.com va tao mé hinh tryc tuyén
trén do.

e Xay dyng mot phién ban tréen PowerPoint hodc Keynote.
e Phac thao trén gidy.

Dbiéu quan trong la ban can chia sé M6 hinh Tinh gon cda ban véi it nhat la
mot nguoi nita sau khi hoan thanh.
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PHAN 3
XAC PINH NHUNG THANH PHAN

RUI RO NHAT TRONG KE HOACH
CUA BAN
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Chuong 4

XAC PINH MO HINH UU TIEN
XUAT PHAT

G

io thi ban da c6 trong tay mot danh sach moé hinh kha di, budc tiép theo la
xac dinh mo6 hinh wu tién xuat phat. Néu khong lam vay, ban rat dé roi vao
bay tién bo nho 1é, chi dan dén mac ket sau nay.

Xac dinh nham rdi ro can wu tién la mot trong nhitng yéu td6 hang dau gop
phan gay ra phi pham.
Ruii ro la gi?

Trudc khi di ti€p, sé hitu ich khi chiing ta cung nhau xac dinh ro t6i muo6n
noéi dén diéu gi vé rui ro. Ching ta biét rang sy bat dinh & cac duw an khai
nghiép thuwong cao, nhung sw bat dinh va rai ro khéng phai 1a mét. Cé nhiéu
diéu ching ta khong biét chac nhwng lai khéng rii ro.

Douglas Hubbard da phan biét rd hai diéu nay trong cudn sach cua 6ng,
How to Measure Anything (tam dich: Lam thé nao dé do lwong moi su):

Bat dinh: Sy bat dinh, hay khong thé chac chan hoan toan, néi khac di la c6
su ton tai cua nhiéu hon mot kha nang.

Rui ro: Trang thai bat dinh, trong d6 c6 mot s6 kha nang bao gom ton that,
tham hoa hay hé qua khong mong muon khac.
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Tin t6t lanh 1a M6 hinh Tinh gon ty dong nam bat nhitng diém bat dinh von
cling la ruai ro — ton that & day c6 thé dugc lwgng hoa trén ca hai goc do: chi
phi co hdi va chi phi thyce té. Tuy nhién, cac rai ro nay khong nhw nhau.

Ban dinh lvgng rai ro trong mé hinh kinh doanh bang cach tinh xac suat cta
mot két qua cu thé va xac dinh ton that di kém trong trweong hgp ban sai.
bay la m6t bwdc quan trong trong tién trinh wu tién nhitng thanh phan rti ro
nhat cia mo hinh kinh doanh va xac dinh mé hinh can wu tién xuat phat.

Chang han, trong nghién cttu tinh hudéng “T6i da lap cudn sach nay nhw thé
nao” @ Chwong 2, t6i khong coi dinh gia cho cu6n sach la phan nhiéu rti ro.
Ly do la ton that ctia viéc khong cé ai mua sach tuy 16n, song xac sudt xay ra
sé thdp mién la t6i viét mot cudn sach “hay”. D6 1a 1y do tai sao t6i dd sém
chuyén trong tam sang kiém tra “Muc luc” thay vi gia.

Rui ro trong mot dw an khai nghiép c6 thé chia thanh ba loai chinh, nhw
duoc liet ke & day va mo ta trong Hinh 4-1.

Rui ro san pham

Xac dinh diung san pham .

Rui ro khach hang

Xay dung con duong phu hgp dé tiép can khach hang.

Rui ro thi truong

Xay dung mot hé thong kinh doanh hitu hiéu .

Giai quyét cung lic tat ca nhitng rai ro nay cé thé 1a mot cong viéc khé

khan, do 1a 1y do tai sao ban can wu tién xt ly ching dva trén giai doan cta
san pham va gidi quyét mot cach cé hé thong.
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T6i khéng khuyén ban st dung mé hinh thong ké dé do lwong rii ro trén M6
hinh Tinh gon, nhung ngay cd hiéu biét co ban vé viéc wdc chirng rii ro
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twong doi trén moé hinh sé gitip ban di dwgc chang dai trén con dudng tim
diém wu tién xuat phat. Mdac du thanh phan rai ro nhat trong moé hinh cta
ban sé tuy thudc vao loai sdn pham ma ban dang xay dung, song t6i thay
mot sO rudi ro giai doan dau cé tinh pho quat hon va la xuat phat diém tot dé
xép hang cac m6 hinh kinh doanh, day la n6i dung chiing ta sé ban dén trong
phan tiép theo.

Xép hang mo hinh kinh doanh

ba dén lic dat cac Mo hinh Tinh gon cua ban canh nhau va xac dinh mo
hinh wu tién xuat phat.

Muc tiéu cta ban la tim dwgc mé hinh cé thi truong dt 16n ma ban c6 thé
tiép can vGi nhitng khach hang can san pham ctia ban va xay dung hoat dong
kinh doanh quanh dé.

Du6i day la trat tw trong s6 ma t6i st dung (tir cao nhat dén thap nhat):
1. Mttc do khé sé ctia khach hang (Van dé)

Uu tién phan khic khach hang ma ban tin rang sé can san pham cda ban
nhat. Muc tiéu la lam sao dé it nhat mot trong ba van dé hang dau cua ban la
nhitng th¢ phai-c6 doi véi ho.

2. Dé tiép can (Kénh)

Xay dung con duong tiép can khach hang la phan kho khan hon trong qua
trinh xay dwng moét san pham thanh cong. Néu ban c6 mot con duwong dé
dang tiép can mot phan khic khach hang hon nhitng phan khic khac, hay
can nhac st dung n6. N6 khong dam bao ban sé tim thdy van dé xing dang

gidi quyét hay m6t mo hinh kinh doanh kha dung, nhuwng né sé gitp ban
bwdc ra ngoai nhanh hon va tang téc qua trinh hoc héi.

3. Gid/Bién lgi nhuan téng (Cac dong doanh thu/Co cau chi phi)
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Mttc phi ban c6 thé tinh cho sdn pham phu thudc cht yéu vao phan khic
khach hang. Hay chon phan khiic khach hang cho phép ban t6i da hoa bién
lgi nhuan. Ban cang thu dwgc nhiéu tién bao nhiéu, ban cang can it khach
hang dé dat diém hoa von bay nhiéu.

4. Quy mo thi truong (Phan khuc khach hang)

Chon phan khuc khach hang dai dién cho mot thi treong da 16n theo muc
tieu kinh doanh cua ban.

5. Tinh kha thi vé ky thuat (Giai phap)

Xem lai muc Giai phap dé dam bdo giai phap ban dy dinh khéng chi kha thi
ma con dai dién cho b0 tinh nang toi thiéu sé dwgc gigi thiéu trwdc khach
hang.

Nghién citu tinh hudng

CloudFire:
Xac dinh diém can wu tién xudt phat

Hinh 4-2 dén 4-5 trinh bay nhitng M6 hinh Tinh gon duwgc xép theo thit hang
cua CloudFire.
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chithg minh dugc rang cong nghé hién tai cia minh cé thé xi 1y tot cac tap
tin 16n (dung lwgng tap tin 16n la dac diém thwong thay & cac tap tin video).
Phan khic nguoi tiéu dung cé dé xuat gia tri yéu nhat va la mo hinh kho
sinh lgi. Dya trén thit hang nay, t6i quyét dinh wu tién bat dau véi phan khiic
khach hang 1a phu huynh va nhiép anh gia.

Tim kiém loi khuyén tir bén ngoai

Mot ky thuat hitu hiéu khac dé danh gia thém cac rai ro trong ké hoach cta
ban, do la di ra ngoai va kiém chitng vGi nguoi khac.

Yéu cau bat budc la ban phai chia sé m6 hinh cia minh véi it nhat mot
nguoi nita.

Trudc day, toi titng chu dong thue hién cac cudc phéng van khach hang sau
khi ghi lai cAc m6 hinh ban dau, nhung gio day truwdc hét t6i muén danh
thém chut it thoi gian xac dinh cac i ro can wu tién va lén y twéng cho cac
mo hinh thay thé v&i nhitng nguwdi khong phaéi la khach hang — cac ¢6 van
chang han.

Ly do chinh la dé t6i da hoa toc do va hoc héi. Khach hang khong thé tryc
ti€p cung cap cho ta tat ca cac cau trd 101, va do tinh l1ap va dinh tinh ctia qua
trinh hoc héi ban dau, nén viéc kiém chitng cac gia thiét sé ton thoi gian.
Ngoai ra, con mot kha nang nita, c6 thé ban van dang nham muc tiéu vao
phan khuc khach hang qua 16n, qua nhé hodc khong phu hgp.

Trong khi d6, nhitng c6 van “phu hgp” cé thé gitup ban xac dinh nhitng rai
ro doi v6i “ké hoach tong thé” va gitap ban diéu chinh nén thém va/hoac loai
bo mot s6 mo hinh.

To6i st dung tit c6 van & day v6i nghia rong. Mot ¢o van ban dau cé thé la
mot nguyén mau khach hang, mét nha dau tw tifm nang hodc mot doanh
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nhan khéi nghiép khac cé chuyén mon cu thé, cé kién thirc hodc kinh
nghiém httu ich cho ban.

Chang han, tir sau khi ban cong ty gan day nhat ctia minh, t6i da chia sé
nhiéu bai hoc ma t6i rat ra tr qua trinh trién khai CloudFire v&i mot s6
doanh nhan khéi nghiép cling nham muc tiéu vao phan khic khach hang la
cac phu huynh. T6i doan 16i khuyén va chién thuat cu thé cua t6i da ctru ho
trong khodng thoi gian 3-4 thang dau trién khai, diéu nay c6 gia tri 16n, dac
biét la giai doan ban dau.

Duwdi day la mot so6 hwéng dan vé cach trién khai cac cudc phéng van mo6
hinh kinh doanh:

Tranh dung bd 10 slide trinh chiéu

T6i hoan toan tranh dung “bo 10 slide trinh chiéu” truyén thong vi muc dich
ctia cudc phong van la hoc hoéi chi khong phédi chao hang. Hodc, khong
dung slide, mac du la cach ty nhién nhat, doi héi thuc hanh va c6 thé khong
mang lai nhiéu hiéu biét thiét thuc béi nguwdi nghe sé kho ghi nhé tat ca
nhitng gi ban nai.

Toi chon dung cong cu la mot cong trinh xay dung ting bwdc M6 hinh Tinh
gon trén iPad (hodc gidy trang). T6i bat dau v6i mot khung vé trong va gidi
thiéu dén dau thi tiét 10 cac thanh phan ctia mo hinh kinh doanh dén do.

Danh 20% thdi gian dé sap xép, 80% thoi gian dé trao doi, tro chuyén

Luu do xép chong cho phép t6i diéu chinh toc do trao doi va dé toan bd
thong tin trén man hinh. T6i thwong danh tiv 3-5 phut gidi thiéu hét cac
thanh phan trong mo6 hinh, sau d6 t6i im lang va lang nghe.

T6i nhan thay viéc dé m& mo hinh cho moi ngwdi xem ludn thic day phan
ng nao d6 vi moi nguwdi co thé hinh dung toan bd mo6 hinh va ho luén cé y
kién.
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Dat cau hoi cu thé

T6i dat ra cac cau hoi sau:

Ho coi dau la khia canh rii ro nhat cia ké hoach nay?
Ho da tirng vuot qua nhitng rai ro twong tw chwa? Bang cach nao?
Ho sé kiém tra nhitng rii ro nay nhw thé nao?

Toi nén noi chuyén voi nhitng ngwoi nao khac niva?
Can than véi “nghich 1y c6 van”

Twong tw cac cudc phéng van khach hang khong nham dén viéc haéi khach
hang mu6n gi, nhitng cudc phong van nay cting khong nham dén viéc héi
cac chuyén gia xem ta phai lam gi.

Nghich ly c6 van: Hay thué cac c6 van dé nhan dwgc nhitng 10i khuyén hay,
nhung dirng bé nguyén, ma hdy ap dung linh hoat 16i khuyén do.

— Venture Hacks

Mau chot la khong coi phan hoi nay nhw “phan quyét” hay “suw chitng thuc”,
ma thay vao dé la mot phwong tién dé nhan dién va xac dinh ruai ro can wu
tien.

Nhiém vu cta ban van la lam chd mé hinh kinh doanh. Nhung bai vi ban
khong c6 tat ca cac cau tra 101, nén ban can xay dung dy an khéi nghiép cua
minh thong qua mot loat cac cudce trao doi — vdi cac co van, khach hang, nha
dau tr va tham chi ca doi tha canh tranh.

Thanh c6ng sé mé ra tir nhitng cudc doi thoai nay, va véi tw cach mot doanh
nhan khéi nghiép, nhiém vu cta ban la tong hgp n6 thanh mot thé nhat quan.

Chiéu mo nhitng c6 van c6 tam nhin xa trong rong
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Giong nhuv nhitng nguwoi don nhan s6m can tham gia giip do khi ban bat
dwgc ding van dé, cac co van nhin xa trong rong sé can tham gia ho trg khi
ban trinh ra trweéc ho nhitng van dé tha vi, kich thich cac diém manh va dam
meé cua ho.

Dua trén cau tra 10i va ngon ngit co thé cta cac c6 van, ban cé thé xac dinh
liéu c6 diém hoa hgp nao khong. Néu cé, hay can nhac dwa ho tré thanh mot
c0 van chinh thitc.
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Chuong 5
SAN SANG THU NGHIEM

K

hi ban da c6 cac mo hinh va xac dinh duwgc mitc do wu tién cua cac rui ro,
ban can chuan bi san sang dé van hanh cac thir nghiém.

Tap hop mot doi Giai phap/Van dé

Trudc khi bat dau van hanh loat thit nghiém dau tién, diéu quan trong la ban
phai tap hop mot doi hinh phu hgp.

Hay quén cac ban bé truyén thong

Trong Khéi nghiép Tinh gon, cadc nhan ban bé truyén thong nhw “Thiét ké ky
thuat,” “Kiém dinh chat lwgng,” “Marketing”, v.v... c6 thé ngang duwong va
tao ra xung dot khong can thiét. Thay cho nhitng nhan nay, Eric Ries da dé
nghi t6 chitc doi ngli quanh hai d6i, doi Van dé va doi Giai phap.

Pdi Van de

Doi Van dé tham gia chu yéu vao cac hoat dong “bén ngoai” nhw phéng van
khach hang, thye hién cac bai kiém tra tinh kha dung, v.v...

Doi Giai phap

boi Giai phap tham gia cha yéu vao cac hoat dong “ndi bo” nhw viét ma,
kiém tha, trién khai cac dgt ra mat, v.v...

T6i n6i “chu yéu” vi nhitng doi nay can cé kha nang thyc hién céng viéc cta
nhau va c6 cac thanh vién chung. Ngoai ra, twong tac vGi khach hang la
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trach nhiém cua tat ca moi nguwoi.

Mac du t6i dong y v6i sw phan biét vé mat logic gitta doi Van dé va doi Giai
phap, song & giai doan nay cua san pham, sé c6 lgi hon ca khi hai doi hop
thanh d6i Van dé-Giai phap duy nhat.

Bat dau voi doi nhoé nhat cé thé, nhung dirng dé nhé hon nira
Quy mo ly twdng cho d6i Van dé/Giéi phap la 2-3 nguoi.

C6 nhiéu ly 1é cho thay ban nén xay dung phién ban Ra mat 1.0 (san pham
kha thi t6i thiéu hay MVP) vGi m6t doi hinh nho:

* Giao tiép dé dang hon.
e Ban phai xay dung it hon.
e Ban c6 thé duy tri chi phi thap.

Toi da xay dung CloudFire “nong c6t” nhw nguwdi sang 1ap duy nhat. Thach
thitc 16n nhat t6i phai doi mat la can bang cac hoat dong bén ngoai vdi cac
hoat dong noi bo, dat ra mot bo quy tac lam viéc dé lam dugc viéc nay.

Mac du ban c6 thé ty minh xdy dung san pham, song t6i chan thanh khuyén
ban nén phoi hgp véi it nhat mot nguwdi khac nita, c6 thé gitp ban tién hanh
cac dot kiém tra thyc t€ dinh ky. Ly twdng nhat khi nguwdi nay la ngudi dong
sang 1ap v6i ban, nhitng c6 van, nha dau tw va tham chi mét hoi dong duoc
hop thanh tir nhitng nha sang lap cac cong ty khéi nghiép khac ciing c6 thé
dam duong vai tro nay.

Quan trong hon so6 lwgng thanh vién la ddm bao rang ban cé nhitng tai nang
phu hop trong ddi ngili dé tién hanh ldp that nhanh.

Ba vai tro phai cé: phat trién, thiét ké va marketing

https://thuviensach.vn



Khoéng phai ldc nao ban cling can ba nguwdi nay dé hoan thién déi ngili cta
minh. DG6i khi ban cé thé tim thdy nhitng tai nang nay & hai nguwdi, va nhiéu
khi tdt ca nhitng gi ban can déu c6 & mot nguwdi. Toi thwong tim kiém nhitng
nguoi cé cap dé chuyén mon & ca ba linh vire.

T6i xac dinh cac vai tro theo hinh thitc:
Phat trién

Néu ban dang xay dung md6t san pham, ban can ngwdoi c6 ky nang phat trién
san pham that manh trong déi ngli cia minh. Cé kinh nghiém phat trién la
yéu t6 then chot, cing v6i do6 la chuyén mon trong cong nghé cu thé ma ban
dang st dung.

Thiét ké

Khi néi dén “thiét ké”, t6i mudn néi dén ca tinh tham my¥ va tinh kha dung.
O cac thi trudng méi, chitc ning c6 thé dwge wu tién hon hinh thitc, nhung
ching ta dang song trong mot thé gidi ngay cang “y thirc vé thiét ké”, do do
kho c6 thé bd qua yéu td hinh thitc. Ngoai ra, mot san pham khong chi la
mot tap hgp cac tinh nang ma con la mot tap hgp cac luéng ngudi dung. Doi
ngli cia ban can mot ngwoi c6 thé cung cdp nhitng trdi nghiém phu hop,
khdép véi thé gidi quan ctia khach hang.

Marketing

Marketing chi ph6i cAm nhan bén ngoai vé san pham cta ban, va ban can
mot ngwoi co thé dat minh vao vi thé khach hang. Cac k§ nang truyén thong
va viét bai quang cdo t6t c6 vai tro then chot & day, cung vaGi do la hiéu biét
vé cac thudc do, cach dinh gia va dinh vi.

Can than khi thué ngoai cong viéc cia doi Van dé/Giai phap
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T6i thuong xuyén gdp nhitng nhém tim cach thué ngoai it nhat la mot trong
ba linh vuc trén, day thwong la y twéng toi. Mac du ban cé thé thué ngoai
cong viéc xay dyng nguyén mau hodc ban demo, nhing hdy can trong khi
dat ban than phu thudc vao lich biéu cua nguwoi khac, vi viéc nay c6 thé han
ché kha nang lap nhanh lan kha nang hoc héi cta ban.

Co6 mot thit ban khong bao gid nén thué ngoai, do6 la tim hiéu khach hang.
Chay nhitng thit nghiém hiéu qua

Trong phan nay, toi sé trinh bay mot vai quy tac co ban gitip ban xac dinh va
chay cac thtr nghiém hiéu qua.

Toi da héa toc do, hoat dong hoc héi va trong tam

Vi muc tiéu ctia mot duy an khéi nghiép la tim dwgc mot ké hoach hoat dong
hiéu qua trwde khi can kiét nguon lyc, nén téc do, nhw duge do lwong bang
thoi gian dién ra chu ky cua vong lap Xay dung — Do lwong — Hoc héi trong
Hinh 5-1, rdt quan trong. Hoc hoi — hoc hoi dé hiéu khach hang — c6 vai tro
quan trong. Nhung trong tam lai khong nhan dugc suw chu y twong xirng.
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Hoc hoi =

Toc do

Hinh 5-1. Tdc dg, hoc hdi va trong tam
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Vang hoc hoi t6i uu

Ty minh c&n dui minh

T uu hoa qu som

Hinh 5-2. 6 da haa t6c d6, hoc hdi va trong tAm
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Ban can ca ba yéu t6 — téc do, hoc héi va trong tam — dé van hanh mot thw
nghiém t6i wu. Hay xem diéu gi sé xay ra khi ban khéng c6 ca ba (xem Hinh
5-2).

Toc do va trong tam

Khi ban di nhanh va tap trung nhung khong hoc hoi, hinh anh hién ra sé la
mot con cho ty can dudi minh. Ban bo nhiéu cong sitc, nhung chi don gian
la dang quay vong.

Hoc hoi va trong tam

Khi ban tap trung vao ding viéc can tap trung va hoc héi tr d6, nhung lai
khong di chuyén du nhanh, ban cé nguy co bi can kiét tai nguyén hoac bi doi
thu canh tranh vugt qua.

To6c do va hoc hoi

Cudi cung, khi ban di nhanh va hoc hoi nhung khéng tap trung, ban c6 thé
roi vao cai bay t6i wu héa s6ém. Mot s vi du vé t6i wu héa sém la nang cap
may chu khi ban khong c6 khach hang va t6i wu héa trang dich khi ban chwa
chay duwgc san pham.

Xac dinh thwéc do hoac muc tiéu then chot duy nhat

Mot du an khoi nghiép chi tap trung vao mot thuwée do. Vi vay, ban phai
quyét dinh thudc do dé la gi va tadng 10 moi thit khac.

— Noah Kagan

Khi xdy dgng mot thit nghiém, hay tap trung vao bai hoc then chot hoac
thwéc do chu chot ma ban can dat dugc, tuy thudc vao loai hinh cling nhw
giai doan cta san pham. Mac du c6 thé cung lic x ly nhiéu thwéc do va
muc tiéu, song t6i nhan thay sé hiéu qua hon ca khi tap trung vao mot muc
tiéu duy nhat.
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Hoc héi tir nhitng viéc nhé nhat
Cai tot nhat thwong la ké thu cua cai tot.
— Voltaire

Hay tw thach thirc ban than tim ra viéc don gidn nhat dé thir nghiém mét gia
thiét. Pay la mot k¥ nang chwa duwgc danh gia ding mirc. Mot khi ban thuc
su hiéu phan rai ro nhat trong sdn pham ctia minh, ban sé cé kha nang xay
dyng mot thi khac thay vi sdn pham thi nghiém.

Ban khoéng can viét ma mdi c6 thé kiém tra mot san pham phan mém
(Dropbox)

Khi xay dung Dropbox ¢ MIT, Drew Houston da dang ban demo dai ba phut
gidi thiéu san pham trén Hacker News, va ban demo nay lan di nhanh chéng.
Trang dich gom video va doan gigi thiéu gitup anh thu hiat dwgce hang van
nguwoi don nhan sém, tim duwgc mot ngwoi dong sang 1ap va dugc nhan vao
YCombinator. Tai thoi diém do, Drew dy tinh sé ra mat san pham trong
vong chwa day ba thang. Nhung cudi cung anh phdi mat 18 thang md&i c6 thé
tung Dropbox ra cong chung.

Ban khong can mot nha hang mdéi c6 thé kiém tra y twdng cho moén an méi
(Austin Food Trailers)

Céac xe ban d6 an da tré nén thong dung va duwgc wa chudng & Austin, Texas,
nhung ban dau ching chi la mét cach thitc phai chang gitip nhitng cht nha
hang khéi nghiép kiém tra y twdng mot cach nhanh chong. Sau khi chitng
minh dugc y twdng mdi & quy mo nho, ho thuwong nhanh chéng chuyén sang
mot nha hang that. (Franklins BBQ la cau chuyén thanh cong md&i nhat thyc
hién dwgc ci chuyén dich nay sau khi dwgc vinh danh 1a “Quan thit nwéng
ngon nhat dat nwdc” bai tap chi Bon Appétit). Nhirng mét so6 nha hang van
duy tri xe ban d6 an. D6 la noi ho van thit nghiém cac mén an méi tride khi
dwa ching vao menu cua nha hang.
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Ban khong can ty dong héa méi cé thé kiém chitng thi truong (Food on the
Table)

Manuel Rosso da c6 mot tam nhin 16n hwéng dén viéc xay duwng mét dich vu
rong khap toan quéc, tao ra ké hoach bita an va danh sach mua sam thuc
pham hang tuan dya trén s& thich ctia ngwdi tiéu dung va nhitng mat hang
dang duwoc ban giam gia tai cra hang thwc pham dia phwong. Dé hién thuc
héa tam nhin nay, anh can phai biét dia diém moi nguwdi thwong hay mua
hang, s& thich an udng cta ho va nhitng mat hang dang dwoc giam gia dé
dwa vao mot co s@ dit lieu tao cong thi'c mon an, t do nguoi tiéu dung sé
dwa vao dé tao ra mot ké hoach bita an tuy bién. Thay vi xay dung mot hé
thong tw dong tinh vi dé lam viéc d6, Manuel va phé giam doc san pham ctia
anh, Steve Sanderson, da chon mét ctta hang tap héa gan nha, gan mot tiém
ca phé Starbucks, ti€én hanh nhiéu cudc phéng van vdi nhitng ngwdi mua
sam. Trwéc nhat, ho bat dau véi mot khach hang va xay dung tht cong cac
ké hoach tuan dé kiém chitng gid dinh vé nhitng phan rti ro nhat. Muc tiéu
cta ho 1a hoc héi thay vi hiéu suat. Theo thoi gian, ho da thu hiat duge nhiéu
khach hang dang ky hon va dan thay thé nhitng phan kém hiéu qua nhat
trong giai phap ctia ho bang tinh nang ty dong “vira du” . Ky thuat st dung
dich vu ca nhan héa cao d6 nay nhuw mot MVP tang tdc qua trinh hoc héi
dugc Eric Ries goi la “MVP — Cham soc khach hang”.

Xay dung gia thiét c6 thé kiém sai

Hau hét nhitng gi moi ngwdi viét cho mo hinh kinh doanh cia minh thuc ra
chwa duwgc kiém chitng. Phwong phap Khéi nghiép Tinh gon c6 gbéc khoa
hoc vitng chac, va doi héi ban phéi chuyén déi cac gia dinh thanh nhitng gia
thiét c6 thé kiém sai.

Mot gia thiét c6 thé kiém sai 1a mot tuyén bé cé thé chitng minh mét cach
minh nhién Ia sai.
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Khi ban bo qua budc nay, ban rat dé roi vao cai bay tich lly vira da bang
chitng dé tu thuyét phuc minh rang gia thiét la chinh xac.

Dudi day la hai cau mo td mot gia thiét kénh:
Qud mo ho

Bugc biét dén 1a mét “chuyén gia” sé 1a dong co thic day nhitng nguwdi don
nhan sém.

Cu thé va c6 thé kiém chiing
Mot bai dang trén blog sé thic day 100 luwgt dang ky.

Phét biéu dau tién la mot gia thiét khong thé chitng minh la sai béi vi két
qua mong dgi cua viéc thic day nhitng ngwoi dén nhan sém la khong thé do
lwong. Cu thé, khong thé xac din rd can c6 bao nhiéu ngwoi déon nhan sém
thi mé&i c6 thé chitng minh gia thiét nay la ding — 1.100 hay 1.000 — hay “la
mot chuyén gia” thi can nhitng gi.

Tuyén bé thi hai khong chi dwa ra mét két qua cu thé va cé thé do luwong,
ma con dya trén mét hanh dong cu thé va c6 kha nang lap, khién né cé thé
kiéem chitng dwgc. Tham chi néu ban khong dat két qua mong doi, hanh
dong don gian la tuyén bd né ra cling rat c6 gia tri, khong chi doi vai viéc
kiém tra thuc t€, ma con dé cai thién phan doan cuia ban.

Cong thirc dé xay dung mot gia thiét c6 thé kiém sai nhu sau:

Gia thiét c6 thé kiém sai = [Hanh dong cu thé c6 kha nang lap] sé [Két qua
mong dgi co thé do lwong]

Kiém chirng dinh tinh va kiém chitng dinh lwgng

Trudc khi ban tim dwgc diém hoa hgp san pham/thi tredng, dia hinh thuong
c6 nhiéu diém bat dinh. Tuy nhién, la khi d6i mat v&i nhiéu diéu bat dinh,
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ban khong can nhiéu di liéu thi méi hoc hoi dugec.

Néu phai doi mat véi nhiéu diéu bat dinh, ban khong can nhiéu dir liéu thi
méi giam dang ké sy bat dinh d6. Ngwoc lai, khi ban da nam chac nhiéu
diéu, ban lai can nhiéu dit liéu dé giam dang ké sy thiéu chac chan.

— Douglas Hubbard

Muc tiéu ban dau ctia ban la dé cé dugc mot tin hiéu manh (tich cyc hoac
tiéu cuc), va diéu nay thwong khong doi hoi kich thwdec mau 16n. Ban c6 thé
thye hién viéc ndy véi chitng 5 cudc phong van khach hang. 1L

Mot tin hiéu tiéu cyc manh cho thay gia thiét cia ban rat c6 thé sé khong
hoat dong va cho phép ban nhanh chéng diéu chinh hodc tir bé né. Tuy
nhién, tin hiéu tich cwc manh khong cé nghia la y nghia thong ké trong gia
thiét cta ban sé tang 1én; du vay, né qua that cho phép ban tiép tuc vdi gia
thiét cho dén khi ban c6 thé kiém chitng lai n6 sau dé thong qua dit liéu dinh
lwgng.

Kiém chitng gia thiét theo cach dinh tinh trudc, dinh Iwgng sau la nguyén tac
then chot dugc 4p dung trong nhiéu giai doan khac nhau xuyén su6t cudn
sach nay.

Pam bao ban cé thé truy twong quan cia két qua veé lai hanh dong cu
thé

MGt trong nhitng cong viéc kho khan hon la truy twong quan cac két qua do
duwgc vdi cac hanh dong cu thé va lap lai, vi sdn pham ctia ban lu6n thay doi.
Khi chay thtt nghiém dinh tinh (nhw phong van), diéu quan trong la ban phai
chay ching theo cung mot phuwong thitc cho dén khi cdc md hinh 1ap nhat
dinh noi lén. Doi v6i cac thir nghiém dinh lwgng, cac ky thuat nhw phan tich
doan hé va kiém tra phan tach sé cho phép ban dat dugc diéu nay. Ching ta
sé ban chi tiét hon vé van dé nay & phan sau.
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Tao cac bang diéu khién dé tiép can

Th nghiém gia thiét c6 thé la viéc hai hung doi véi nguoi sang lap. Piéu
nay la dé hiéu, vi nhitng nguwdi sang lap cac chwong trinh khai nghiép phai
d6 mo6 hoi nidc mat vao cong viéc cua ho. Ho dat cwge nhiéu vao két qua no
lyc cua ban than va khong thich bi chitng minh la sai.

Tuy nhién, néu khong c6 mitc do minh bach va khach quan nhat dinh, dy an
khai nghiép cia ban sé c6 nguy co dwgc van hanh chu yéu bang niém tin.
Ban bat budc phai cong khai chia sé thi nghiém v&i doi ngli ctia minh.

Mot hoat dong kinh doanh nén dwgc van hanh nhw mét bé c4, noi ma ai
cling c6 thé thay diéu gi dang xay ra.

Jack Stack, The Great Game of Business (Kinh doanh - Mot cudc choi
16m)12

Truyén thong cac bai hoc thu dugc tr sém va thwong xuyén

Céac bang diéu khién cho toan cong ty la cong cu tuyét voi cho phép phan
tich chién thuat thue tién, nhwng diéu quan trong khong kém la ban phai bao
cao lai cac mdc hoc héi ctia ban & cap do chién lugc.
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Dbé lam viéc nay, ban cé thé dinh ky truyén thong cac bai hoc thu dugc tw
dot thit nghiém gan nhat — cu thé hang tuan véi d6i ngli noi bo va it nhat la
hang thang vGi cac c6 van va nha dau tv bén ngoai. Cach nay cho phép ban
dirng lai, suy ngam vé nhitng phat hién ctia minh duéi goéc do doi nhom, va
l1ap ké hoach t6t hon cho cac hoat dong tiép theo (vi du, xay dung cac gia
thiét dé kiém tra).

Hai budc cudi hinh thanh nén ting cho “Ké toan cai tién” ma Eric m6 ta
trong cuén sach Khéi nghiép tinh gon cta anh. Hinh 5-3 thé hién qua trinh
toi thue hién mo6 hinh Ké toan cai tién, qua trinh nay két hgp hoat dong hoc
héi khéng ngirng v&i Mo hinh Tinh gon va mot bang chuyén doi theo doan
hé.

Bé4o cdo m@ dau bang viéc xac dinh muc tiéu hodc thuédc do cha chot & phan
trén cung.

O cot bén trai 1a tém tit nhitng bai hoc ban rtit ra trong mot giai doan cu thé,
duwgc chia thanh cac phan mo ta ky vong (cac gia thiét caa ban), tinh trang
thue té (bai hoc thu dwoc), va hanh dong tiép theo (cac thit nghiém trong
twong lai).

Qua trinh “hoc hoi” nay dwgc theo doi & bén phai, ap dung cai nhin chién
thuat vao vong doi khach hang (ching ta sé ban k§ hon vé van dé nay &
phan sau), va cai nhin chién lvgc vao cac gia dinh mé hinh kinh doanh.

Truyén thong tién do theo cach nay cho phép ban cé thé vira hoc hoi vira
lién tuc lap téi mot ké hoach hiéu qua.

Ap dung siéu mau ldp cho cac rui ro

Rui ro dugc xw ly thong qua cac thi nghiém. Truéc khi dat duwgce diém hoa
hop sdn pham/thi treong cé vo s6 cac bai hoc dinh tinh; du ban c6 thé han
ché rii ro, song ban khéng bao gio c6 thé loai bé chiing hoan toan qua mot
cudc thit nghiém duy nhat.
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Co6 hai van dé thwong xdy ra & qua trinh nay. Mdt la déi dy an khéi nghiép
sé nan long tredc nhitng bai hoc tiéu cwe hoac khong may lién quan ban dau,
hodc la chuyén doi qua sém hodc tir bo tién hanh thém thi nghiém. Van dé
con lai thi nguwgc lai hoan toan. O day, cac du an khoi nghiép qua stic lac
quan tt bai hoc tich cyic ban dau ma nhiéu kha nang sé bi mac ket sau dé.

Cot moc quan trong dau tién cua mot dv an khéi nghiép la dat dugc diém
hoa hgp sdn pham/thi trwong. Pay khong chi la cach xay dyng san pham
“phtt hop” ma con la lam sao xay dung mot moé hinh kinh doanh cé thé ma
rong quy mo van hanh hiéu qua.

Ban khong du sttc dé mu quang di theo mot quy trinh (ké ca quy trinh nay)
hodc chay th nghiém vu vo chi vi muc dich hoc héi. Thay vao dé, ban can
phai bat dau véi mot cai dich trong dau va than trong sap xép cac thi nghiém
thanh cac “vong lap theo tirng giai doan” dé bai hoc ban thu duwgc tang tién
dan.

Hay t6i da hoa cac bai hoc (vé phan rui ro nhat) trén don vi thoi gian

Diém xuat phat 1a mot Mo hinh Tinh gon hoan chinh, trén d6 trinh bay ké
hoach ma ban tin rang sé hiéu qua. Sau d6 ban chay mot cach c6 phuong
phap cac thi nghiém theo tirng giai doan, cho phép ban xem xét tirng muc
cua mo hinh.

Mo hinh kinh doanh ctia ban khong phai 1a tdim bia phong tiéu

O phan truwdc, t6i da chi ra ba rti ro ban dau trén M6 hinh Tinh gon, d6 1a
Van dé, Kénh khach hang va Dong doanh thu.

Mac du ba rti ro ban dau nay déng vai tro nhw mot chan doan nhanh gitp
xac dinh mo hinh can wu tién, nhung ban sé x 1y ching mot cach c6 hé
thong theo cac giai doan nhw sau (xem Hinh 5-4).

Giai doan 1: Hiéu van de
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Tién hanh cac cudc phong van khach hang chinh thitc hodc st dung cac ky
thuat quan sat khach hang khac dé tim hiéu xem ban da c6 mét van dé xing
dang gidi quyét hay chwa. Nhitng doi twong gap van dé do, van dé hang dau
la gi, va n6 hién dang dugc gidi quyét nhw thé nao?
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Vi nhitng hiéu biét dugc trang bi tir Giai doan 1, hdy tim cach xac dinh giai
phap, xdy dung ban demo gitup khach hang hinh dung ra giai phap va kiém
tra giai phap do vd&i khach hang. Giai phap do sé hoat dong ch? Ai la nguoi
dén nhan s6m? Cach dinh gia nay c6 hiéu qua khong?

Giai dogn 3: Kiém chitng dinh tinh

Xay dung MVP cta ban va sau dé ra mat giéi han nham vao nhitng nguoi
don nhan sém. Ho c6 nhan ra dé xuat gia tri doc dao (UVP) khong? Lam thé
nao ban tim duwgc dia nguwdi don nhan s6m dé cing cd bai hoc? Ban c6 dugc
tra tién khong?

Giai doan 4: Kiém chirng dinh Iuong

Tung sdn pham da diéu chinh ra tre6c nhém khan gia rong 16n hon. Ban da
xdy dung dugce th ma moi ngwdi mudn chwa? Ban sé tiép can khach hang &
quy md yéu cau nhv thé nao? Ban c6 mot duy an kinh doanh kha thi khong?

Chung ta xem xét chung dya trén cac rui ro nhu sau:

Rui ro san pham: C6 dwgc san pham phu hgp

1. Chac chan rang ban c6 mot van dé xitng dang giai quyét.

2. Xac dinh cac san pham kha thi t6i thiéu (MVP).

3. Xay dyng va kiém chitng MVP & quy mo6 nho (chitng minh UVP).

4. Sau dé6 kiém ching lai MVP & quy mo 16n.

Rui ro khach hang: Xay dung con dwong tiép can khach hang

1. Xac dinh doéi twgng dang phai kho s& chiu dung.

2. Thu hep pham vi gom nhitng nguwdi don nhan sém, nhitng ngudi thyc sy

muon c6 ngay san pham cta ban.
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3. Bat dau véi cac kénh outbound.

4. Hay xay dyng/phat trién dan cac kénh inbound c6 kha nang mé rong —
cang sGm cang tot.

Rui ro thi truong: Xay dung mot hoat dong kinh doanh kha thi

1. Xac dinh mic do canh tranh thong qua cac phuwong an hién tai va chon
mot mic gia cho gidi phap cua ban.

2. Kiém tra gia trudc bang cach do Iwong nhitng théng tin khach hang néi
(cam két bang 10i).

3. Kiém tra gia qua nhitng hanh dong khach hang thwc hién.
4. T6i wu héa co cau chi phi dé mo hinh kinh doanh hoat dong.
Thé con lgi thé doc quyén thi sao?

Muc duy nhat van chwa dugce gidi quyét 1a muc Lgi thé doc quyén. Vi ban
chi c6 thé kiém tra lgi thé doc quyén trong boi canh canh tranh. Tuy nhién,
nhiéu kha nang la ban sé chuwa thu hat dwgc nhiéu sy canh tranh (néu co),
tredc khi ban chitng minh duge diém hoa hgp san pham/thi treong.
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Chuong 6

SAN SANG PHONG VAN KHACH
HANG

N

6i chuyén véi khach hang 1a cach hoc héi nhanh nhat. Ching ta sé sit dung
cac cudc phong van khach hang 1am céng cu hoc héil2 trong suét phan con
lai ctia cudn sach nay. Chuwong nay trinh bay mot sé co s@ gitp ban tién hanh
nhitng cudc phéng van hiéu qua.

Vui long khong tién hanh khao sat hay lap cac nhém phéng van trong
tam

Khi dugc dé nghi lam cong viéc nhé nhat dé hoc héi tir khach hang, ban
nang dau tién ctia nhiéu nha sang lap la tién hanh mét loat cac cudc khéo sat
hodc l1ap cadc nhom trong tam. Mdc du thyc hién khao sat va t6 chic cac
nhom trong tdm c6 vé hiéu qua hon phéng van khach hang, song bat dau tw
dé thuwong la y tuwéng toi.

Ly do nhv sau:
Cdc cudc khdo sat gia dinh rdang ban biét chinh xdc cdu héi can ddt ra.

That kho, néu khéng mudn néi la khong thé, viét ndi dung khao sat danh
tring tat ca nhitng cau hdi can dat ra, vi ban van chua biét phai hoi nhitng gi.
Trong khi do, khi phong van khach hang, ban c6 thé dé nghi khach hang lam
rd va kham pha nhitng linh vi'c nam ngoai hiéu biét ban dau cta ban.
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Phéng van khach hang xoay quanh viéc kham pha nhitng vung ban khong
biét rang minh khéng biét.

Té hon nita, khao sat cling gia dinh ban biét nhitng cau tra 10i ding.

Khi tién hanh khao sat, ban khong chi phai dat ding cau hoi, ma con phai
cung cap cho khach hang nhitng tuy chon diing cho céu tra 16i. Khi tham gia
khao sat, c6 bao nhiéu lan cau tra 10i chinh xac nhat cuaa ban la “Khac”?

Bai hoc ban dau tot nhat dén tir cac cau héi “ mé ” .
Ban khéng thé nhin thay khach hang khi tién hanh khao sat.

Céc ddu hiéu ngon ngit co thé cling 1a chi bdo cho diém hoa hgp Van
de/Giai phap khong kém gi cac cau tra 10i.

Nhém trong tdm don thudn la khéng phu hop.

Van dé v6i cac nhém trong tdm la ho nhanh chéng phé mac cho “tw duy tap
thé”, diéu nay khong phu hgp déi v4i hau hét cac san pham.

Khao sat c6 lgi ich gi khéng?

Madc du céc khao sat khong ho trg t6t qua trinh hoc hoi ban dau nhung chiing
c6 thé la cong cu hiéu qua giup kiém chitng nhitng théng tin ban tim hiéu
dwgc tr cac cudc phong van khach hang.

O phan trudce toi da thao luan vé nguyén tic kiém chitng hai giai doan — dinh
tinh trwéc, dinh lwgng sau . Phong van khach hang la mét hinh thitc kiém
chitng dinh tinh, von hiéu qua trong viéc kham pha nhitng chi bdo manh mé
c6 tac dung cting c6 hodc bac bo cac gia thiét thong qua mot ¢d mau “ tuwong
doi ” nha.

Khi ban da kiém chitng so bo cac gia thiét cia minh, ban c6 thé st dung cac
phat hién dé xay dung ndi dung khao sat va kiém chitng dinh lwong cac phat
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hién dy. Muc tiéu lic nay khong con 1a hoc hoi nita, ma la chitng minh kha
nang md rong (hodc y nghia thong ké) cua cac két qua.

Nhuwng tro chuyén véi moi nguoi thi kho

Khau hiéu xung trdn ctia doi phat trién khach hang “ Hay roi khéi van
phong! ” , mot khau hiéu dugc Steve Bank givong cao, cling dong thoi la
mot trong nhitng cong viéc khé khan va co ban nhat ma ta phai thuc hién.

Moi ngudi nghi rang tro chuyén vdi khach hang la viéc dé dang doi véi toi,
nhung khong phai vay. (Ho ciling cho rang t6i song ¢ Thung liing Silicon,
diéu nay cling khong diing not.)

Giong nhu hau hét cac nha sang 1ap thién vé chuyén moén khac, toi cling la
mot “ con nghién cong nghé ” chi ngéi mot chd. Toi st dung cac cong cu
nhw e-mail, dién dan thdo ludan va blog su6t nhiéu nam dé tranh phai noéi
chuyén truc tiép véi khach hang. Khi t6i néi chuyén véi khach hang, nhitng
cudc noi chuyén nay hodc la khong mang lai cam giac hiéu qua hodc la lam
toi cam thay cong coc.

Toi biét lang nghe khach hang la viéc quan trong, nhung to6i khong biét phai
lam thé nao.

Toi da bat dau di tir sg twong tac true tiép vdi khach hang tGi viéc két noi
dién thoai di dong ctia t6i v4i mot sO tong dai mién phi. Buwdc ngoat quan
trong xay ra v@i toi khi t6i nhan ra: “ Cudc séng qua ngan ngui dé lam th
ma khong ai (hodc khéng dia ngwdi) muon co. ”

Su kién nay xdy ra khi t6i s6m ngdm k¥ thuat Phat trién Khach hang va
Khéi nghiép Tinh gon, t6i bat dau ti minh kiém thit va ap dung nghiém ngat
cac nguyeén tac nay.

Mac du Phat trién Khach hang dwa ra mot quan diém thuyét phuc va hop ly
cho thay ta nén tro chuyén véi khach hang, song lic dau, thuyét phuc co thé
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lang nghe theo ly tri luon la thi thach 16n.

“ N6i chuyén v6i khach hang ” cling hitu ich khong kém gi “ Xay dung thw
moi ngwoi mudn cé ” . Cau hoi trong yéu ¢ day la: Ban muon néi gi véi ho?

Du6i day 1a mot s6 chién thuat gitp ban vugt qua nhitng tré ngai tam ly ban
dau:

Xay dung mot khung hoc hoi, chit khong phai chao ban.

Trong bai chao ban, vi ban la ngudi néi chu yéu, nén khach hang dé dang to
vé dong tinh v&i nhitng diéu ban dang néi, hodc thang thirng néi déi ban.

Khi ta bat dau tir bai chao hang, van dé la & cho bai chao hang khang dinh ta
biét sdn pham nao “phu hgp” véi khach hang (diém hoa hop van dé/giai
phap).

Trudc khi chao hang giai phap “phu hgp”, ban phai hiéu van dé “xac dang”
cua khach hang.

Trong khung hoc héi, vai tro ddo ngugc: ban thiét 1ap boi canh, roi sau do
ban dé khach hang la ngwdi néi chinh. Ban khéng nhat thiét phai biét tat ca
cac cau tra 10i va moi twong tac vai khach hang (phong van, ho trg cong
nghé, yéu cau tinh nang, v.v...) déu bién thanh co hoi hoc hoi. Ngoai ra, moi
ngwoi thuong san long gitp d& néu ban dat ra muc dich la tim kiém 1oi
khuyén cua ho, thay vi c¢6 gang chao hang.

birng hoi khach hang muén gi. Hay do lwong nhitng viéc ho lam.

Sé khong it 1an ban phat hién ra khach hang néi doi — thinh thodng vi lich sy
va thinh thoang vi ho that sy khong biét hodc khong du quan tim.1# Nhiém
vu cua ban khong phai la vach tran 16i néi d6i caa ho, ma la tim cach kiém
chitng nhitng diéu ho néi qua nhitng viéc ho lam, to6t hon hét la ngay trong
thoi gian phong van.
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Vi du, néu mo6t khach hang tuyén b6 mot van dé la thi phai-gidi-quyét, hay
khdo sat sau hon. Hay hoi xem anh ta hién dang gidi quyét van dé nhw thé
nao. Néu anh ta khong lam gi ma van song on, c6 thé van dé khong dén noi
cap thiét nhu thé. Tuy nhién, néu anh ta dang st dung mot gidi phap ctia nha
trong duwgc hodc cia doi thu canh tranh va anh ta khong hai long, thi c6 thé
dé la mot van dé dang gidi quyeét.

Mot chién thuat khac la st dung nhitng 161 kéu goi hanh dong manh mé. Néu
mot khach hang noéi rang anh ta sé tra tién mua san pham cta ban, thay vi
chi tiép nhan tuyén b6 bang 10i, hdy dé nghi anh ta trd treéc hodc trd mot
phan va bdo ddm v§i anh ta rang tién sé duwgc hoan lai.

Trong phan sau cua cudn sach nay, ching ta sé tim hiéu thém mot s6 chién
thuat khac.

Bam sat kich ban.

Madc du kham pha la mot khia canh cyc ky quan trong khi ban tro chuyén
v6i khach hang, song ban can gan cudc tro chuyén dé quanh nhitng muc tiéu
hoc tap cu thé. Néu khong, ban c6 thé dé dang thoi bay rat nhiéu thoi gian va
két thic véi mot lwgng thong tin d6 s, nhung khong thé 1am gi véi chiing.

Khong giong nhw chao hang, viéc ban diéu chinh cau chuyén sau moi cudc
phong van khong giup ich gi nhiéu. Ban can dam bao sy nhat quan va tinh
1ap lai dé quy trinh thé hién r6 mot phwong phap nhat dinh. Céac kich ban sé
giup ban lam dwgrc viéc do.

Toi sé chia sé cac kich ban thuc té ma t6i st dung cho tirng kiéu phéng van
trong chwong tiép theo.

Ban dau hdy bua lwoi thdt rong.

Du muc tiéu ban dau cua ban la tap trung vao nhitng thudc tinh gitip xac
dinh nhitng ngwdi dén nhan s6m, song khong phai tit ca khach hang trién
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vong cua ban sé (hodc nén) la ngwdi don nhan sém. T6t hon la & giai doan
nay ban nén bat dau vGi mét tap rong hon, gom cac khach hang trién vong
ban dau (dé tranh gap phai van dé da so cuc bd), va diéu chinh tir d6. Ban sé
c6 nhiéu co hoi dé thu hep bo loc cia minh trong vong phong van tiép theo.

Ct chiéu mo thodi mai r6i ghi diém trén dwong cong [hoc hoil].

— Steve Krug,Rocket Surgery Made Easy (tam dich: Phau thuat tén lira that
dé dang)

Uu tién phong van truc tiép.

O phan trudc, t6i dd nhan manh tAm quan trong ctia kha ning tiép xtc truc
ti€p véi nguoi dwgc phong van. Ngoai viéc tiép nhan cac chi dau tir ngén
ngit co thé, toi thay rang viéc gap g0 truc ti€p sé tao cam giac gan giii ma
ban khong thé lam dwgc vGi cac phuwong tién do. Piéu nay rat quan trong
trong viéc xay dung quan hé khach hang.

Bat dau tir nhitng nguwdi phu hgp véi ho so khach hang.

Hay bat dau tir nhitng nguwdi phu hgp véi ho so khach hang muc tiéu cta
ban. Sau d6 st dung ho dé tiép can thém 2-3 cap dé nita, va tim thém nguoi
dé phong van tiv d6. Cach nay khéng chi gitip ban thyc hanh va thoai mai
trién khai kich ban phong van ctia minh, ma d6 con la mét cach hiéu qua dé
c6 dwgc nhitng 10i gidi thiéu nhiét thanh t&i cac khach hang tiém nang khac.

Puva thém nguoi cung di phéng van vdi ban.

Sé rat hitu ich néu cé thém mot ngwdi ngoi cung ban trong qua trinh phong
van dé dam bao khong c6 gi bi bo so6t. Quan trong hon, né gitip ban giit
dwgc muc tiéu hoc hoi cia minh.12

Toi da tién hanh cuéc phéng van van dé dau tién cho CloudFire cling vg
minh. T6i cling da dé nghi c6 ay di cung tbi trong cac cudc phéng van tiép
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theo, diéu nay khong chi gitp t6i két noi tot hon vGi cac ba me khac, ma con
giup toi lién tuc kiém tra thie té trén suot hanh trinh.

Chon mot dia diém trung lap.

T6i thich tién hanh cudc phong van dau tién trong mot quan ca phé dé bau
khong khi thém thodi mai. Phong van tai van phong cua khach hang trién
vong khién cudc phéng van cé cam giac “nhw céng viéc”, giong nhuw mot
cudc chao hang hon — va diéu d6 khong nén. Tuy nhién, toi sé dong y gap
khach hang trién vong & bat ky dia diém nao ma ho chon.

bé nghi du thoi gian cho cudc phdng vdan.

Céac cudc phong van cua t6i thwong kéo dai khodng 20-30 phit ma khong
gay cam giac v0i va. Hay dam bao rang ban xac 1ap ky vong thoi gian hgp ly
tlr tredc va tén trong thoi gian cia nguwdi dwgc phéng van.

Pirng tré tién cho khach hang trién vong hay c6 bat ky mot kiéu dai ngé nao.

Khoéng giong nhw khi kiém tra tinh kha dung, khi ma ngudi tham gia sé nhan
dugc wu dai & mirc chdp nhan duge, & day muc tiéu cda ban la tim nhitng
khach hang sé tra tién cho ban, chit khéng phai nguoc lai.

Trdnh ghi Gm/ghi hinh nguoi tham gia phdng van.

To6i da thit ghi am nhitng nguwdi tham gia phong van & giai doan dau (véi sy
cho phép ctia ho), nhung t6i nhan thay viéc nay lam cho moi ngudi dé y dén
ban than hon — mét vi du khac vé dinh kién ctia ngwdi quan sat. Diéu nay,
cung vdi thuc té 1a toi chwa bao gid thue sy nghe lai cudéc phéng van, khién
n6é khong phai la cong cu dé bat dau doi vai t6i. Trai nghiém cta ban cé thé
khac.

Ghi lai két qua ngay sau cudc phong van.
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Theo t0i, ban nén danh 5 phit ngay sau cudc phéng van dé ghi lai cac két
qua khi suy nghi ctia ban van con twoi méi. Sau do, hay trinh bay van tat cac
két qua nay vGi nguoi khac.

Chuan bi phéng van tir 30-60 nguoi.

Theo quy tac ngoén tay cai, hdy chuan bi tinh than phéng van tir 30-60 nguoi
trong khoang thoi gian tir 4-6 tuan, tifc 1a moi ngay ban sé can ndéi chuyén
v6i khodang 2-3 khach hang, véi mot chiit thoi gian dwoc thiét 1ap cho hoat
dong lap.

Con s6 thyc sy c6 thé thay déi tuy theo cuwong do tin hiéu ma ban nhan
duwgc, con dwong cu thé ma ban st dung dé tiép can khach hang va mo hinh
kinh doanh cua ban. Ban sé biét ban hoan tat khi ban khong con thu dugc
bai hoc md&i mé nao tir cudc phéng van nira. Noi cach khac, khi ban cé thé
dy doan chinh x4ac phan héi cta khach hang truéc nhitng cau hoi dinh tinh
cta ban, giai doan phéng van da xong.

Cdn nhdc thué ngoai tién trinh phong van.

Cho doi 1a nguon gay phi pham 16n nhat trong su6t thdi gian nay — ban cho
doi phan hoi cia moi nguoi, diéu phoi cong viéc theo lich biéu caa ho, du
minh gitta cAc mui gig, v.v... Néu chuan bj tir tredc, ban cé thé tiy nhiém
thanh céng nhiém vu nay cho mot nguwdi khac (nhv mét trg ly do chang
han).

To6i da thue hién giai doan phong van sudn sé bang cach sau day:
e Toi viét tat ca cac e-mail xin duwgc phéng van.
e TGi dé trong lich budi chiéu nham dé dang sap xép lich phéng van vao

thoi gian nay.
e T6i sao chép lai tat ca cac e-mail dé t6i c6 thé can thiép khi can thiét.

https://thuviensach.vn



Tim kiém khach hang trién vong

Ban nén wu tién tim kiém khach hang tiém nang thng qua mot kénh ma ban
sé str dung dé thu hit khach hang twong lai.

Duwdi day la danh sach cac ky thuat ma ban c6 thé st dung dé tim va chiéu
mo nguwoi tham gia phéng van:

Hay bdt dau tir nhitng méi lién lac cGp mét cta ban.

biém dau tién ma ban c6 thé dung dé xuat phat 1a nhitng moi lién hé tryc
tiép dap @ng duwgc cac yéu t6 nhan khau hoc ma ban dat ra cho khach hang
tiém nang ctia minh. Mot s6 ngwoi than trong cho rang cac phan hoi nhan
duwgc tir nhitng moi lién hé than thiét cé thé sé mang dinh kién. T6i thi cho
rang noi chuyén vai bat ky ai cling tot hon la khong néi chuyén véi ai ca.

Dé nghi ho gidi thiéu nguoi mdi.

Buéc tiép theo 1a dé nghi cdc moi lién hé cap mot ctia ban gidi thiéu t6i
nhitng nguwdi dap ng cac yéu cau nhan khau hoc ma ban dat ra cho khach
hang ctia minh. Ban c6 thé thyc hién mot y twdng hay la gii kém mau thong
diép dé dau moi cua ban cé thé cat dan va giti di ma khong tén nhiéu thoi
gian. Dwgi day la vi du vé mot mau thong diép nhuw thé:

Chao [tén nguoi ban],

Hy vong moi chuyén déu 6n vgi anh/chi... T6i c6 mot chuyén nhé mudn nho
anh/chi giup.

To6i mdi c6 mot y twdng san pham va t6i dang tim cach kiém chitng lai vGi
cac nhiép anh gia chup dnh ddm cwéi. Muc tiéu cua t6i la tro chuyén véi cac
nhiép anh gia dia phwong dé hiéu ro hon vé gidi cta ho va danh gia liéu viéc
theo dudi san pham nay cé dang hay khong.
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T6i sé vo cung cam kich néu anh/chi c6 thé giti thong diép nay cho nhitng ai
ma anh/chi biét 1a phu hgp v6i muc tiéu nay.

(Anh/chi cé thé thay doi noi dung mdot chut néu thich.)

Xin chao,

Chuing t6i la mot cong ty phan mém c6 tru sé tai Austin, hién chiing t6i dang
phat trién mot dich vu méi gitp don gian hoa cach cac nhiép anh gia trinh
bay va ban san pham trén mang. Cu thé, ching t6i dang xay dung nhitng
cong cu nhanh hon va t6t hon gitp in anh, lwu trit va ban truc tuyén.

T6i rat mong ban danh 30 phuit gitip ching t6i hiéu luéng cong viéc hién nay
cua ban. Toi khong ban gi, ma chi dang mong nhan dugc 16i khuyen.

Xin cam on.
Ash
Str dung chiéu bai nguoi dia phuong.

Moi nguwoi thuong san long gap g& néu ho tim duge diém chung véi ban. E-
mail trén nhan manh “Austin” & phan ndi dung chinh, va cach nay kha hiéu
qua trong viéc thiét 1ap cudc gdp go v6i cac nhiép anh gia dia phuong.

Tao danh sach e-mail tir trang gidi thiéu.

Néu trang web la mot kénh kha thi cho san pham cta ban, thiét [ap mot trang
gidi thiéu tir s6m la mot cach hay dé tim ngwoi tham gia phong van. Xem
Phu luc dé biét cac budc chi tiét khi tao mot trang gidi thiéu.

Du c6 thé ban khong biét liéu nhitng nguoi tir trang gigi thiéu cé dap ng
dwgc cac yéu cau nhan khau hoc ma ban dat ra cho khach hang muc tiéu cia
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minh khéng, song ho qua that dai dién cho nhitng ngudi dugce tiép dong lyc
dia manh dé hanh dong trén dé xuat gia tri doc dao (UVP) cta ban. Hay tiép
can ho va héi xem ho cé san sang danh 20-30 phit tro chuyén véi ban
khong.

C6 “qua” tdng lai nguoi tham gia phdong van.

Bién cudc phong van thanh mot “cudc phéng van thuce sy” va doi lai bang
mot bai viét, bai dang hodc video trén blog.

St dung cac ky thuat nhw goi dién ngau nhién, e-mail va LinkedIn.

Bi quyét dé c6 duwgc mot khach hang trién vong (du ngau nhién hay hitu y)
dong y tham gia phong van la “nam bat duwgc van dé cia ho”. Ban c6 thé sé
khong lam dugc viéc nay khi ra vé, do la ly do tai sao t6i thwong dwa vao
cac k¥ thuat khac trong danh sach dé thuyc hién mét sé6 cudc phéng van truéc
tien.

Pon phu dau va nhitng ly 1€ phan déi khac (hay tai sao toi khong can
phéng van khach hang)

Xin cho t6i gidi quyét mot s6 ly 1é phan déi phd bién nham vao y tuwéng
phong van khach hang:

“Khach hang khong biét ho muon gi.”

Nhiém vu ctia ban khong phai la dé nghi khach hang dwa ra mot danh sach
cac tinh nang ho mudn c6. Thay vao dé, nhiém vu cda ban la tim hiéu van dée
cta ho va giai quyét chiing bang mot giai phap hap dan.

“Chi néi chuyén v6i 20 ngwoi thoi thi khong c6 y nghia vé mat thong ké.”

Khéi nghiép tic la cho ra doi mot diéu mGi mé va tdo bao. Luc dau, thach
thitc 16n nhat ma ban gap phai sé la 1am sao dé dwgc moi ngwdi chu y.
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Néu c6 10 ngwdi ma ca 10 néi rang ho khong mudn dung san pham cua ban,
thi khi do6 thong tin kha cé y nghia.

— Eric Ries
Khi ban cé thé lam cho 10 nguwdi noi cd, ban & vi thé t6t hon nhiéu.
“Toi chi dwa vao cac thudc do dinh lwgng.”

Mot chién thuat thwong duwoc st dung khac la khoanh tay ngoi im va chi dya
vao cac thudc do dinh lvgng. Ban dau, ban cé thé sé khong cé hoac khong
thé mua du lwgng truy cap. Nhung quan trong hon, sé liéu chi c6 thé cho
ban biét khach truy cdp thuc hién (hay khong thyc hién) hanh dong gi;
ching khong thé no6i cho ban biét tai sao hanh dong dé lai xdy ra. Co6 phai ho
bé trang web cua ban vi bai viét d& té, do hoa xau, gia ca khong phu hgp hay
vi diéu gi do khac? Ban c6 thé thir da cac két hgp khac nhau, hodc ban c6
thé hoi thang khach hang.

“T6i la khach hang ctia chinh minh, vi vay t6i khong can noi chuyén vdi bat
cw ai khac.”

DPai 37signals cha treong xay dyng cac san pham cho chinh minh (gai cho
ngta cta chinh minh) la cach t6t nhat dé xay dwng mot san pham thanh
cong. Mac du day la mot 1gi thé vi ban bat dau véi m6t van dé ma ban cé
kinh nghiém truc tiép, song né khong phdi la ly do dé khong giao tiép vaGi
khach hang. Trudc hét, ban cé thyc sy khach quan vé van dé va gia ca
khong?

Madc du ban cé thé c6 chung van dé véi khach hang tiém nang ctia minh,
song viéc ban dong thdi la mot doanh nhan khai nghiép da tw dong khién
ban khong con da tw cach la khach hang nita. Ngay ca khi nghi rang ban
dang xdy dung san pham cho cac doanh nhan khd&i nghiép khac, nhitng
nguoi chia sé thé gidi quan vaGi ban, ban van phai kiém tra diéu do.
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“Gai cho ngita cua chinh minh” la mét cach hay dé bat dau, nhuwng ban van
can kiém chitng xem van dé xitng dang gidi quyét khéng bang cach néi
chuyén vdi nguoi khac.

“Ban toi nghi day la mot y twdng hay.”

Trudc tién, t6i ting ho viéc noéi chuyén véi ai dé, nhung c6 thé ban khong thu
dwgc bai hoc khach quan tir d6. Gia dinh va ban bé ctia ban c6 thé vé ra mot
btrc tranh mau hong hay khong tuy thudc vao cam nhan ctia ho vé kinh
doanh khd&i nghiép nhw mét nghé nghiép. Thay vao dé, ban hay st dung ban
bé cua ban dé thuc hanh kich ban ma ban viét ra va tim thém nguoi phong
van cach minh vai cap.

“Tai sao phai danh hang tuan no6i chuyén véi khach hang khi téi c6 thé xay
dyng thit gi d6 xong ngay trong cudi tuan?”

“Ra mat sém, ra mat thwong xuyén” la mot cau than chi ma cac nha phat
trién phan mém da nam lay tr vai nam trwéc nhw mot phwong tién dé céd
dwgc phan hoi nhanh hon, nhung bo thdi gian dé xay dwng md6t ban ra mat
“nho nhé” ciling c6 thé la sy phi pham thdi gian.

Thi¢ nhéat, nhitng ban phat hanh “nhé” hau nhuw khong bao gio dua “nho”.
Nhung quan trong hon, ban khong can phai hoan thanh mot gidi phap thi
m&i kiém tra dugc nd. Vang, ding la ban sé can giup khach hang hinh dung
giai phap cua ban, nhung ban khong can dén khoéi ma hodc san pham thuc té
cho diéu d6 — mo6 hinh gia 1ap, nguyén mau, ban phac thao, video va trang
dich c6 thé phu hgp v6i dv dinh nay. Ban phai ty thach thitc minh tim ra giai
phap nho nhét c6 thé dé tang téc do hoc hoi.

“To6i khong can kiém tra van dé, vi n6 da hién nhién ro6i.”

Van dé c6 thé hién nhién vi nhiéu ly do déi khi chinh dang:
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e Ban c6 kién thitc sau rong ttr treéc ve linh vire.

e Ban dang gidi quyét nhitng van dé ma ai cting phai cong nhan, chang
han nhw cai thién doanh thu hoac ty 1é chuyén doi trén trang dich.

» Ban dang giai quyét cac van dé khé nhan nhung ai ciing biét dén, chang
han nhw tim ra phwong phap chita bénh ung thw hodc chéng déi ngheo.

Trong nhitng tredng hop nhw vay, rai ro 16n hon cé thé khong lién quan
dén viéc kiém tra van dé, ma la hiéu van dé — nghia la phan khic khach
hang bi danh hwéng nhiéu nhat (ngwoi don nhan s6m), ho dang giai
quyét nhitng van dé nay nhu thé nao (cac phuwong an giai quyét hién tai)
va nhitng gi ban cung cap ma lai khac biét (UVP).

Ngay ca trong nhitng trwedng hgp nay, téi van khuyén ban nén thye hién
mot s6 cudc phéng van Van dé dé xac minh hiéu biét cia ban va sau do
chuyén sang cac cudc phéng van Giai phap.

“T6i khong thé kiém tra van dé, vi n6 mu mo.”

Ban c6 thé dang xay dung mot san pham khong nham giai quyét van dé — vi
du nhw tro choi dién t&r, mét bo phim ngan hodac mét cuon tiéu thuyét gia
twdng. Toi cho rang tham chi trong nhitng trdng hgp nay van cé nhitng van
de tiém an, du nhitng van dé ay chiu sy chi phoi cia dam mé nhiéu hon la
cta noi kho sé.

Nhu trong tredng hgp trudc, toi dong y rang nhitng diéu nay khong can phai
kiém tra mot cach twong minh. Thay vao do, tredc hét hay danh thoi gian dé
tim hiéu dé6i twgng ctia ban (nguwdi dén nhan sém) va sau do6 tim nhitng cach
thitc nhé hon, nhanh hon dé kiém tra giai phap — vi du: xay dwng doan gidi
thiéu tro choi dién t¥, bd phim ngan hoac cuén sach cta ban.

“Moi ngudi sé an cap y tuwéng cia toi.”

Cac cudc phong van ban dau (va cac trang gidi thiéu) can tap trung hoan
toan vao van deé, ban c6 gang tim hiéu van dé tir nhitng khach hang da gap
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phai chiing. Vi vay, khong c6 gi dé an cap & day.

Chi dén khi thye hién phong van Giai phap, ban mai bat dau tiét 16 gidi phap
cta ban. Dén khi d6, ban da xac dinh duwgc nhitng ngwdi don nhan sém co
nhiéu kha nang sé tra tién cho giai phap ctia ban, thay vi tw xay dung ching.

biéu quan trong khong kém la ban phai nhé rang 1gi thé bén vitng ctia ban
dén tir kha nang hoc hoi nhanh hon, tot hon doéi tha canh tranh hién tai (va
twong lai).

“Moi nguoi sé khong mua do quang cdo.”

Khi ban c6 thé nam bat van dé cua khach hang va giip anh ta hinh dung ra
giai phap kha thi, anh ta sé mua san pham/dich vu cia ban, mién la ban loai
bd cac 1y 1é phan doi khac — vi du bang cach cung cap thoi gian dung thi,
tao diéu kién cho anh ta huy dich vy, v.v...

Vé co ban, toan bo hoat dong ban hang déu nham han ché ri ro.

Vi san pham mdéi nhat cia minh, USERcycle, t6i chi st dung cac cudc
phong van khach hang, cac mé hinh HTML va cac ban m6 phong Illustrator
dé hiéu van deé, xac dinh giai phap va thu hut 100 khach hang dang ky tra
tién trwedc khi bat dau xay dung san pham MVP. Trong Chuong 8, chiing ta
sé ban sau hon vé cach thuc hién viéc nay.

https://thuviensach.vn



Chuong 7
PHONG VAN VAN PE

B

an can hiéu thé gigi quan cia khach hang tredc khi xay dung giadi phap.
Ban can tim hiéu dieu gi

Toan bd cudc phong van Van dé nham xac minh cac gia thiét cia ban xung
quanh cdp “Van dé — Phan khic khéach hang”. Trong cudc phéng van Van
de, cu thé ban dang tim cach gidi quyét cac rui ro sau:

Rui ro san pham: Ban dang giai quyét cai gi? (Van de)
Khéch hang xép hang ba van dé hang dau nhv thé nao?

Rui ro thi trudng: Doi thu canh tranh 1a ai? (Cac phwong an gidi quyét hién
co)

Khach hang hién dang giadi quyét nhitng van dé nay bang cach nao?
Rui ro khach hang: Ai phai chiu kho s&? (Phan khic khach hang)
Day c6 phai la mot phan khiic khach hang kha thi khong?

Kiém tra van de

Muc tiéu dau tién cda ban la do lwdng cach khach hang phan &ng véi nhitng
van dé hang dau. C6 mot s6 cach dé lam viéc nay, do la do lwong phan tng
ctia khach hang ddi véi trang dich tap trung vao van dé,16 bai ding trén blog
hoac quang cao Google/Facebook.
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Mac du cac chién thuat nay gitp ta nhanh chéong do lwong sitc cong hwéng
van dé vadi khach hang, nhung ban van can phai 16i kéo khach hang tich cuye
hon dé hiéu ro nhitng van dé ma ho phai déi mat — dac biét 1a ho da giai
quyét cac van dé ay chua, néu c6 thi bang cach nao. Viéc nay c6 thé thyc
hién thong qua cac ky thuat quan sat khong chinh thitc nhv nhitng ky thuat
duwgc st dung trong phuwong phap luan “Tw duy Thiét ké” va “Thiét ké
hwéng ngudi dung” va/hodc cac ky thuat phong van khach hang c6 cau tric.

Khi c6 mét y twdng san pham méi, t6i thuwong thich bat dau véi mot s6 hoac
tat ca cac k¥ thuat kiém tra/quan sat khong chinh thitc ¢ trén dé nhanh chéng
danh gia phan tng cua khach hang va tiép néi bang mot kich ban Phong van
Khéch hang cau héi c6 cau tric hon, nhu sé dé cap & phan tiép theo.

Néu ban muén tim doc thém vé nhitng ky thuat quan sat khach hang va
phong van nay, to6i khuyén ban nén tim doc:

e The Four Steps to Epiphany (tam dich: Bon budc tién t&i dinh vinh
quang) cua Steve Blank (http://cafepress.com/kandsranch)

e Rapid Contextual Design (tam dich: Thiét ké bdéi canh nhanh) cua
Karen Holtzbaltt, Jessamyn Wendell, va Shelley Wood (Morgan
Kaufmann)

e Human-Centered Design Toolkit (tam dich: BO cong cu thiét ké tap
trung vao con nguoi) cua IDEO (ideo.com)

Nghién cttu tinh huéng
Hieu van de thong qua quan sat

Sau khi ra mat an ban dau tién cua Van hanh tinh gon, t6i danh 2 tiéng mot
tuan tiép ban doc dé ho co6 thé tro chuyén 30 phit mién phi vdi toi, trong
nhitng cudc tro chuyén doé, ho c6 thé hai toi bat ky cau héi nao vé du an khéi
nghiép cta hg. Muc dich cua nhitng cudc goi nay khong phai la dwa ra giai
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phap hodc tham chi thu nhan phan héi vé cudn sach (diéu nay thwong lam
ngwoi goi khong khoi ngac nhién), ma chi don gian la dé hiéu cac doanh
nhan khai nghiép khac ti€p can san pham ctia ho nhw thé nao va ho phai doi
mat vGi nhitng van dé gi. Cac cudc goi nay la cong cu gitp toi xac dinh céac
dang van dé lap lai thwong xuyén, tit d6 dan dén nhiéu bai viét blog hon,
nhiéu hoi thdo hon, cudén sach nay va hai san pham: Mo hinh Tinh gon va
USERCcycle.

Xay dung gia thiét co thé kiém sai
bé két qua phéng van c6 thé dé dang hanh dong theo, ban can phai lam thém
mot budc dé chuyén doi cac gia thiét tir birc vé ctia ban thanh cac gia thiét
c6 thé kiém sai.
Qua trinh nay dwogc minh hoa bang mot vi du.
Nghién ctru tinh hudng

CloudFire

Hinh 7-1 1a m6 hinh ban dau cua t6i, trong d6 cac dau muc da qua kiém tra
déu dugc danh dau.

Doi véi moi dau muc, t6i ap dung cong thirc gia thiét kiém sai dé tao co s&
cho cac thtt nghiém (xem Hinh 7-2).

Gia thiét c6 thé kiém sai = [Hanh dong cu thé c6 kha nang lap] sé [Két qua
mong doi c6 thé do lvong]
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Khi ban thu hit khach hang, c6 mot thyc té€ kha pho bién la ban sé hoc héi
dwgc nhiéu hon nhitng gi ban dy dinh kiém tra. Ching ta sé nam bat kién
thitc bo sung nay (nhu cac bai hoc) va phan anh chiing trén mé hinh & cudi
vong lap.

Tién hanh phéng van Van de

Tiép theo, chiing ta sé tim hiéu mot kich ban phéng van Van deé theo cau tric
dwoc trinh bay trong Hinh 7-3.
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2 phit * Thidt 13p khung canh
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THU THAP THONG TIN NHAN KAl HOC

2 pht * Kiém tra phén khic khach hang

v

TRINH BAY CAU CHUYEN
2 phit * Xéc lap bdi canh vén dé

Vv

XEP HANG VAN BE
4 pht * Kiém tra van dé

v

TiM HIEU THE G101 QUAN COR KRACH HANG
15 phut * Kiém tra vén dé

v

BONG 601
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Hinh 7-3. Kich ban phdng van Vén dé
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Pon tiép (thiét lap khung canh)
(2 phut)
Xac 1ap so lugc khung canh thye hién phong van:

Cam on ban rit nhiéu vi da danh thoi gian néi chuyén véi ching t6i hém
nay.

Chung t6i hién dang phat trién dich vu chia sé hinh dnh va video dugc thiét
ké cho phu huynh. Téi c6 y twéng vé dich vu nay sau khi tré thanh mot phu
huynh va thay vg t6i nan long vdi cac giai phap hién cé.

Nhung treede khi di qua xa, ching t6i muén dam bao cac phu huynh khac
cling gap phdi nhithg van dé nay va xac dinh xem dé c6 phdi la mot san

pham dang xay dung hay khong.

Cudc phong van sé dién ra nhw sau. Toi sé bat dau tir viéc mo6 ta cac van de
chinh ma ching t6i dang gidi quyét, va sau dé t6i sé héi xem ban c6 gap
chung van dé nao khong.

T6i mudn nhan manh rang chiing t6i chwa c6 san pham hoan chinh, va muc
tiéu cua chung toi la hoc hai tw ban chit khong phai ban hay chao hang ban.

Nhu thé c6 dugce khong?
Thu thap thong tin nhan khau hoc (kiém tra phan khiac khach hang)
(2 phut)

Dbat mot s6 cau hoi gidi thiéu dé thu thap cac thong tin nhan khau hoc co ban
ma ban tin rang sé anh hwdng dén cach ban phan khiic va xac dinh nhitng
nguoi don nhan sém:
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Trwdc khi ching t6i trinh bay cac van dé, t6i muon tim hiéu mot chat vé
ban:

e Ban c6 may con r6i?

e Cac chau bao nhiéu tudi?

e Ban c6 chia sé anh trie tuyén khong?

e Ban c6 chia sé video tryc tuyén khong?
e Muc do thuong xuyén?

e Vi ai?

Trinh bay cau chuyén (thiét 1ap bai canh van deé)
(2 phut)
Minh hoa cac van dé hang dau bang mot cau chuyén:

Xin cdm on rat nhiéu. Vay gio toi xin phép ké cho ban nghe vé nhitng van
de ching t6i dang giai quyeét.

Khi chiing t6i cé con, ching t6i thdy minh chup nhiéu dnh hon treeéc va dac
biét 1a quay nhiéu video hon. Chung t6i cling da bat dau nhan dugc nhitng
yéu cau doi cap nhat hinh anh thwdng xuyén (nhw hang tuan chang han) tw
ong ba va céc thanh vién khéac trong gia dinh. Tuy nhién, chiing t6i thay kho
c6 thé chia sé tat ca ndi dung nay thwong xuyén vi qua trinh nay qua tén thoi
gian va doi khi rat kho so.

Chuing t6i phai t6 chitc cac tép tin, thay doi kich c& cua chiing va theo doi
qua trinh tai 1én. Video tham chi con lam ching t6i kho s& hon bagi vi ching
toi thwong phdi chuyén doéi video dau tién (chuyén ma) sang dinh dang than
thién v&i web.

Giong nhu hau hét cac phu huynh khéc, ching t6i cling khong c6 nhiéu thoi
gian ranh nhu trede. Co con khién ching t6i biét tran trong nhitng phut giay
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ranh roi va chiing t6i muon danh nhiéu thoi gian lam nhitng viéc khac.
Trong nhitng diéu trén c6 diéu nao nghe quen vdi ban khong?

Xép hang van deé (kiém tra van de)

(4phnt)

Tuyén bo top van dé tir 1 dén 3 va dé nghi khach hang trién vong cta ban
x€ép hang chuing.

Cu the:
1. Ban c6 thdy minh chup nhiéu anh/video hon truéc day khong?
2. Ban c6 thay qua trinh chia sé anh/video rat kho s& khéng?

3. Ban c¢6 giong nhu hau hét cac phu huynh & ché ban khong c6 nhiéu thoi
gian ranh khong?

Ban c6 bat ky noi khé chiu nao khéc trong viéc chia sé hinh anh va video ma
toi khong dé cap dén khong?
Luuy
Dé tranh cé dinh kién khi xép hang, hay thudng xuyén sap xép lai danh sach
van de.
Tim hiéu thé gi¢i quan cua khach hang (kiém tra van de)
(15phuit)

Dbay la trong tam cta cudc phéng van. Kich ban hay nhéat & day la “khong c6
kich ban nao ca”.

https://thuviensach.vn



Lan lwot di qua tirng van dé. Héi nguwoi dwgc phéng van xem ho dang giai
quyét van dé nay nhu thé nao. Sau d6 ng6i im lang va lang nghe.

Dé ho trinh bay cang chi tiét cang tot. Hay hoi nhitng cau héi theo doi,
nhung ding dan dat ho hodc ¢6 gang thuyét phuc ho vé gia tri cia mot van
de (hodc gii phap).

Ngoai cac phan tng tho ctia ho, hdy danh gia giong diéu va ngon ngit co thé
ctia ho dé hiéu ré hon cach ho danh gia van dé: van dé “phai x ly”, “xt ly
thi tot” hay “khong can”.

Néu ho dwa ra nhitng van dé mdi trong qua trinh, hay kham pha ching theo
cach thic twong ty:

1. Vay, hién tai ban dang chia sé anh va video bang cach nao?
2. Ban c6 thé miéu ta cho ching t6i vé quy trinh cia ban khong?

3. Ban hién dang st dung san pham nao va lan dau tién ban nghe néi vé
chiing la tir dau?

Hay héi bat ky cau hoi theo doi nao dé hiéu quy trinh lam viéc hién tai cta
ho.

Phan nay rat c6 gia tri, vira gitip ban hiéu cac van de, vira gitp ban xac nhan
cach xép hang van dé cta khach hang trién vong. D6i khi moi nguwdi vo tinh
néi doi ban trong khi xép hang van dé, hodc vi ho lich sy hodc ho khong
biét. Hay kiém tra diéu d6 & day. Néu ho tuyén bo mot van de la “phai-giai-
quyét”, nhung ho khong cé bat ky hanh dong tich cyc nao dé giai quyét no,
thi do6 la su thiéu két noi.

Péng goi (Cau dan va dit cau hoi)

(2 phut)
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Chung ta da thyc hién tat cd cac cau hoi lién quan dén gia thiét, nhung ban
van con mot viéc nita dé lam va thém hai cau héi nira dé hoi.

Madc du ban chwa san sang trinh bay chi tiét vé giai phap cta minh, nhung
ban can phdi “tung mo6i cau” dé duy tri sy quan tam. Bai chao hang y twéng
cao sé thyc hién hoan hdo cong viéc nay. N6 khong chi giup giai thich giai
phap cta ban & cap do cao, ma con dé lai mot thong diép dang nhd giup
nguwoi dugc phong van lan truyén thong diép cta ban.

Sau do, ban can phai xin phép ho cho ban theo déi tinh hinh vé sau. Muc
tiéu cua ban la thiét 1ap mot vong lap phan hoi lién tuc véi khach hang trién
vong. Va cubi cung, ban can dé nghi nguoi dugc phéng van gidi thiéu ban
dén cac khach hang tiém nang khac:

Nhu toi da dé cap & phan dau, day chwa phai la san pham hoan thién, nhung
ching t6i dang xdy dyng mot san pham sé don gidn héa cach thirc phu
huynh chia sé hinh anh va video tryc tuyén ctia ho. Cach hay nhat dé mo ta
khai niém nay la “SmugMug ma khong can tai 1én” (thay thé “SmugMug”
bang tén dich vu hién tai ma nguwdi dugce phong van dang dung).

Dva trén nhitng gi ching t6i da néi ngay hom nay, ban c6 san long xem qua
san pham cua chung t6i khi chiing t6i san sang tung ra khong?

Ngoai ra, ching t6i cling dang tim cach phong van nhitng ngwdi nhuw ban.
Ban c6 thé gidi thiéu ching t6i vGi cac phu huynh c6 con nho khac khong?

Ghi lai két qua
(5 phut)

Hay danh 5 phit ngay sau cudc phong van dé ghi lai cac két qua khi ching
van con twdi mdi trong tam tri ban.
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Sé rat hiru ich néu ban dung san mot mau nhu sau dé c6 thé nhanh chéng ghi
lai cau tra 10i cho cac gia thiét ma ban dat ra dé kiém tra.

Nhu t6i dé nghi trudc db, ban nén cé thém cong sy thye hién phong van bat
c khi nao c6 thé dé bao dam cac két qua dwgc khach quan. Moéi nguwdi nén
tw dién mau riéng, sau dé6 mdi ngoi lai thao luan. Khi thao luan, cac ban so
sanh cac ghi chép va dwa ra muc nhap cudi cung vao bat ky hé théng nao
ban st dung dé ghi lai két qua phéng van.
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Luuy

Stt dung mot cong cu nhw Wufoo hodc Google Forms gitip ban khong chi dé
dang nam bat cac két qua, ma con giip ban chay cac bao cdo dé phan tich
két qua sau do.

Ban c6 hiéu van dé khong?

Trong phan nay, toi sé thao luan vé viéc lam thé nao dé hiéu két qua phong
van cda ban, tinh chinh cac kich ban phong van va xac dinh khi nao ban da
lam xong.

Xem lai két qua ctua ban moi tudn.

Tdc do hop ly la néi chuyén véi 10-15 nguwdi mot tuan. Dung thay doi kich
ban trong tuan. Thay vao d6, cudi moi tuan hay tong két lai dé xem xét dgt
phong van tuan do, tong két cac bai hoc ban thu dwgc va thuc hién bat ky
diéu chinh nao cho kich ban.

Ban sé thyc hién cac kiéu diéu chinh tuy thu6c vao loai gia thiét ban dang
th* nghiém va cuwong do tin hiéu ma ban nhan dugc tir nhitng nguoi duoc
phong van. Muc tiéu la diéu chinh kich ban va théng tin nhan khau hoc cta
khach hang trong qua trinh dé ban ngay cang nhan duwgc cac tin hiéu tich cyc
manh mé hon va nhat quan hon trong moi dot tiép theo.

Bdt dau tdp trung vao nhitng nguoi don nhdn sém.

Co gang xac dinh théng tin nhan khau hoc trong cac cau tra 10i tot nhat (tic
la c6 do cong hwdng vGi van dé manh nhat). Twong tw, bdé qua nhitng phan
khuc kém hon.

Tinh chinh lai van de.
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Néu ban nhan dwgc tin hiéu “khong can” manh mé trén bang, hay loai van
de do ra khoi kich ban. Twong tw, néu ban phat hién ra mét van dé “phai-
gidi-quyét” mdi, hdy thém no vao kich ban. Muc tiéu cu6i cung cda ban la
chung cit sdn pham cua ban thanh mét gidi phap “phdi-c6” — mdot dé xuat
gia tri doc dao (UVP).

Thdt sw hiéu cdc phuong dn gidi quyét hién tai.

Hiéu cac phwong an giai quyét hién tai cta nhitng ngwoi don nhan sém la
chia khéa dé xay dung san pham phu hgp. Nhitng ngudi dén nhan sém sé st
dung cac phwong an giai quyét hién tai nhw mot cai neo dé danh gia giai
phap, gia va dinh vi cia ban. Vi du, néu tat ca cac giai phap hién tai déu
mién phi, sdn pham cta ban phai cam két va thuc sy cung cap da gia tri dé
Vot qua thye té trén.

Chti y dén tw ngir ma khdch hang st dung.

Céach hay nhat dé tim tir “khéa” st dung cho UVP ctia ban la lang nghe that
k¥ cach khach hang mé ta luéng céng viéc cua ho.

Xac dinh nhitng con dwong tiém nang gitp ti€p can nhitng nguwdi don nhan
som.

Khi da bat dau hiéu nhitng nguwdi dén nhan sém la ai, hdy xac dinh con
dwong tiép can thém nhiéu nguwdi nhw ho. Ching ta sé bat dau thir nghiém
cac kénh tiép can khach hang trong Chuwong 8.

Pau la cac tiéu chi két thiac phéng van Van de?
Giai doan phéong van Van dé két thic khi ban phong van it nhat 10 nguoi va

két qua la ban:

e C6 thé xac dinh théng tin nhan khau hoc ctia nhitng ngwdi dén nhan
sGm
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e (Co6 van dé can thudc dién phai x ly
e (Co0 thé mo ta cach thitc khach hang hién dang st dung dé giai quyét van
de nay.

Nghién citu tinh huong

CloudFire: Hoc hdi tir qua trinh phong van Van dé

Sau khi tién hanh 15 cudc phong van Van dé vGi cac phu huynh, ching t6i
cam thay minh da hiéu r6 van de.

Dbay la nhitng gi ching toi da hoc dvgc:
Rui ro san pham: Ban dang giai quyét cai gi? (Van de)
Gia thiét

Cac bai phéng van cho thay khé khan khi chia sé cac tap tin la van dé thuoc
dién phai xtt ly.

Bai hoc

Hon 80% nguoi duge phong van bay to sy that vong vdi gidi phap ma ho
hién dang st dung. Ching toi cho rang phan 16n sw that vong xuat hién trong
qua trinh tai 1én nhung ching t6i phat hién mdc du viéc tai 1én nhiéu anh kho
s@ that, song moi nguwdi da thuwe hién mot s6 bién phap nhat dinh, chang han
nhw chon chia sé cung ltic mot vai anh nhat dinh. Khi dwgc hoi liéu ho c6
chia sé nhiéu hon néu qua trinh nay don gian hon khéng, hau hét moi nguoi
déu trd 10i c6 (mot gia thiét mdi can dugce kiém tra).

Chia sé video c6 vé nhw con khon khé hon. Hién tai khong c6 nhiéu phu
huynh chia sé video du ho rat muén. Tré ngai 16n nhat la ho khong biét bat
dau nhw thé nao. Nhiéu nguwoi da thit nhung réi bé cudc sau khi khong thé
chuyén ma video dé xem trén web.
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Ngoai nhitng bai hoc trén, khi lang nghe cac phu huynh mo6 ta luéng cong
viéc hién tai cta ho, ching t6i phat hién ra mot loat nhitng van dé khac,
dwgc thé hién trong lvu d6 cong viéc trong Hinh 7-4.
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Co6 mot van dé noi bat, xuat hién thwong xuyén, doé la néi lo sg mat toan bo
anh va video (hién chi dugc dé trén mdy tinh dé ban) do khéng sao luwu.
Chung t6i bat dau kiém tra van dé nay trong loat cac cudc phong van Van dé
sau do, va né tao dugc sy cong hwédng manh mé vGi nhiéu phu huynh khac.

Rui ro thi trvong: DAi tha canh tranh 1a ai? (Giai phap hién c6)

Gia thiét

Phong van Van dé kiém chitng mot gia thiét ma chuing t6i tin la dang, do la
khach hang dang st dung mot hodc nhiéu gidi phap hién c6 (SmugMug,
Flickr, MobileMe, Facebook, v.v...)

Bai hoc

Khi budc vao phéng van, chiing t6i doan rang hau hét cac phu huynh dang
dung SmugMug hodc Flickr, nhung ching t6i bat ngd khi phat hién thay
60% chi st dung e-mail dé chia sé anh (xem Hinh 7-5).
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Hinh 7-5. Thang fin thu dutic vé cac gidi phap hién od

Khi duge héi nguyén do, cac phu huynh tra 16i day la cach dé dung - diéu
tha vi 13, khong phai cho ho, ma la cho nguwdi xem, dién hinh la cac 6ng cac
ba. Du e-mail cé nhitng quy dinh gigi han vé kich thwéc tap tin dinh kem,
song tat ca moi ngwoi déu biét cach dung e-mail.
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Khach hang cta khach hang cling la khach hang cta ban.
Rui ro khach hang: Ai phai chiu kho s&? (Phan khic khach hang)
Gia thiét

Phéng van Van dé kiém chitng nhém khach hang nay cé ding 1a phan khic
khach hang kha thi nhw niém tin cta ching t6i hay khong.

Bai hoc

80% phu huynh bay té sy that vong v&i cac gidi phap ma ho hién dang st
dung, nhung 60% hién dang chong chiu dwgc véi mot “giai phap mién phi”:
e-mail. Piéu nay dat ra mot thach thitc vi chiing t6i sé can chitng minh gia
tri cia CloudFire tre6c mot giai phdp mién phi. Ngoai ra, ching t6i cling
phat hién thém mot so giadi phap can dugc kiém tra:

Mot luong chia sé don gian hon sé khién cac phu huynh chia sé nhiéu
noi dung (trong do cé video) hon.

Mot qua trinh sao lwu ty dong sé gidi quyét dwge mot diém dau 16n cta
nhiéu phu huynh.

Phu huynh sé tra 49 do-la mot nam cho giai phap nay.
M0 hinh tinh gon cap nhat

Dua trén nhitng bai hoc trén, chiing t6i da cap nhat cac thay déi vao mo hinh
nhuv trinh bay trong Hinh 7-6.

Tiép theo la gi?

Bién nhitng bai hoc trén thanh mot ban demo va tién hanh phéng van Giai
phap.
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Chuong 8
PHONG VAN GIAI PHAP

K

iém tra gidi phap bang mot ban “demo” triwdc khi xay dwng san pham thuyc
té.

Ban can tim hiéu diéu gi?

Khi da nam duwgc danh muc van dé can wu tién va hiéu ré cac giai phap hién
c6, ban da san sang dé xay dung va thir nghiém mot giai phap.

Ban sé bat dau bang cach kiém tra lai bai hoc thu dwgc tir cudc phong van
Van dé, sau do kiém tra cac rui ro bo sung sau day:

Rui ro khach hang: Ai chiu kho s&? (Nhitng ngudi dén nhan sém)
Ban nhan dién nhitng nguwdi dén nhan sém bang cach nao?

Rui ro sdn pham: Ban sé gidi quyét cac van dé nay bang cach nao? (Giai
phap)

DPau la bo tinh nang t6i thiéu can dwgc tung ra?

Rui ro thi truong: M6 hinh dinh gia la gi? (Dong doanh thu)
Khach hang sé tra tién cho giai phap chit?

Ho sé chiu mic gia nao?

Kiém tra san pham
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Muc tiéu chinh la sit dung ban “demo” gitp khach hang hinh dung giai phap
ctia ban va kiém chitng xem no cé giai quyét dugc van dé cua ho khong.

Pa s6 khach hang phat biéu vé van dé thi gidi, nhung hinh dung giai phap lai
kém.

Ttr demo dwgc st dung véi nghia rong, dé chi bat c diéu gi c6 thé dai dién
mot cach hop ly cho giai phap thuc té. Gia dinh & day la viéc xay dung “giai
phap day du” t6n nhiéu thoi gian va c6 thé dan dén lang phi néu giai phap
khong ding hoac c6 nhitng tinh nang khong can thiét. Ban muon xay dung
mot gidi phap vira da (hoac mot thit gi dé twong tw, nhw anh chup man hinh,
mot mau thit nghiém, v.v...) dé ban c6 thé trinh ra tr6c khach hang nham do
lvong phan tng cta ho va xac dinh thém cac yéu cau doi v6i san pham kha
thi toi thiéu (MVP).

Do6i v6i cac san pham phan mém, cac ban mo6 phong va video 1a mot cach
tuyét voi dé “demo” giai phap duw dinh. V&i cac san pham hitu hinh thi ban
c6 thé dwa vao cac ban phac hoa, cAc mo hinh thiét ké mdy tinh ho trg
(CAD), hodc tham chi cac mau thit nghiém nhanh duwgc ché tao bang dat sét
hodc in YD.

Bat ké ban st dung phuwong tién nao cho ban demo, hday ghi nhé nhitng
nguyén tac sau:

Cac ban demo can c6 kha nang thwe hién dugc.

T6i c6 nhiéu ngwdi ban lam & cac studio thiét ké v6i doi ngii dac biét chi dé
xay dung cac ban demo cho nguwoi dung s6m. Nhitng ban demo nay la mot
phan ctia qua trinh ban hang va moi ngwoi rat chu trong, nhung ching
thuong dua trén cac cong nghé (nhuw Flash) von khong cé trong sdn pham
duwgc xay dung cudi cung. Mdc du kha hiéu qua trong viéc ban hang nhung
ching khién cong viéc cta doi trién khai tré nén khé khan — véi nhiéu yéu té
“hao nhoang” d6i khi khong thé téi tao dwgc. Piéu nay dan dén sy thiéu két
noi gitta cai duwgce cam két (chao moi) va san pham cudi cung dwgc cung cap.
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Cac ban demo can trong giéng that.

Toi cling khong thich di dén thai cyc khac khi chi dya vao bd khung hoac
ban phac thdo. Ching cé thé lam nhanh, nhung khach hang khéng may tin
twdng san pham hoan thién, va téi c6 tranh diéu nay.

Bén demo ctia ban cang trong that bao nhiéu, ban sé cang c6 kha nang kiém
tra gidi phap ctia minh mot cach chinh x4c hon bay nhiéu.

Bén demo can tao diéu kién cho viéc lap nhanh.

Co6 thé khi tién hanh phéng van, ban sé nhan dwgc phan hoi hitu ich vé gia
tri st dung nhiéu dén d6 ban sé can nhanh chong tich hgp cac stra d6i va thw
nghiém trong cac cudc phong van tiép theo. Pay la thoi diém ma viéc thué
mot nhom bén ngoai thwe hién phan demo cua ban thue sw cé thé gay hai
néu kha nang 1ap cuaa ban bi chi phéi bai lich trinh cta ho.

Demo can gidm thiéu sy phi pham.

Tao m6t m6 hinh gia lap bang bat ky cong nghé nao khac ngoai cong nghé
cudi cung dé thuc hién san pham sé tao ra sy phi pham. D6i v6i mé hinh gia
1ap cua t6i, mdc du t6i bat dau xay dyng nguyén mau nhanh bang céach st
dung cac ban phac thao trén gidy, Photoshop va Illustrator, song c6 lic toi da
chuyén doi ching thanh HTML/CSS, két qua la khéng cé phi pham nhiéu
trong dai han.

Céac ban demo can dung dit liéu trong that.

Thay vi st dung “di¥ liéu bu nhin” (vi dy, doan van ban lorem ipsum ), hay
dwa ra dit lieu “trong that”, cach nay khong chi giup ban trinh bay trén man
hinh ma con ho trg cau chuyén giai phap cua ban.

Noi dung di truede thiét ké. Thiét ké ma thiéu ndi dung thi khong phai 1a thiét
ké, do chi la trang tri ma thoi.
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— Jeffrey Zeldman, A List Apart (Happy Cog Studios)
Nghién cttu tinh huéng
CloudFire

Trong treong hop cua CloudFire, téi két hgp mdt vai man hinh va xay dung
mot video minh hoa cach nguwdi dung cé thé chia sé 500 bitc dnh tir cac
album hién c6 trong iPhoto va 10 video tir mot thi muc trén may tinh dé ban
trong vong chwa day 2 phut.

Nhu trudc day, c6 cac ky thuat dé nhanh chéng danh gia phan ng ban dau
doi véi giai phap tiém nang — bang cach dang video demo lén trang dich
hoic blog va do twong tac véi né (nhu Dropbox da 1am). O day ciing vay, toi
thich bat dau tir nhitng k¥ thuat nay nhuw la mot bai kiém tra gigi han nhanh,
nhung dwa vao cac cudc phéng van khach hang cé ciu tric hon dé kiém
chitng thong tin.

Nghién ctru tinh hudng
Kiém tra gidi phap bang bai dang blog

Thang 8 nam 2009, t6i xuat ban mot bai dang blog c6 twa dé “T6i ghi chép
lai cac gia thiét cho m6 hinh kinh doanh ctia minh nhuw thé nao”. T6i da lam
theo phuwong phap ctia Steve Blank, nam bat cac gia thiét cho mo hinh kinh
doanh bang cach st dung cac phiéu cong viéc nhw mo ta trong cudn sach
nay, nhung toi gdp kho khan véi viéc cap nhat chung. Tw nhitng cudc trao
doi vdi nhitng ngudi cling dang thwc hanh phwong phap Phat trién Khach
hang, t6i biét rang nhiéu nguwoi khac ciing dang gap phai van de twong tu.

T6i da doc vé Mo hinh Kinh doanh cia Alex Osterwalder ti treéc do, nhung
ban dau t6i lai cho rang phwong phap mo hinh héa nay qua gian don. Khi
thdy mot doanh nhan khdéi nghiép khac, 1a Rob Fitzpatrick tao ra mot bién
thé két hgp phiéu cong viéc cta Steve Blank va mdé hinh cia Alex
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Osterwalder, t6i da dwgc truyén cdm hitng dé tao ra mot bién thé cia riéng
minh. Két qua chinh la M6 hinh Tinh gon ma t6i trinh bay trong bai viét nay.

Bai viét nhanh chéng tré thanh mot trong nhitng bai viét dwgc doc nhiéu
nhat cta t6i. Toi coi day nhw mot chi bao manh mé cho thdy moi ngudi co
thién cam vd&i phwong phap nay, va da lay do6 lam da dé thyc hién mot so
cudc phong van khach hang chinh thitc, gitip kiém chitng hon nita gia tri ca
giai phap. Cuéi cling, t6i da tuyén mot doi ngiilZ (cling thong qua blog cua
minh) gitp t6i xay dyng phién ban tryc tuyén ctia M6 hinh Tinh gon.

Kiém tra mo hinh dinh gia

T6i nhan thdy rang moi ngwoi thwong hiéu sai nguyén tac “hoc héi thay vi
ban hang” cho cdc cudc phéng van khach hang. Vang, muc tiéu cta ban
trong cac cudc phong van khach hang la dé hoc hoi, chit khéng phai dé ban
hang, nhung ban khéng thé hoc héi mot cach c6 hiéu qua khi ban qua mo ho
hodc qua cdi mo.

Ban phai budc vao cudc phong van vdi cac gia thiét r6 rang, c6 thé kiém sai
ma ciing c6 thé sé bi bé gay. Viéc do6 khong sao hét.

Ban du dinh tinh gid nhw thé nao cho sdn pham ctia minh 1a mot gia thiét
nhv vay, nhung cach ban kiém tra n6 lai hoi khac mét chit. Khong giong
nhw gia thiét vé van dé “phai-gidi-quyét”, trong d6 ban c6 gang kham pha
“sw that [c6 hitu] vé hanh vi ctia khach hang” bang cach tham do, dinh gia la
ving “xam” hon nhiéu va can dugc giai quyét true tiép hon.

Pua ra mét con so, thay vi hoi khach hang ho san long tra bao nhiéu

Ban c6 thé twdng twgng Steve Jobs hoi ban san sang trd bao nhiéu cho mat
chiéc iPad trwéc khi n6 ra mat khéng? Nghe that 16 bich, phdi khong?
Nhung rat cé thé mot Itic nao dé ban da tirng héi khach hang vé mot mic gia
“wdc chirng” nao do.
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Cach do da 16i thoi. Hay nghi that k. Khong c6 ly do kinh té hgp 1y nao dé
khach hang dwa ra bat ky diéu gi khac ngoai mét con s6 phéng chirng thap.
Khach hang cé thé thanh that khong biét ho phai trd bao nhiéu, va cau héi
nay chi khién ho cam thay khong thodi mai.

Ban khong thé (va khong nén) thuyét phuc khach hang rang ho c6 mot van
de phai-gidi-quyét, nhung ban lai thuwdng xuyén cé thé (va nén) thuyét phuc
khach hang trd m6t mirc gia “hop ly” cho san pham thwong la cé gia cao hon
ca mic ma ban va khach hang nghi.

L6i suy nghi ma hau hét ching ta c6 trong cac cudc phong van Giai phap la
16i suy nghi “lam sao gidm tré ngai dang ky”. Ching ta mudn tao diéu kién
thuan lgi hét sic c6 thé dé khach hang néi cé va dong y thw san pham, hy
vong rang gia tri ma chuing ta cung cap theo thoi gian sé mang lai cho ching
ta dac quyeén la moi lam an véi khach hang.

Loi ti€p can nay khong chi tri hoan qua trinh kiém chitng vi viéc n6i cé qua
dé dang, ma viéc thiéu di mot “cam két” manh mé tir khach hang con c6 thé
gay hai cho hoat dong hoc tap t6i wu.

Nhiém vu cua ban la tim nhitng ngwoi don nhan sém, cling say mé nhitng
van dé ban dang giai quyét khéng kém gi ban, va néu ban dang tinh phi, thi
do6 sé la nguwoi chiu tra cho ban mic gia hgp ly. Nhu chung ta da ban & trén,
dinh gia khong chi la mot thanh phan cta san pham, ma con gitp xac dinh
phan khic khach hang ma ban mu6n thu htt.

Hay nang, chit dirng ha tré ngai dang ky

Toi biét diéu nay c6 thé phan tric giac cua ban. N6 cling phan tryc gidc cia
toi. Toi da thyc hién mot th nghiém xa hoi trong mot cudc phong van
khach hang (va da 1ap lai nhiéu lan ké tir d6) lam thay do6i quan diém cua toi.
Khi dé, toi vira két thic phan trinh bay gidi phap va kiém chitng rang chiing
toi c6 mot van dé “phai-giai-quyét” that sy va mot giai phap trong tam tay.
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T6i:Vay, hay néi vé gia nhé...
Khach hang: Chung ta cé can phai thuwong thao vé gia ngay khong?

To6i: Bay khong han la thwong thdo. Mac du ching t6i dang dung san pham
nay trong nhém, song ching t6i can chitng minh xem né cé dang san xuat va
tieu thu ¢ bén ngoai khong.

Khéch hang: O, vay thi duoc.
T6i: Vay anh sé trd tién cho san pham nay chi?

Khéch hang: Toi khong biét nita — c6 1€ dau do trong khoidng 15-20 do-la
mot thang.

To6i: Cha, d6 khong phai 1a mic gia ching t6i nghi dén. Chung t6i mudn bat
dau v6i ké hoach 100 db-la/thang. T6i co6 thé hiéu tai sao anh khong mudn
trd nhiéu tién (vi anh chwa thu dwgce gi), va c6 thé trong twong lai ching toi
sé c6 ké hoach mién phi géi co ban hodc wu dai cho nguwdi méi gia nhap.

Hién tai lic nay, chiing t6i dang tim kiém cu thé la 10 [x4c dinh nhitng
ngwoi don nhan sém] rdo rang la cé nhu cau doi vdi [van dé hang daul.
Ching t6i sé lam viéc mat thiét v4i 10 khach hang nay dé kiém chirng [gia
tri ban hang doc nhat (UVP)] trong vong 30-60 ngay, néu khong suon sé,
ching t6i sé hoan tién cho ho.

Anh c6 dé cap rang anh da bé nhiéu gio phat trién moi thang dé xay dung
mot hé thong tw phat trién va van khong hai long véi két qua. San pham nay
cta chung t6i 1a n6 lwc thit ba; 100 d6-la/thang chwa dén hai gio lap trinh
mot thang.

Khéch hang: Bing vay, nghe rat cé ly. Ching t6i muén c6 mat trong danh
sach duogc chon. Toi c6 thé bao vé cho khoan thanh toan 1.200 d6-la mot
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nam. N6 chi 1a mot phan nho so véi so6 tién chiing t6i trd cho céac lap trinh
vién ctia minh. Lam sao dé chuing t6i c6 thé vao danh sach dé?

T6i: Ching t6i van dang hoan thién mot s6 chi tiét san pham, va t6i sé lién
hé véi anh khi chuing t6i san sang.

Khéch hang: Chuing t6i nghiém tic mudén nam trong danh sach khach hang
dau tién. T6i sé chay lén lau va lay s6 séc néu anh muon...

Vay, chuyén gi da xdy ra? Tai sao khach hang déng y thanh toan gap nam
lan so tién ban dau?

Co nhiéu nguyén tac chi phoi diéu nay, va ta cé thé tom lwge nhu sau:
Trao giai

Oren Klaff da thao luan vé ky thuat dong khung nay trong cudn sach cuia
anh, PitchAnything (tam dich: Ban bat ci thit gi). Anh m6 td cach ma nguoi
trinh bay, trong hau hét cac cudc chao ban, déng vai tro ciia mot anh hé mua
vui gifta san chau (day nhitng khach hang). Thay vi c6 gang gay an tuwgng,
hay dinh vi ban than la giai thwong.

St khan hiém

Tuyén bo “10 khach hang” khong phadi 1a chiéu tro Itra mi. Muc tiéu dau tién

cia MVP la hoc héi. T6i mudn c6 10 nguwdi don nhan sém “nhiét tinh tham

gia” ma t6i c6 thé chd y day di, hon 1a 100 ngudi st dung “ngoai ria” 18

Bat neo

Nhu chiing ta da ban & phan truwéc, gia ca la twong doi. Tuy viéc dinh gia, so
sanh v@i “cac giai phap hién tai”, c6 vé hgp ly vdi ban, song khach hang
khong thé ty dong doi chiéu. Ngay ca Steve Jobs ciing st dung nguyén tac
ndy khi 6ng gidi thidu gia cho iPad trong mot hang muc hoan toan mdi. Ong
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khéo 1éo bat neo iPad vao du doan ctia nha phé binh (nhitng nguwoi nay da s
dung netbook lam neo gia) va lam cho iPad trong nhv mot mén haoi.

Sy tu tin

Hau hét moi nguwdi ngai tinh phi cho san pham MVP vi ho cam thdy né qua
“toi thiéu” va tham chi ho con cé thé xau hd vi no. Toéi khong theo 16i suy
nghi nay. Ly do cho viéc kiém tra that k¥ van dé va cat gidam quy mo la xay
dyng san pham “don gian nhat” dé giai quyét van de that sy caa khach hang.
Phéng van Giai phap nhv la AIDA

AIDA la thuat ngl* marketing, dugc viét tat tr chit cai dau cta cac tw
Attention (Chu y), Interest (Lgi ich), Desire (Khao khat) va Action (Hanh
dong), la mot cdu tric dac dung dé xay dung cac cudc phong van Giai phap.
Ban c6 thé thuc hién nhu sau:

Chii y

Thu hut sy chd y caa khach hang bang UVP cda ban — bat nguén tir van dée
sO mot ma ban phat hién dwgc trong cac cudoc phéng van Van de trude do.

Céach hiéu qua nhat dé duwgc chd y t6i la nam bat ding van dé cta khach
hang.

Loi ich

St dung ban demo thé hién cho khach hang thdy ban sé cung cdp UVP nhw
thé nao va tao ra lgi ich ra sao.

Khao khat

Sau do6 no6 lyc hon mot chat. Khi ban giam tr@ ngai dang ky, ban dang tao
diéu kién dé khach hang dé dang gat dau dong y, nhung cach nay khong
chac chan thiac day ban hoc tap hiéu qua. Thay vao do, ban can thu dwgc
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nhitng cam két manh mé tr phia khach hang bang cach kich thich cac khao
khat ctia ho. Cudc trao doi dinh gia ban dau sé tao ra khao khat thong qua sy
khan hiém va trao thudng.

Hanh dong

Tiép nhan cam két bang 10i noi, bang van ban hodc mon tién trad tredc phu
hop v6i san pham cta ban.

N6 khac biét nhw thé nao so véi mot bai chao hang?

Madc du trong cé vé giong chao hang, nhung kiéu dinh khung nay van tap
trung vao viéc hoc hoi.

Bai chao hang c6 xu huwdng 1a mot dé xuat “duge dn ca ngd vé khong”. O
day, ban dan dat véi mot gia thiét ro rang & ting giai doan va do lwong phan
tng cta khach hang. Néu ban khong dién dat dugc cu thé hanh vi mong
muon & tirng giai doan, ban sé phai dirng lai va tham do cac 1y do ky luGng
hon. Vi dy, ban c6 thé dinh vi sai hodc néi chuyén véi phan khic khach
hang khong phu hgp.

Khung AIDA ciing c6 thé ap dung khi thiét ké trang dich twong lai ctia ban
hodc cac tai liéu ban hang khac. Theo thoi gian, ban c6 xu huéng dwa vao
cac yéu t6 khac nhuw bang chitng xa hoi, thwong hiéu, v.v... dé tao ra khao
khat, nhung dirng bao gio danh gia thap sitc manh cuta viéc két hgp cac yéu
t0 gay xuc dong manh mé.

Xay dung nhirng gia thiét co thé kiém sai

Mot lan nita, ban can phai ghi lai cac gia thiét c6 thé kiém sai ma ban du
dinh sé kiém tra trong qua trinh phéng van.

Nghién ctru tinh hudng
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CloudFire

Hinh 8-1 trinh bay m6 hinh ban dau cta ching t6i v6i cac phan kiém tra
dwoc danh dau noi bat.

Hinh 8-2 trinh bay cag s& cho cac thit nghiém cta toi.
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Str dung cdc khdch hang trién vong cii.

Sau cudc phong van Van dé & giai doan trwdc, ban can dugc khach hang
trién vong cho phép tiép tuc theo doi. Néu khach hang trién vong phu hgp
v6i dac diém nhan khau hoc ctia nhitng nguwdi don nhan sém, hay sap xép
mot cudc phong van Giai phap véi ho.
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PHAN TiCH KICH BAN PHONG VAN GIAI PHAP
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GHI LAI KET QUA

Hinh 8-3. Kich ban phdng van Giai phap
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Két hgp vdi cdc khdch hang trién vong mai.

Mot y hay la nén két hop cac khach hang tiém nang mdéi vao moi dgt phong
van dé kiém tra tat ca cac gia thiét bang “tam tri ctia ngwdi méi bat dau”.
Cac cudc phong van tredc day cua ban can mang lai m6t s6 moi gigi thiéu
ma ban c6 thé st dung. Day ciing la thoi gian dé bat dau thir nghiém bat ky
kénh nao khac ma ban xac dinh dwoc trong lan 1ap gan nhat.

Tiép theo, ching ta sé tim hiéu chi tiét mot kich ban phong van Giai phap st
dung cau tric dwgc thé hién trong Hinh 8-3.

Pon tiép (thiét lap khung canh)
(2 phut)
Nhu phan trudc, ban can xac 1ap so lwge khung canh thye hién phong van:

Cam on ban rat nhiéu vi da danh thdoi gian néi chuyén véi chiing t6i hom
nay.

Chung t6i hién dang phat trién dich vu chia sé hinh anh va video dugc thiét
ké cho phu huynh. Té6i c6é y twéng nay sau khi tré thanh mét phu huynh va
nan long vai cac giai phap hién co.

Cuoc phéng van sé dién ra nhu sau. T6i sé bat dau bang cach mo6 ta cac van
de chinh ma chung t6i dang gidi quyét, va sau dé toi sé hoi xem ban cé thay
bat ky van dé nao quen thudc khong. T6i cling muodn gidi thiéu vGi ban ban
demo ban dau cua ng dung.

T6i mudn nhan manh rang chiing t6i chwa c6 san pham hoan chinh, va muc
tiéu cta chung toi la hoc hdi tir ban chit khong phai ban hay chao hang thi
gl.

Nhu thé c6 dugce khong?
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Thu thap thong tin nhan khau hoc (kiém tra phan khic khach hang)
(2 phut)

bat mot s6 cau hoi gidi thiéu dé thu thap cac thong tin nhan khau hoc co ban
ma ban tin rang sé anh hwong dén cach ban phan khic khach hang va xac
dinh nhitng nguwdi don nhan sém. Néu ban da phéng van khach hang tiém
nang nay, ban cé thé bé qua phan nay trtr khi c6 thém cac cau héi ma ban
ma&i kham pha ra keé tir sau lan phéng van gan nhat.

Trudc khi ching t6i trinh bay cac van dé, t6i mudn tim hiéu mét chut vé
ban:

e Ban c6 may con roi?

e Cac chau bao nhiéu tu6i?

e Ban c6 chia sé anh truc tuyén khong?

e Ban c6 chia sé video tryc tuyén khong?
e Mirc do thuong xuyén?

e Véiai?

Trinh bay cau chuyén (thiét 1ap boi canh van deé)
(2 phut)
Nhw phan treede, hdy minh hoa ba van dé hang dau bang mot cau chuyén:

Tuyét voi, xin cdm on ban. Vay gio hay dé toi ké cho ban nghe vé nhitng
van dé chuing toi dang giai quyeét.

Khi chiing t6i c¢6 con, ching t6i thady minh chup nhiéu anh hon trwéc, va dac
biét la ching t6i quay nhiéu video hon. Ching t6i cling bat dau nhan dugc
yéu cau doi cap nhat thwong xuyén (nhw hang tuan chang han) tir ong ba va
cac thanh vién khac trong gia dinh. Tuy nhién, ching t6i thdy khé c6 thé
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chia sé tat ca ndi dung nay thwong xuyén vi qua trinh nay qua toén thoi gian
va doi khi rat kho sé.

Chung t6i phai t6 chitc cac tép tin, thay doi kich c& cua ching va theo doi
qua trinh tai 1én. Video thdm chi con lam ching t6i kho s& hon bagi vi ching
toi thwong phai chuyén doi video (chuyén ma) sang dinh dang than thién v&i
web.

Giong nhu hau hét cac phu huynh khac, ching t6i cling thiéu ngta va khong
c6 nhiéu thoi gian ranh nhw trwdc. Cé con khién chiing t6i tran trong thoi
gian ranh roi va ching t6i mudn danh nhiéu thdi gian lam nhitng viéc khac.

Ban c6 thay bat ky diéu nao ké trén nghe quen khong?

Néu ban khong cam nhan dwoc sy cong huwdng van dé manh mé, ding tiép
tuc cudc phong van Giai phap, thay vao do6 hay st dung kich ban phong van
Van dé dé tim hiéu thém vé cach khach hang trién vong hién dang gidi quyét
van de.

Demo (kiém tra giai phap)
(15phut)
bay la trong tam cda cudc phong van.

bi qua titng van dé va minh hoa cach ban giai quyét van dé bang demo ho
tro.

<P0i vGi moi van dé>
Minh hoa cach ban giai quyét van dé bang demo ho trg.
Dirng lai sau moi van dé va héi xem ho c6 cau hoi nao khong.

<Nhac lai van dé khac>
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Hién tai ng dung trong giong nhu trén. Ching t6i dang c6 gang wu tién
nhitng gi can hoan thién dé tung ra san pham dau tién va muén héi ban thém
vai cau hoi:

e Phan nao cua ban demo phu hgp véi ban nhat?
e Ban c6 thé song ma khong c6 phan nao?
e Ban nghi con thiéu va can b6 sung tinh nang nao khong?

Kiém tra dinh gia (dong doanh thu)
(3phut)
Tim dugc mic gia dang doi hoi nghé thuat hon la khoa hoc.

Mitc gia hgp ly thwong la mic gia ma khach hang chap nhan, va phan khang
doi chut.

Kiém tra gia bang cach st dung “gia khdi diém” ma ban da xac dinh truwéc
dé cho phan khuc khach hang nay.

Ping héi khach hang vé khoang gia wdc chirng. Hay cho khach hang biét
mo hinh gia cua ban (cé hoac khong cé neo) va danh gia phan tng ngay sau
d6. Néu khach hang chap nhan cach dinh gia nay, hay ghi lai xem anh ta
lwdng Iy hay san long chap nhan ngay.

Tiép theo ching ta sé no6i vé gia nhé.
Chung t6i sé tung ra dich vu nay st dung mo hinh thué bao.

Ban sé trad 49 do-la mot nam dé c6 thé chia sé anh va video khéng gidi han
chu?

Péng goi (diit cau hoi)

(2 phut)
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Chuing ta da két thic tat ca cac cau héi lién quan dén gia thiét, nhung ban
van con hai cau hoi nita can dat ra.

Pau tién la xin phép tiép tuc tiép xtc vdi khach hang dé kiém tra dich vu khi
no san sang. Néu c6 thé, hdy c6 gang c6 dwgc mot cam két cu thé, thay vi
cam két bang 15i noi.

Tht hai 1a héi xin cac mdi gidi thiéu t¢i nhitng ngudi ma ban cé thé phong
van.

Xin cam on rat nhiéu vi da danh thoi gian ngay h6m nay cho chiing t6i. Ban

da gitip ching t6i rat nhiéu.

Nhuw t6i da dé cap tir dau, day chwa phai la m6t san pham hoan chinh, nhung
ching t6i sé sGm tung ra san pham. Ban c6é hitng thu dung thtr khi ching t6i
c6 san pham san sang stt dung khong?

Ngoai ra, chiing t6i dang tim kiém nhitng ngudi nhw ban dé phong van. Ban
c6 biét bat ky vi phu huynh nao ma chiing t6i cé thé phong van khong?

Ghi lai két qua
(5phnt)

Hay danh 5 phiit ngay sau cudc phéng van dé ghi lai cac két qua trong khi
chiing van con twoi mdéi trong tam tri ban.

Sé hitu ich néu ban cé san mot mau nhw duwgi day dé c6 thé nhanh chéng ghi
lai phan héi cho cac gia thiét ma ban kiém tra.

Nhu phan tridc, moi ngwdi phong van ty dién vao mau riéng. Sau do, hai
bén thao luan, so sanh cac ghi chép va dwa ra muc nhap cudi cung vao bat
ky hé thong nao ban str dung dé ghi lai két qua phéng van.
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Ban c6 van dé dang giai quyét khong?

Trong phan nay, t6i sé thao luan vé cach dién giai két qua phong van, tinh
chinh kich ban phong van va xac dinh khi nao ban da lam xong.

Xem lai két qua ctia ban mai tuan.
Nhu phan trudce, chi thay doi kich ban sau khi ban c6 mét tuan phéng van.
B6 sung/loai bé cac tinh nang

Néu ban nhan duwgc yéu cau nang cap tinh nang hoac cai tién do kha dung cu
thé, hdy thao luan xem liéu c6 1y do thuyét phuc nao dé tich hgp ching luén
khong. Loai bé cac tinh nang khong can thiét.

Xac nhan céc gia thiét ban dau.

Moi chuyén sé dién ra ding nhw ké hoach néu ban két thic vong lap phong
van Van dé vdi nhitng tin hiéu tich c'c manh mé. Nguoc lai, hdy xem lai gia
thiét ci va diéu chinh chiing cho dén khi ban nhan dugc két qua nhat quan.

Piéu chinh lai cach dinh gia

Néu ban khong gap khang cy nao vé gia, hdy thit nghiém vGi mic gia cao
hon. Xem xét cac giai phap thay thé cua khach hang. Néu giai phap hién tai
cda ho la mién phi, lam thé nao ban c6 thé cung cdp thém gia tri khién ho c6
1y do chinh dang dé tra tién cho giai phap ctia ban?

Mot lan nita, hiy di tim cac mau. Ai la nguyén mau ngwdi don nhan sém va
ho sé chiu mitc gid nao? Ban c6 thé xay dyng mot hoat dong kinh doanh hitu
hiéu & muc gia do khong?

Pau la cac tiéu chi két thiac phéng van Giai phap?

Ban hoan thanh phéng van Giai phap khi ban ty tin rang ban:
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e C6 thé xac dinh duwgc thong tin nhan khau hoc ctia nhitng nguoi don
nhan s6m

e (C6 van dé can thuoc dién phai xt ly

e (0 thé xac dinh nhitng tinh nang toi thiéu can dé gidi quyét van dé nay

e CO6 mitc giad ma khach hang san sang tra

e (6 thé xay duwng mot hoat dong kinh doanh tot xung quanh né (st dung
phép tinh so lugce)

Nghién citu tinh huong

CloudFire: Bai hoc tir phong van Giai phap

Sau khi thyc hién thém 20 cudc phong van Gidi phap khac, day la nhitng bai
hoc chung t6i da thu duoc:

Rui ro khach hang: Ai phai chiu khé s¢? (Ngwoi don nhan sé6m)
Gia thiét

Phong van Giai phap sé kiém chitng cac phu huynh cé con nhoé cé phai la
nhitng nguwoi don nhan sém khong.

Bai hoc

Dua trén nhitng phan héi ban dau, ching t6i quan sat thay rang cac ba me
thwong la ngwoi lam hau hét cong viéc chia sé, va dong luc chia sé cao nhat
la khi ho cé con dau, dong luc nay cling lay sang cac thanh vién khac trong
gia dinh. Ching t6i cling nhan thdy mdt so trwong hop viéc chia sé bat dau
tr@ nén rat mét moi khi tré qua tudi lén 3.

Trong cac cudc phong van sau dé, ching téi c6 thé thu hep dinh nghia cta
minh vé nhitng ngwdi dén nhan sém la “nhitng ba me lan dau cé con dudi 3
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tudi”. Dinh nghia nay rat hitu ich vi né lam cho qua trinh xac dinh va nham
muc tieu vao nhitng nguwdi don nhan sém cua chung toi tré nén don gian hon
nhiéu.

Rui ro san pham: Ban sé gidi quyét cac van dé nay bang cach nao? (Giai
phap)

Gia thiét

Phong van Gidi phap sé kiém chitng bo tinh nang t6i thiéu.

Bai hoc

Bén demo ma chiing toi trinh chiéu da duwgc dén nhan nong nhiét va thé hién
dwgc toc do ciing nhw sw dé dang khi chia sé. Viéc cac tap tin goc dugc sao
Iru nhu 1a mot tdc dung phu cua viéc chia sé qua that danh tring van de.
Mac du nhiéu phu huynh yéu cau tich hgp &ng dung bén thit ba cu thé (dwa
vao iPhoto, Picasa, v.v...), song ho tan thanh vé&i viéc bat dau v6i mo hinh
chia sé theo thw muc. Ly do ching t6i chon bat dau tr dé 1a vi né doi hoi it
cong strc hon (so véi viéc xay dung cac bo tich hgp tuy chinh vao tng dung

cta bén thi ba) va né c6 tinh pho quat (mdy tinh dé ban nao ciing c6 mot hé
thong tap tin).

Rui ro thi truong: Mo hinh dinh gia la gi (Cac dong doanh thu)
Gia thiét

Phéng van Giai phap sé thiic didy cam két bang 10i san sang tra 49 do-
la/nam.

Bai hoc

Nhw dy doadn, cac phu huynh dang st dung “giai phap mién phi” khang cy
mot chut vGi gia, nhung ho thay dwgce gia tri thue sy cia viéc sao lwu cac tép
tin khi chia sé va dong y dung thir. Cac phu huynh da tra tién cho mot dich
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vu khac thi khong c6 van dé gi véi viéc tra tién, mién la ching t6i lam cho
viéc di chuyén noi dung hién c6 cia ho dén CloudFire don gian.

Mo hinh Tinh gon cap nhat

Dua trén dinh nghia ngudi don nhan sém duwoc diéu chinh, chiing t6i da xac
dinh duwgc mot vai kénh tiém nang, nhu thé hién trong Hinh 8-4.

Tiép theo la gi?

St dung bai hoc nay dé xac dinh va xay dung MVP.
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Chuong 9
XAY DUNG BAN RA MAT 1.0

T

hu hep pham vi, rat ngan thdgi gian gitta cac chu ky yéu cau va ra mat san
pham dé ban c6 thé hoc héi nhanh hon.

Phat trién san pham can tré qua trinh hoc héi

Hay bat dau bang cach xem xét ky lwong hon nhitng diém xudt hién cac bai
hoc trong chu ky phét trién san pham dién hinh (xem Hinh 9-1).
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Hogt déng hoc hdi dién ra Hoatding hog b i
phdn ndo  dy chi yéu 8 iy

» Kol » B

Hogt déng hot hdi d déy dién r
Khdng dang k

Hinh 9+1, Chu ky phat tién sén phdm ruyé fhdng

Néu nhw ban chi cé thé hoc hoi mot phan trong giai doan thu thap yéu cau,
thi phan 16n hoat dong hoc héi lai xdy ra sau khi ban ra mat sdn pham. Mac
du xay dung san pham la muc dich cia mét cong ty khdi nghiép, song rat it
bai hoc xuat hién trong qué trinh phét trién va kiém dinh chat lugng. Tuy
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nhién, trong thoi gian d6 ban sé hoc héi duwgc nhitng diéu khac, nhitng bai
hoc dé khong phai la vé khach hang.

Chung ta r6 rang khong thé loai bé qua trinh phat trién va QA, nhung ching
ta c6 thé rat ngan thoi gian chu ky tir giai doan yéu cau dén khi ra mat dé
hoc hoi nhanh hon.

Budc dau tién la quy gian sdn pham MVP xudng con nhitng gi tinh tiy nhat
dé ban c6 thé xay dung san pham nhé nhat co thé.

Quy gian MVP

Mot nguy co khi tién hanh ldp théng qua cac mo hinh giad 1ap trong cudc
phong van Giai phap la ban dé dang thu thap nhiéu thong tin va cudi cling
két thic vé6i nhiéu hon nhitng gi ban can dé xay dung MVP. Dé giam lang
phi va tang toc hoat dong hoc héi, ban can phéi quy gian cac mé hinh gia 1ap
ctia minh dé t4t ca nhitng gi con lai 1a tinh tiy cta san pham: MVP ctia ban.

Quy gidan MVP khong chi giip rit ngan chu trinh phat trién, ma con loai bo
nhitng phién nhiéu khong can thiét lam giam kha nang truyén tai thong diép
ctia san pham.

MVP cta ban can la mét “thi nuwéc s6t” quy gian tuyét voi — c6 dac, manh
mé va giau huong vi.

Ta c6 thé lam nhu sau:

1. Don sach tdm bang.

Pung tw dong gia dinh rang phdi dwa moi tinh ndang vao MVP. Hay bat
dau véi mot tam bang trang tron va c6 1y 1€ xac dang moi khi bo sung
mot tinh nang.

2. Bat dau tr van dé so mot.
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Nhiém vu cia UVP la dwa ra mot 10i hiva thuyét phuc.
Nhiém vu ctia MVP la thue hién 161 hira doé.

Cot tiy cia MVP phai dugce thé hién trong mo hinh gia 1ap giai quyét
van dé s6 mot kia. Hay bat dau twr do.

. Loai bé nhitng diéu c6-thi-tot va khong-can.

T cac cudc phong van Giai phap, ban phai c6 kha nang gan nhan moi
yéu t6 trén mo hinh gia 1ap la “phai-c6”, “co-thi-t6t” hodc “khong-can”.
Hay loai bé ngay nhitng chi tiét khong can, va bo sung nhitng chi tiét
c6-thi-tot vao danh sach cho triv khi n6 la mot dac diém tién quyét cho
mot tinh nang khong thé thiéu.

. Lap lai Budc 3 cho mo hinh gia lap giai quyét van dé so6 hai va s6 ba.
. Xem xét cac yéu cau tinh nang khac cua khach hang.

Khach hang ctia ban c6 thé da nhan manh mot s6 tinh nang can thiét dé
lam cho sdn pham cua ban hoan chinh hoéc c6 thé st dung dwgc — vi du
nhu tich hgp véi Salesforce.com. Tim hiéu nhitng yéu cau nay, va
thém/hodn chiing dya trén cap do nhu cau “phdi-c6”.

. Tinh phi tt* ngay dau, nhwng thu phi vao ngay 30.

Mot diéu tdt yéu doi voi cac san pham ngay nay la phai c6 mot giai
doan dung thtr nao d6. Pay la mot thyc hanh t6t dé tri hoan viéc thu
thap trudc thong tin thé tin dung, gidam trd ngai dang ky va tranh tinh
trang tinh phi khi chwa cé sy dong y ctia khach hang.

Ca hai déu c6 1gi cho ban, gitip ban giam quy m6 hon nita. Ban khong
can phai lo lang vé tai khoan ngwdi ban, cac nha cung cap dich vu dang
ky dinh ky hodc cac ké hoach ho trg da tang cho lan ra mat. Ban sé c6
30 ngay sau khi phat hanh dé thyc hién nhitng viéc nay.

https://thuviensach.vn



7. Tap trung vao hoc hoi, thay vi téi wu.

Toan bd nang lwgng cua ban can phai huéng vao viéc thic day hoc tap.
Toc do la chia khéa. Bung lang phi bat ky n6 lwc nao ¢6 t6i wu hdéa may
chui, ma, co s@ dit liéu, v.v... cho twong lai. Kha nang rit cao la ban sé
khong gdp phai van dé quy mo khi ra mat san pham. Trong treong hgp
hiém hoi ban that sy gap phai van dé (van dé 16n), hau hét cac sy c6 vé
quy mo6 déu cé thé dugc va bang phan citng bo sung, ban c6 thé bién
minh cho diéu nay rang ban can tinh phi cho khach hang — diéu nay sé
giup ban c6 thém thoi gian dé giai quyét van dé hiéu qua hon.

Bat tay vao trién khai lién tuc

Mot ky thuat khac dé rat ngan thoi gian chu ky tr khi thu thap yéu cau dén
khi ra mat san pham la tién hanh qua trinh Trién khai Lién tuc (xem Hinh 9-
2).

Trién khai Lién tuc la phép thuc hanh lién tiép tung ra san pham trong ngay
— theo phuit thay vi theo ngay, tuan hay thang.

Tl » BECH

LIENTUC

Hinh 9:2. Quy trinh Trién khal Lién tye
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Trién khai Lién tuc duwgc xdy dung trén cac ky thuat luéng lién tuc do
Toyota phat trién. Luong lién tuc da dwgc chitng minh la gidp tang san
lwgng nho sap xép lai quy trinh san xudt dé san pham dwgc xay dung hoan
chinh, tirng cai mot, thay vi phuwong phap phan 16 va hang dgi von pho bién
hon.

Muc dich ctia Trién khai lién tuc la loai bo lang phi. Phi pham 1én nhat trong
hoat dong san xuat xay ra tai khau van chuyén san pham tr noi nay dén noi
khac. Phi pham 16n nhat trong san xudt phan mém xay ra trong thoi gian cho
doi phan mém chuyén ttr trang thai nay sang trang thai khac: Cho ma, cho
kiém thw, cho trién khai. Gidm hodc loai bé nhitng giai doan chd doi trén
giip dua dén vong lap nhanh hon, d6 la chia khoa dé thanh cong.

Trong tat ca cac ky thuat Khai nghiép Tinh gon, Trién khai Lién tuc la mot
trong nhitng k¥ thuat gdy tranh cdi nhiéu nhat. Mot trong nhitng lo ngai
thwong duwgc dat ra la chat lwgng: so sanh Trién khai Lién tuc vGi “viét ma
kiéu cao boi”.

Néu dugc thuwe hién mot cach dung dan, Trién khai Lién tuc khong nhitng
khong lam gidm chat lwgng, ma thyc té€ con doi héi nhitng tiéu chuan kiém
tra va giam sat nghiém ngat hon. Trién khai lién tuc khong chi dugc cac
cong ty khéi nghiép nho thyc hién; n6 con duge st dung tai cac cong ty 16n
nhv IMVU (mét trong nhitng nha tién phong sém nhat), Flickr, va Digg.
Tuy nhién, trong tat ca cac vi du, Wealthfront thwong dwgc st dung dé minh
hoa cho viéc van hanh trong mot moi treong coi trong s ménh dich thyc —
trién khai hon mot t4 lwgt ra mat mét ngay trong mot trwong SEC quy dinh
nghiém ngat.

Cac cong ty nay phuc vu hang triéu nguoi dung moi ngay va da xay dung
cac hé thong Trién khai Lién tuc phirc tap dé dam bdo tiéu chuan chat luvgng
cao.
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Moi quan ngai th hai la viéc xay dwng mot hé thong nhw Trién khai Lién
tuc 1a mot cong viéc do sd va nang né. Nhung nhitng hé thdng nay dugc xay
dung trong khoang thoi gian mot nam. Qua trinh trién khai lién tuc la mot
vong lap phan hoi phuc vu cho hoat dong hoc héi va cdi tién lién tuc, rat hitu
ich khi ta bat dau tir quy mo nho va la 1y do tai sao toi lai dé cap dén né ldc
nay.

Bay gio chinh la thoi diém hoan hdo dé dat nén tang va thuwc hanh Trién khai
Lién tuc — trong khi ban khong c6 khach hang, khong cé nhiéu khoi ma hoac
may chu dé lo lang. Mac du Trién khai Lién tuc sé khong giup ban tung ra
MVP nhanh hon, song bat dau véi mét hé thong co ban sé khong lam ban
cham lai va sé gitp dat nén méng cho viéc tang toc cac vong lap trong twong
lai sau khi ban phat hanh san pham.

Ciing can phdi chi ra rang mdc du Trién khai Lién tuc dwa ma vao san xuat
theo 16 nhé, ma nay khong bat budc phai séng dong doi v6i ngwoi dung cia
ban. C6 su khac biét giita “ra mat phan mém” va “ra mat marketing”.

Xac dinh luong kich hoat

Sau khi rit ra dugc danh sach cac tinh nang, ban da san sang dé bat dau xac
dinh luéng kich hoat.

Luong kich hoat m6 ta con dwong ma khach hang sé di tiw ché dang ky sw
dung dich vu dén cho c6 dugce trai nghiém hai long dau tién.

Giai phau luong kich hoat

Luong kich hoat 1a m6t phéu con dwgce hgp thanh tir cdc buwdc trinh bay
trong Hinh 9-3.
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KICH HOAT

PHEU CON v

Toi bat dau nhu the nao?

Vi dy nh tai ve, cai dat tao
thu vién dnh dau bén, vy.

Tdi o0 duge UVP chua?

Hinh 9-3. Ludng kich hoat
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Mac du muc tiéu cudi cung cua luéng kich hoat 1a lam cho khach hang trai
nghiém UVP nhanh nhat c6 thé, song hau nhw moi sy c6 sau khi ban tung ra
san pham déu xay ra & day.

Vi vay, diéu quan trong hon la xay dung luong kich hoat sao cho kién tric
ctia n6 wu tién hoc hoi thay vi t6i wu hoa.

Ban c6 thé bao dam viéc nay bang nhitng cach sau:
Gidm trd ngai dang ky, nhung khong phai bang cai gia hoc hai.

Mot thyre hanh tot 1a gitt cho mau dang ky ngan gon va chi thu thdp nhitng
thong tin ban that sw can. Tuy nhién, dirng ngai dé nghi khach hang cung cap
cac thong tin lién lac quan trong (nhw dia chi e-mail). (Xem bai doc bo trg
“Kénh ho trg khach hang: CloudFire” dé tim hiéu thém vé van dé nay.)

Cac mau thu thap thong tin nam cudi danh sach van dé cta ching toi.
— Joshua Porter, Bokardo (Bokardo.com)
Giam so6 budc dang ky, nhung khong phai bang cai gia hoc hoi.

Nguyén tac xay dung kién tric wu tién hoc hoéi thay vi toi wu hoa trén ciling
ap dung cho s6 lugng cac budce trong luong kich hoat. Mac du gidm s6 buwéc
la viéc quan trong, nhung diéu quan trong hon nita la tach riéng cac buéc
quan trong dé ban c6 thé xtr ly ngay tai diém moi nguwdi bo di khi sy c6 xuat
hién. (Xem bai doc bo trg, “Tranh t6i wu héa qua sém: Posterous [Nén tang
viét Blog],” dé tim hiéu thém vé van dé nay.)

Cung cap UVP

Mot luéng kich hoat tot can thuc hién dugce 10i hita & trang dich. Khi ban
phac thao luong kich hoat, hay dam bao né thé hién UVP ctia ban — t6t hon
la trong mot lan tham. Ban chi c6 mot co hdi dé tao an twong dau tién tot
dep.

https://thuviensach.vn



Hay san sang khi s c6 xuat hién

Khac phuc sy c6 ngay lap titc va cung cap nhiéu cach thitc khac nhau dé
khach hang tim dén nho ho trg: e-mail, mot s6 dién thoai dwong day nong 1-
800, v.v...

Co6 kénh ho trg khach hang: CloudFire

CloudFire 1a ttng dung c6 thé tai xuéng danh cho may tinh dé ban, va nham
don gian hoa qua trinh dang ky, ching t6i da dat mot nat Tai xudng don
gian trén trang chd va huiy bé bwdc tao tai khoan cho phan sau cai dat.

Phén tich ctia ching t6i cho thidy cé sw khac biét rat 16n gitta so lwot tai
xuong va so lwgng dang ky. Ching t6i biét chung t6i mat khach trong qua
trinh cai dat nhung khong biét nguyén do tai sao. Ban dau, ching t6i thw
trién khai mot so gia thiét (dw doan t6t nhat), nhw giam cd tap tin cai dat, ho
trg cai dat tryc tuyén, v.v..., nhitng gia thiét nay ton vai tuan dé trién khai
nhung lai khong tao dugce bién chuyén dang ké nao. Sau d6 ching to6i
chuyén qua man hinh dang ky va bat dau héi xin dia chi e-mail truéc buéc
tai ve.

Mac du viéc nay khong khac phuc dwgc van dé kich hoat, song né cho phép
ching t6i xac dinh dwgc nhitng nguwdi diung gap phai van dé va tiép can ho.
Mot vai nguoi héi dap, nho do6 ching té6i nhanh chong phat hién ra mot s
van dé trong yéu ma ching t6i khéng hay biét tredc do, va dé la chia khéa
dé giai quyét ty 1é kich hoat thap.

Tranh t6i wu héa qua sém: Posterous (nén tang blog)

Ve viéc tach cac buédc quan trong, mot vi du cuwc doan xudt hién ngay trong
dau t6i la trang dich trén trang web Posterous khi méi ra mat. Thay vi yéu
cau ban dang ky tai khoan, trang nay lai yéu cau ban gtti cho ho mot e-mail
v6i thong diép la ndi dung bai blog dau tién cua ban (xem Hinh 9-4). Mac
du day la mot y twéng mdéi mé, nhwng vé co ban ho dang yéu cau ban “bé”
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trang dich cia ho dé gwri e-mail, cach nay coi nguwdi dung kich hoat hét nhw
mot khach tham khong hitng thd. Luong kich hoat nay, mac du dwoc t6i wu
héa cao do, song lai cung cap rat it co hoi hoc héi khi c6 van dé xay ra.
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Hinh 9-4. Anh chup man hinh Posterous
Xay dung mot trang web marketing
Muc dich cta trang web marketing rat don gidn: dé ban san pham .

Trang web ctia ban c6 vai tro quan trong trong viéc diéu khién bé kich hoat
thu hut trong vong doi khach hang.

Thu hiat mé td quang dudng khach hang tir cho 1a khach vo tinh ghé tham
website t6i cho trd thanh mot khach hang trién vong cé hing thi vdi san
pham.

Giai phau trang web marketing

Vé co ban, thu hit 1a mot phéu con (xem Hinh 9-5).
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PHEU CON {

UVP (Trang dich) | Taisao ti cén quan tim?

Trang khac (Gidi thiéu o
s4n phdm, Vé chung toi) | 1y cho toibiet thém

Dinhgia |  Nocogid bao nhiéu?

Hinh 9-5. Phéu con thu ht
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Theo nguyén tac kién tric wu tién hoc hoéi thay vi t6i wu hoa, t6i khuyén ban
nén bat dau ttr cac trang c6 tirng bude ro rang. Moi trang phai c6 mot 161 kéu
goi hanh dong chinh va 10i kéu goi hanh dong phu. Loi kéu goi hanh dong
chinh cuaa t6i hwéng khach truy cap vao trang gia (muc tiéu con cua hoat
dong thu huat), trong khi 10i kéu goi hanh dong phu cda téi cung cdp mot
dwong lién két dé khach tham c6 thé tiép can nhiéu thong tin hon (vi du nhw
trang gidi thiéu san pham).

Trang dich 1a trang kho nhat. Nhiém vu cda trang dich 1a tan thwéng san
pham cuda ban tredc mot khach tham vo tinh trong khong qua 8 gidy. Ching
ta sé phan tich so lwgc cac yéu té cia mot trang dich tot, nhung trude hét, toi
sé liét ké mot vai trang khac ma ban cé thé dwa vao:

Trang Veé chung t6i

Trong khi nhiém vu cua trang dich la cung cdp cho khach tham mét ly do
thuyét phuc dé mua san pham, thi nhiém vu cua trang Vé ching toi la cung
cap mot ly do thuyét phuc dé mua san pham tr cong ty cta ban. Pay la co
h6i dé mang dén cho san pham ctia ban mot dién mao, ké mét cau chuyén va
két n6i vai khach hang.

Trang Diéu khodn dich vu va chinh sach bao mat

Ca hai trang nay déu la cac yéu cau co ban khi ban cung cap dich vu trén
web. Chiing ciing mang tinh chuan tac twong doi, v4i nhiéu vi du va c6 san
trén mang dé ban hoc tap theo. Can lwu y rang cac trang Diéu khodn Dich vu
va Chinh sach Bdo mat cé thé gy ra cac van dé vé phap ly néu ching khong
day du. Hay danh dua thoi gian nghién cttu phan nay cda trang web dé dam
bdo ban dang dwa vao cac m6 hinh t6t. Néu con diéu gi nghi hodc, hay xin
10i khuyén ctia nhitng nguwdi cé6 chuyén mon, tham quyén.

Trang Gidi thiéu san pham (video/dnh chup man hinh)

https://thuviensach.vn



T6i thwong tri hoan dwa vao trang nay va chi bat dau véi trang dich. Tuy
nhién, néu khach hang cua ban thién vé phan tich hodc nghién cttu, ban c6
thé can cung cdp mot trang riéng v4i nhiéu chi tiét, thong so6 ky thuat, v.v ...

Phan tich trang dich

Mac du trang dich c6 nhiém vu 16n lao la lam sao két noi that nhanh véi
khach truy cap trang web, song c6 mot s6 yéu t6 co ban lam nén mot trang
dich thanh cong, nhuv dugc liét ké & day va trinh bay trong Hinh 9-6:
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bang UVP tinh chinh md&i nhét cia ban 1én trang nay. Pay la yéu t6 quan
trong nhat cta trang.

Hinh dnh trvc quan bé tro

Bo6 trg cho UVP bang cac cong cu ho trg trirc quan tao duge sw cong hudng
manh mé véi khan gia muc tiéu. Phuwong tién thuyc té c6 thé 1a hinh anh, anh
chup man hinh hoac video, tuy thuoc vao doi twgng khan gia cu thé ctaa ban.

Mot loi kéu goi hanh dong ré rang

MOoi trang can c6 mot 16i kéu goi hanh dong ro rang. Loi kéu goi hanh dong
can noi bat va xac 1ap mot ky vong r6 rang lién quan dén nhitng gi sé xdy ra
ti€p theo.

Moi khdn gid tim hiéu thém

Mot s6 khach truy cap c6 thé can thém thong tin treedc khi dugce thuyét phuc.
Hay cung cap cac lién két bo sung cho Trang Gidi thiéu san pham (néu cg),
hodc cung cap s6 tong dai 1-800.

Trang dich dwgc thé hién trong Hinh 9-6 con thiéu mot thanh phan quan
trong:

Bdng chitng xd hoi

Yéu t6 bang chitng xa hoi gitp nang cao uy tin ctia ban va sy tin twéng cia
khach hang. Ching thwong duwoc cung cap théng qua cac 161 chitng nhan cta
khach hang. Ching vang mat trong trang dich Hinh 9-6 vi ban chwa c6
nhitng 101 chitng nhan nay va sé nhan dugc ching sau t nhitng nguoi don
nhan sém.
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Chuong 10
SAN SANG PO LUONG

B

an khong chi can kha nang thé hién tric quan vong doi ctia khach hang ma
con can ca kha nang do lwong né.

Nhu cau déi véi nhitng thuwéc do hanh dong!?

Mac du dia hinh treeéce khi tim dwgce diém hoa hgp san pham/thi treong day
nhitng bai hoc dinh tinh, song ban van can céac s6 liéu hanh dong dé c6 thé
thé hién trec quan va do vong doi ctia khach hang.

Muc tiéu trede khi tim dugc diém hoa hgp san pham/thi trwong khong tap
trung nhiéu vao viéc toi wu hoa dé bdo ddm qua trinh chuyén do6i, ma hoan
toan xoay quanh viéc xac dinh nhanh chéng va khac phuc cac diém néng
trong vong doi cua khach hang.

Dbén ldac nay, ban da thyc hién nhiéu quyét dinh vé san pham dwa trén chia sé
cta khach hang. Gio 1a Iic ban can bat dau do lwong nhitng viéc ho lam.

Thé nao la mét thwéc do hanh dong?

Mot thuée do hanh dong la thuwéc do gan nhitng hanh dong lap lai cu thé véi
cac két qua quan sat duogc.

Nguoc lai cac thuwée do hanh dong la thuwéc do phu phiém (nhw lwot truy cap
trang web hodc s6 lwgng tai xudng); chi ghi lai trang thai hién tai ctia san
pham, chtt khéng cung cdp théng tin chi tiét cho biét ban da dén dwgc dé
bang cach nao hodc ban phdi lam gi tiép theo.
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La co canh bao c6 thé ban dang nam trong tay mot thuwéc do phu phiém la
khi cac con s6 khong di dén dau, nhung thang nao ciing di 1én va tién vé bén
phai. N6i cach khac, nhitng chi s6 nhuw lwot truy cap trang web hoac lugt tai
xuong la cac yéu t6 cua phéu con tao nén s6 liéu vi mo6 16n hon c6 y nghia,
chang han nhu s6 lwgng thu hit va kich hoat.

Van dé khong phai la cai ban do lwong ma la cach ban do lwong.

Hiéu sy khac biét gitta thwdc do phu phiém va thuwéc do vi mé 1a budc dau
tién can thuc hién. Dé thwdc do cua ban trd thanh thuwdc do hanh dong, ban
phai lam cho ching c6 thé tiép can (thong qua cac bdo cdo don gian) va c6
thé kiém toan (bang cach truy lai cac con so).

C6 3 chit A & cac thwdc do: Actionable (c6 thé hanh dong), Accessible (c6
thé tiép can) va Auditable (c6 thé kiém toan).

— Eric Ries.

Toi sé di vao chi tiét vé cach thyc hién trong nhitng phan tiép theo, sau do6
t0i sé trinh bay cac buwdc xay dung bang diéu khién chuyén doi.

Thuéc do trudc nhat la con nguoi

Eric Ries da pho bién thong diép “thwdc do cling 1a con ngwdi” véi muc dich
lam cho thwdc do cia ban cé thé kiém toan duwgc, nhung t6i khong tin rang
no da di du xa.

Mac du t6i cue ky ung ho viéc xay dung van héa huwéng t6i s6 liéu, nhung
viéc xday dung mot san pham tuyét voi khong chi dirng lai & cac con so.
Trudc hét, ban phai c6 kha nang ti€p can nhitng con ngudi an sau cac con s6
do .

Béang diéu khién chuyén doi ly twédng sé c6 nira phan la phan tich va nira
phan la quan ly m6i quan hé véi khach hang.
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Ly do nhv sau:
Cdc thuéc do khong thé gidi thich cho chinh chiing.

Khi ban md&i ra mat san pham hodc tinh ndang méi, c6 rat nhiéu thi¢ c6 thé va
sé di chéch hwéng. Cac thudc do giip ban xac dinh diém chéch huwéng,
nhung khong thé cho ban biét ly do tai sao. Ban can noéi chuyén véi moi
nguwoi dé tim hiéu diéu do.

DPirng mong doi nguoi dung sé tim dén ban.

Khi ngudi dung mdi st dung san pham, ho van chwa tin twdng vao giai phap
cta ban. Ho thwong bat dau tir hitng thi nhwng hay hoai nghi, va dong Iuc
cta ho tan di nhanh chéng khi sai so6t xuat hién. N6i cach khac, ban khong
thé mong doi ngwoi dung giri ngay ban bao cao 16i hodc nhac dién thoai 1én
va goi cho ban khi ho can trg gitp. Ho c6 thé lam thé, nhung kha nang 16n
hon la ho sé tir bo san pham cta ban. Ganh nang cta viéc xac dinh nhanh
cac van deé va lién hé véi ngudi dung la cia ban.

Khéng phdi tdt cd cdc thudc do déu nhw nhau.

Cho dén ldc nay, ban da chon loc rat ky nhitng nguwdi ma ban phong van.
Khi ban ra mat sdn pham, ban sé khong thé kiém soat ai st dung san pham.
Bén canh nhitng ngudi don nhan sém la nhom muc tiéu caa ban, trang web
cta ban, c6 thé cac bot, nhitng ngudi di ngang t6 mo va tham chi ca nhitng
khach hang muc tiéu chwa duge kham pha ghé tham. Néu chi nhin vao cac
con s0, ban sé nhan dwgc mét hiéu wng trung binh c6 thé 1éch manh néu ban
chwa c6 nhiéu lvu lwgng truy cap (hodc lwu lwgng truy cap diung). Ban can
mot cach phan chia thuéc do thanh nhitng nhom khac nhau.

Bao cao pheu don gian la khong da

Béo cao phéu la mot cong cu phan tich manh mé. N6 dé hiéu va thyc hién
tot cong viéc mo ta triic quan mot bang diéu khién chuyén doi. Tuy nhién,
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hau hét cac kiéu trién khai bado cdo phu ctia bén thit ba phu hop véi viéc theo
doi cac phéu vi mo hon, nhw chuyén do6i ¢ trang dich, thay vi cac phéu cap
vi m6, nhw vong doi khach hang.

Mot dac trung cta cac phéu vi cap la sy kién c6 vong doi ngan, thuong duwgc
do bang phtit, trong khi dac trung ctia cac phéu ¢ cap vi mo la cac s kién cé
vong doi dai, thwong dugc do bang ngay hodc thang.

Béo cao phéu don gian cho phép ban chi dinh mot khodng thoi gian bao cao
ma & do so6 lan dién ra cac s kién quan trong sé dugc dém va hién thi. Cach
tiép can nay khong hiéu qud khi khodng thdi gian gitta cac sy kién nam
ngoai thoi ky bao cao.

Dé minh hoa cho nhitng van dé nay, chiing ta hay xem xét vi du cho mét san
pham c6 thé tai ve, st dung mot ky dung thit ) € ngay.

Hinh 10-1 minh hoa mdt bao cdo phéu dién hinh.
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Trong Hinh 10-1, cac sy kién “thu hut” va “kich hoat” la cac sy kién vong
doi ngan, trong khi sy kién “doanh thu” 1a mét sy kién c6 vong doi dai.

Dbiéu nay dat ra cac van dé sau day:
Ty 1é chuyén déi khong chinh xdc

Nhitng con s6 dugc bao cado cho sy kién doanh thu c6 nhiéu kha nang bao
gom cac giao dich mua dwgc thue hién trong thang 5 va loai trit nhitng giao
dich mua hang dwgc thue hién trong thang 7, lam 1éch ty 1é chuyén doi tong
thé.

Xt ly bién dong luu lwong

Tinh trang l1éch so liéu nay cang thém tram trong badi bat ky bién dong nao
trong lru lwong truy cap. Néu lwgng dang ky giam trong thang 7, ty Ié
chuyén dbéi cta ban cé vé sé tot nhung thue té€ c6 thé khong phai vay.

Do luwong sv tién trién (hodc khong tién trién)

Mot van dé khac véi loai bdo cdo nay la san pham cua ban ciling thay doéi
lién tuc. That kho, néu khong phai la hoan toan khong thé, truy két qua quan
sat dugc (bat ké la tot hay xau) veé lai hanh dong ma ban da thyc hién trong
qua khit, chang han nhv tung ra mot tinh nang mai.

Phan phéu

Theo thoi gian, ban c6 thé tién hanh kiém tra phan tach hodc can phan phéu
dé tach khach hang ra thanh cac nhém khac nhau. Ban khong thé lam thé véi
béo céo phéu don gian.

Hay néi Xin chao véi doan hé

Vi vay, mdc du phéu la mot cong cu trire quan hoa tuyét voi, song chi cac
phéu khong thi khong da. Cau tra 10i 1a phéi ghép phéu véi cac doan hé.
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Phan tich doan hé rat pho bién trong nganh y, trong nganh nay, phan tich
doan hé dugc st dung dé nghién cttu nhitng hé qua lau dai ctia thudc va vac-
Xin.

Doan hé la mot nhom nhitng nguwdi c6 dac diém chung hoac kinh nghiém
chung trong mot giai doan cu thé (vi dy, thoi gian ra doi, dugc tiép xic véi
mot loai thudc hoac vac-xin nhat dinh). Nhw vy, mot nhém nhitng nguoi
sinh ra vao mét ngay hay mot giai doan cu thé, chang han nam Y4 £¢A, sé hinh
thanh nén doan hé thoi diém sinh. Nhom so sanh c6 thé la nhom dan so
chung ma doan hé dugc rit ra tir do, hodc cé thé 1a mot doan hé khac dugc
cho 1a it hodc khéng tiép xtc vdi chat dang nghién citu, con lai cac dac diém
khac thi twong tw. Ngoai ra, nhitng nhom nhé trong doan hé ciling cé thé
dugce dem ra so sanh véi nhau. 29

Chung ta c6 thé ap dung khai niém doan hé hodac nhém nhu trén cho nguoi
dung va theo déi vong doi cua ho theo thdi gian. P6i véi muc dich cua
ching ta, mot doan hé la bat ky thudc tinh nao cé thé quy cho ngudi dung.
Doan hé pho bién nhat l1a “ngay tham gia,” nhung nhu ching ta sé thay, doan
hé cling c6 thé chia ra thanh “kiéu ké hoach,” “hé diéu hanh,” gigi tinh”,

V.V...

Hay xem cac bao cdo doan hé khac phuc nhitng thiéu sét ctia bdo cao phéu
gian don nhw thé nao.

Béo cdo doan hé hang tuan (theo ngay tham gia) trong Hinh 10-3 dwgc tao
ra tit cing mat dit liéu vai bao cdo phéu don gian & phan trudce (t6i sé trinh
bay lai bdo céo phéu nay trong Hinh 10-2 dé tién so sanh).
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Hinh 10-3. Bdo cdo doan hé tuan(Theo ngay tham gia)

Ban sé nhan thdy ngay rang mac du con s6 chuyén doi mua va kich hoat gan
nhw nhau, song ty 1é chuyén déi doanh thu rat khac.

Do6i pho vdi tinh trang bién dong lwu lvgng

Vi tat ca cac sy kién déu dugc gan trd lai véi nguwoi dung da tao ra ching,
nén cac bao cdo doan hé cé thé theo ddi chinh xac bién dong trong lvu lwgng
truy cap.

Do lwong sy tién trién (hoac khong tién trién)

Tuy nhién, quan trong hon, bdo cdo doan hé hang tuan néu bat nhitng thay
do6i quan trong trong so liéu, ma sau do ta cé thé gan ching tré lai vdi cac
hoat dong cu thé dugc thyc hién trong tuan do.

Phan phéu

Vi bao cdo doan hé von duge xdy dung quanh viéc phan nhom nguwdi dung,
nén ching c6 thé dugc st dung dé phan phéu theo chiéu doc quanh bat ky
thudc tinh nao ma ban dang theo doi.

Cach xay dung bang dieu khién chuyén doi

Co rat nhiéu san pham phan tich bén thi ba trén thi trwong. T6i bat dau véi
Google Analytics, KISSmetrics va Mixpanel. Moi cong cu déu cé nhitng wu
— nhuge diém riéng, nhung tiéc la toi chwa tim ra giai phap phan tich duy
nhét dap trng dugc tat ca cdc nhu cau ma toi da vach ra lic dau.2L

Thay vi trinh bay cac chi tiét cu thé titng cong cu, toi s€ gidi thiéu cach t6i
xdy dung bang diéu khién chuyén doi tit goc dé chitc nang trong phan Phu
luc.
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Chuong 11
PHONG VAN MVP

T

rde khi ban san pham kha thi téi thiéu (MVP) cho ngudi la thong qua kénh
phan phéi (vi du: trang web marketing), hay ban truwc ti€p cho nguwdi don
nhan sém. Hoc hoi tit ho. Sau do tinh chinh thiét ké, dinh vi va gia dé tung
san pham ra thi treong.

Ban can tim hiéu diéu gi?

V@i san pham MVP, trang web marketing va bang diéu khién chuyén doéi
déu hoat dong t6t, ban da san sang dén tham cac khach hang trién vong cua
minh mot chuyén. Muc tiéu cuia ban la thuyét phuc ho dang ky st dung dich
vy, va trong qua trinh dé kiém tra cach ban truyén thong diép, dinh gia va
luong kich hoat.

Néu ban khong thé chuyén d6i mot khach hang trién vong nhiét thanh trong
mot cudc phéng van tryc tiép dai 20 phut, viéc chuyén déi mot khach tham
trong chuwa day 8 gidy trén trang dich cua ban sé kho khan hon nhiéu.

Trong cudc phong van MVP, cu thé ban mudén tim kiém cau trd 16i cho
nhitng cau hoi dudi day:

Rui ro san pham: C6 diéu gi hap dan & san pham? (Dé xuat gia tri doc dao
hay UVP)

Trang dich cua ban c6 thu hit duoc sy cha y khong?

Khéch hang cé di qua toan bo luong kich hoat khong?
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C6 nhitng diém nong nao lién quan dén tinh kha dung?

MVP cta ban c6 thé hién va cung cap UVP khong?

Rui ro khach hang: Ban c6 du khach hang khong? (Cac kénh)

Ban c6 thé thu hiat thém khach hang bang cac kénh hién cé khong?
Rui ro thi truong: Mire gia do cé hgp ly khong? (Dong doanh thu)
Khéch hang c6 tra tién mua giai phap caa ban khong?

Hinh thanh gia thiét c6 thé kiém sai

Dbén day, ban can lvong trede duge budce nay.

Nghién cttu tinh huéng
CloudFire

Hinh 11-1 1a m6 hinh tinh gon trwéc d6 cta ching t6i, v6i cac phan can
kiém tra duwgc thé hién néi bat trong Hinh 11-2.
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Cudc phong van MVP, giong nhu cac cudc phong van Van vé va Gidi phap,
it thién vé chao hang, ma thién nhiéu vé hoc hoi. Cau tric cta cudc phéng
van nay chu yéu theo dinh dang kiém tra tinh kha dung ma Steve Krug mo ta
trong cudn sach ctia 6ng, Rocket Surgery Made Easy (tam dich: Cang khé
thi cang dé). Ban rat nén tim mua cuén sach nay, vi & phan nay ching ta sé
tién hanh nhiéu bai kiém tra vé tinh kha dung.
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Hinh 11-3. Kich ban phéng vdn MVP
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biéu dac biét quan trong la lic dau ban phai tién hanh cac cuéc phong van
MVP trén co s& gap go truc ti€p. Theo thoi gian, ban c6 thé tién hanh phong
van vdi phan mém chia sé man hinh tir xa.

Néu toan d6i cta ban khong thé c6 mat trong cudc phéng van, t6i khuyén
ban nén st dung phan mém ghi man hinh (vi du nhu Camtasia, ScreenFlow)
dé ghi lai phién kiém tra dé nhitng ngwdi khac cé thé xem sau.

Theo doi cac cudc kiém tra tinh kha dung cling giong nhv di du lich: do la
mot trai nghiém co6 tinh md mang.

— Steve Krug, Rocket surgery made easy

Tiép theo, ching ta sé tim hiéu chi tiét m6t kich ban phong van MVP st
dung cau tric nhv trong Hinh 11-3.

Pon tiép (xac lap bai canh)

(2 phut)

Xac 1ap so lwgc boi canh thye hién phéng van:

Cam on ban rat nhiéu vi da danh thdi gian gap lai ching toi.

Ching t6i gan nhw da san sang tung ra dich vu chia sé anh va video ma
chiing t6i néi lan tredce. Tuy nhién, trwdc khi ra mat, ching t6i mudn cho ban
xem san pham, nhan phan hoi cia ban, va néu ban van quan tam, chiing toi
sé cho ban quyén stt dung céng cu sém.

Nhu thé c6 dugce khong?

Tuyét. Ching t6i mudn tién hanh cudc phéng van theo dinh dang mot cude
kiém tra tinh kha dung. Vi vy, t6i sé bat dau bang cach cho ban xem trang
web cta ching t6i va héi ban mot vai cau hoi. Sé rat hitu ich néu ban cho
chuing t6i biét suy nghi ctia ban ludn trong tién trinh. Diéu do6 sé giup ching
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toi xac dinh bat ky van dé hodc kh6 khan nao ma ching téi can phai giai
quyét.

Ban da san sang chua?

Cho xem trang dich (kiem tra UVP)

(2 phut)

Chay th nghiém 5 gidy dé kiém tra hoat dong diéu hwéng trén trang
web/101 kéu goi hanh dong.

Pugc r6i, ching ta sé bat dau tir trang chia. Xin hdy nhin vao trang cha va
cho chuing t6i biét ban thdy gi & né. Ct thodi mai xem xét, nhung dirng voi
click vao cai gi.

e Ban c6 thay ro san pham nay la vé cai gi khong?
e Ban sé lam gi tiép theo?

Cho xem trang gia (kiém tra dinh gia)

(3 phut)

Cudi cung, ngwoi duwge phong van can tdi trang dinh gia, & day ban c6 thé
hoéi anh ta vé mo6 hinh dinh gia cta ban.

Bay gi®, ban hay thoai mai diéu huwéng dén bat cit noi nao trén trang.
<Khi nguoi dwgce phong van di t6i trang dinh gia>

e Day la mo hinh dinh gia ma ching t6i quyét dinh tung ra.

* Ban nghi gi vé n6?

Pang ky va kich hoat (kiém tra giai phap)
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(15 phut)
DPay la trong tdm ctia cudc phong van.
bé nghi nguwoi duge phong van dang ky va xem cach anh ta di qua luong

kich hoat cua ban.

e Ban van hitng thi véi viéc dung thir dich vu nay chi?
e Ban c6 thé lam vay bang cach nhap vao lién két “Dang ky”.
e S@ rat c6 gia tri vdi chiung téi néu ching t6i co thé theo doi tién trinh
ban dang ky. Nhu thé c6 dwgc khong?
Pong goi (mé vong phan hoi)
(2 phut)

Hy vong la nguoi dugc phéng van da thao tac tat cd cac budc va ban c6 mot
danh sach céac van dé kha dung can giai quyeét.

Xin chiic mirng, ban da c6é ngudi dung dau tién!

Hay bdo dam nguoi dung biét phai lam gi tiép theo va gilt cho kénh tro
chuyén véi anh ta luon ma.

Vay la xong r6i. Ban da dang ky va san sang st dung.
Ban nghi thé nao vé qua trinh nay?

Co6 bat ky diéu gi ma chuing t6i c6 thé cai thién khong?
Ban c6 biét phai lam gi tiép theo khong?

Cam on ban rat nhiéu vi da danh thdi gian ngay hém nay cho chiing t6i. Néu
ban c6 thac mac gi hodc gap phai bat ky van dé gi, hay goi hodc gti thu cho
chung toi.
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Ban c6 san long chia sé v&i chiing t6i sau khi ban st dung cong cu mot thoi
gian — nhv mot tuan chang han?

Tuyét. Xin cdm on lan nita.
Ghi lai két qua
(5 phut)

Hay danh 5 phit ngay sau cudc phéng van dé ghi lai cac két qua khi ching
van con twdi mdi trong tam tri ban.

Stt dung mau sau dé ghi lai ba van dé hang dau ma ban quan sat dwoc.

Ting ngwoi phong van dién mau va cac ban c6 thé ban bac sau.
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Chuong 12

KIEM CHUNG VONG POI KHACH
HANG

B

ay gio ban da c6 mé6t s6 khach hang dang ky sém, hady theo sat ho dé dam
béo rang ho hoan tat phéu chuyén doi cua ban.

Tao diéu kién cho phan hoi
Cach nhanh nhat dé hoc hoi tir khach hang la tro chuyén véi ho.

Toi thich phong van khach hang hon 1a tién hanh khao sat; cting nhw vay, t6i
thich gap truc ti€p khach hang hodc goi dién cho ho dé nhan phan hoi, hon
la st dung cac phuwong tién nhw e-mail, dién dan hodc bang thao luan.

Ly do nhu sau:
Cdch nay cho thdy ban quan tam.

Mot sO tong dai mién phi sé gwi tdi khach hang tin hiéu rang ban quan tam
va rang ban dang c6 gang tao diéu kién cho ho dé dang thiwc hién cudc goi
t&i ban.

Ban van chua gap phai van dé vé quy mo & day.

Nguoc lai, ban sé khong bi doi bom dién thoai. Rat nhiéu cudc goi cua tbi
thwong tir cac khach hang trién vong véi cac cau héi vé dich vu, chit khong
phai vé cac van dé ho trg. Viéc thiét 1ap lap gio goi trong ngay kha dé dang,
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va ban c6 thé dinh tuyén lai cudc goi néu gap van dé quy mo (von la mot
van dé 16n phai giai quyét).

HO tro ky thudt la mot vong phan hoi hoc hoi lién tuc.

Sau moi cudc goi, toi déu xem lai 1y do cudc goi va xem t6i c6 thé thay doi
diéu gi trén trang — cach truyén tai thong diép, ho trg, meo vat, thong tin rd
rang vé gia, v.v... — dé lién tuc cai tién san pham.

HO tro ky thudt la phdt trién khdch hang.

No6i chuyén véi khach hang khéng chi gitip ban hiéu rd hon cac van dé cua
khach hang, ma con mang dén cho ban co hoi dat cho khach hang ctia minh
mot vai cau hoi vé san pham.

HOo trg cong nghé la marketing.

Co hoi dé hoc hoi tir cac khach hang theo cach nay rat tuyét voi dén do t6i
da gan mot so tong dai 1-800 cho tat ca cac san pham vao dién thoai di dong
cua minh.

Dé nguoi sang lap cong ty tra 10i dién thoai cho thdy cam két lang nghe
khach hang, va t6i thdy n6 gitp khach hang cdi mé& hon nita.

No tranh cac cong cu phéan hoi dwa trén dang bo phiéu.

Toi khong phadi la fan cta cac cong cu c6 hinh thitc bé phiéu bau chon nhw
GetSatisfaction va UserVoice béi vi toi tin rang tat ca khach hang déu khéng
giong nhau. Lang nghe nhitng phan hoi phd bién nhat, hay dugc 1én tiéng
manh mé nhat khéng dam bédo ban sé tim ra bai hoc ding dan dé xay dung
mot san pham tot hon. Viéc d6 thuwong xuyén phan tac dung.

Khac phuc su ¢6 trong phién dung thit caia khach hang
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Toi dac biét thich cac phien dung thtt vi chung c6 khung thoi gian cho toan
b6 vong doi cua khach hang, va thiac day két qua dan t6i bai hoc nhanh va
c6 thé hanh dong. Nhitng phién dung thit dugc tién hanh ding cach 1a mo
vang co hoi dé hoc héi, nhung chiing cling dé roi vao canh vung vé. Cach
khac phuc sy c6 phién dung tht l1a theo doi duong di ctia ngudi dung trong
vong doi khach hang cta ban (xem Hinh 12-1).

Muc tiéu dau tién cua ban trong cac phién dung thir la giam thiéu nguy co
nguoi dung tt bo con duong thu hut va kich hoat. Muc tiéu tiép theo ctia ban
la tang cwong suw st dung va cam két ctia khach hang, dugc khach hang tra
tién (néu cé ap dung) va thu thap cac 16i chitng nhan c6 lgi tv phia khach
hang.

Muc dich ban can nham té6i la c6 dugc 80% nhitng nguwdi don nhan sém di
hét chu ky. Vi cho dén lic nay ban hoan toan xac dinh nhitng nguwdi don
nhan sém bang phuwong cach thu céng, nén con s6 nay can phai cao hon ky
vong ban dat ra sau khi ra mat san pham.
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MUC TIEV

Nquéi diing quan tam

THURUT (xem trang dinh gia)

Ngudi ding dang ky va hoan
13t hoat ddng chinh yéu

KICH HOAT

Nquti dlng rd lai va sd dyng
sin phdm

Nqudi dlng chuyén thanh
khach hang thanh toan

GIOITHIEU | pien tai o hd tam b o

Hinh 12-1. Cdc phién ding thil ctia khéch héng
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Thu hat va kich hoat

Uu tién: Dam bao rang ban dang diéu huéng da Iwu lwong truy cap dé ho trg
hoat dong hoc hai.

DPao sdu cdc phéu con.

Kham pha cac phéu con thu hut va kich hoat dé xem ngwoi dung bo di &
diém nao.
Truwde hét, bat dau tir chd c¢6 nhiéu 16 hong nhat. Cé phai ban dé mat ho trén

mot trang cu thé, nhu trang dich hay trang dinh gia khong?

Tim kiém cac mau. Cé phai kiéu ngwdi dung nhat dinh (vi du, ngudi dung
Mac vGi Windows) cé ty 1é khong vurgt qua cao hon nhitng kiéu ngudi dung
khac khong?

Tiép cdn nguoi dung.

Ban can trich xuat dugc danh sach nguwdi dung khéng viegt qua mot budce cu
thé trong phéu. Néu ban xac dinh dwgc van dé, hday khac phuc va dé nghi
nguwoi dung quay trd lai. Néu ban khong biét sai sét la gi, hay tim dén nho
ho giup do.

Ndam bat va ghi lai nhirng 10i ngoai du kién.

Khi nhitng nguwdi dung sém gap phdi van dé, ho khong tim dén nhitng nguoi
quan ly chat lwgng. Ho bé di. Dé c6 thé rut ra bai hoc tir trdi nghiém cta ho,
hay nam bat va ghi lai cac 16i ngoai du kién dé ké ca khi khong c6 ho, ban
van c6 thé khac phuc van de.

Duy tri

Uu tién: Gitp ngwoi dung quay trd lai va st dung san pham ctia ban trong
giai doan dung thu.
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Gui nhitng e-mail nhdc nhé nhe nhang.

E-mail la mot phwong tién rat hiéu qua (thwong khong dwoc st dung nhiéu)
dé 16i kéo khach hang tham gia. Tat cd moi nguwoi déu cé dia chi e-mail. Vi
e-mail, ta c6 thé thiét 1ap ché do tw dong, c6 thé theo doi va do lwong.

Mot k¥ thuat pho bién thwong duwgc cac nha tiép thi st dung vGi e-mail la
marketing nho giot. Ban 1én lich giti mot tap cac thong diép da soan san cho
nguwoi dung theo thdi gian. Ngay ca nhitng nguwdi dung quan tam dén san
pham cfling c6 ldc ban ron va bi phan tdm, nhitng 16i nhac nhd nhe nhang c6
thé gitip dwa ho tré lai v6i san pham cta ban.

Nhung tham chi con t6t hon ca marketing nho giot 1a marketing theo vong
doi. Marketing vong doi xem xét thém giai doan cua nguwoi dung trong vong
doi khach hang. Vi duy, néu ngudoi dung bi mac ket trong giai doan kich hoat,
thay vi rao gidng cho anh ta vé cac tinh ndng nang cao, ban sé biét phai gui
cho anh ta mét thong diép kip thdoi va thich hgp gitip khac phuc sw cé.

Theo doi ngudi ma ban da phong van.

Trong cudc phéng van MVP, ban da xin phép theo d6i nhitng ngudi don
nhan sém. Hay thyc hién viéc do. Goi dién thoai hodc gap mat truc tiép va
nhan phan hoi cua ho.

Doanh thu
Ul tién: Puwoc thanh toan.
Trién khai hé thong thanh toan.

Bay gio la luc trién khai hé thong thanh toan dé khach hang c6 thé tra tién
cho ban.

Noi chuyén véi nhitng khdch hang dang tra tién.
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Goi dién cho ho, cam on ho vi da nang cap va hoi ho:

e Ho biét dén san pham cda ban bang cach nao (néu ban khong biét)
e Ly do ho mua san pham ctia ban
e Nhitng diém nao c6 thé can cai tién

N6i chuyén véi cdc khdch hang trién vong thudc dién “don hang da mdt”.

Ban sé hoc dwgc nhiéu (néu khéng muon néi 1a nhiéu hon) tir nhitng thuwong
vu da mat hon 1a nhitng thwong vu thanh cong. Trong khi m6t s6 ngudoi sé
vui vé dua ra phan héi trung thwc néu ban c6 mot dé nghi chan thanh & cuoi
phién dung thtt, nhitng ngwdi khac c6 thé can mot dong co khich 1é nho nho.
Hay tang ho mot thé qua tang tri gia 25-50 d6-la hoac dwa ra 10i dé nghi thay
madt ho quyén gép cho quy tr thién dé doi 1ay 15 phuit cia ho.

DPirng bé nhiéu no Iyc thu hit khach hang va r6i don gian dé ho bé di.
— Gary Vaynerchuck
Giéi thiéu
Uu tién: Thu thap 161 chitng nhan.
Hoi xin ching nhan cua khach hang.

Thuyét phuc nhitng khach hang hai long viét mot doan ngan vé dé xuat gia
tri san pham cua ban.

Ban da san sang ra mat chua?

Trong phan nay, t6i sé thao ludn cach xac dinh khi nao ban da san sang cong
bd v&i ca thé gidi vé san pham cua ban.

1. Thuong xuyén xem xét cac két qua thu dugc.
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Nghién cttu kiém tra tinh kha dung cho thay ban c6 thé phat hién ra 85% van
dé & san pham vdi chi chirng 5 nguwdi thir nghiém san pham.

2. Bat dau vai nhitng van dé quan trong nhat.

Xem xét ba van dé hang dau cua moi ngudi va xép hang chiing theo mirc do
nghiém trong.

3. Thue hién viéc nhé nhat c6 theé.

Cuong lai sttc cam do cua viéc thiét ké lai toan b trang dich méi hodc luéng
dang ky & giai doan nay. Muc tiéu cua ban la thiét 1ap treéc nhat mot dwong
co s& hoat dong hiéu qud, va ban c6 thé lam duwgc viéc d6 bang cach thuyc
hién nhitng chinh stta nhé. Ban sé c6 nhiéu co hoi thit nghiém cac gia thiét
thay thé trong Phan 4 ctia cudn sach nay.

4. Pam bdo cac chi tiét da duoc cai tién.

Trong nhitng cudc phong van sau, hdy kiém chitng xem céac ban stra 16i c6
thue su cai thién cac chi tiét khong. Lap lai cac budc tir 1-3.

5. Kiém tra bang diéu khién chuyén doi.

Dbay la co hoi hoan hao dé kiém tra bang diéu khién chuyén doi va dam bao
moi thi dién ra ding nhw ky vong.

Pau la tiéu chi ra mat?

Ban da san sang khi it nhat 80% ngwoi don nhan s6m di qua hét phéu
chuyén doi.

Cu thé, ho can:

e NOoi ro dugc dé xuat gia tri doc dao ctia ban (UVP)
e DPugc moi dé dang ky dich vu
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e Chap nhan mé hinh dinh gia
* Di hét luéng kich hoat
e DPuwa ra 10i chitng nhan tich cuc

3... 2... 1... Ra mat!

Khi ban da c6 mot san pham MVP hoat dong, bwdc cudi cung cua ban la
xem lai (cac) kénh thu hiat dé dam béao rang ban c6 mét lwgng khach hang
trién vong 6n dinh dang budc vao phéu. Tuy nhién, hdy than trong véi viéc
bé nhiéu cong sitc téi wu hda sém cac kénh thu hat ¢ giai doan nay.

Hay no lyc thic day lwu Iwgng truy cap thong qua cac kénh thye té€ ma ban
da xac dinh cho san pham (vi du nhw marketing n6i dung), nhung cling dirng
quén bo sung bang cac phwong tién khac néu can (vi du: marketing céng cu
tim kiém).

Muc tiéu ctia ban la xac lap lwu lwgng truy cap “vira da” dé ho trg qua trinh
hoc héi.

Néu ban c6 mét danh sach dai cac khach hang trién vong “nhiét thanh” tw
nhitng no luc trwde do (trang gidi thiéu, moi gidi thiéu tir nhitng ngwdi tham
gia phong van), hady xem xét tan dung danh sach dé dudi hinh thitc dang ky
“quyén stt dung sém” trwdc khi tung san pham ra dai chiing.

Nghién cttu tinh huéng

CloudFire: Hoc héi tt MVP

Chung t6i biét rang thi trudng chia sé anh va video da tré nén déng duc, diéu
nay khién viéc kiém chitng UVP tré nén dac biét quan trong. Thach thitc dau
tien phai vugt qua v6i UVP la “thu hut duge sy chu y”. Ching toi da s
dung cac cudc phong van dé kiém tra UVP bang cach cho moi ngudi xem
trang dich va do lvong phan @ng cua ho.
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Rui ro sdn pham: San pham c6 cung cap gia tri khong? (UVP)
Gia thiét

Phéng van MVP sé kiém chitng UVP trén trang dich.

Bai hoc

Vong lap 1: St dung mo6i cau lgi ich

Chung t6i bat dau bang cach cho cac ba me xem trang dich nhuw trong Hinh
12-2.
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The Fastest Way To Share
Your Photos And Videos.

reiping parents share thair photos and
Videos ingtarty,

] i Walch & 2:min four of CloudFire

Hinh 12-2. Trang dich CloudFire, vong ldp 1

Ching t6i nhan dwgc phan hoi sau: san pham nay trong khong “da khac
biét” so vGi cac dich vu hién c6. Hau hét cac ba me déu cam thay dich vu
cta ho da nhanh cho dén khi ching t6i thu hut dwgc sy chi y cia ho dén
thue té rang ching t6i da dung tw tic thi, néi cach khac ching toi sé gitp ho
chia sé hang tram bitc anh/video véi “thdi gian bang 0”. Ching t6i nhan ra
rang tw tic thi cling giong nhw v6 so tir marketing khac, né khong c6 chuit
strc nang nao vGi khach hang trién vong va khéng dwoc chu y t6i. Sau do, t6i
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tham chi con tién hanh mo6t cudc tim kiém trén Google va tim dugc quang
cao thé hién r6 van dé nay:

Dich vu in anh
In anh trong khi cho
L4y ngay trong 30 phuit.

Mac du chiang t6i c6 mét duong lién két video ban demo dai 2 phut dugc
dung can than trén trang web, khi tiéu dé khong két noi vdi khach hang,
song khach hang khong & lai dé xem video. Chiing t6i xac nhan thuyc té nay
bang cac kiém tra tinh khd dung khadc ma chiung téi chay trén
UserTesting.com (day la mot dich vu kiém tra tinh kha dung tryc tuyén).

Vong lap 2: St dung moi cau tir ngir

Sau do, ching to6i biét rang tir ngit rat quan trong, vi vay ching toi thé hién
phan khiic khach hang muc tiéu (nhitng phu huynh ban ron) that noéi bat trén
tiéu dé, va bo sung thém dong chit nhan manh “Khong can téi 1én” vao anh
chup man hinh v6i hy vong thu hut dugc sy cha y (xem Hinh 12-3).

https://thuviensach.vn



Photo ano Video Sharing ™~
fof Busy Parents,. =

No uploading. No reorganizing. No hassle.

ClouFire Jets you share your photos and videas instanty
withaut haing i babwslt the tharing procats, Sa you can
66 back to the mare mpartant things in your life

Got questions; 1=800=381=7241 or emall

Hinh 12-3, Trang dich CloucFire, vong dp 2

Dong chit nhan manh hién nhién da thu hiut dugce sy chd y cia nguwdi xem,
va ching t6i nhan dwgc hai kiéu phan tng — ca hai déu xau.

Khi mot ngwoi 1a dan k¥ thuat bat gap dong chit nhan manh “Khong can tai
1én”, anh ta lién phan bac tuyén bo d6. Sau dé chiing t6i sé phéi danh ra 5
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phut gidi thich cach thitc van hanh san pham bang mét mo hinh p2web dé
thé hién dugc y chia sé titc thi ma khong can tdi 1én.

Khi m6t nguwdi khong phai 1a dan ky thuat bat gap dong chi* nhan manh
“Khong can tai 1én”, anh ta sé boi r6i va hoi cach thitc van hanh ctia séan
pham. Chuing t6i lai mot lan nita phdi danh ra 5 phit dwa ra mét 101 giai
thich it mang tinh ky thuat hon.

Ly do ca hai phan ttng trén déu té la vi ban khong c6 5 pht trén trang dich.
Khi moi nguoi khong tin ban, don gian la ho sé roi di. Vi vay, mdc du chang
ta c6 thé bo sung thém mot trang hodc hinh anh thé hién “cach thitc van
hanh” trén trang dich, nhiéu kha nang la moi ngudi sé khong & lai da lau dé
thay né.

Vong lap 3: Dung moi cau cam xuc

Thay vi c6 gang trinh bay mot 1gi ich cu thé hay giai thich cach thitc van
hanh ctia sdn pham, ching t6i da theo du6i mot chién thuat tham vong hon;
mot chién thuat st dung hinh anh dé két noi véi khach hang muc tiéu va
truyén thong 1gi ich cau chuyén hoan thién.
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TU nq quan trong Hinh anh quan trong

Photo and Video Sharing
focBusy Parents.)

Get back 1o e hore Impartant hings

i vour life, Faster,

FTPHWEHH_ of Take th lour

ot questions: 1-800-381-7241 or gmyll

Hinh 12-4, Trang dich CloudFire, vong &p 3

Phién ban nay hoat dong hiéu qua. Phan &ng dau tién ma chdng t6i nhan
duwgc tir cac ba me la “Cudc song cua toi dung la nhw vay day.” Sy két noi
nay khién ho cdi mdé hon, san sang doc noi dung bén trai trang, phan nay
tiép tuc tao dugc sy két néi khi dwa ra 10i hita: “Dé ban c6 thé quay lai véi
nhitng diéu quan trong hon trong cudc séng. Nhanh hon.” Trang dich thu hut
dwgc sy quan tdm cta ho da dé ho mudn tim hiéu thém, day chinh xac la
diéu ma ban sé muon thu dwoc tir tiéu dé UVP cta minh.
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UVP: Tai sao ban khac biét va dang dugc chu y.
Hoc hoi dinh tinh thay vi dinh lwgng

biéu thu vi la thit nghiém trén trang dich nhw trén cling la mot vi du tuyét
vOi cho thay hoc héi dinh tinh t6t hon hoc héi dinh lwgng nhuw thé nao trong
giai doan dau ctia san pham. Trong khi phong van cac ba me, t6i cling bat
dau tién hanh kiém dinh A/B st dung Trinh t6i wu hoa Trang web cta
Google, diéu huéng Iwu lwong truy cap bang cac quang cao trén Facebook,
Google AdWords va StumbleUpon.

CloudFire la san pham dugc toi st dung dé kiém tra ky lwdng cac ky thuat
Khéi nghiép Tinh gon, va & day toi lai tién hanh phong van dinh tinh, mot
cach c6 vé nhw doi héi nhiéu no6 lwc hon, so véi cac thwde do dinh lwgng.

Thong qua cac cudc phong van, ching t6i c6 thé tuyén bo chac chan vong
lap 3 la nguoi chién thang trong vong mdt tuan va chi sau 10 cudc phong
van. Chuing t6i khong chi biét phién ban nao hoat dong hiéu qud, ma quan
trong hon ching t6i biét tai sao. Tat cd nhitng bai hoc dwgc nhac dén ¢ phan
tredc déu dén tryc tiép tir nhitng phu huynh ma ching t6i phéng van.

Trong khi d6, kiém dinh A/B van chuia cho ra két luan nao sau tuan thit ba.
Cudi cung ching t6i quyét dinh rat ngan thdi gian kiém tra vi 100% céac ba
me chiing t6i phong van da cho chiing t6i biét ho tim dwgc gidi phap hién tai
cta ho qua sy giGi thiéu. Ho khong chti dong tim kiém gidi phap chia sé
anh/video, diéu nay khién ching t6i dat cau hoi vé gia tri ctia viéc kiém tra
cac trang nay qua quang cao. Nhitng nguwdi nhap vao quang cdo la ai vay?

Rui ro thi truong: Mtc gia do c6 hop ly khong? (Cac dong doanh thu)
Gia thiét

Phéng vdan MVP sé kiém chitng mo hinh dinh gia.
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Bai hoc

Tat ca nhitng nguwdi ching to6i phong van déu chdp nhan mo hinh dinh gia va
dang ky st dung dich vu.

Rui ro khach hang: Ban co dua khach hang khong? (Cac kenh khach hang)
Gia thiét

Cac kénh outbound sé thu htit 50 lwgt dang ky moi tuan.

Bai hoc

Ching t6i da c6 da khach hang trién vong “nhiét thanh” trong danh sach e-
mail cho phép chiing t6i kéo dai it nhat thém 4 tuan nita vGi téc do do. Bén
thoi diém dé, chung t6i du kién sé tang lwgng luu lwong truy cap thong qua
cac kénh bo sung can dwgc kiém tra.

M0 hinh Tinh gon cap nhat

Hinh 12-5 la M6 hinh Tinh gon da dugc cap nhat.

Tiép theo la gi?

Bat dau kiém tra cac kénh khac dé diéu huwéng luong truy cap dén nhiéu
khan gia hon.
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Chuong 13
PUNG CO THUC PAY TINH NANG

T

rong mot thi truong 16n, mot thi truong c6 nhiéu khach hang tiém nang that
su, thi trvong sé kéo sdn pham ra khoi cong ty khai nghiép.

— Marc Andreessen, “The Pmarca Guide to Startups”
Cac tinh nang phai dugc kéo ra chitr khong phai bi day cho ra

O phan truedce, téi chua treong sit dung mot hé théng Trién khai Lién tuc. Mic
du Trién khai Lién tuc giup ban sap xép qua trinh san xuat dién ra nhanh
hon, song ban phai than trong véi viéc tao thém nhiéu tinh nang md&i mot
cach nhanh chong.

Khi ban tung ra san pham, nhiéu van dé cé thé va sé di chéch huéng. Chac
chén la cac yéu cau bd sung thém tinh nang cling sé bat dau do vé. Khuynh
huwéng pho bién la xay dwng thém nhiéu hon dé dap ng cac yéu cau do,
nhung dé hiém khi la cau tra 10i.

Ly do nhv sau:
Thém nhiéu tinh nang sé lam loang dé xuat gia tri doc dao (UVP).

Ban da phai no lyc rat nhiéu dé giit cho san phdm MVP ctia minh nho va tap
trung hét strc c6 thé. Bung lam lodang dé xuat gia tri doc ddo bang nhitng chi
tiét phan tan chu y khong can thiét.

Nhi*tng sdn pham don gian sé don gidn dé hiéu.
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bung voi sém t bo MVP.

Xay dung phan mém tuyét voi ludén kho khan. Mac du ban da kiém tra ky
lvong nhitng van dé dang giai quyét, song ban mdi chi kiém tra vé bé ngoai
cta giai phap. Hay cho MVP cta ban m6t co hoi. Trudce hét, hay khac phuc
su O va gidi quyét van dé vdi cac tinh nang hién tai, trudc khi theo dudi cac
tinh nang mai.

B6 trinh viét ma di cho dén khi ban biét tai sao moi ngwoi khong mua.
— Jason Cohen, blog A Smart Bear
Cdc tinh ndng lubn cé chi phi an.

Thém tinh nang c6 nghia la thém cac cudc kiém tra, thém anh chup man
hinh, thém video, thém sy phoi hgp, thém sy linh hoat va thém yéu t6 phan
tan cha y.

Hay bat dau véi cau tra 10i Khong.
— 37signals, Getting Real
Ban van chua biét khdch hang thdt sy muén gi.

Hay coi cac y twéng vé tinh nang twong lai nhu cac thit nghiém. Tai thoi
diém nay, c dé chiung trén bang ghi tinh nang. To6i sé sém trinh bay cach
gitip ban sap xép thi ty wu tién, xay dyng va danh gia cac tinh nang mdi.

M@ rong tinh nang c6 thé 1a mét chitng nghién.

— Ben Yoskovitz, Blog Instigator
Ap dung quy tic 80/20
Mot nguyén tac hay giip ban wu tién tap trung la thyc hién Quy tac 80/20

(xem Hinh 13-1).
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A MAT

U

B TINH NANG HIEN CO0
B TINH NANG MO

Hinh 13-1. Quy tic 80/20
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Ngay sau khi ra mat san pham, hau hét thoi gian cta ban sé dugc st dung
cho viéc do lwong va cai thién cac tinh nang hién cé, thay vi dudi theo sau
cac tinh nang mdi, 14p lanh.

Nhung ngay ca véi si phan tach nhw thé, ban van c6 thé tiép tuc phat trién
nhitng cai tién khong tao ra dugc tac dong nao.

Phan tiép theo sé gitp ban gidi quyét van dé nay.
Kiém soat bg tinh nang

Mot viéc lam hitu hiéu dé dam bao bo tinh nang cua ban trong tam kiém soat
la gi¢i han s6 lwgng cac tinh nang ma ban dong thdi nghién cttu va chi phat
trién nhitng tinh nang mai sau khi da kiém chitng cac tinh nang ma ban vira
trién khai c6 tac dong tich cwe hodc tiéu cye (nghia 13, tao ra bai hoc).

Mot cach hay 1am viéc nay 1a st dung bang Kanban?2 (hay bang tric quan).

Néu bang Chuyén doi la cong cu theo doi cac thwdc do, thi bang Kanban la
cong cu theo doi tinh nang. Ca hai déu cho phép ban tap trung vao phan vi
mo.

Hinh 13-2 la mot bang Kanban co béan, vGi ba nhom.

https://thuviensach.vn


clbr://internal.invalid/contents/Section0021.xhtml#footnote-004

TON

0

i &

o L

L

Hinh 13-2. Bang Kanban co bdn

DANG THUC HEN3) | HOAN TAT

https://thuviensach vn



Y twdng chung 1a cac tinh ning bat dau tir bén trai, di chuyén qua cac giai
doan phat trién san pham va phat trién v4i khach hang trueée khi “Hoan tat”.

Duéi day la tong quan cdp cao vé ba buéc co ban cia qua trinh dwgc thé
hién trong Hinh 13-2.

1. Tinh nang ton

Tat cd cac tinh nang tiém nang déu bat dau xuat phat tt cot Ton. Ching co
mat trong cot nay theo mot trong nhitng cach thic sau:

e CAc cai tién tinh nang hién tai (vi du, luong dang ky duwgc diéu chinh)

e Yéu cau tinh nang caa khéach hang

e Cac yéu cau tinh nang caa ban (vi du: nhitng chi tiét c6-thi-t6t ma ban
da trl hoan trudc do)

Trudc khi di xa hon, diéu quan trong 1a phai phan biét gitta cac tinh
nang thi trwong téi thiéu (MMF) va cac tinh nang/khac phuc 16i nhé
hon. MMF dugce dinh nghia lan dau trong cudn sich Software by
Numbers (tam dich: Phan mém theo con s6) ctia Mark Denne va Jane
Cleland-Huang (Prentice Hall) nhuw la phan nhé nhét ctia san pham
cung cdp gia tri cho khach hang.

Bang “tinh nang”, t6i ludbn mudn n6i dén mot MMF. Bai kiém tra hay
dé danh gia mot MMF la tw hoi ban than xem ban c6 mudn thong bao
vé tinh nang do6 cho khach hang qua mot bai viét blog hay qua ban tin
hay khong. Néu né qua nhé bé dé dé cap dén, thi né khong phai la mét
MME.

Mot MMF thueong gom cac muc viéc nho (nhiém vu) ma néu ban dang
tién hanh Trién khai Lién tuc, sé giip ban xac dinh cac 16 cong viéc
nho. Cac tinh nang va cac ban stra 16i nhé thwong phu hop dé thue hién
trong mot muc viéc hoac mot 16 nho.
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Toi chi theo doi MMF trén bang Kanban va dung mot cong cu bang
nhiém vu nhe hon (nhw Pivotal Tracker) dé theo doi cac tinh nang, cac
ban stra 16i va cac muc viéc nho.

2. Pang thuyc hién

Cac muc trong c6t Ton thuwong dugce xép theo thit tw wu tién dya trén cac
muc tiéu (trong tdm) hién tai cta san pham. Viéc nay giup ban dé dang chon
ra tinh nang hang dau trong danh sach va bat dau cong viéc. Bén luot, budc
Pang tién hanh gom mot s6 bwdc nhd, chang han nhw xay dwng mo hinh mé
phong, ma hoa, trién khai, v.v.. Toi sé trinh bay nhitng chi tiét nay trong
Chuong 14.

Mot nguyén tac chinh yéu gitp han ché hang dgi cong viéc trong bang
Kanban la dat ra s6 lwgng gidi han cac tinh nang dang thyc hién tai mot thoi
diém bat ky. Cach nay cho phép ban t6i da hoa nang suat, gidm thiéu phi
pham. D46i vGi nhitng ngwoi thién vé chuyén mon, cuén sach ctia Donald
Reinertsen, The Principles of Product Development Flow (tam dich: Cac
nguyén tac cta luéng phat trién san pham), sé trinh bay chi tiét nguyén do
tai sao lai nhw vay.

T6i khuyén ban nén bat dau v6i mot gidi han cong viéc dang thuc hién bang
v6i sO lwong ngudi sang 1ap/thanh vién trong nhém va diéu chinh sau néu
thay can. Vi vay, néu ban c6 ba ngudi sang lap, thi ban chi c6 thé phat trién
ba tinh nang tai mot thoi diém bat ky.

3. Hoan tat

Khi tinh nang dwoc hoan tat, n6 duwgc di chuyén dén cot “Hoan tat”. Trang
thai “Hoan tat” cé phan tuy tién va cac nhom phat trién phan mém khac
nhau st dung “Hoan tat” dé chi bat ky diéu gi tr “Hoan tat ma”, “Pa kiém
tra” t6i “Da trién khai”.
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Tuy nhién, trong mot dy an Khai nghiép Tinh gon, mot tinh nang chi “Hoan
tat” khi cung cap dwgc cac bai hoc c6 kiém chitng tir khach hang (xem Hinh
13-3).

HOG HOICO

DANG

Py 4

ot IS

KN CHUNG

THUCHIEN

Tih ndng néy c6 i ky diém gi
Khtng?

Hinh 13-3. Giai doan hoc hdi co kiém ching

Vi ly do nay, Eric Ries goi y hodc la nén dinh nghia “Hoan tit” bao gom tat
ca hoat dong hoc héi cé kiém chitng, hodc la thém giai doan thit tw cho hoc
héi c6 kiém chitng. Nhu ching ta sé thdy sém, toi tién hanh ca hai bang cach
stt dung hinh thitc kiém chitng hai giai doan — dau tién la kiém chitng dinh
tinh, sau dé la kiém chitng dinh lwong.

Dbinh nghia “Hoan tat” theo cach nay sé giup kiém soat bo tinh nang va ngan
ban nghién cttu phat trién bat ky tinh nang méi nao trw khi ban cé thé ching
minh céc tinh nang hién dang trién khai da cung céap bai hoc cé kiém chirng.
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Xt ly cac yéu cau ve tinh nang

Trong phan nay, t6i sé phac thdo mét luéng cong viéc theo phong cach Hoan
tat cong viéc (GTD — Getting Things Done) dé chi ra cach thirc x 1y nhitng
yéu cau cong viéc mdi ma chac chan sé ludn xuat hién (xem Hinh 13-4).
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“CONG VIEC”
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Hinh 13-4. Luéng céng viéc phat trién tinh nang
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Quyét dinh dau tién lién quan dén viéc kiém tra yéu cau doi vGi nhu cau va
wu tién tredc mat ctia san pham: do c6 phai la “Hanh dong hop ly, ding thoi
diém khoéng?” Chang han, néu ban cé van dé nghiém trong véi luéng dang
ky, tat ca cac yéu cau khac & ha lwu déu phai 1ui lai sau.

Sau dd, ban can xem xét liéu day la mot tinh nang/ban sira 16i nho hay mot

MMF I6n.

Néu day la mot muc viéc nho va la viéc can thuc hién ngay, hay va n6 ngay
1ap titc (thi dy, viét ma — kiém tra — trién khai bang cach st dung qua trinh
Trién khai Lién tuc). Néu khéng, hay dwa n6 vao cot Toén trong bang cong
viéc. Toi cling khuyén ban nén sap xép cot Ton theo thit ty wu tién. Bang
cach nay, bat ct thanh vién nao trong ddi cling c6 thé kéo ra mot muc viéc
nho va dwa no vao trién khai khi c6 thgi gian nhan roi.

Néu day 1a MMF 16n, né sé vao cot Ton cia bang Kanban. Tiép theo, toi sé
trinh bay cach wu tién va phat trién cac tinh nang nay.

Vong doi tinh nang

Siéu mau lap ma ching t6i sir dung dé dinh nghia, xay dung va kiém chitng
MVP ciing dung voi MMF.

Trong phan nay, t6i sé phac thdo mot vong doi tinh nang dwgc xay dung trén
sifu mau nay va qua trinh trién khai vong doi d6 bang cach st dung mot
bang Kanban.

Cach theo doi tinh nang tréen bang Kanban

Trudce khi t6i di vao chi tiét cu thé ctia cac budce tién trinh, t6i mudn néu bat
mot sO khia canh chung cta bang Kanban (xem Hinh 13-5).

Muc tiéu

https://thuviensach.vn



Hay liét ké cac muc tiéu va wu tién (trong tdm) trwdc mat ¢ dau bang
Kanban. Viéc nay ddm bao moi nguoi c6 dugce sy thong nhat khi wu tién cac
muc trén bang ton.
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Gidi han cua cdc muc viéc Bang-thuc-hién

Gidgi han cong viéc dang thyc hién duge thé hién trong hang tiéu dé trén
cung. Cac nhom l6n thwong xac lap giGi han cho cac nhom nho (nhv mo
phong, demo, ma, v.v...), nhung & giai doan nay viéc xac dinh cé phan hoi
qua vi hau hét cac dy an khai nghiép van ¢ quy mo nho.

Cac lan dém

Moi budc trong quy trinh duge chia thanh hai phan. Phan trén cung dugc
dung cho céac tinh nang “dang thwc hién”, con phan dwéi cung (con goi la
dém) dugc dung dé chita cac tinh nang da “hoan tat” va dang chd dé chon
dwa sang budc tiép theo.

Cdc tinh ndng co thé bi loai bé ¢ bat ky giai doan nao.

Nhiéu giai doan kiém chitng khach hang dugc dwa vao vong doi tinh nang.
Néu mét tinh nang khong qua dugc phan kiém chitng, n6 sé dugc dwa vé
giai doan trwéc do dé thuc hién lai hoac bi loai bd. Cac tinh nang nam trong
danh sach loai bo sé duwgce danh dau do.

Trién khai lién tuc

Toi gid dinh rang ban dang tién hanh mdt qua trinh Trién khai Lién tuc va
don gian nhém chu ky Thyc hién-Kiém tra-Trién khai-Giam sat duwdi cot
Ma.

Luuy

Mac du to6i dang stt dung phan mém trong vi du nay, xong Ma ciing c6 thé
dé dang dwoc thay thé bang giai doan Xay dwng phu hgp & san pham cua
ban.

Kiém chirng hai giai doan
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Vi kiém chitng dinh lwgng c6 thé mat thoi gian, nén téi chi st dung kiém tra
dinh tinh dé tuyén bd mot tinh nang la “Hoan tat”. Cach nay sé giip m&
khoa dang-thuc-hién trén tinh nang dé, gitp chuyén sang cac tinh nang khac
trong khi cho doi dit lieu dugc thu thap.

Giai thich cac buéc cua tién trinh

Bay gio t6i sé mo ta vong doi tinh nang day da thong qua cac budc cia tién
trinh.

Hiéu van de:
1. Tinh nang ton

Chuing ta da két thiic Chwong 12 véi mét luong congviéc don gian gitip xac
dinh nhanh cac yéu cau tinh nang c6 thé dwa vao cot tinh nang ton. Ching
dwgc ¢ dau cot Ton vi ching van chwa dugc bat dau. Vi ban c6 mot gidgi han
cho nhitng cong viéc dang-thyc-hién, nén ban can xac dinh mot cach can
trong can wu tién muc nao trong cdt Ton vGi cac muc tiéu tredc mat clia san
pham.

Khi ban da xac dinh xong mot tinh nang, bwdc dau tién la kiém tra xem liéu
van dé do cé xing dang giai quyét khong. Néu ban khong thé dwa ra ly Ié
bao vé viéc xay dung tinh nang nay, hay loai bo n6 ngay lap tirc.

a. Yéu cau do khach hang dwa ra

Néu tinh nang la yéu cau do khach hang dwa ra, hay goi dién hodc sap xép
cudc gap gd v6i khach hang. Mac du khach hang cé thé yéu cau mot giai
phap cu thé, song c tim hiéu dén goc ré cua van dé. Coé gang thuyét phuc dé
khach hang khong muon c6 tinh nang do6 nita. Bé nghi khach hang dwva ra ly
do vi sao ban nén bd sung thém tinh nang nay.
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Cudi cudc goi, ban can cé kha nang danh gia xem day la van dé giai quyét
duwogc thi tot hay la van dé phai giadi quyét, n6é c6 dang giai quyét khéng va né
sé anh hwdng dén mau vi mo nao.

b. Yéu cau noi bo

Néu tinh nang do noi bd dwa ra, hdy xem lai cac tiéu chi dugc trinh bay
tredc do6 vai cac thanh vién khac trong nhom, va tuwong tw, di dén quyét
dinh“DPay c6 phai la van dé dang giai quyét khong?”

Xac dinh giai phap:
1. M6 hinh gia lap

Khi ban da c6 mot tinh nang dang xay dung, hay xay dung mot mo hinh gia
1ap st dung phwong phap dugc néu ra trong Chwong 8. Bat dau tir ban phéc
thdo bang gidy, nhung nhanh chéng chuyén qua khung HTML/CSS c6 thé
truy cap mot cach ly twong trong tng dung cuta ban.

2. Demo

Khi mo6 hinh gia 1ap san sang, hay tién hanh mét cudc phong van co cdu tric
twong ty vdi cau tric cudc phong van Giai phap dé kiém tra gidi phap cua
ban v&i khach hang. Lap lai néu can trén mo hinh gid 1ap cho dén khi ban
nhan dugc tin hiéu manh mé dé tién vé phia trudc.

3. Ma

Khi m6 hinh gia 1ap dugc kiém chitng, ban c6 thé bat dau xay dung chic
nang an sau tinh nang. Co 1é hgp 1y nhat la chia nhé tinh nang ra thanh cac
muc viéc nho hon cho phép ban theo déi bang bang cong viéc va trién khai
tirng budc bang cach st dung hé théng Trién khai Lién tuc.

Kiém chitng dinh tinh
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1. Ra mat mot phan

Khi tinh nang da dugc ma héa va san sang st dung, triedc hét hay trién khai
mot phan véi chi mot vai khach hang.

2. Kiém chitng dinh tinh

Thyc hién cac cuéc phong van tinh kha dung twong tw nhuw cuéc phong van
MVP. Lap lai néu can dé khac phuc van dé.

Kiém chitng dinh lvgng
1. Ra mat toan bo

Ban da san sang dé tién hanh ra mat toan bo. Khi tinh nang dwoc dwa ra, né
dwgc danh dau la “Hoan tat” va khéa giéi han cong viéc dang-thuc-hién
dwgc mé. Viéc nay cho phép ban bat dau nghién citu tinh nang ti€p theo
trong hang doi.

2. Kiém chitng dinh lwong

Khi tinh nang ra mat day dua, bay gid ban cé thé so sanh doan hé chuyén doi
trong tuan tinh nang ra doi véi tuan trede do dé kiém chitng tac dong vi mo
ky vong.

Tuy thudc vao loai tinh nang, ban cé thé can thiét 1ap thém mot cudec kiém
tra phan tach. O giai doan nay, kiém tra phan tach 1a van dé danh gia.

Ban cang thuc hién dong thoi nhiéu kiém tra phan tach, khung thoi gian
kiém chitng cang dai. Cac thtr nghiém dai han ciing c6 thé bat dau can thiép
vao cac thir nghiém khac va lam r6i doan hé ctia ban. Vi nhitng ly do nay, t6t
nhat la hdy dung phan doan cua ban dé xac dinh khi nao nén tién hanh kiém
tra phan tach, khi nao khong.

Duéi day 1a mét so chi dan:
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e To6i thwong khong lam kiém tra phan tdch mdt tinh nang hoan toan méi
vi ban c6 thé so sanh vdi cac doan hé cii khong c6 tinh nang nay.

e To6i khong lam kiém tra phan tach nhitng thi nghiém thu duwgc tin hiéu
manh mé trong qua trinh thtt nghiém dinh tinh.

e To6i khuyén ban nén kiém tra phan tach nhitng thr nghiém nhan duoc
tin hiéu ti trung binh dén manh trong qua trinh kiém tra dinh tinh va
nhitng thit nghiém kiém tra cac cai tién hodc cac luéng luan phién.
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Chuong 14

PO LUONG PIEM HOA HOP SAN
PHAM/THI TRUONG

B

wdc dau tién la xac dinh thwdc do dé do lwong diém hoa hgp san pham/thi
treong. Khi ban da c6 thwde do nay, ban c6 thé 1ap mot cach hé thong dé dat
duoc no.

Diém hoa hop san pham/ thi trwong la gi?

Mac du Marc Andreessen khéng phdi la nguwdi dwa ra thuat ngl diém hoa
hop san pham/thi trudngZ3, song bai viét trén blog clia anh vé chu dé nay
van la mot trong nhitng mo td duwgc wa dung nhat vé diém hoa hop san
pham/thi treong.

biém hoa hgp san pham/thi trrong c6 nghia la khi ta & trong mot thi treong
tot v6i mot san pham c6 thé thda man thi treong dé.

Ban c6 thé cam nhan dwgc khi nao san pham va thi truong khong c6 diém
hoa hgp. Cac khach hang khong thu dwgc gia tri tit san pham, tin truyén
miéng khong lan di, lwvgng st dung khong tang nhanh, cac bai danh gia trén
bao thudc dién “huyén thuyén”, vong doi ban hang dién ra qua lau va nhiéu
thwong vu khong bao gio chot dwoc.

Va ban luon c6 thé cam nhan dwgc khi nao cé diém hoa hgp gitta sdn pham
va thi trvong. Ban lam ra bao nhiéu thi khach hang mua bay nhiéu — hodc s6
lwgng st dung tang nhanh dén do ban phai bo sung thém may chu. Tién thu
dugc ti khach hang do6 vé tai khodn ctia cong ty ban. Ban phai tuyén that
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nhanh nhan vién ban hang va nhan vién ho trg khach hang. Cac phéng vién
goi dén vi ho nghe ndéi nhiéu san pham néng so6t m@i ra mat cta ban va
muon ban chia sé thém vé no.

— Marc Andreessen, “The Pmarca Guide to Startups*
Dang tiéc la, Marc lai két thic bai viét dé v6i nhiéu cau héi hon la cau tra
1oi va khong dwa ra bat ky huwéng dan nao vé cach dat dwoc hodc do luwong
diém hoa hgp san pham/thi treong. Sean Ellis 1am cho khéi niém nay bét
tritu twgng hon bang cach dwa ra mot thwdce do xac dinh strc hit ban dau la

diéu kién tién quyét dé dat duwgc diém hoa hgp san pham/thi trieong. Toi sé
trinh bay vé thudc do nay trong phan tiép theo.

Bai kiem tra Sean Ellis

Sean Ellis diéu hanh mot cong ty tw van, 12in6, chuyén gitip d& cac céng ty
khéi nghiép trong giai doan chuyén ddi ting truong. Ong da tién hanh mot
cudc khao sat dinh tinh trén mau nguoi dung cia cong ty d6 dé xac dinh
xem san pham cta cong ty do cé sitc hit ban dau khong, day 1a mot chi bao
tot cho biét cong ty c6 di dung hudng khong.

Cau hoi chinh trong cudc khao sat la:

Ban cam thay thé nao néu ban khong con co hoi st dung [sdn pham] nita?
1. Rat that vong

2. Hoi that vong

3. Khéng that vong (n6 khong that sy hitu dung dén mitc nhuw thé)

4. Khéng ap dung — Toi khong con stt dung [sén pham] nita

Néu ban thdy trén 40% nguwoi dung tra 10i ho sé “rat that vong” khi khong c6
san pham cua ban, nhiéu kha nang la ban da xay dyng dugc stc tang treéng
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thu hut khach hang bén vitng va c6 thé mé rong trén san pham “phai c6”
nay. Mtrc doi sanh chuan 40% nay dwoc quyét dinh qua viéc so sanh két qua
t hang tram cong ty khéi nghiép. Nhitng cong ty nam trén mitc 40%
thwong c6 kha nang mé rong quy mé kinh doanh mot cach bén vitng; nhitng
cong ty nam thap hon dang ké so vGi mirc 40% dwdong nhw luén phai vat 1on
v6i kho khan.

T6i cam thay cach dung tit nglt chinh x4c cho cau hoi nay c6 thé dugce diéu
chinh tuy thudc vao thi trudng muc tiéu cta ban. Vi du: trong boi canh B2B,
viéc dua ra kich ban 1ay di mot sdn pham c6 thé khong phu hgp vGi khach
hang ban dau, nhitng ngwoi dang dau tw thoi gian cho san pham cta ban.
Ngoai ra, cac tién dé co ban cta bai kiém tra rat hgp ly. N6 do lwong sic
cong huwéng ctia sdn pham véi nguwdi dung.

Du vay, thach thitc 16n hon so véi viéc thue hién bai kiém tra Sean la khao
sat khach hang:

Khdo sat dé kiém chitng thi hiéu qua hon la dé hoc tap.

Trong trueong hgp nay, mac du bai kiém tra Sean van c6 thé gitp xac dinh
liéu ban cé sirc hat ban dau khong, song né khong gitip ban dat dugc diéu
do.

Ngoai ra, dé két qua c6 y nghia thong ké, ban can c6 kich thwédc mau da 16n,
tinh dén phan khic khach hang va xem xét dong co cia ngudi dung. Vi
nhitng 1y do nay, bai kiém tra dwgc thye hién t6t nhat la khi ban gan dat dén
diém hoa hop san pham/thi treong (day ciling la 10i khuyén cia Sean).

Vay ban sé lam gi cho dén khi d6? Ban leo 14i sdn pham ctia minh nhw thé
nao dé dat dén diém hoa hop san pham/thi trueong?

Cau tra 16i nam & bang diéu khién chuyén doi. Trong phan tiép theo, t6i sé
phac thdo cach tiép can khac gitip do lwdng sttc cong hwéng s6m ctia san
pham vé&i nguwoi dung bang cach st dung hai thwéc do quan trong tir vong
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doi khach hang — do6 la kich hoat va duy tri, ca hai cung nhau tao nén thuéc
do gia tri caa ban.

Tap trung vao macro “phu hgp”
Hay xdy dyng thit ma moi ngwdi mudn.
— Paul Graham

Pat dugc diém hoa hgp san pham/thi treong vé co ban c6 thé duge quy gon
thanh xay dung thit moi ngwdi muon, hay noéi theo cach khac, cung cap duogc
UVP cua ban. Mot s6 san pham/dich vu c6 thiét ké dé nam bat gia tri mot
lan — chang han, cac nhiép dnh gia chyp anh cuwdi, cac luat sw xtr ly cac vu ly
di, sach, DVD, v.v... Cac sdn pham khac c¢6 thiét ké dé nam bat gia tri dinh
ky théng qua viéc st dung lap lai — chang han cac san phdm phan mém nhw
la dich vy, dich vu mang xa hoi, nha hang, tap chi, v.v...

Nhém san pham th nhat chiu sy chi phoi cht yéu cua trai nghiém dich vy,
diéu nay c6 thé dwgc do lwong hiéu qua bang cach st dung thwdc do kich
hoat. Nhom séan pham thit hai cling dwa vao trdi nghiém dau tién t6t dep (vi
vay ty 1é kich hoat tot van quan trong), nhwng thanh cong lai phu thudc vao
viéc khach hang tai st dung san pham — khién duy tri tré thanh thuwéc do c6
chi bao t6t hon cho biét ban da “xay dung ding thit moi nguwdi mudn” chua
(xem Hinh 14-1).
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C6 thé 1ap luan rang viéc duy tri st dung mot san pham trong moét khoang
thoi gian dai can tao ra méi twong quan du chat ché vGi cac phan tng cho
cau héi khao sat “rat that vong” ctia Sean. Diéu nay gitip ta c6 thé ap dung
ngudng 40% dé xac dinh sitc hit ban dau.2

Ban cé siec hit ban dau khi ban git* dwgc 40% ngudi dung kich hoat, qua
moi thang.

Con doanh thu thi sao?

Mac du gia ca la mot phan ciaa san pham va chu trieong tinh phi tir ngay dau
tién, song doanh thu chi l1a hinh thitc kiém ching so khai, va khi dugc st
dung mot minh nhi mét bai kiém tra diém hoa hop san pham/thi trrong, né
c6 thé dy bdo sai. V6i cac san pham cta minh, t6i ting trai qua rat nhiéu
treong hop khach hang tiép tuc tra tién cho mot san pham ho khong st dung
(ké ca la st dung lac dac). Nguyén do doi khi bdi nguwdi khac (chang han
cong ty ctia ho) da tra tién hodc ho chi don gian la quén huy san pham.

Toi cling nhiéu lan chitng kién cac cong ty khéi nghiép bi phan tan chi y khi
theo dudi nham loai doanh thu — vi du thyc hién nhitng giao dich phat trién

ban quyén/cap phép maot lan.

Mac du doanh thu la dang thitc kiém chitng dau tién, song duy tri méi la
dang thitc xac nhan t6i hau.

Ngoai ra, néu ban cung cap san phdm mot lan, tinh phi phu hop, va cé ty 1é
kich hoat t6t, doanh thu sé tw lo liéu t6t phan con lai. Twong tw, néu ban
cung cap dich vu dang ky, tinh phi tir ngay dau tién va ban c6 ty 1é duy tri
tot, doanh thu cfling sé tw lo liéu tot phan con lai.

Ban da xay dung duwoc thit mei ngwoi muon chwa?

Trong phan nay, t6i sé tém tat qua trinh 1ap cho dén khi tao dwgc strc hut
sém va xac dinh khi nao ban dat dwgc no:
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1. Xem xét cac két qua trén bang diéu khién chuyén doi tuan.

bat thoi gian xem xét bang diéu khién chuyén doéi tuan vao moi thit Hai véi
ca nhom. Xac dinh nhitng hang muc ro ri nhiéu nhat ma ban can khac phuc
tredce tien.

2. Uu tién cac muyc tiéu va tinh nang con tén dong.

Xem xét cac tinh nang trong cot ton dé wu tién tién hanh cai tién cac tinh
ndng mai va hién co.

3. Pua ra cac gia thiét tdo bao.

O giai doan nay, hdy tranh cac thtt nghiém t6i vu héa vi md. Thay vao do,
hdy dua ra nhitng gia thiét tdo bao, dong thoi xay dung san pham nho nhat
c6 thé dé kiém tra chung.

¢. B0 sung/loai bo tinh nang.

Xem lai cac tinh nang trong toan bd vong doi tinh nang dé dam bao rang
ching cé tac dong tich cuwc. Néu khong, hay lam lai hodc loai bé ching.

5. Theo doi thudc do gia tri.

Xem xét cac doan hé duy tri. Muc tiéu cta ban la thady duwgc sy tang tién 6n
dinh & nhitng con s6 nay. Néu khéng, ban chi don gidn dang quay long
vong.

6. Thue hién kiém tra Sean Ellis.

Khi ty 1€ duy tri ctia ban dat dén con s6 40%, hdy xem xét thirc hién kiém tra
Sean Ellis.

Dbau la tiéu chi két thic qua trinh tao strc hat sém?

Qua trinh nay hoan tat khi ban c6 thé:
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e Duy tri ty Ié 40% ngudi dung
e Vugt qua bai kiém tra Sean Ellis

Thé con thi treong khi dat diém hoa hgp san pham/thi treong thi sao?
Bang cach néi nay, t6i muon néi dén nhitng thi nhv ty 1€ roi bo, hé s6 lan
truyéen, chi phi thu hat khach hang, gia tri vong doi — nhitng diéu gitp xac

dinh mo6 hinh kinh doanh ctia ban cé thé mé rong quy mo hay khong.

Tap trung m@ rong quy mo hoat dong kinh doanh trueéc khi ban cé thé cho
thay strc hit ban dau la mét sy phi pham.

Khi ban da chithg minh duwoc strc hit ban dau, trong tdm ctia ban can huéng
dén viéc dat dugc sy tang tredng bén virng.

Bat dau tr viéc xac dinh dong co chinh cho tang trudng

bong co tang trudng la co ché ma cac du an khdi nghiép st dung dé dat
dwgc sy tang tredng bén virng.

— Eric Ries, Khéi nghiép tinh gon
Trong cuén sach cua minh, Eric Ries mo ta ba dong co tang triedng nhu sau:
bong co két dinh: Ty 1€ duy tri cao

Mot san pham st dung dong co tang tredng két dinh dwa vao ty 1€ duy tri
khach hang cao (hoac ty 1€ bo di thap). Vi du: cac nha cung cap dich vu dién
thoai/cap, san pham phan mém nhuw 1a dich vu (SaaS).

Ty 1€ bo di 1a ty 1é khach hang rdi bé hodc khong con st dung san pham sau
mot thoi gian.

https://thuviensach.vn



Tang trwdng & day dwoc bao dam bang cach gitr cho Ty 1é Thu hit Khach
hang > Ty 1é Rai bo.

Pong co lan truyén: Ty 1€ gidi thiéu cao

Mot san pham st dung dong co tang tredng lan truyén dya trén viéc c6 ty 1é
khach hang gigi thiéu khach hang md&i cao (hodc hé so lan truyén cao), day
thwong la mot phan ng phu xdy ra khi khach hang st dung san pham. Cac

mang xa hoi tryc tuyén nhw Facebook va Twitter la vi du cho dong co tang
tredng lan truyén.

Hé so lan truyén do lwong so6 lwgng moi gidi thiéu chuyén doi thanh khach
hang trén mo6i khach hang.

Tang trwdng ¢ day dwgc dam bao khi Hé so lan truyén > 1 (tic l1a moi nguoi
dung mang lai it nhat mot nguwdi dung khac).

bong co thanh toan: Ty lé 1gi nhuan cao

Mot san pham st dung dong co tang trdng thanh toan dwa vao viéc tai dau
t mot phan doanh thu ctia khach hang (LTV hay gia tri vong doi) vao cac
hoat dong thu hat khach hang nhw mua quing cdo hodc tuyén dung nhan
vién ban hang.

Tang truéng & day dugc dam bdo bang viéc gilt cho gia tri vong doi cta
khach hang (LTV) > chi phi thu hit khach hang (COCA).

Mot nguyén tac chung theo cach cta David Skok, Matrix Partners la gitt cho
LTV > 3 COCA.

Vay ban chon dong co nao?

Mac du nhiéu hodc tat ca nhitng dong co trén déu co6 thé ap dung cho san
pham cua ban, song diéu quan trong la triedc tién ban phai tap trung vao mot

https://thuviensach.vn



dong co duy nhat, cé tiém nang tac dong 16n nhat xét véi con duong tiép can
khach hang ctia sdn pham cu thé ma ban dang trién khai (kénh khach hang).

biéu gi ngan hoat dong kinh doanh cua ban tang treéng vai toc dé 10x?
-David Skok

Lwa chon dung thwong it khi r6 rang vi nhiéu san pham thé hién mot s6 yéu
t0 cta ca ba, va dong co tang trudng “phu hop” cling c6 thé thay doéi theo
thoi gian.

Duwdi day la mot s6 hwdéng dan chung gitip qua trinh lwa chon trd nén dé
dang hon:

1. Bat dau bang viéc kiém chitng cac thwéc do gia tri.

Moi san pham déu phai bat dau tir viéc chitng té6 va cung cap dugc mot de
xuat gia tri co ban cho khach hang.

2. Hiéu cach khach hang hanh xt¥ véi san pham.

Nghién cttu vong doi khach hang co ban dé xac dinh bat ky mé hinh st
dung cu thé nao (néu co):

e Néu san pham cua ban c6 tinh lan truyén ngam — tic la, ngwdi dung
lien tuc kéo them nguoi dung mdi nhv mot hiéu wng phu ty nhién cua
viéc st dung dich vu (vi du, Facebook va Twitter), ban c6 thé xem xét
dau tw vao dong co tang tredng lan truyén. Thong thuwong, né di cung
vdi chién thuat gidam trd ngai dang ky, chang han nhuw cung cap dich vu
mién phi t6i da hda s tang tredng nguwoi dung.

e Néu ban c6 mot mo hinh st dung dinh ky — vi du m6t sdn pham phan
mém nhuw 1a dich vu, cé6 thé sé dang dau tw no lyc dé thic day gia tri
vong doi cua khach hang bang cach giam ty 1€ roi bo. Tai mot thoi
diém nao do6, ban sé dat duwgc mirc tran 1gi nhuan giam dan, day co thé
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la dau hiéu dé ban chuyén sang mot cong cu tang trwédng khac, nhw
cong cu thanh toan. Trong cac loai san pham nay, mac du ban cé thé
nhan dwgc mot s6 mdi gigi thiéu, song cac moi gidi thiéu nay khong
1ap lai qua cap 1 hodc cap 2 (nghia la hé s6 lan truyén nho hon 1).

e Néu ban c6 mot san pham st dung mot lan khéng ¢6 tinh 1ay lan, chang
han nhw san pham/dich vu cta cac nhiép dnh gia dam cwé6i va cac luat
st ly hon, khoan dat cwgc duy nhat caa ban la dau tw vao cong cu tang
tredng thanh toan. M6t lan nita, sdn pham cua ban c6 thé cho thay cac
moi gidi thiéu truyén miéng, va ban tham chi c6 thé c6 khach hang lap
lai, nhung ca hai déu khong phai la chia khoa dé thic day tang trudng
bén vitng.

3. Chon mot dong co dé diéu chinh.

Khi ban da chon dwgc mot dong co tang truedng chinh, hdy dat phan
cuwgc cta minh 1én ban: Tuyén b6 thudc do va cdi tién chinh yéu ma
ban muo6n dat dugce. Sau do, té chitc chubi thit nghiém tiép theo huwdng
t&i muc tiéu do.

Nghién cttu tinh huéng

CloudFire: Chuyén déi, bao ton va khdi dong lai

Cudi giai doan truedc do, chung téi da thu hut dugc nhiéu ba me dang ky,
nhitng ba me nay da gitp ching t6i tinh chinh hon nita sdn pham kha thi t6i
thiéu (MVP). Mot ty 1é dang ké trong s6 ho da di dén cudi vong doi khach
hang, dan dén nhitng khach hang dang ky tra tién va nhitng 16i chitng nhan
c6 loi tir khach hang.

Tuy nhién, khi tung CloudFire ra cho nhém déi twgng rong hon, ching t6i
d6i mat véi nhitng thach thitc méi thwong ndy sinh khi ta mé rong quy mo
t¢i nhiéu khach hang hon. Méac du chiing t6i xay dwng sdn pham nham muc
tiéu tGi nhitng nguwdi lan dau lam me va ban rén, song chinh viéc ho rat ban
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ron (khi phai doi pho véi sy kién thay doéi cudc sdng quan trong) da can trd
ching t6i thu hit dwgc mitc do chu y diung mitc (thach thitc vé dong co tang
tredng). Pa cé nhiéu dau hiéu canh bdo sém, dwdi dang nhitng lan hay lich
hen vao phut cudi va nhiéu cudc theo doi sau, nhung chiing t6i lai khong dé
y dén.

Song song dd, chuing t6i cting thit nghiém CloudFire cho thi trwedng nhiép
anh gia (nhitng ngwoi st dung trang web chuyén nghiép c6 thuwong hiéu
riéng) va thu hep tdm ngam vao cac nhiép anh gia dam cwdi nhw la nhitng
ngwoi don nhan sém. Khong giong nhuw cac ba me, sinh ké ctia ho phu thudc
vao viéc chia sé va ban néi dung. Két qua la, ho c6 nhiéu dong lyc dé s
dung va trd nhiéu tién hon cho CloudFire. Tuy nhién, c6 mot sw két noi
ngoai dy liéu gitta hai phan khuc khach hang nay.

Cac nhiép anh gia dam cudi & vao vi thé ly twdng dé ban CloudFire cho cac
cap doi méi cuwédi, nhitng nguwdi cudi cung sé st dung dich vu nay cho cac su
kién quan trong khac trong doi, nhu c6 con — do do6 lam tang gia tri vong doi
cua dich vu.

Cac nhiép anh gia dam cuwéi c6 dong co tham gia lam doi tdc kénh vi
CloudFire cho phép ho vira tao su khac biét cho dich vu, vira cé thé huéng
lgi tir viéc xay dung thwong hiéu va t6i wu hoa cong cu tim kiém (SEO) ma
ching t6i xay dyng trong san pham.

Mac du tat ca diéu nay nghe c6 vé day hita hen, nhung c6 mot van dé can
gidi quyét. To6i da thanh lap cong ty nay quanh mdt tam nhin k§ thuat va mot
nguyén mau khach hang giong t6i hon la giong mot ba me, hay mot nhiép
anh gia dam cwdi. Mac du toi c6 dam mé rat 16n doi véi cong nghé an sau
giai phap, song toi thdy minh khéng mday hitng tha véi khach hang hay van
dé cua ho.

Néu ban chi c6 dam mé véi giai phap thi do la van de.
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Nhin lai, t6i c6 thé thdy diéu nay da xdy ra nhuw thé nao. Hanh trinh kinh
doanh khdi nghiép cua t6i cho dén nay c6 thé dwgc mé ta qua ba giai doan
nhu sau:

1. Sy cam do6 cta con nghién sang tao: Doanh nhan khdi nghiép la nghé si

Chung t6i xay dung no va chung toi khong mong doi no tré thanh mot cong
ty, chuiing t0i chi xay dung né vi chiing t6i nghi né chat.

— Mark Zuckerberg

Giong nhu nhiéu doanh nhan khéi nghiép khac, lic dau t6i ctling bi thic day
bd&i mot nhu cau “sang tao” khong thé giai thich dwgc — xay dwng mot thi
doc dao c6 thé 1am thay doi thé gidi.

To6i m@ cong ty cua minh vao nam 2002, xay dueng mot ¢ng dung mang xa
hoi cd nhan goi la 6Degrees. T6i khong biét rang sau khi Friendster ra mat
mot thoi gian, c6 ca loat trang web mang xa hoi khac cling ra doi. Tuy
nhién, diéu dé khong ngan can chung t6i, bdi ching t6i tiép can theo 16i
khac (phvong phap nay dugc xay dung trén sy riéng tw va giam tap trung).
Canh tranh mang lai cdm giac nhw ching t6i duwgc kiém chitng, va cho phép
ching t6i tiép tuc “sang tao” hon. H6i nam 2002, sy riéng tw va mang xa hoi
khong di cung nhau.

Bai hoc 1: Khac biét chi t6t néu khac biét 4y quan trong.
2. Khéi nghiép nhuw 1a sy song con: Nghé si thi cling can an

Tt kha sém, ban phai tim xem ban sé thiét 1ap duong bang nhu thé nao dé
dam bao kha nang “cho ct dan than khéi nghiép”.

Khéi dong cham khong phai 1a lwa chon dau tién cta t6i. Trudc do, tdi co
chan trong mot dy an khéi nghiép dang ¢ giai doan thoat bo, vdi gia tri chin
con sO (quyeén s& hitu du an nay chu yéu thudc vé ngudi sang lap), vi vay toi
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1én ké hoach m& mot cudc hop véi nhitng nguoi sang 1ap. Mac du ho thich y
twong, song ho khong san long tai trg dé phat trién né. Day la bai hoc dau
tién trong nhiéu bai hoc sé gitup ching t6i hiéu vé nhitng rdi ro khi khéi
nghiép va cong viéc thuc sy cia mot doanh nhan khéi nghiép. Khi do, toi
hoan toan khong hiéu diéu nay.

Ho6i nam 2002, von thuc sy rat ngat nghéo (dac biét 1a ¢ Texas), nhung toi
quyét tam xuc tién. Cudi cung, to6i nhan duwgc mot khoadn dau tv may man tw
mot doanh nhan khai nghiép & Na Uy, vi nay da tim thdy t6i qua mot bai
dang trén blog va tai trg cho viéc phat trién nén tdng ma t6i dang xay dung
dé doi 1ay hgp dong cap phép co chiét khau.

Mttc d6 may man xdy ra trong doi ban, Vung May man Bé mat, ty 1é thuan
trie tiép véi cdp do ban lam mét viéc ma ban dam mé két hop véi tong so
nguwoi ma diéu nay dugc truyén thong dén mot cach hiéu qua.

— Jason Roberts, “How to Increase Your Luck Surface Area”

Ngay tir h6i do, toi da dac biét coi trong thoi gian ctia minh. T6i da thoa
thuan véi vg toi rang toi sé st dung tién nhw la thwdc do thanh céng — xay
dung du duwong bang dé t6i co thé théa man con nghién sang tao ctia minh.

Ky la la t6i khong 16 mot ky trd lwong nao trong 7 nam lién tuc va vun vén
du dé ton tai, diéu nay tré thanh mot 1y do méi cho sy ton tai. Toi dan dan
trd nén it hitng tha véi viéc hoc cach xay dung cac san pham phic tap va
quan tam hon dén viéc hoc cach xay dung cac san pham thanh cong.

Dbén tan thoi diém gan day, t6i van xay dwng cac san pham vdi suy nghi phai
gidu giém, t0i cO gang xay dyng mot nén tdng, md rong tir ma nguoén md,
thwc hanh “phat hanh sém, phat hanh thwong xuyén”, theo dudi phuwong
cham “it hon la nhiéu hon”, va tham chi da th ca “nhiéu hon la nhiéu hon”.
RO6i t6i biét dén Phat trién Khach hang, va tir do6 t6i da lan theo con duwong
mon di dén Khai nghiép Tinh gon, n6 da thay doéi hoan toan cach tiép can
cda toi trong viéc tim hiéu va xay dyng san pham.
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Vi CloudFire, mac du t6i kham pha thanh cong “cac van dé khach hang”
kha dung dé giai quyét, va tham chi tién kha xa trong tién trinh kiém chitng
mo6 hinh kinh doanh (v&i dong tién duwong), song van c6 diéu thiéu soét
nghiém trong: dam mé doéi véi khach hang va van dé cuia ho.

Trong qua trinh nay, t6i da vo tinh diéu chinh tam nhin sang lap tir cho dua
trén van dé — “két ndi tat ca moi ngwoi trén hanh tinh nay” — sang cho dya
tren mot giai phap — “mot khung lam viéc ti ban tdi web, lam mo ranh giGi
gitta may tinh dé ban va web”. Cong ty t6i da tré thanh mot cong ty vai
nhitng “gidi phap tim kiém van dé”, nhitng khach hang va thi truong tiém
nang ma t6i tim thay déu nam ngoai dy liéu.

Bai hoc 2: Thu dwgc tién la dang kiém chitng dau tién, nhwng né van chwa
da.

3. Loi nguyén di san: Cac nghé si can lién tuc tu tai tao

Moi ngudi 1ap mot cong ty khai nghiép vi nhiéu ly do, nhiéu trong s6 dé dan
dén cac doanh nghiép thanh cong (va/hodc phai tir bd). Tuy nhién, t6i da dén
mot giai doan tim kiém mot diéu gi do c6 y nghia hon: muc dich.

Toi budc phdi déi mat vdi tinh trang thiéu két n6i van dé vdi dam mé &
minh, va t6i nhin thay hai lwa chon. T6i c6é thé tuyén thém ngudi phuc vu
cac phan khtc nay, hodc téi c6 thé ban cong ty di. Di san cé thé la mot lgi
thé hoac mot tré ngai rang budc, va day khong phai la mot quyét dinh de
dang dua ra.

Trong hai nam qua, t6i da vap phai mot loat cac van dé mdi, nhitng van de
nhan dugc sy hwong ng trén nhiéu cap do. Toi da 1ap blog ctia minh nhw
mot cach dé gitt cho ban than phai chiu trdch nhiém truedc cong ching,
nhung cung v6i dé toi bi cuén vao thé gigi Khdi nghiép Tinh gon va tham
gia cuQc tro chuyén nay. Toi ngac nhién tre6c nhitng phan tng va sw dong
vién ma t6i nhan dwgc. T6i mién cudng khi bat dau viét cudn sach nay va
tham chi con thay khong thodi mai hon khi méi thuc hién cac héi thao.
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Khi t6i thdy da cac chdm diém két ndi, t6i quyét dinh nhan nat khai dong
lai. T6i da goi cho khach hang dau tién cda téi & Na Uy (Sverre Fjeldheim)
va trong vong hai tuan ching t6i da cé thoéa thuan ban hang. Sau mot thoi
gian ngan chuyén déi cong ty, toi bat dau dat nén mong cho mot cong ty
mai: Spark59.

Bai hoc thit 3: Khéi nghiép c6 thé 1ay mat nhiéu nam cudc doi ban, vi vay
hay chon van dé xitng dang giai quyét.

Mot bi quyét hay giip tim ra van dé dang gidi quyét (dugc phat biéu ré rang
vOi su gitp do cua Patrick Smith) l1a hoan toan dam minh vao mot truc (bat
ky truc nao) ma ban dam mé va & gitta nhitng ngwoi day dam mé khac. Con
nguwoi khong tranh khéi c6 van dé, va ban (doanh nhan khéi nghiép) dugc
1ap trinh dé tim giai phap.

Tom tat

Hinh 14-2 ghi lai lubng c6ng viéc ma chuing ta di theo xuyén su6t cuoén sach
nay.
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Mac du mo6 hinh nay ap dung cho mét loat cac san pham, song t6i thuwong
xuyén nhan dwgc cau héi lam thé nao cé thé diéu chinh n6 sao cho thich tng
v6i hai m6 hinh cu thé: mot san pham hiéu (tng mang va mot san pham da
do6i tuwgng (thi truong).

Mau thiét ké cho mot san pham hiéu tng mang

Mot san pham hiéu *ng mang la san pham cé gia tri phu thudc vao sé lwgng
nguoi sit dung né. Dién thoai la vi du dién hinh, cac dich vu tric tuyén nhw
Twitter va Facebook cling hoat dong theo mo6 hinh nay.

Siéu mau ma chuing ta da ban cho dén nay ciing c6 thé duwgc ap dung cho cac
loai sdn pham nay, v4i mdt vai can nhac bé sung:

Sy chu y 1a mét tai san c6 thé chuyén doi.

Khi gia tri ctia san pham tang 1én theo so lwgng nguwdoi dung, cé thé chuyén
do6i cong thire dé dinh gia s6 lwong ngwdi dung dang hoat dong nhu tai san
thay cho “doanh thu thyc té” trén muc Cac dong doanh thu ctia mo hinh.

Cong thitc nay khong dé trinh bay giy gon, nhung ty 1é quang cao hién tai
va/hodc gia tri cia cac san pham dwgc xay dwng mau twong tu c6 thé l1a xuat
phat diém.

Mot thach thitc véi cac loai sdn pham nay la san pham thwong phai viegt qua
mot diém bung phat nhat dinh dé gia tri c6 thé phat huy. Trudc lic do, cong
ty khéi nghiép sé phai tim cach séng sét qua nhitng thoi diém bat on.

Twitter bat dau nhv mot dy an bén 1é “cho vui” khéng khac chi mén kem
trang miéng khi Ev Williams phat trién cong ty chinh cia anh, Odeo, mot
cong ty da huy dong dwoc hang triéu do-la tir nha dau tuw.

— Nguoén: New York Times
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Khi Zuckerberg dén thung lling Silicon vao mua hé nam thit hai dai hoc, anh
nghi c6 thé mét ngay nao dé anh va doi ngii ciia minh sé phat trién mot cong
ty khoi nghiép, nhung lai khong nghi Facebook chinh la cong ty khai nghiép
do.

— Nguon: TechCrunch
Ty 1€ duy tri van la s6 mot.

Cot moc quan trong dau tién van xoay quanh viéc xay dwng th ma moi
nguwoi muon sd hitu, va diéu nay dugc do lwong bang mirc do st dung hoac
tham gia ldp lai (thudc do gia tri). D€ tim hiéu thém vé ndi dung nay, hay
xem muc b6 trg: “Kiém chitng gia tri trudc khi thic day tang trudng:
Facebook”.

Pong co tang trwedng c6 tinh lan truyeén.

Khi thuwéce do gia tri cia ban da duwgc kiém chitng & quy mo6 nho, ban can
phai chay dua dén diém bung phat t&i han ctia mang lwdi bang cach st dung
dong co tang trwdng co tinh lan truyén. Khi do, ban c6 thé tim cach kiém
chitng sy chu y ma ban thu duge thong qua cac phwong tién nhu quang cao
(vi du nhuv Facebook), danh sach thanh vién tra phi (vi dy, LinkedIn) hodc
phuong tién khac.

Luuy

Mac du san pham hiéu tng mang c6 quang cao c6 thé dugc cho la mot dang
mo hinh da doi twong (thi treong), song téi thwong bao lvu nhan nay cho
mot dich vu trong dé ca hai bén déu chia dong lam viéc véi nhau trong giao
dich kinh doanh. D¢ la cha dé cta phan tiép theo.

Kiém chitng gia tri trede khi thic day tang trudng: Facebook
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Facebook khong phai 1a mang xa hoi dau tién, nhwng n6 da tré thanh mang
xa ho6i 16n nhat. C6 mot diéu ma nhitng nguoi sang 1dp mang nay da lam
khac di, d6 la wom mam san pham cta ho trong mot mang xa hoi ngoai
tuyén da ton tai, khuén vién dai hoc Harvard. Thay vi m& rong dich vu téi
tat ca moi nguwoi, trudce tién ho kiém chitng mot cach c6 phwong phap cac gia
dinh vé gia tri caa ho, ti tredng dai hoc nay qua treong dai hoc khac va két
thiic bang m&t san pham vira c6 gia tri cao vira c6 mirc tang tredng cao.

Mau thiét ké cho mot san pham da déi twgng (thi treong)

San pham da do6i twgng la san pham két ndi ngwdi mua véi ngwdi ban, va
cung cap giad tri bang cach giam tré ngai giao dich. Expedia, eBay va
Priceline 1a cac vi du dién hinh & day.

Vi mét ly do nao do, t6i thiy c6 rat nhiéu doanh nhan khéi nghiép bi thu hait
vao mo hinh nay. C6 1€ ly do la vi m6 hinh nay c6 vé la mé6 hinh dé sinh 1gi
nhat. Sau cung, muc dich cuda thi treong la giao dich kinh doanh. Nhung
nhitng thi truong nay co6 thé rat kho thiét 1ap vi “van dé con ga — qua tritng”
thwong dugc trich dan:

Ngudi mua khong hing thu vi ban khong c6 du nguoi ban, va ngugc lai.
Du6i day la mot s6 suy nghi cta t6i vé cach diéu hwéng mé hinh nay:
Tao mo hinh cho ca hai phia.

Bang cach dd, ban dang xay dung hai mo hinh kinh doanh trong mot. Ban
phai hiéu ngudi ban, cach ban c6 thé tiép can ho, va gia tri doc ddo ma ban
sé cung cap cho ho. Sau dé, tién hanh twong tw vGi nguwoi mua. Xay dung
mo hinh riéng cho moéi bén la mot cach tuyét voi dé ghi lai nhitng gia dinh
nay.

Kiém chitng gia tri trong mat thi tredng nho ctia nguyén mau nhitng nguai
don nhan sém.
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Ciing giong nhw cac san pham hiéu *ng mang, cong viéc dau tién ctia ban la
chitng minh gia tri @ quy mo nho. Thay vi tao ra mot thi truong maéi hoac
16n, hdy xac dinh mot thi tredng nguyén mau hién c6 cho “nguwdi déon nhan
sém”, noi ma ca dong co lan trd ngai doi vdi giao dich kinh doanh hién c6
déu cao.

Vi du: néu ban dang xay dung mét thi truong két noi cac nha khai thac du
lich mao hiém vd&i cac nha cung cap dich vy, hay tap trung vao mot hoat
dong cu thé nhw leo nti tai khu vie dia phwong noi ban cé thé tiép can truc
ti€p ca hai bén. Twong tw, néu ban dang tim cach tao diéu kién ban nhiéu
chung loai san pham, trwdc tién hay chon ding ching loai san pham ngach.

Thyc hién cac cudc phong van Van dé va Giai phap riéng ré dé kiém chitng
nhitng giad dinh lién quan dén mitrc dé kho s va dong lyc cua cd ngwdi mua
lan nguwoi ban. Thu nhan cam két, xdy dung MVP va bat dau két n6i ngudoi
mua v6i nguwdi ban. Ban cé thé tham khdo mot vi du vé m6 hinh nay tai muc
bd trg, “Giadm trd ngai thi trudng & quy mo nho trudce tién: Airbnb”.

bung tw dong so khop.

So khép nguwdi mua va ngwoi ban la mot van dé dau dau. Hay can nhac st
dung m6 hinh “MVP hau can” (nhw Nghién cttu tinh huéng vé dich vu Food
on the Table & Chuwong 5) dé gitt mirc chat lwgng cao trong khi tim hiéu ban
can ty dong hoéa cai gi. Muc bo trg “Hoc héi tht cong trude khi ti dong hoa:
AngelList” cung cap mot vi du khac cho m6 hinh nay.

Xac dinh dong co tang trwdng phu hgp cho mai bén.

Ban cé thé tan dung nhitng 16i chithg nhan ban dau dé buwdc vao cac thi
treong lan can. Nhung hay than trong khi nhan ra rang ban c6 thé can van
hanh dong thoi hai dong co tang trudng riéng biét cho moi bén cua thi
treong.

Gidm trd ngai thi trudng ¢ cdp vi mo trude tién: Airbnb
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Airbnb la mét dich vu trye tuyén két noi nhitng ngudi tim diém thué khi di
nghi mat cling nhu cac loai hinh Iwu trd ngan han khac véi nhitng ngudi cé
phong cho thué & thanh phd diém dén. Khi t6i viét cuon sach nay, Airbnb cé
danh muc dich vu & hon 16.000 thanh phé tai 186 qudc gia. Nhung Airbnb
sé khong di xa duwgc dén thé néu khong trdi qua mot qua trinh hoc tap lau dai
va vat va. Trong thir nghiém dau tién khi dwa ra san pham, cac nha sang 1ap
da cung cdp cho & cua ho dé cho thué trong mot hoi nghi thiét ké thu hut
dwgc nhiéu sy chi y, va vé da ban hét sach. Ho da thyc hién hai thi nghiém
b6 sung — mot trong thai ky dién ra hdi nghi SXSW & Austin, Texas, va mot
trong thoi gian dién ra Hoi nghi Hiép thwong BPang Dan cha & Denver — tat
ca déu di cung vagi hoat dong tw van. Khong lau sau d6 ho tham gia chuwong
trinh Y Combinator, & day ho tap trung toan thdi gian vao san pham va ra
mat né mot cach co6 hé thong tir thanh phé nay qua thanh phé khéc.

Hoc hoi thu cong truée khi tw dong hoa: AngelList

Khi AngelList ra mat lan dau, cac nha sang 1ap Nivi va Naval da danh rat
nhiéu thoi gian riéng dé tim hiéu va huwéng dan cac cong ty cé nhiéu kha
nang duwgc cap von nhat, sau doé ho két noi thu cong cac cong ty nay vdi cac
nha dau tu chat lvgng cao thong qua cac e-mail gidi thiéu. Biéu nay dam
bdo chit lwgng cho luéng giao dich, véi bang chitng la nhitng 10i chitng
nhan co6 lgi tir ca hai phia — nha dau tw va doanh nhan khdéi nghiép, dén lwogt
nhitng 10i chitng nhan nay lai tiép sttc cho dong luc tang tredng cia ho. N6
cling cho phép ho hoc héi nhitng phan “quy trinh tha céng” duwgc hudng loi
nhiéu nhat khi ty dong hoa san pham true tuyén ctia minh sau nay.

https://thuviensach.vn



Chuong 15
KET LUAN

X

in chic mirng! Ban da hoan thanh chang duwong.
Tiép theo la gi?

Toi tin rang cudc song cua bat ky cong ty khdi nghiép nao ciing cé thé chia
thanh hai phan: tredc khi dat diém hoa hgp sdn pham/thi treong (hay goi
day la “BPMF”) va sau khi dat diém hoa hgp san pham/thi truong
(“APMPF”).

- Marc Andreessen, “The Pmarca Guide to Startups“
Cudc song sau khi dat diém hoa hgp san pham/thi trudng

Dat diém hoa hgp sdn pham/thi truong la c6t moc quan trong dau tién cha
mot dy 4n khéi nghiép. O giai doan ndy, phan nao di dam béo thanh cong va
trong tam cua ban lic nay cé thé chuyén tir hoc hoi sang mé rong quy mé
(xem Hinh 15.1).
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HOA Hop VAN Bl DIEM HOA HOP SN

PRANTH TRUOHG

i

Tt o é hic gy tang iGng bing céh ndo?

Hinh 15-1, Sau khi dat diém hoa hp sdn phém/th fidng

Cung vdi viéc tiép tuc diéu chinh va thiét 1ap lai dong co tang trwdng dé dap
tng nhitng thach thitc dén nhan tir phia khach hang khi ban no lyc “vugt
qua khodng cach” giita nhitng ngwdi dén nhan s6m va khach hang chi luu,22
ban chac chan sé phai d6i mat vdi nhitng thach thitc méi khi phat trién cong
ty.

Moi qua trinh déu van hanh sudn sé cho dén khi ban b6 sung thém nguoi.

Chia khoa la phai xay dung mot van hoa hoc hoi lien tuc cua nhitng nguoi
thir nghiém thay vi van hoa cta cac chuyén gia, trong do, ai cling co6 trach
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nhiém tao dung va nam bat gia tri khach hang.

Phong cach Toyota khéng phdi 1a tao ra két qua bang sy lam viéc cham chi.
N6 la mot hé thong tuyén bo rang khong c6 gidi han nao doi véi sic sang
tao cia con nguwoi. Moi ngwoi khong dén Toyota dé “lam viéc”, ho dén dé dé
“suy nghi”.

- Taiichi Ohno
Toi co gitt duwgc 161 hira cia minh khong?

M¢& dau cudn sach nay t6i da tuyén bo rang khéng phwong phéap luan nao c6
thé dam bdo thanh cong, nhung t6i lai hita hen sé cung cdp mot quy trinh
hanh dong, cé thé ap dung nhiéu lan dé xay duwng san pham, mot quy trinh
giup tang co may thanh céng cho ban bang cach gitp ban xac dinh cac thwéc
do thanh cong ctia minh va do lwong toan b qua trinh theo cac thwéc do ay.

Toi hy vong minh da thuc hién dugc 161 hitva dé.

Chuwa bao gio khai nghiép lai thuan 1gi nhw bay gio, va nhitng y twéng trong
cubn sach nay sé giup ban lam dwgc viéc do. Trén thuyc té, ban sé thay rang
khi ban tiép thu cac nguyén tac cot 16i dugce trinh bay ¢ day, ban c6 thé (tng
dung chiing & khap noi.

Hay gitr lien lac

Mot cudn sach, ciing giong nhw mot phan mém 16n, khong bao gio hoan
thanh — chi c6 dugc tung ra.

Cudn sach nay chi la s khéi dau. Toi tiép tuc chia sé nhitng bai hoc minh
thu dugc qua blog tai dia chi http://ashmaurya.com va thwong xuyén t6 chic
cac hoi thao.

Dbé c6 dugce cac ky thuat mang tinh chién thuat hon, ban cé thé dang ky nhan
ban tin Lam cha pheong phap van hanh tinh gon cua toi:
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http://blog.runningleanhq.com/mastery/.

Rdt hoan nghénh ban gwi thw cho t6i bat ky lic nao tai dia chi
ash@spark59.com .

Twitter: @ashmaurya
Skype: ashmaurya

Cam on ban da danh thoi gian doc cudn sach, va day la vi thanh cong cua
ban!
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NGUON THAM KHAO

Sach

e The Lean Startup (tam dich: Khdoi nghiép tinh gon) cta Eric Ries
(Crown Business)

e The Four Steps to Epiphany (tam dich: Bon buéc tién téi dinh vinh
quang) cua Steve Blank (http://cafepress.com/kandsranch)

e Business Model Generation (Tao lap m6 hinh kinh doanh - da dugc
Alpha Books mua ban quyén va xuat ban) ctia Alex Osterwalder
(Wiley)

e The Entrepreneur’s Guide to Customer Development (tam dich: Cam
nang phat trién khach hang cho doanh nhan khéi nghiép) cia Brant
Cooper va Patrick Vlaskovits (Cooper-Vlaskovits)

e Positioning: The Battle for Your Mind (Pinh vi - da dugc Alpha Books
mua ban quyén va xuat ban) cta Jack Trout va Al Ries (Warner Books)

e Don’t Just Roll the Dice ( tam dich: Birng phé mac cho con xtic xac)
cua Neil Davidson (Red Gate Books)

» Rocket Surgery Made Easy (tam dich: Khé hon thi dé hon) cta Steve
Krug (New Riders Press)

e Inbound Marketing cuia Dharmesh Shah va Brian Halligan (Wiley)

e The Principles of Product Development Flow (tam dich: Cac nguyén
tac trong luong phat trién san pham) ctia Donald Reinertsen (Celeritas
Publishing)

e Lean Software Development: An Agile Toolkit (tam dich: Phat trién
pham mém tinh gon: B6 cong cu nhanh gon) ctia Mary Poppendieck va
Tom Poppendieck (Addison-Wesley Professional)

e Toyota Production System (Phwong thitc Toyota - da dugc Alpha
Books mua ban quyén va xudt ban) ctia Taiichi Ohno (Productivity
Press)
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Blogs

e Eric Ries, “Startup Lessons Learned” (tam dich: Nhitng bai hoc rit ra

e Steve Blank (http://steveblank.com)
e Jason Cohen, “A Smart Bear” (tam dich: Mgt chi gau thong minh)

e Venture Hacks (http://venturehacks.com)

e Sean Ellis, “Startup Marketing” (tam dich: Marketing khdi nghiép)
e Dharmesh Shah, “OnStartups” (http://onstartups.com)

e David Skok, “For Entrepreneurs” (http://www.forentrepreneurs.com)

e Ben Yoskovitz, “instigator blog” (http://www.instigatorblog.com)

Cong cu

e M6 hinh Tinh gon: Phan mém kiém chitng mo6 hinh kinh doanh
(http://leancanvas.com )

* USERcycle: Phan mém qudn ly vong doi khach hang (http: // usercycle
-.com )

e User Testing: Kiém tra khd ndang s& dung truc tuyén
(http://usertesting.com )

e KISSmetrics: Phan mém phan tich web (http:/kissmetrics.com)

e SnapEngage: Cong cu phadn hoi khach hang truc tuyén
(http://snapengage.com)

e Heroku: Co s& ha tang nén ting nhuv la dich vu Ruby
(http://heroku.com)
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PHU LUC
Tai liéu doc thém

Cach xay dung mot doanh nghiép khéi nghiép chay cham

T

0i da khai dong moi cong ty ciia minh sudt 7 nam qua va da hoc dugc rat
nhiéu vé khéi dong moi tir Bijoy Goswami, nguwoi sang lap Bootstrap
Austin. Bijoy khong gi6i han khdi dong méi ¢ dinh nghia phd bién hon vé
viéc xay dyng mot cong ty ma khong cé von ngoai, thay vao do6 anh coi khéi
dong moi la mot triét Iy duwge tém gon trong phuong cham sau: “Hanh dong
phu hop, ding thoi diém.”

Cau than chu nay ciling ding vdi cac doanh nghiép Khéi nghiép Tinh gon
khong kém gi cac cong ty khdi nghiép cham:

O moi giai doan ctia qua trinh khéi nghiép, déu c6 mot bd hanh dong “phu
hop” cho cong ty khéi nghiép, trong dé ho t6i da héa lgi nhuan vé mat thoi
gian, tién bac va coéng sitc bo ra. Mot doanh nhan khd&i nghiép chay
cham/tinh gon thuwong bé qua tat ca nhitng diéu khac, chi tap trung duy nhat
vao diéu nay.

Mac du ky thuat khai nghiép chay cham va Khai nghiép tinh gon khong chi
gidi han & viéc huy dong von, song huy dong von la mot trong nhitng van dé
dau tiéen ma moi doanh nhan kha&i nghiép phai giai quyét, diéu nay cé thé
dan tGi su phi pham.

Tai sao goi von sém la mot dang phi pham

C6 nhiéu ly do cho thay tai sao goi von sém c6 thé dan tdi si phi pham:
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Goi duge von khong phai 1a mot sw kiém chirng.

Céac nha dau tw giai doan hat giong ciling té khi dw doan san pham nao sé
thanh cong nhuw ban vdy. Néu khong dwa vao bat ky sy kiém chitng san
pham nao, ho ciing dang dat cugc mao hiém dya trén thanh tich va nang luc
ké chuyén ctia cac ban. Vi vay, du nhan dwgc von & giai doan nay la mot
minh chitng cho ky nang xay dung nhom va ky nang ban hang cua ban, song
no6 khong gitip kiém chitng san pham.

Thiéu kiém chitng, ban sé khong c6 don bay nao.

Quan trong hon, thiéu kiém chitng, ban khéng cé do tin nhiém vé san
pham/thi treong, thuwong di kéem vdi gia — dwoc phan anh & mic gia tri thap
hon va céac bang diéu khoan c6 1gi cho nha dau tw.

Cac nha dau tw do lwong su tién trién theo kiéu khac.

Mac du hoc hoéi c6 kiém chitng la thuwdc do sy tién trién trong mot cong ty
khai nghiép tinh gon, song hau hét cac nha dau tw déu do lwong su tién trién
thong qua tang treong. Hoa hgp hai diéu nay trong giai doan dau cua qua
trinh khéi nghiép cé thé vira dat ra nhiéu thach thitc, vira gay phan tan chu y.

Viéc nhan von luén 1au hon ban nghi.

Thoi gian gia tri hon tién bac. Ban mu6n bo ra nhiéu thang trdi chao maoi cac
nha dau tw dé ban c6 thé tinh chinh cau chuyén dya trén mot san pham chwa
duwgc kiém tra hay danh thoi gian chao moi khach hang dé ban c6 thé ké mot
cau chuyén dang tin cay dwa trén mot san pham da qua kiém nghiém?

Nhiéu tién qua qua that c6 thé lam ton hai ban.

Tién bac la chat gia toc chi khong phai 1a vién dan bac. N6 cho phép ban
lam thém nhitng viéc ban dang lam, nhuwng khong nhat thiét cho phép ban
lam viéc d6 t6t hon. Chang han, nhiéu tién hon c6 thé cam do ban thué nhiéu
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nguwoi hon va xay dung thém nhiéu tinh nang — ca hai déu cé thé khién ban
di chéch dong va lam cham t6c do cua ban.

Trd ngai thic day doi mdi, nhwng quan trong hon ca, ching budc ta phai
hanh dong.

Khi c6 it tién hon, ban budc phai xay dyng it hon, tién hanh nhanh hon va
hoc héi nhanh hon.

Thé con tat ca nhitng 10i khuyén va mai két ndi thi sao?

Huy dong von khong phdi la cach duy nhat dé c6 dugc 10i khuyén tot. Ban
c6 thé va nén bat dau xdy dygng mot ban cd van da dang tir sém. Nhiéu nguoi
rat vui khi duwgc héi xin y kién; nhitng ngwoi khac c6 thé yéu cau phan nao
von gop dé chinh thitc h6a moi quan hé.

Lam sao t6i c6 thé ton tai cho dén khi tim dugc diém hoa hgp san pham/thi
treong?

Mac du thoi gian ly twéng dé huy dong von ngoai la sau khi dat diém hoa
hop sdn pham/thi trvong, song ban c6 thé can huy dong mot lwgt von nho
tredc do, hodc ty bé von. Muc tiéu la tiém can diém hoa hgp san pham/thi
treong hét sitc cé thé.

Ly do lén nhat dé khéi nghiép chay cham liac dau la vi day la thoi diém
thuan 1gi cho viéc khéi nghiép. Ban khong can phai cé nhiéu thi méi co thé
bat dau dinh nghia, xay dwng va kiém tra san pham kha thi t6i thiéu (MVP)
huwdng téi diém hoa hop san pham/thi truong. V6i doi ngli (va bd ki nang)
phu hgp diung thoi diém, ban c6 thé kiém chitng diém hoa hop van dé/giai
phap trong khi tiép tuc lam cong viéc hang ngay, va nhanh chéng dwa ra
MVP treée khach hang ngay sau do.

Dudi day la mét s6 meo khéac gitp ban thém trong qua trinh nay:
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Tiép tuc cong viéc hang ngay.

Giai doan dau tién, giai doan tim diém hoa hgp van dé/giai phap, thuc su c6
thé dugc thyce hién ban thoi gian véi mite dét thap. Giai doan nay thuong co
nhiéu thoi gian dgi (vi du: lién hé véi khach hang, 1ap lich phong van, thu
thap két qua). Trwdc khi ban tim thdy mot van dé dang gidi quyét, sé khong
hop 1y néu ban bé cong viéc hang ngay ctia minh. Két qua cua giai doan nay
can la mot tap cac tinh nang.

Chi xay dung nhitng tinh nang nay, cham hét.

Mac du toan bo viéc nay thwong duwgc thwe hién trong thoi gian ranh roi cta
ban, song t0i chan thanh khuyén ban nén xem xét dén diéu khodn lam thém
ngoai gio cua cong ty ban.

Luuy

Tuyén b6 mién trir: T6i khong phai la mot luat sw. Ban nén tham khao y kién
luat s treée khi ap dung diéu nay vao tinh hudng cu thé cia ban.

Chuyén doi ty 1é dot chay.

Nguon lye bi dot chay nhanh nhét trong nganh kinh doanh phan mém la con
ngwoi. Phan cing thi ré. Hay thué, chit ditng mua. Pitng mé rong quy mo
cho dén khi ban gdp phai van dé m& rong quy mo. Bing tuyén dung cho dén
khi né gay ton hai.

Tinh phi ti* ngay dau tién.

bat muc tiéu tredc nhat 1a bu dugce chi phi phan citng/hosting, sau doé la chi
phi con nguoi.

Ban nhitng thit c6 lién quan trong qua trinh.
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Tién hanh nhitng tw van khong lién quan dé ton tai la viéc rat hap dan,
nhuwng no sé khién viéc xay dung mot san pham tuyét voi song song trd nén
rat kho (néu khong muon noéi thang la hoan toan khong thé). Thay vao do,
hdy tim kiém cac cong cu lién quan khac ma ban c6 thé ban trong qua trinh.
Cap phép mét phan cong nghé cda ban, viét mot cuon sach (nhw cudn sach
nay), t6 chitc cac hoi thao, dién thuyét c6 thu phi, v.v... Nhitng cong viéc nay
khong chi lién quan dén hoat dong kinh doanh c6t 16i ctia ban, ma nhiéu
trong sO ching con gitp ban xay dung danh tiéng va thwong hiéu tryc tuyén,
mang lai 1gi ich cho ban theo thai gian, va tham chi c6 thé dan dén mot 1gi
thé khong cong bang.

Lam sao dat dugc luong trong mot cong ty khéi nghiép tinh gon

Trong mot cong ty khéi nghiép tinh gon, loai bé phi pham la nguyén tac cot
16i.

Phi pham la bat ky hanh dong nao ctia con ngudi chi tiéu thu nguon lyc, ma
khong tao ra gia tri.

- James P. Womak & Daniel T. Jones, Lean Thinking (Tw duy tinh gon)

Trong s0 tat ca cac ngudn luwc, khong cé tai nguyén nao gia tri hon thoi gian.
Thoi gian gia tri hon tién bac. Trong khi tién bac c6 thé 1én hodc xuéng gia,
thi thoi gian chi di chuyén theo mot huéng.

Nhirng Iuc kéo thoi gian doi nghich

Thoi gian, giong nhw bat ky nguon lyc nao, c6 nhiéu lyc kéo. Khi 4p dung
ky thuat phat trién khach hang, c6 mot lwc kéo co ban doéi véi nhitng hoat
dong bén ngoai, thay vi nhitng hoat dong noi bo. Steve Blank khang dinh
rang tit ca cac cau tra 16i déu nam bén ngoai va tng hd viéc thanh 1ap mot
nhom phat trién khach hang lién chitc nang bao gom cac nha sang lap. Thé
con nhitng céng viéc can dugc thyc hién trong noi bd thi sao? Ai sé thyc
hién cac giadi phap cho nhitng van dé dwgc phat hién bén ngoai?
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Cau tra 10i cna Eric Ries la tao ra hai d6i cung cap thong tin cho nhau: mot
doi van dé va mot doi giai phap. Doi van dé tap trung vao phat trién khach
hang, con doi giai phap tap trung vao phat trién san pham.

Tuy nhién, néu ban la nguwdi sang 1ap, ban can phai tham gia ca hai doi, va
chinh & day van dé co kéo co ban khi sap xép lich xuat hién.

Van dé cang trd nén tram trong néu ban la mot ngwdi sang 1ap thién vé ky
thuat chuyén mén (nhw t6i), bdi vi khi ban chuyén tr phat trién san pham
sang phat trién khach hang, thoi gian dugc st dung rat khac. Paul Graham
da c6 mot bai viét rat hay2® vé hai loai lich biéu nay: lich biéu ctia nha quan
ly va lich biéu cua nha san xuat.

Nha quan ly thuwong té chitc mot ngay lam viéc cia minh thanh cac khéi dai
mot gio dong ho, va danh moi gio dé xu ly mot nhiém vu khac nhau. Cac
nha san xudt, nhw cac lap trinh vién va nha van, lai can t6 chitc ngay lam
viéc cta ho thanh cac khéi thoi gian dai hon, khong gian doan. Chi phi
chuyén déi boi canh trong lich biéu ctia nha quén ly thap (va nam trong dy
kién). Chi phi chuyén d6i nay sé cao (va pha bé nang suat) trong lich biéu
cta nha san xuat.

Cac hoat dong bén ngoai (cac cudc phong van cua khach hang, kiém tra tinh
kha dung, ho trg khach hang) c6 xu hwéng nam trén lich biéu cia nha quan
ly, trong khi cac hoat dong néi bd (nhu thiét ké, ma hoa) thwong nam trén
lich biéu cua nha san xuat.

Co gang tim ra diém can bang gitta hai Iyc kéo nay la nghé thuat hon la khoa
hoc, nhung c6 mot khai niém co ban can phai hién dién dé dam bao t6i da
héa nang suat: luong.

Co hai dinh nghia khac nhau vé c4i ma t6i muén néi dén khi dé cap t6i
luéng, va cd hai déu ap dung & day.
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binh nghia dau tién la ctia nha tdm ly hoc Mihaly Csikszentmihalyi, nguoi
dinh nghia luéng nhw mot trang thai van dong tinh than khi ban & trang thai
tot nhat. Khi ban trong luéng, ban hoan toan dam minh vao mét hoat dong
dén do khong con diéu gi khac quan trong nita. Ban bi mat y thitc vé ban
than va mat y thitc vé thoi gian.

Céac hoat dong theo luéng thwong céd cac thudc tinh sau:

e Co muc tiéu ro rang.

e Can sy tap trung day du.

o [t gian doan va it gdy phan tan chi .

e Dua ra phan hoi r6 rang va ngay 1ap tirc hwéng tGi muc tiéu.
* Dua dén cam giac thach thirc.

Mac du ta khong thé tuy y kich hoat luong, song ban c6 thé sap xép hoat
dong dé chung cho phép luong troi chdy, diéu nay, trung hop thay, ciling la
dinh nghia thit hai vé luéng:

Khi ching ta bat dau suy nghi vé cach thitc sap xép cac budc thiét yéu dé
hoan thanh mot cong viéc, tir d6 dat dwoc luong lién tuc 6n dinh, ma khong
c6 sy phi pham nang lwgng, khéng c6 16 hay hang doi, n6 sé thay doi moi
thit bao gom cach ching ta phoi hgp va cong cu chiing ta sang ché dé hoan
thanh cong viéc.

- Womak & Jones, Tu duy tinh gon

Sau day la cac bi quyét cong viéc cu thé ma t6i da st dung dé tao diéu kién
cho ludng.

Tao luong theo ngay

To6i thwong phan chia cac hoat dong hang ngay cuta toi thanh ba nhém: cac
hoat dong theo ké hoach ctia nha san xudt, cac hoat dong theo ké hoach cta
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nha quan ly, va cac hoat dong khong theo ké hoach ctia nha san xuat/quan
ly.

Bi quyét cong viéc 1: Thiét 1ap cac khéi thoi gian lién tuc cho cong viéc cta
nha san xuat.

Cac hoat dong theo ké hoach nha san xuat cua toi thwong la viét ma va viét
nhitng nhiém vu ma t6i da xac dinh dugc tr trude. Vi nhitng hoat dong nay
can mot khdi thoi gian lién tuc, nén t6i 1én lich lam ching vao sang sém (tw
6 gio sang dén 8 gio sang). T6i thwong 1én lich cho nhiém vu nay vao toi
hém trudc, va dé la viéc duy nhat ma t6i lam dau tién trong ngay. Toi khong
kiém tra e-mail hoac Twitter hay xem bat ct thit gi khac. Khong ai goi dién
cho t6i vao gio do, vi thé phién toai & mitc t6i thiéu. Toi thdy, vdi toi, nhitng
khoi lam viéc hai gio 1a hiéu qua nhat.

Bi quyét cong viéc 2: Hoan thanh cac muc tiéu cia nha san xuat trong ngay
cang sGm cang tot.

Toi da thtt ca thirc khuya va day s6m, va toi thich lya chon th hai vi né
khong bi gidc nga lam cho gian doan, cho phép cac hoat dong trong ngay
dién ra suon sé hon. T6i cling thdy rang hoan thanh mét viéc cu thé sém
trong ngay giup tao ra khong khi tich cyc cho ca ngay.

Tuy vao ngay trong tuan, toi c6 thé phan bo thém hai gid dong ho vao budi
sang hodc buoi chiéu, nhwng chiing khong qua cang nhuw hai gio dong hé dau
tién va co thé bi gian doan b&i mét s6 viéc khan cap hon.

Bi quyét cong viéc 3: Lén lich cho cac hoat dong quén ly cang vé cudi ngay
cang tot

Cac hoat dong quan ly theo ké hoach, nhw cac cudc hop khach hang, dé dang
1én lich vi chiing cé thoi gian o rang va theo lich. Trtr khi c6 xung dot vé
lich trinh kho giadi quyét, con khong td6i muon 1én lich 1am nhitng viéc nay
trong buoi chiéu dé khéng lam gian doan luéng cong viéc budi sang cua toi.
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Bi quyét cong viéc 4: Ludn san sang cho cac hoat dong ngoai ké hoach nhw
ho trg khach hang.

Nhitng gidn doan khong mong dgi c6 thé xdy ra bat ¢t thoi diém nao trong
ngay — cac van dé vé may chu, cac cudc goi ho trg khach hang, v.v... Ban
phai chuan bi cho nhitng gian doan ay, dac biét 1a nhitng gian doan tir khach
hang. Ca cac thong bao may chu va cac cudc goi khach hang (dén dau soé 1-
800) déu dugc dinh tuyén thang dén dién thoai di dong cua t6i. Bi quyét nay
cling la diém thich hgp dé ap dung quy trinh 5 Cau héi Tai sao nham dam
bdo rang cac sy cd6 khong mong dgi sé khong trd thanh sy ¢6 thudng xuyén
(t6i sé sém thao luadn qua trinh nay mét cach chi tiét hon).

Tao luéng cong viéc tuan

Ngoai viéc t6 chitc luéng cong viéc hang ngay, toi cling to chitc mot s6 hoat
dong nhat dinh theo ngay trong tuan:

Bi quyét cong viéc 5: Xac dinh nhitng ngay thich hgp nhat cho viéc Phat
trién Khach hang theo ké hoach.

Vi dy, thit Hai va thit Sau thwong khong phai la thoi diém thich hgp dé bat
dau lién hé vGi khach hang méi vi hg viva méi trd lai sau ky nghi cudi tuan
hodc dang chuan bi cho né. Toi 1ap ké hoach cho cac loai hoat dong phat
trién khach hang vao cac ngay tr thit Ba dén thit Nam.

Bi quyét cong viéc 6: Tan dung thoi gian nghi ctia khach hang.

Vi khéach hang thwong cam thdy thit Hai va thi Sau tr6i di cham, nén to6i s
dung nhitng ngay nay cho cac hoat dong san xuat 16n, nhw viét bai, viét
blog. Cac bai dang trén blog cta t6i thwong duge xac dinh chu dé vao thi
Sau, phac thdo dé cwong vao cudi tuan, viét/chitng minh vao thit Hai va xuat
ban vao thtt Ba.

Bi quyét cong viéc 7: Can doi thoi gian gap mat khach hang.

https://thuviensach.vn



Khong phai tat ca cac hoat dong phat trién khach hang déu doi hoi thoi gian
gdp mat truc ti€p. Ngoai giai doan tim hiéu khach hang ban dau, ton tai mot
khuynh huwéng manh mé 1a dwa nhiéu vao hoat dong truyén thong khong
dong bo thong qua cac cong cu nhw e-mail, dién dan va thit nghiém kha
nang st dung tryc tuyén. Mdc du tat cd nhitng cong cu nay déu la cong cu
tuyét voi dé gidm b6t nhitng yéu to gay phan tan trong thoi gian thwe va dat
dwgc quy mo, song toi van thay viéc tao co hoi co thoi gian gap mat khach
hang hién tai va mdi rat quan trong.

Nhitng cudc tro chuyén khong theo kich ban la cach hay nhat dé hoc hoi vé
nhitng van dé ngoai kich ban.

Toi dua s6 tong dai 1-800 cua minh 1én tdt cd cac trang va khuyén khich
khach hang goi dién thoai thay vi viét e-mail moi khi c6 thé.

Loai bo sy phi pham phan mém

Viéc xay duwng phan mém theo cac yéu cau ky thuat cu thé kho dén do khi
d6i mat véi moi treong khéi nghiép, khi ca van dé va giai phap hau nhu déu
chwa dugc hiéu rd, nguyén tac t6i wu la ldp lai quanh tiéu chi: viét it ma hon

va hoc hoi nhiéu hon.

Bi quyét cong viéc 8: Tranh san xudt qua nhiéu bang cach dé khach hang
thuc giuc cac tinh nang.

Luc kéo tw khach hang la mot khai niém khac tiv “Tinh gon”, va né dat ra
yéu cau — khong san xuat san pham hoac dich vu cho dén khi khach hang
yéu cau.

80% no luc cta ban can duwgc dau tw vao viéc t6i wu hda cac tinh nang hién
co thay vi xay dung tinh nang mdi.

Toan b6 muc dich cia Phat triéen Khach hang la xac dinh mot MVP cong
hwdng vdi khach hang, va toan béd muc dich cia viéc kiém chitng v6i khach
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hang la dé kiém tra xem liéu sttc cdng huwdng dé c6 kha nang mé rong
khong. Néu khong, cau tra 16i khong phai la bo sung thém tinh nang, ma c6
1é 1a chuyén dbéi va quay trd lai Buwdc 1: Tim hiéu khach hang.

Bi quyét cong viéc 9: Chi lap lai quanh 3-5 thuéc do hanh dong.

Mot vai thudc do hanh dong la tit ca nhitng gi ban can dé xac dinh va t6i wu
héa van dé quan trong nhat can xtt ly.

Bi quyét cong viéc 10: Xay dywng phan mém theo luong.

Co 1é ban da dé y thay rang to6i khong cé nhitng ngay hodc nhiém vu dwoc
xac dinh cho viéc xay duyng, kiém tra hay ra mat phan mém. Ly do la vi toi
ap dung quy trinh Trién khai Lién tuc (quy trinh nay ciing do Eric Ries phd
bién), trong d6 phan mém duwgc xay dung, kiém tra va dong goi tw dong &
cu6i moi nhiém vu san xudt, ma khong c6 bat ky no luc nao tir phia t6i ngoai
viéc kiém tra ma. Chi can mot ci nhap chudt, va thé la ma sé dugc gui téi
khach hang.

Cac qua trinh san xudt thwong dugc sap xép xung quanh cac nhiém vu chia
nho thoi gian van hanh mdy thanh cac chu6i cho. “Tinh gon” phan doi
phwong phap nay va kéu goi sap xép xung quanh cac nhiém vu té chic thoi
gian cda con nguwoi dé ching chdy thanh luéng.

Ra mat phan mém khong khac viéc san xuat cac san pham hitu hinh. Mac du
viéc trién khai lién tuc cac phan mém dya trén nén tang web c6 phan dé
dang hon, song vé&i chat it ky luat, phan mém cho mady tinh dé ban cling cé
thé duwgc xay dung theo luong.

Cach thiét l1ap gia cho mgt san pham SaaS

Muc tiéu dau tién ctia mot cong ty khéi nghiép 1a hoc héi, chit khong phai
toi wu hoa. Chién lwgc ma toi thay 1a phu hgp nhat la bat dau véi mot ké
hoach dinh gia “Dung thir mién phi”.
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Hay bat dau véi mot ké hoach dinh gia duy nhat.

Bat dau vaGi nhiéu ké hoach nham dén tat cd moi doi twgng 1a mot hinh thic
phi pham. T6i da nhin thdy nhiéu cong ty khéi nghiép ra mat vdi cac tuy
chon ké hoach dinh gia nham muc tiéu tir nhitng dy an khéi nghiép mot
thanh vién tGi cac doanh nghiép c6 doi ngii lén tGi ca nghin nguoi.

Trién khai nhiéu ké hoach khéng chi doi hoi ban phai viét nhiéu ma hon dé
ho trg cac phan khic tinh nang/ké hoach, ma nhitng bai hoc ban thu duwogc
cling bi pha loang khi ban c6 nham dén nhiéu phan khic khach hang cung
mot lic. Trong vi du ¢ doan tredc, mo6 hinh va chién thuat kinh doanh déu
dao dong manh khi ban cung cap sdn pham/dich vu cho céng ty kh&i nghiép
hon la khi ban cung cap cho doanh nghiép 16n.

Du vay, van dé quan trong hon & day la ban dau, ban van chwa c6 du thong
tin dé biét lam thé nao dinh gia hodc phan khic chinh xac tinh nang dugc
thiét 1ap trong nhiéu ké hoach.

St dung ké hoach “Dung thtt mién phi”.

Cac dot dung tht c6 thoi gian 1o rang sé giip xac dinh thoi gian cho cudc
thir nghiém dinh gia dé ban c6 thé budc khach hang ra quyét dinh chuyén
doi, cho phép ban hoc héi va lap lai nhanh hon.

Chon mé&t mirc gia dé kiém tra.

Cac giai phap hién tai tao ra “cac diém tham khao” trong tam tri khach hang,
va ho st dung ching dé xép hang giai phap cta ban, vi vay viéc quan trong
la hiéu va dinh vi gia cta ban so v@i cac diém tham khéo ay.

Trong truong hgp hiém hoi khi ban dang thuc sy gidi quyét van dé hoan toan
md&i hoac khong cé diém tham chiéu rd rang (von pho bién hon trong cac san
pham doanh nghiép), ban c6 thé phai chon mic gia khédi diém tuy y va diéu
chinh tur do.
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Toan bd hoat dong dinh gia déu huwéng dén viéc xac lap cdm nhan ding.
— Neil Davidson, Btrng phé mac cho con xtic xac
Can nhac dén chi phi cta ban.

Muc tiéu la tim ra mot mo hinh kinh doanh c6 thé mé rong quy mo, do do
duwong nhién ban can phdi theo doi chi phi mat di khi cung cdp giai phap va
dam bdo rang ban thu dwgc lgi nhuan t6t.

Theo kinh nghiém, nguyén tac dé xay dung mot doanh nghiép thanh cong
(theo 16i ctia David Skok, Matrix Partners) la dam bao rang gia tri vong doi
cta khach hang cao gap it nhat la 3 lan chi phi thu hit khach hang.

That kho tinh toan chinh xac nhitng gia tri trén & giai doan nay, vi vay thay
vao do, hay tinh toan nhap dwa trén chi phi nhan cong/phan citng va doanh
thu tiv dang ky dé tim diém hoa von.

Thé con ké hoach cho sit dung mién phi goi co ban thi sao?

Ké hoach st dung mién phi géi co ban la m6 hinh pho bién dwgc nhiéu tng
dung web st dung. N6 dwge pho bién lan dau tién béi Fred Wilson trén blog
ctia Ong, tai d6 6ng da mo ta né nhu sau:

Cung cap dich vu mién phi, c6 thé di kem véi quang cdo ho trg hoac c6 thé
khong, thu hit nhiéu khach hang hiéu qua thong qua kénh truyén miéng,
mang luwdi gidi thiéu, marketing tim kiém hitu co, v.v... sau d6 ban dich vu
cao cap co tinh phi hodc phién ban dich vu nang cap cho co sé khach hang.

— Fred Wilson, blog AVC

Ngoai mat, mo hinh mién phi géi co ban c6 vé nhw la phwong an hay nhat
cta ca hai gidi: vira thu hit duvge ngwoi dung st dung thi dich vu ma khong
phai lo lang vé gia ca, vira thuyét phuc dwgc ho tham gia vao ké hoach tra
phi phu hop sau d6. Nhuwng thue té lai hoan toan khac.
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Trudc tién, toi tin rang triv khi ban thu duwgc gia tri bang tién ti ngwoi dung
mién phi, con khéng mé hinh mién phi géi co ban khong phai la mo hinh
kinh doanh, ma thién vé dang chién thuat marketing dé 14p day khach hang
trién vong vao hé thong cta ban.

Thi¢ hai, t6i tin rang gid ca la mot trong nhitng phan rai ro nhat (va quan
trong nhat) cia mo6 hinh kinh doanh va can dwgc kiém tra sém. Mo hinh
mién phi géi co ban tri hoan viéc hoc hdi nay.

Van dé véi moé hinh mién phi géi co ban

Maic du t6i déng y rang m6 hinh mién phi géi co ban c6 thé 1a mot mo hinh
hiéu qua cao, song toi khong ung ho no vi nhitng ly do sau:

Ty 1é chuyén doi thap hodc khéng c6 chuyén doi.

Nhiéu dich vu sai 1am khi cung cap qua nhiéu thit mién phi, dan dén rat it
hodc khong cé chuyén doi. Mot phan vi cac nha sang tao (nghé si, nhac si,
nha phat trién) noi tiéng trong viéc danh gia thap cong viéc cia ho va thyc
s rat té trong viéc dat gia.

Ta can nghi dén ngwoi mua khi xac 1ap gia, chit khong phai ngudi ban.

Nhung 1y do chinh 1a van dé ching ta da ban ¢ phan trwéc. Ban chwa c6 du
dir liéu st dung dé xac dinh chinh xac ké hoach mién phi, dé nguoi diung
vuot ra khéi né tai mot thoi diém c6 thé du doan trong twrong lai.

Vong xac nhan dai.

Ngay cé cac dich vu mién phi t6t nhat ciing cho thay ty 1é chuyén doi trong
khoang 0,5-5%, diéu nay dan dén cac chu ky kiém ching dai. Thoi gian la
nguon lwe gia tri nhat doi véi mot dy an khéi nghiép, va ban khong thé c6
du thoi gian dé hoc héi 1au nhw thé vé mot van dé quan trong nhw gia ca.

Chuyén trong tam sang nham thwéc do.
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Bdi vi “mién phi” c6 thé hap dan mat cach phi 1y, nén ké hoach mién phi goéi
co ban c¢6 khuynh hwéng gay ra s thay doi trong tam s6m, tit cho duy tri
nguoi dung tGi thu hat nguwoi dung (thu hat dang ky). Trww khi ban da xay
dyng ding san pham, con khong, thu hit thém dang ky la mot hinh thiéc phi
pham. Ban khong can nhiéu lwu lvgng truy cap dé xay dung dung san pham
— ban chi can khach hang ban dau phu hgp.

Nguoi dung mién phi khong (chwa) phai la khach hang.
Ty 1€ tin hiéu — nhiéu thap.

Khi ban c6 nhiéu nguwdi dung mién phi, that kho tap trung chu y vao phan
héi dich dang.

Khi c6 co hgi, ai cling tr¢ thanh nha phé binh.
Nguoi dung mién phi khong “mién phi”.

Mac du chi phi van hanh cho mot ngwdi dung mién phi c6 thé thap, song
khong phai bang 0. Ngoai chi phi bang thong/Iwu trit may chu, can phai tinh
dén chi phi ho trg, tinh nang va hoc héi (nhw nhitng chi phi dwgc mo ta &
trén).

Lincoln Murphy da trinh bay mét bai kiém tra trao doi qua lai trong bai viét
“Sy that vé ké hoach mién phi géi co ban trong SaaS” cua anh, bai kiém tra
nay c6 muc dich danh gid nguwoi dung mién phi. Trir phi ngudi dung mién
phi b6 sung thém gia tri tham gia (nhw trong cac dich vu c6 hiéu (tng mang
cao nhv LinkedIn, Facebook va Twitter), con khong n6 sé la mot khoan chi
phi.

Jason Cohen, ngudi viét blog noi tieng A Smart Bear, tham chi con tng ho
viéc tinh ngudi dung mién phi la mot khoan “chi phi marketing” trén bang
can doi ké toan, giong nhw chi phi mua quang cdo hodc chi phi trién 1am
thuvong mai.
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Nén tiép can ké hoach mién phi géi co ban nhw thé nao
To6i da tiép can ké hoach mién phi goéi co ban theo 16i nhw sau:
Truwdc hét 1a bat dau véi phan c6 tinh phi ctia ké hoach mién phi goéi co ban.

Khi ban c6ng nhan ké hoach mién phi géi co ban la mot chién thuat
marketing va dua ra quyét dinh c6 y thitc dé rut ngan chu ky kiém chitng, sé
hgp ly khi bat dau triréc nhat véi phan tinh phi cta ké hoach mién phi goéi co
ban va st dung mot ké hoach gia duy nhat cho khach hang.

Vi muc tiéu cudi cung cua ban la tinh phi cho sdn pham, tai sao khéng bat
dau tir d6? Chon cac tinh nang va ké hoach dwa trén nhitng gi khach hang sé
phai trd ngay hém nay va xac dinh ho nhu nhitng khach hang dau tién. Ké
hoach nay khong chi dé xay dyng hon, ma né ciing don gian khi do lwong
hon.

Sau do, khi ban da biét khach hang dang st dung san phdm ctia minh nhw
thé nao, ban luén c6 thé cung cap mot ké hoach mién phi néu muon. Ban sé
thu thap duoc dit liéu st dung cé gia tri trén sudt chang duwong, dwa ban dén
vi thé t6t nhat dé thiét ké nhiéu ké hoach thugng nguon va ha nguén.

Thé nao la mét ké hoach mién phi goi co ban tot?

Mot ké hoach mién phi ly twdng can hoat dong twong ti nhw mot dot dung
thit mién phi. Sy khac biét la trong khi dgt dung mién phi da trén thoi gian,
thi ké hoach mién phi géi co ban dva trén mic do st dung. Néu ban hiéu
dwgc mau st dung san pham cia minh, ban can c6 kha nang thiét ké ké
hoach mién phi go6i co ban, dé ngwoi dung c6 thé vuegt ra khoi né & mét thoi
diém trong twong lai ma ban c6 thé dw doan mot cach hop ly.

Tai thoi diém do, sy khac biét gitta ké hoach mién phi va dgt dung thit mién
phi la cAm nhan vé viéc cung cdp thit gi d6 mién phi, khac biét d6 da 16n dé
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dam bao cho viéc st dung ké hoach mién phi géi co ban cho nhitng loai san
pham nhat dinh.

Khi nao ban nén sit dung ké hoach mien phi thay vi dgt dung thit mién
phi?

Khi ban xay dyng duge san pham thich dang, ké hoach mién phi géi co ban
c6 thé 1a chién lwgce thu hit ngwdi dung manh mé cho cac san pham danh
cho ngudi tiéu dung, nhém déi twgng von co xu hwdng bi thu hit nhiéu hon
vao nhitng gi “mién phi”.

Cac doanh nghiép, trong khi dd, lai mong cho cac dgt dung thir mién phi c6
thoi gian han dinh, va sy phic tap gia tang tw viéc theo doi va phuc vu nguoi
dung mién phi c6 thé khong dugc dam bao & day.

Xay dung tredc nhat mot hoat dong kinh doanh sinh 1gi: MailChimp

MailChimp thwong dugc trich dan nhw 1a mot trong nhitng cau chuyén thanh
cong cua mo6 hinh ké hoach mién phi goéi co ban, nhung ngwdi ta it khi nhan
ra rang ban dau MailChimp khéng c6 tuy chon nay. Trén thyc té, ban dau
cong ty da bo ra nhiéu nam troi dé xay dung mot san pham c6 1gi nhuan cao,
gia ca phai chang (nhung khong phai 1a mién phi), hiéu nang manh mé, vdi
nhiéu nam th nghiém gia, tredc khi quay lai v6i ké hoach mién phi géi co
ban.

Cach xay dung trang gioi thiéu

Tuy c6 nhiéu chién thuat dé thuyét phuc moi nguwoi dong y tham gia phong
van, nhung ban van phai c¢6 kha nang thu hit cac khach hang vo tinh truy
cap va bién ho thanh cac khach hang trién vong quan tdm dén san pham.

Cach hay nhat dé thu hiat mot khach hang trién vong (du ngau nhién hay hitu
y) dong y tham gia phong van la “nam bat dugc van dé cta ho”.
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Mot trong nhitng bai tdp hay nhat gitip tao ra mot thong diép nhuw vay doi
hoi ban danh mét budi chiéu viét phién ban rut gon ctia mot 14 thw ban hang
dai — bat ké ban dang phat trién san pham/dich vu gi.

Ban sé khong gti 14 thw nay cho khach hang trién vong nao. Muc dich cta
bai tap la gitip ban gidi thich vé sdn pham cta minh dwdi dang tran thuat,
dang nay sé hitu ich khi ban viét thw m&i phéng van, tién hanh phong van va
trong khi xay dung trang dich marketing.

Cach viét mot la thw ban hang

Mac du mdt 1a thw ban hang hoan chinh c6 nhiéu chi tiét, song t6i khuyén
ban nén bat dau tr dé xuat gia tri doc ddo (UVP), van dé va gidi phap.

T4t ca nhitng gi ban can cho bai tap nay la trinh soan thdo van ban. Ban cé
thé st dung cac phong chit khac nhau, nhung tranh dung do hoa & giai doan
nay va chi tap trung vao noi dung van ban ma thoi.

Pwa ra deé xuat gia tri doc dao.

bay la mot tiéu dé ngan gon tom tat nhitng gi san pham cda ban sé mang
dén cho khach hang (mot 1gi ich cau chuyén hoan chinh).

Cong thitc ma chung t6i da dung & cac phan trudc (theo cach ctia Dane
Maxwell) la:

Tiéu dé sang ro tic thi = Két qua cudi cung ma khach hang mong mudn +
Giai doan thoi gian cu thé + Giai quyét cac quan diém doi lap

Nguyén tac tam ly cling tham gia & day: Thu hat sy chu y thong qua s bat
nga, ro rang va loi hira tao bao.

Keét noi vai khach hang (Van de).
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Dbay la doan van ngan giai thich van dé ti diém nhin ctia khach hang. Ban
can hinh dung ra canh khach hang gat dau dong y. Trong su6t cudc phong
van, hay kiém tra diéu nay.

Nguyén tac tdm ly tham gia & day: Thé hién sy thdu cdm bang cach thé hién
rang ban hiéu khach hang.

Tao ra lgi ich/khao khat (Giai phap).

Sau do, hay trinh bay r6 cac tinh nang cua san pham trong mot doan van
ngan khac (tic, cach giai quyét van de) va liét ké ba tinh nang hang dau
duwgc viét duéi dang 1gi ich.

Nguyén tac tam ly tham gia ¢ day: Thé hién lgi ich va khao khat, bang cach
giip khach hang hinh dung ra gidi phap va thdy dwgc né gan vGi van de
chinh nhu thé nao.

Chinh stra thu ban hang dé né thé hién tréi chay.

Muc dich ctia m6i cau phai la lam sao khoi goi nguwdi doc mudn doc tiép.

Nghién citu tinh hudng

CloudFire: Thu ban hang gtti cac phu huynh

Chia sé toan bd anh va video ctia ban trong chwa day 5 phut.
Co6 con lam ban thém tran trong moi phut gidy ranh roi.

Sau khi c6 con, ban c6 thé thdy minh chup anh va quay video nhiéu hon
tredc, nhung chia sé tat cad noi dung nay ton nhiéu thoi gian va doi khi lam
ban vo cung kho s&. Ban phadi td chitc cac tap tin, thay doi kich c¢& va chuyén
doi chiing, sau d6 ng6i theo doi qua trinh tai 1én.
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Giong nhu hau hét cac phu huynh khéac, cé thé ban ciing thiéu ngu va khong
c6 nhiéu thoi gian ranh réi nhw trwdc, va ban muén danh nhiéu thdi gian cho
nhitng viéc khac.

CloudFire la mot dich vu chia sé anh va video danh cho cac vi phu huynh,
dugc chinh nhitng nguoi cling la phu huynh xay dung. N6 don gian hoa qua
trinh chia sé dé ban c6 thé quay tré lai véi nhitng diéu quan trong hon trong
cudc song.

Du6i day la ba ly do tai sao ban nén st dung CloudFire:

e Su hai long tic thoi: Ban sé khong bao gio phai cho doi tap tin tai len
nita. Chia sé anh va video ngay lap tic tr iPhoto hodc cac thw muc trén
man hinh cua ban.

e Dé dang cho ca ban va ngudi xem: Ban khong can dang ky hay tao tai
khoan méi xem dugc bo suwu tap hinh anh.

e An toan, riéng tu va bao mat: Mat khau bao vé va ma héa 256-bit bao
dam an toan cho cdc tap tin ctia ban trdc nhitng anh mat to mo. Khong
quang cao hodc spam. Khong bao gio.

Cach tao mot trang dich gi6i thiéu

Khi da co6 thw ban hang trong tay, néu san pham cta ban c6 mot trang web,
ban da san sang dwa ra mot trang dich gidi thiéu co ban tap trung vao van
dé. Muc dich chinh cta trang dich nay la bat dau kiém tra UVP ctda ban va
xdy dung danh sach khach hang trién vong tiém nang ma ban c6 thé phéng
van.

Thiét 1dp mot trang web tit s6m bang cac tv khoa phu hgp tr UVP ciling sé
gitip ban bat dau xay dwng thit hang SEO. DPirng ngai rang ban sé phai cung
cap qua nhiéu thong tin vé san pham. Ching ta chi dé cap dén “Van dé” chw
khong phai “Giai phap”.
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Chia khéa & day la bat dau that don gian. Ban sé c6 nhiéu thoi gian dé tinh
chinh trang gigi thiéu nay vao mot trang web marketing day da sau nay.

Ban c6 thé bat dau theo cach sau:
Chon tén san pham.

DPay c6 1é l1a phan khoé nhat caa bai tdp nay, nguyén do cha yéu la vi rat khé
tim ra cac tén mién .com chwa c6 chu s@ hitu.

Tuy vay, song ban dirng qua tap trung vao viéc tim cho ra mot cai tén phu
hop. Cé nhiéu vi du vé cac cong ty 16n véi cai tén ngugc lai. D6i khi chi can
1én y tuwdng cac tr khéa cho UVP ciling cé thé tiét 16 mot céi tén tao dugc
hiéu qua:

MO0 hinh Tinh gon: Mo hinh kinh doanh + Khdi nghiép tinh gon

USERcycle: Phan mém quan ly vong doi ngwoi dung.

Pam bao rang ban c6 ca trang Twitter va Facebook.

Néu ban c6 thé dang ky tén mién .com, nhiéu kha nang sé khong con gi chan
duong ban nita. Hay dang ky tai khoan ngay lap tirc, ngay ca khi ban khong
c6 y dinh stt dung ching ngay.

Luc dau, chi can gii* ching that don gian, va tuyén b6 UVP cua ban.

UVP cua ban sé la mot trong nhitng yéu t6 quan trong nhat cta trang dich
hoan thién, va do6 la tit ca nhitng gi ban can dé dwa lén mot trang gidi thiéu.
Muc tiéu ngay bay gio la thu hit sy chi y bang céach trinh bay mot van dé
tao dugce sy cong hwong vai khach truy cap, chit khong phai la chao ban san
pham cua ban.

Tuan theo cac thuc hanh SEO co ban.
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bam bao ban ciling st dung UVP trong thé tiéu dé va dat tir khéa ctia ban
(khong phai tén san pham cua ban) ngay tir dau.

Vi duy, st dung:

Phan mém qudn ly vong doi khach hang — USERcycle, chit khong phai:
USERCcycle — Phan mém quan ly vong doi khach hang

Dtrng voi ban tam veé logo.

Néu ban da cé logo, hodc ban c6 thé lam logo trong mot ngay, thi hdy sw
dung n6é. Néu khéng, tam thdi bo qua n6 va chi st dung tén san pham.

Thu thap dia chi e-mail.

Chon céng cu yéu thich, nhw Campaign Monitor hodac MailChimp dé thu
thap dia chi e-mail bang nut kéu goi hanh dong “Thong bao cho t6i”.

Do lwong trang web cua ban.

Bat dau bang mot cong cu phan tich mién phi nhw Google Analytics dé theo
doi khach truy cap trén trang dich.

CHU TRIiNH TRIEN KHAI LIEN TUC
Hinh A-1 trinh bay tong quan vé chu trinh Trién khai Lién tuc.

C6 thé ban da c6 (hodc nén c6) cac phan can thiét dé két hgp thanh mot hé
thong Trién khai Lién tuc co bén.

Toi sé dé cap dén ting giai doan ctia chu trinh Trién khai Lién tuc trong
phan tiép theo.
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Thuc hién

Mot trong nhitng cach ma chu trinh Trién khai Lién tuc sit dung trong no lic
giam phi pham la gidm sé lwgng cong viéc & nhém dang-thwe-hién (vi du,
ma chwa dugc trién khai). Cé nhiéu ma chwa trién khai lam tang sic i va
gidm kha nang phan &ng nhanh (tich hgp nhiéu hon, ph6i hgp nhiéu hon, lap
ké hoach nhiéu hon).

Duéi day la hai ky thuat gidp ban giam khdi lwong cong viéc dang-thuc-
hién:

Viét ma theo nhirng 16 nhé.

Y twdng co ban 1a trién khai it ma hon nhung thwdng xuyén hon. Dinh nghia
vé 160 nhé mang tinh twong doi, nhung hdy c6 gang bao dam kich c& cta n6
nho hét sitc c6 thé. Toi tirng trién khai ma theo lich hai tuan mét lan véi san
pham m&i day nhat, va cudi cung rit 16 xuéng con hai gio viét ma cho san
pham dau ra. Chac chan 1a, ban sé khong thuwong xuyén hoan thanh mot tinh
nang day da trong hai gio, nhung ban sé lam t6t hon khi xay dung va trién
khai dan céc tinh nang.

S6 dong ma trong mat 16 trung binh cua toi di tir vai tram xuong con khoang
25 dong. Tac dong phu truc tiép cta viéc trién khai duwdi 25 dong ma thay vi
hang tram dong ma la viéc khac phuc cac sy c6 san xuat bat ngd ngay sau
khi trién khai tré@ nén dé dang hon rat nhiéu, viéc stta chita va ra mat ching
cling vay.

Luon dam bao giit cho than on dinh.

Mot thye hanh khéc gitip giam so lwgng cong viéc dang-thue-hién 1a khong
dung bat ky phan nhanh nao trong cay kiém soat ma nguon. To6i biét diéu
nay nghe c6 vé cyc doan vi viéc phan nhanh va sap nhap la nhitng tinh nang
duwgc thue hién nhiéu nhat trong mét hé thong quan 1y kiém soat ma nguén —
chiing cho phép ban tranh cho khéi ma chinh “6n dinh” khoi nhitng thay doéi
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16n va nguy hiém. Nhuwng ban cang tranh xa kh6i ma chinh bao nhiéu, ban
cang thu dwoc nhiéu khoan ng tich hgp bdy nhiéu, diéu nay chac chan sé dan
t6i nhiéu i ro tich hgp, cong viéc diéu phodi va nhitng con dau dau vi lap ké
hoach hon.

Sé hiéu qua hon néu ban ty dao tao minh dé ludn git* dwgc sy 6n dinh cho
khoi manh chinh va xay dyng, trién khai cac tinh nang dan dan. Biéu quan
trong la phdi chi ra rang trién khai dan cac tinh nang khong nhat thiét cé
nghia la chiing dwgc thue hién trye tiép téi ngwoi dung ngay lap tirc. Thay
vao do, n6 cho phép ban dan dwa ra c4c tinh nang 16n va lam cho ching san
dung doi véi nhitng ngwdi dung chon loc nhw ndi bé déi ngii ctia ban cho
dén khi ban san sang tung ching ra ngoai. Toi sé trinh bay cach thiuc hién
viéc nay bang phwong phap st dung mot hé thong chuyén do6i tinh nang
trong phan “Trién khai”.

Kiém tra

Thyc hién trién khai lién tuc dac biét dang sg bdi vi n6 loai bé qua trinh
kiém tra tha cong (QA), thuong dong vai tro nhw mot mang lwdi an toan dé
tim ra cac khiém khuyét sau khi phat trién va tredc khi trién khai.

Duwdi day la mot s6 chi dan gitp ban c6 thé khac phuc noi sg hai nay:
Kiém tra la trach nhiém cia moi nguoi.

Trudc hét, t6i khong biét bat ky cong ty khdi nghiép chi c6 hai hodc ba
nguwoi nao ma lai c6 phong QA, diéu nay lam cho viéc kiém tra tré thanh
trach nhiém cta moi nguwdi. Th hai, cé6 chu ky kiém tra dai tao ra cung
nhitng van dé vGi luéng cong viéc dang-thyc-hién ma ching ta thao luan
trede do. Giai phap la khong tao ra mot chirc nang QA riéng biét, ma dua nd
vao qua trinh phat trién va dau tw nhiéu hon vao viéc kiém tra tw dong.

Stt dung mot may chu tich hgp lién tuc.
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Thiét 1ap mot may chu tich hop lién tuc, nhw Hudson, dé tw dong kich hoat
mot khéi xay dung (néu ban da soan ma) va chay kiém tra tng dung ctia ban
sau moi lan thuc hién.

Pirng chiu bat ky bai kiém tra khong thanh cong.

Toi da lam viéc ¢ nhitng noi ma cac lap trinh vién luyén cho minh théi quen
bd qua nhitng bai kiém tra khong thanh cong vi ho biét rang ching da 16i
thoi. Trong mot hé thong trién khai lién tuc, cac kiém tra nay la hang phong
tha cudi cung trwde khi dady ma vao san xuat, va ban khong du sitc chiu mot
bai kiém tra khong thanh cong nao, dac biét la vi muc tiéu cudi cung ctia ban
1a trién khai ti dong.

Uu tién kiém tra chitc nang hon la kiém tra don vi.

T6i khong ting hd viéc thue hién “kiém tra day da”. Nguwoc lai, t6i tin rang
cac bai kiém tra don vi kiéu viét cho cac truong hop thiéu rd rang la mot
hinh thitc phi pham va khéng phdi la cach st dung thoi gian t6i wu nhat khi
trong tam la toc do va hoc hoi. Thay vao do, to6i thich tao cac bai kiém tra
chitc nang hon bat cit khi nao c6 thé. C6 mét so lwa chon tuyét voi cho ban
lwa chon, nhu Selenium va Sauce Labs; nhitng cong cu nay cho phép ban
viét va ty dong kiém tra chitc nang cho cac trng dung web.

Bat dau twr luong kich hoat.

Xay dung bai kiém tra cho cac tinh nang ma khach hang khong bao gio
dung dén ciling la mét sy phi pham. Khi xay dung cac bai kiém tra, hay st
dung vong doi khach hang dé wu tién cac bai kiém tra ctia ban. Bat dau véi
luong kich hoat va sau d6 dan b6 sung thém cac bai kiém tra chitc nang khac
theo thoi gian.

Trien khai
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Buéc trién khai sé ddy doan ma da kiém tra ctia ban vao moi treong san
xudt. Vi budc nay c6 thé kha phitc tap khi ban c6 mét tdp hgp may, nén tot
nhat la hay bat dau sém khi ban chi c6 mot vai may chu:

Thué ngoai nhiéu co sé ha tang may chi ctia ban hét sitc co thé.

Pau tw no lyc thiét 1ap va cdu hinh may chud cia ban & giai doan nay la mot
s phi pham. Thay vao dé, ban nén chon mot nha cung cidp nén tang hoac
dam may (nhuw Amazon hodc Heroku) va tap trung moi no lyc cia ban vao
viéc xay dung @ng dung, thay vi co s& ha tang.

Nhiéu nha cung cap dam may cung cap cac tang miéen phi cho ban cé
thé bat dau.

Tao ra vung trung gian néu ban c6 xu hwéng nhu vay.

Vung trung gian riéng biét dong vai tro nhw mét mang an toan bo sung tredc
khi ban day ma vao san xuat va c6 thé la y twédng hay dé xay dyng niém tin
doi véi hé thong trién khai. Tuy nhién, toi thady cac vung trung gian chi duwgc
stt dung gidi han trong viéc kiém tra tai cho co ban va dén mot thoi diém
nao do, may chu tich hgp lién tuc ctia ban can c6 kha nang phuc vu chitc
nang nay theo cach lap lai va ty dong hon.

Xay dyng kich ban day mét lan nhap chugt va khoi phuc dit liéu.

Buéc tiép theo la viét mot tap kich ban trién khai c6 thé day ma ctia ban t6i
mdy chu san xudt va khoi phuc ma tré lai phién ban gan nhat. Kich ban khéi
phuc dwoc st dung trong treong hgp ban thic day mét thay doi khong hay.
Néu ban dang trién khai cac 16 vira du nho, ban khong bao gid can phai khéi
phuc trd lai phién ban ra mat gan nhat.

Néu ban dung Heroku, tuy chon day va khoi phuc bang mot 1an nhap chudt
dwoc dwa ra ngay ngoai hop.
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Trién khai thu cong trudc, roi ty dong hoa sau

Sé hay hon néu ban chay kich ban day bang thao tac thu cong triréc va kiém
tra moi trién khai trong khi ciing c6 niém tin ctia minh vao san pham. Néu
ban dang st dung Hudson lam c6ng cu tich hgp lién tuc, ban sé dé dang
thém mot tac vu dé ty dong kich hoat 1énh day khi ban san sang cho viéc do.

Trién khai mot hé thong chuyén doi tinh nang don gian.

Ban chac chan sé phai déi mat vdi viéc phdi trién khai mot tinh nang méi
“quan trong” khi duy tri nhitng tinh nang cti, va ban sé can dén mot co ché
c6 1ap nguoi dung trede dnh hwdng cua nhitng thay doi nay. Mot hé thong
chuyén doéi tinh nang sé phu hgp vai yéu cau do.

Hé thong chuyén doi tinh nang st dung co trong khoi ma cda ban, cho phép
ban bat/tat cac tinh nang trén co s& tirng nguwdi dung.

Theo doi

Nhiém vu ctia hé thong theo doi la cho phép ban tw dong phat hién, canh
bdo, va tham chi tw dong khoi phuc trd lai tir cac 16i khong mong mudn. Vi
du vé viéc khoi phuc tir 16i c6 thé la viéc tw dong kich hoat 1énh khéi phuc
trong truong hgp phat hanh khéng hop 1€. Bé c6 thé lam dugce viéc do, hé
thong theo doi cta ban sé can phai twong doi tinh vi, khong chi c6 kha nang
kiém tra tinh trang ctia may cht ma con kiém tra ca tinh trang ctia ¢tng dung
(vi dy, cac thudc do kinh doanh).

Tuy nhién, ban khong can phai bat dau tv d6. C6 gang xay dung qua mitc hé
thong theo doi qua thyc la mot sy phi pham, vi nguyén tac chi phdi ¢ day la
Nguyén tac Pareto.

Nguyén tac Pareto: Khodng 80% tac dong dén tir 20% nguyén nhan.
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Chu trinh trién khai lién tuc c6 mét vong phan héi tich hgp giip ban xay
dung hé thong theo doi nay mot cach tw tir.

Ban c6 thé bat dau nhu sau:
Bat dau véi mot cong cu theo doi cé san.

Co nhiéu tng dung theo doi va canh bao trén thi trwong, trong do6 phai ké
dén Ganglia, Nagios va New Relic. Ban c6 thé dung st dung cac céng cu
nay dé bat dau theo doi nhitng thong s6 co ban cho biét tinh trang ctia may
chu.

Chi cho phép van dé khong mong dgi xdy ra mot lan ma thoi.

Ban xady dung tirng buéc hé thong theo doi bang cach thye hién phép phan
tich nguyén nhan goc ré qua 5 Cau hoi Tai sao cho moi van dé bat ngo ma
ban gap phai.

5 Cau héi Tai sao la phwong phap dat cau héi dugc st dung dé kham pha
moi quan hé nhan qua an dwdi mét van dé cu thé. Muc dich caa viéc 4p dung
phuong phap 5 Cau héi Tai sao nham xac dinh nguyén nhan goc ré cia mot
sai sot hoac mot van de.

Qua trinh co ban nay dugc thé hién trong vi du sau:
Xe cua toi khong khéi dong dugc. (van dé)

Tai sao? — Ac-quy chét. (tai sao 1)

Tai sao? — B0 giao dién khong hoat dong. (tai sao 2)
Tai sao? — Truc bo giao dién bi v@. (tai sao 3)

Tai sao? — Vong doi st dung cua truc bo giao dién da qua tu lau, va truc nay
chua bao gio dugc thay mai. (tai sao 4)
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Tai sao? — T6i da khong bao tri xe theo lich trinh khuyén nghi. (tai sao 5,
nguyén nhan goc ré)

Tai sao? — Céac phu tung thay thé khong c6 san béi vi xe t6i thudc doi cii. (tai
sao 6, chu thich tuy chon)

Toi sé bat dau bao tri xe theo lich trinh khuyén nghi. (gidi phap)
- Nguon: http: //en.wikipedia.org/wiki/5_Whys

Ap dung cho cac van deé phét sinh ngoai dy kién trong méi trudng san xut,
két qua ctia mo6i phan tich 5 Cau héi Tai sao can phai cung cap mot loat bai
kiém tra, theo doi va canh bao ma sau dé ban c6 thé thém vao bo phan mém
hién tai.

Cach xay dung bang diéu khién chuyén doi

Nguyén tac thiét ké chu chot la tach viéc thu thap di liéu ra khéi viéc thé
hién truc quan dit liéu.

Viéc nay giup ban giam thiéu phi pham bang cach cho phép ban xay dung
dan bang diéu khién chuyén doi.

Cach thu thap dit liéu

Ban c6 thé bat dau thu thap dir liéu theo cach nhw sau:

Tuyén b6 mién trir: T6i khong phai 1a mét luat sw. Ban nén tham khdo y kién
luat su trede khi 4p dung diéu nay vao tinh hudng cu thé cda ban.

Budc dau tién la xac dinh tit cd cac sw kién chinh (hanh dong cia nguoi
dung) co thé truy nguoc trd lai cac thudc do. Ban can phai xac dinh r6 tat ca
cac budc can thie hién cho phéu thu hit va kich hoat (xem Hinh A-2).
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Viéc xac dinh bat ky s kién cha chét nao cho cac thudc do vi mo khac cling
hitu ich (xem Hinh A-3).

Theo doi su kién tho.

To6i khuyén ban nén theo doi cac sy kién tho trong mot bang/hé thong co sé
dit liéu sv kién riéng biét hodc str dung hé thong ctia bén thit ba nhw Google
Analytics, KISSmetrics hoac Mixpanel. Mdc du viéc ghi dit liéu vao cac
bang san xudt c6 vé dé dang va vo hai, song cac bang san xudt ctia ban c6 1é
khong dwoc thiét ké cho cac loai truy van ma ban sé can chay theo thoi gian.
ROt cudc ban hoac la sé mat nhiéu thgi gian dé loai bé cac bang va diéu
chinh di¥ liéu, hodc sé phai dat ra yéu cau gat gao cho hé thong san xuat dé
thu vé cac ban bao céo.

https://thuviensach.vn



Trang dinh gia

Trang dang ky

Buéc 173

Bude 373

Thuc hién hanh

dong cho chét |-

Trang dang kj |

. Hanh dong ngudi ding
. cho phéu Thu hat

Hanh ddng nguai diing
' ¢ho phéu con Kich hoat

Hinh A-2. Ldp ban dé két néi thude do cho su kién

Thue hién hanh déng

GIGITHIEU |

Nang cép thi khoin

Béang nhap

chu chat

Mai nguoi
¢ng tac

Hinh A-3. Cac thudc do vimo shac
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Ghi lai moi thu.

Mot cach lam hay dé bo sung cho viéc theo doi cac su kién thé la ghi lai moi
ddc tinh “c6 tiém nang thu vi” di cung v6i moi sy kién. Pac tinh c6 thé la
trinh duyét, hé diéu hanh hodc ngudi dugce gidi thiéu. Mac du c6é thé hién tai
ban khong dung dén mot dac tinh cu thé (hodc ban nghi la ban sé khong st
dung no trong twong lai), song viéc ghi thém vai byte thong tin ma vé sau c6
thé tiét kiém thoi gian cho ban thi khong dat dé gi. Quan trong hon, nhitng
thong tin ghi lai nay cé thé cung cap cho ban mot mé vang dé truy cap dir
lieu lich s trong twong lai.

Cach thé hién tryc quan bang diéu khién chuyén doi
Bay gio ban da san sang bat dau thé hién trwc quan dit liéu cia minh:
Xay dung bao cdo doan hé tuan.

Béo cdo dau tién toi st dung trén bang diéu khién chuyén doi la bao cao
doan hé tuan theo ngay tham gia ma toi da trinh bay trudc dé (xem Hinh A-
4).

Ban sé thay rang toi can ci ty 1é chuyén doéi kich hoat trén s6 nguwdi dung
“thu hat dugce” so véi tong s6 khach truy cap. D6 la vi t6i muén do lwong ty
1é kich hoat (hiéu qua luong dang ky) doc lap véi ty 1€ thu hut (hiéu qua
marketing). Bang cach nay, néu ban nhan thdy sy gia tang dot bién lwu
lwgng truy cap PR (nhw dugc Digg’d hodc TechCrunch’d viét bai gidi thiéu),
tree khi nhitng khach truy cap nay thuc sw c6 y dinh st dung dich vu cua ban
(t&c 1a nhap vao lién két dang ky), con khéng ho sé khong anh hwdng dén
tong so kich hoat.
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Hinh A4, Bao ¢do doan he nang.

Bé4o cdo doan hé tuan hoat dong nhw bo canh bao, c6 thé so vdi con chim
hoang yén ma nhitng nguwdi thg mé mang theo minh. Néu khach hang khong
chuyén doi tr tuan nay qua tuan khac, thi don gian la ban dang quay mong
mong va khong dat dwoc tién bo thuwc sy nao. Mot thay doi vé so lwong
trong mot tuan cu thé cho phép ban gan nhitng két qua nay tré lai cac hanh
dong duoc thue hién trong tuan do.

Co6 kha nang dao sau cac phéu con.

Ban can c6 kha nang dao sdu cac phéu con chi tiét va thé hién tat ca cac
buéc, von co gia tri doi vdi viéc khac phuc si c6 (xem Hinh A-5).
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Hinh A5, Pheu kich hoa!

C6 kha nang nam bat diéu an sau cac con so0.

Tai bat ky s kién nao ctia phéu con, ban ciling c6 kha nang nam bat diéu an
sau cac con so va thu dugc danh sach nguwdi dung sau cac sy kién (xem Hinh
A-6).
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Hinh A6. Ném ba thing fin phia sau cdc con s6

Cach theo doi ty 1€ duy tri

Duy tr1 do lwong la hoat dong lap lai trong mot khoang thoi gian. Vi vay,
bwdc dau tién la phai xac dinh nhitng yéu t6 cau thanh hoat dong.

Xac dinh ngwoi dung dang hoat dong.
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C6 nhiéu cach gitp xac dinh nguwoi dung dang hoat dong. Cach xac dinh co
ban nhat la do lwong hoat dong don gidn & géc do dang nhap (téc la nguoi
dung c6 quay tro lai khong?).

Mot cach xac dinh mang tinh dai dién hon cho viéc theo doi diém hoa hop
san pham/thi treong la khong chi do lwong mic do st dung ma con do
lvong ca “mitc st dung mang tinh dai dién”. Moi san pham déu c6 mét tap
cac hanh dong ngudi dung cot 16i cho phép theo déi mitc st dung dai dién
dang dién ra. Vi du, viét bai dang trén blog la hoat dong chu chot doi vai
mot nén tang viét blog. Ciing can lwu y rang hoat dong chu chét ¢ phéu kich
hoat c6 thé khong giong hoat dong chu chét & phéu duy tri.

Mot cach tiép can tién tién hon dé do lwong mitc do tham gia c6 tinh dai
dién dén tiv Dharmesh Shah, nguwdi dat ra thuat ngt “Chi s6 Hanh phtc
Khach hang” (Customer Happiness Index — CHI). Y tuéng & day 1a st dung
mot cong thitc dé cho diém hoat dong theo thang tir 1-100, diém nay dugc
tinh dya trén tan sudt, do rong va do sau cta viéc st dung tinh nang.

O giai doan ndy, t6i khuyén ban nén bt dau véi cong thitc don gian nhat.
Cong thitc nay can phdi do lwong duge sy tham gia c6 tinh dai dién, tap
trung quanh hoat dong chu choét cua ban.

Ban c6 thé diéu chinh céng thitc cho san pham ctia minh theo thdi gian dé co
duwgc diém s6 CHI dwgc cham nhiéu hon, gitip ban phan chia nguwdi ding
thanh cac nhém khac nhau va tap trung cac hoat dong marketing, khac phuc
su O va phat trién khach hang.

Nghién cttu tinh hudng

CloudFire

Hoat dong chu choét gitp theo doi mitc stt dung dang dién ra & CloudFire la
chia sé ndi dung.

https://thuviensach.vn



To6i sé bat dau bang cach xac dinh nguoi dung hoat dong la ngwoi chia sé it
nhat mot album anh hodc video trong su6t thoi gian dung thit (30 ngay).

Mot phurong phap tiép can tién tién hon c6 thé 1a tinh toan Chi s6 Hanh phtic
Khéch hang bang cong thitc trong so twong tw nhu sau:

CHI = [(S6 ngay dang nhap) / (S6 dang nhap mong mudn) x 0,2 + (it nhat
mot hoat dong chu chot) x 0.8)] x 100

Sau d6 xac dinh nguoi dung dang hoat dong la nguwoi c6 CHI > 80. Mac du
cach nay cho ra s6 lwong nguwoi dung hoat dong twong tw nhuw cong thitc
tredc, song né ciing cho té6i mot ty 1€ phan loai dé phan khiic nguwdi dung
theo hoat dong.

Hinh A-7 cho thdy bén ngwdi ding c6 mic do hoat dong khac nhau trong
giai doan dung thir sé trong nhu thé nao.
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Hinh A-T. Nguel dung hoat dong
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Hinh A-3, Bi dién tc quan 1y I dy t
Thé hién try'c quan ty 1€ duy tri trén bang chuyén doéi ctia ban.

Bay gio vi ban c6 dinh nghia nguwdi dung tich cwc, nén ban c6 thé thé hién
bang diéu khién chuyén doi sao cho bang d6 thé hién s6 phan tram nguoi
dung hoat dong tich cuc trong giai doan dung thtt (xem Hinh A-8).

Ty 1€ duy tri dugc cdn ci trén s6 lvgng nguwdi dung “kich hoat”.

Cung cap céi nhin chi tiét.
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Giong vGi cac thudc do vi m6 khac cia ban, viéc dao sdu macro duy tri sé
cung cap ché do xem chi tiét. Tuy nhién, trong treong hop nay, thay vi thé
hién mot phéu con, ban sé cho thdy xu hwéng cua cac con s6 duy tri theo
thoi gian (xem Hinh A-9).
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Megay 01108 i s TH i) il i hi
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Hinh A-9. Bang duy I

Luuy

Ly twdng nhat 1a ban can c6 kha nang thay déi cac khoang thoi gian trén ca
hai truc trong Hinh A-9, dé ban c6 thé thé hién bao cdo nay theo ngay, tuan
hoac thang.

https://thuviensach.vn



https://thuviensach.vn



CHU THICH

1. Ban c¢6 thé tim doc mua phién ban tiéng Viét, xuat ban nam 2017 cua
binh Ti Books. (BTV)

2. Cudn sach da dugce Alpha Books mua ban quyén va xudt ban nam 2017.
(BTV)

3. Bé hiéu sy khac biét gitta M6 hinh Tinh gon va M6 hinh Kinh doanh goc,
xin moi xem thém tai dia chi: http://ashmaurya.com/why-lean-canvas. (TG)

4. Udc tinh c6 t6i 807 khach truy cap trang dich sé thoat ra trong vong 1
gidy dau. Nguon: “Landing Page Handbook” (tam dich: “Sé tay trang dich”)
cua Marketing Sherpa (2008). (TG)

5. Trong The foursteps to the Epiphany (tam dich: Bon buwdc tién tdi dinh
vinh quang), Steve Blank chi ra tim quan trong ctia cac cudc phong van
khach hang chuyén sau, ma ong goi la “Kham pha khach hang”. (TG)

6. Mot doc gia va la doanh nhan khdéi nghiép cling & Austin, Emiliano
Villarreal, da xay dung lai cac minh hoa cua toi va gui cho toi cac tap tin cap
nhat. Ching t6i bat dau hgp tac véi cac hinh anh tryc quan khac va bay gio
anh lam viéc vdi toi tai Spark09. (TG)

7. Cubn sach da dugce Alpha Books mua ban quyén va xudt ban nam 2013.
(BTV)

8. Budc dau tién dugc Steve Blank mo ta trong cudn sach The Four Steps to
Epiphany (http://www.cafepress.com/kandsranch). (TG)

9. Dave McClure goi mo hinh nay la Pirate Metrics vi khi ban dat cac chi
cai dau tién ctia moi bwdc trén phéu lai v4i nhau, chiing sé thanh tiéng kéu:
AARRR.
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10. Jason Cohen. “Khéng, d6 KHONG PHAI 1a lgi thé canh tranh”; ngudn
http://blog.asmartbear.com/not-competitive -advantage.html. (TG)

11. Con s6 nay xuat phat tir nghién cttu kiém tra tinh kha dung bd&i Jakob
Nielsen/Steve Krug, nghién cttu nay cho thay bang cach nao ma ngudi kiém
tra la da dé kham pha ra 107 cac van dé. Ching ta ciing sé thady mot so vi du
cu thé cho diéu nay trong phan sau cuén sach. (TG)

12. Kinh doanh - Mot cugc choi 16n caa Jack Stack da duwgc Alpha Books
mua ban quyén va xuat ban. (BTV)

13. Trong The foursteps to the Epiphany, Steve Blank da chi ra tam quan
trong cda cac cudc phong van khach hang chuyén sau, trong dé ong dat ra
cum trr “Kham pha khach hang”. (TG)

14. PBay con dwoc goi la dinh kién nguwdi quan sat (hay dinh kién Heisenberg
va Hawthorne), trong d6 hanh déng thuan tiy la quan sat khach hang c6 thé
lam ho thay d6i hanh vi. (TG)

15. Cac doanh nhan khéi nghiép thwong lac quan va dé mac phai dinh kién
ky vong — ho chi thdy nhitng gi ma ho mu6n thdy. (TG)

16. Xem Phu luc vé cach tao trang dich giéi thiéu. (TG)
17. Boi ngli nay gom c6 Lukas Fittle, Ross Hale, Andrew Elliot. (TG)

18. Ra mat san pham ) +X: http://www.ashmaurya.com/Y +Y)/) +/the-) *x-
product-launch/ (TG)

19. Nguyén goc la actionable metrics, dugc dung dé chi nhitng thuwéc do gan
nhitng hanh dong lap lai cu thé véi cac két qua quan sat dugce, tr do6 mot
hanh dong cé thé dwoc thuc hién dé thay doi két qua. Trong mét s6 cudn
sach vé cha dé khai nghiép tinh gon, “actionable metrics” hién dang dwoc
dich 1a thwéc do kha thi. Chung t6i thday rang cach dich “thwéc do hanh
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dong” cé thé chuyén tdi day du y nghia cta thuat ngit. Vi vay, chiung t6i st
dung céach dich trén cho cuén sach nay. (BTV)

20. http://en.wikipedia.org/wiki/Cohort_study (TG)
21. USERcycle la n6 lwc cua téi nham giai quyét van dé nay. (TG)

22. Kanban la mot hé thong lap ké hoach dwgc thiét ké bdi Taiichi Ohno,
cha dé ctia Phuong thirc Toyota. Hé thong nay sé cho biét ban can san xuat
cii gi, khi nao wva san xudt bao nhiéu. (Nguon:
http://en.wikipedia.org/wiki/Kanban).

23. Thuat ngit diém hoa hgp san pham thi truong dugc dat ra bdi Andy
Rachleff, nguwdi dong sang lap cong ty Benchmark Capital VC. (TG)

24. Toi da héi y kién Sean Ellis vé diéu nay, va 6ng dong y. (TG)

25. Geoffrey Moore mo ta 16 hong nay trong cudn sach cta 6ng, Crossing
the Chasm: Marketing and Selling High-Tech Products to Mainstream
Customers (Nhitng bi mat cong nghé trong thi truong high-tech - da dugc
Alpha Books mua ban quyén va xudt ban nam 2017). (BTV)

26. “Maker’s Schedule, Manager’s Schedule” (tam dich: Lich trinh ctia cong
nhan, lich trinh cua quan ly) ctia Paul Graham (http://www.paulgraham.com/
makersschedule.html). (TG)
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