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LOI KHEN TANG DANH CHO CUON SACH
INBOUND SELLING

¢C nbound Selling 1a cudn so tay cho cic doanh nghiép, nha
Iquén 1y va nhiing chuyén gia cua nganh sales, nhiing nguoi sé€
phai thay d6i dé thich Gmg v&i mot thi truong day tinh canh
tranh, noi nhitng nguoi mua dang nam quyén lam chu. Pi tir mot nhan vién
sales cho t6i mot nha quan 1y, mot ngudi day ning lyc va ham hoc hoi,
Signorelli da cong hién hét minh tir lac doanh thu cong ty di tir con s6 hang
chuc cho t6i hang trim triéu do la méi nam. Su két hop gitta cac bai phong
van nhitng nha lanh dao tai ning cting v&i nhirg bai hoc tir sach vo va viée
huan luyén, Signorelli d3 xay dung hé thong chuyén mén vé nganh sales
tich lily trong may thap ky, danh cho moi c4 nhan va to chuc trong nganh
sales. Toi dd doc may trim quyén sach vé ban hang, nhung chua bao gio
doc dugc mot cudn sach dem dén nhitng bai hoc thuc tién toan dién nhu thé
nay.”
- Peter Caputa IV
CEO cua Databox
“Inbound Selling loai bé nhan dinh cho rang ban hang 13 mot tir ban
thiu va thay doi cach ban nghi vé viéc ban hang. i tir nhitng chién thuat
ban hang thiéu kién nhan va thiéu sang tao phd bién sudt nhiéu nim qua,
Brian tng ho tinh ¢4 nhan hoéa va phuong phép tiép can nguoi ding bang
cach xac dinh va khac phuc kho khin trong kinh doanh. Mbi trang déu dan
xen nhiing giai thoai hai hudc vé kinh nghiém cua tac gia dé thé hién mot
moi truong hoc hoi day hung thu cho nhiing nguoi lam sales va nhiing
nguoi dang quan tam té1 nd. Pay 1a mot tai liéu doc goi cdm hung va dem
dén mot chién lugc c6 tinh bude ngodt, toan di¢n va thuc té. No6i mot cach
ngan gon, néu ban khong str dung inbound thi ban dang lam sai.”
- Rachael Plummer
Chuyén gia vé ban hang tai HubSpot
“Ban dang cam trén tay mot cudn sach hoan chinh vé hanh trinh cia
mot nguoi lam sales tir tho1 xua cho téi thoi nay. Nguodi mua hang da thay
d6i nhung nhiéu nguoi ban hang van chua thay doi theo. Gan nhu cac quyét
dinh mua hang déu thuc hién online. Nguoi mua ty tim kiém nhiéu thong



tin hon 13 ngudi ban hang. Nguoi ban hang can tim cach cai thién nhiing
moi quan hé dé bi d6 v& gitta ngudi ban va ngudi mua. Cong nghé pha vo
quy trinh ban hang thong thuong. Brian da ching kién hét moi thir. Anh 4y
noi: “Lé& ra toi khong chon nghé sales...”. Nhung sau d6 anh dy da hoc va
trudng thanh tor mot nhan vién tré thanh truong nhom sales tai HubSpot,
trai qua moi dang cay ngot bui véi cong viéc cia minh. Anh ay don hét suc
minh vao cudn sach dé dem dén nhiing 161 khuyén 1am sao dé dinh huéng
con duong ban hang theo 16i song cta khach hang hién nay. Brian bat dau
su nghiép tir mot nhan vién thiéu kinh nghiém roi timg budc thing tién theo
thoi gian. Trong sudt cudc hanh trinh d6, anh iy di phai nghe rat nhiéu cau
tra 101 “Khong” dén ndi ma nghe nhu la “Co”, tiép d6 1a nhiig kinh
nghiém thyc té va cach anh Ay vuot qua kho khin, tai sao anh 4y quyét dinh
giit vi tri quan 1y sales. Khong gidng nhu mot cudn sach vé chién luoc lanh
dao — gido diéu va khong thiét thuc — cuén sach nay dao siu timg van dé,
chia sé nhiing thau hiéu quy bau tir kinh nghiém ca nhan va ban luan sau vé
co ché ban hang hién dai. Hiy dong hanh véi cudc hanh trinh inbound sales
nay.”
- Lindsay Kelley
Lanh dao Digital and Content Marketing, Telit
“Sach ban hang c6 hang t4 nhung hau nhu khong truyén duoc cam
htng va toan la nhitng nhan dinh ma chung ta dd duoc nghe hang triéu lan,
chi c6 thém mot vai phuong phéap luan cho khac biét. Con nhiing cudn sach
truyén cam himg va doc dao thi rat it, tham chi nhimg cudn ap dung duogc
con it hon nita, va Inbound Selling 1a mot trong nhiing cudn sach nhu vay.”
- Sam Belt
Chuyén gia ban hang tai HubSpot
“Pay 1a cudn sach phai doc cho bat ky ai lam trong nganh ban hang
hodc dang mudn gia nhap nganh nay. Brian di chi ra cac budc dé c6 thé
chinh phuc inbound sales bang cac vi du thuc té va nhitng cau chuyén c6
that tir nhitng ngay dau tién.”
- Jill Fratianne
Chuyén gia ban hang va nha kinh doanh



LOI MO PAU

6i khong thé tim dau mét bo déi thii vi, nang dong va giau kinh
nghiém hon Dan Tyre va Mark Roberge dé viét 1oi mé dau cho cudn
dch nay. Dan Tyre hién la gidm déc kinh doanh tai HubSpot va
tirng la nhdn vién thir sau cia céng ty. Dan dwgc biét dén trén toan thé gidi
Vi vai tro la dién gia néi tiéng, nha tw van, nguoi huéng dan, nha dau tu
cho cdc cd nhdn, céng ty vé linh viee sales. Mark Roberge tirng la nhdn vién
thu tw cua HubSpot va tung giit chirc vu truong bo phan kinh doanh, dong
gop cua ong da giup cho loi nhudan cua HubSpot tang lén 100 triéu do la
chi trong mot thoi gian ngan. Hién tai, Mark vira la mét giang vién ldu ndm
tai truong Kinh doanh Harvard, vira la SVP ciia Global Sales va gidm doc
doanh thu tir nam 2007 dén ndm 2016. Va ddy ciing chinh la “cha dé” ciia
cudn sdach ban chay The Sales Acceleration Formula.
Té6i di dé nghi Dan va Mark cung ban luan vé lich si, tinh trang hién
tai va twong lai ciia nganh sales trén nhitng ludn diém cd nhén cia ho.
Lich sir nganh sales qua nhin quan ctia nhan vién ban hang
Dan Tyre
Tir trude dén nay, nganh sales luén phai ganh chiu mot vét nho trong
mat cta tdt cd moi ngudi nhung khong ai biét chinh xéc tai tiéng nay bat
ngudn tir dau. Cubi thé ky thir 19 14 su khéi ddu cta qué trinh mé rong lanh
tho tai Hoa Ky, nguoi dan phai mua hang hoa thiét yéu tir nhiing tay ban
hang rong boi vi ho khong con lya chon nao khac. Nganh sales chua thuc
su duoc xem l1a mdt “nganh” bdi vi nd chi don gidn 1a mdt nguoi nao do di
khép noi voi mot con ngua va mot chiéc xe déy. Yéu t6 tao nén su khac biét
nam & viéc van chuyén, con san phém va chét luong chi la yéu tb Xép thu
hai. Nhﬁ’ng ngudi ban hang rong c6 quyén lya chon chi thyc hién giao dich
mot 1an va khong gip lai khach hang thém 1an nao nita nén khach hang
thuong xuyén ganh chiu hau qua xau. Hoat dong nay da tao ra mot an
tugng khong tot vé nguoi ban hang.
Khi nén kinh té My bat dau khoi sic, cac gian trung bay dan tro thanh
noi mua san phidm nén vai trd cta nhan vién sales hodc chil cira hang bat
dau tré nén co ich. Viéc cung cép san phém chat luong di kém véi dich vu



tot duoc quan tam hon do khach hang biét ban 13 ai, ban & dau, va d& dang
gip ban moi ngay.

Tién dén nhitng nam 1950, sy thay doi tat yéu cta nganh truyén thong
dai chung va nganh cong nghé da tao nén thoi dai hoang kim cua linh vuc
marketing, khi ma dé ché “nhirng gi dién” (Mad Men) dong goép vao sy né
r0 cua xu huong tiép thi dai chung céc san phém, dich vu trén tivi va radio.
Thoi diém do, marketing dugc vu ai hon sales vi kha nang tao cau hiéu
qua, 4y vy ma nhitng nhan vién ban hang van duy tri mtc d6 twong doi
thép vé phém chét, dao dtrc va su tin nhiém.

Khéi dau ciia t6i voi nganh sales: Nhirng nguoi mua bi twée quyén

Vao nhitng nam 1970, t6i da bat dau su nghiép ban hang cua minh tir
khi con 1a mot cau bé tudi vi thanh nién, qua nhién ddy 12 mot cong viéc rat

“chiéu tro”. Hoi do, sales 1a sy lya chon cudi cing trong tat ca cic nganh
nghé, nhimg nguoi lya chon né thuong 1a bat qua méi phai lam hoic khong
duoc sang da cho lam. Cong viéc nay ding 1a vat va nhung lai duogc tra
lwong twong d6i hau hinh ma ban chang can phai ngdi trong vin phong ca
ngay dé lam cong vigc giéy to hodc do cong strc hoc hanh vat va dé co hoc
vi cao. Thuc té, thanh tich cua t6i chi roi vao hang trung binh va ludn khién
phu huynh phai cau may nén t6i nghi 1am sales 1a con dudng kiém song 1y
tuong.

Cong viéc dau tién t6i lam 1a ban tir dién cho hing Southwestern
Corporation tir nim 1976 dén nam 1977. Trai nghiém d6 da day cho toi tat
ca vé con ngudi, qua trinh, nd luc va su vat va. Téi di hoc tai mét ngoi
truong nam & phia Bac ving do thi New York, nhung duoc chi dinh lam
viéc ¢ cac vung Bellingham, bang Washington, va Portland, bang Oregon.
T6i khong dugc nhan mot dong luong ndo, trai qua mot tudn huan luyén
nhom, t6i va hai ngudi duoc chiéu mo khac bat dau di “thuc chién”. Hoi
d6, cuébn How to Master the Art of Selling® cia Tom Hopkins 13 “kinh
thanh” va ty 1é thanh cong 1 rat cao. Tuy nhién, c6 mot vai diéu dit gia ma
t6i d4 rat ra trong sudt su nghiép kinh doanh cua minh. Pau tién, moi ngudi
khong giéng nhau va 1y do mua hang cua ho ciing khong gidng nhau, vi thé
mot nguoi 1am sales thanh cong can phai biét diéu chinh hanh vi ciia minh
nham ting ty 1& ch6t don. Thir hai, can thiét 1ap mot quy trinh sales lap di
1ap lai, & d6 ban phai xac dinh ddi tuong va cach tiép can khach hang mdi



giai doan. Thir ba, ty 1& thanh cong s& ty 1& thuan véi s6 lan ban 4p dung
quy trinh san c6 cia minh.

* Sach di dwoc First News — Tri Viét xudt ban véi tuwa Lam chii nghé
thuat ban hang.

Trong khoang thoi gian do, chiing toi tuan theo quy trinh tap trung Vao
ngu’m ban, khong hé chon lua phu:orng phap tiép can va chao hang véi gan
nhu tat ca moi nguoi (mic du ddi tugng phu hop 1a hoc sinh va tré nho).
Viéc tiép can khach hang tiém nang thuc su 1a mdt qua trinh vat ly, bdi vi
ban phai gb ctra dén timg nha va gip mit truc tiép. Qud trinh nay bao gdm
kham pha khach hang tiém ning, tham dinh so qua vé chat lugng, gi6i thiéu
san pham, dwa vao 1y do mang tinh cam xtc dé mua hang, giai dap cac
phan bién, roi chdt don.

Chung t61 st dung cac k¥ thuat sales nhu “Puppy Dog” (cho phép
khach hang giit cudn tir dién ma khong phai tra lai) hoidc “Porcupine” (tra
101 mot cau hoi bang mot cau hoi). Hoc duge cac k§ ning nay rat thi vi boi
vi nganh sales day riy nhimng diéu kho doan, hon nita viéc thau hiéu qua
trinh ra quyét dinh mua s& cho ban kién thitc vé hanh vi con nguoi, diéu
ban c6 thé ap dung dau d6 trong cudc doi minh.

Vao nhirng ndm 1980, t61 lam viéc cho mot cong ty start-up ban may
tinh c4 nhan IBM va hoc dugc mét chién thuét ban hang tién bd hon, do 1a
chién thuat “Pinh huéng giai phap”. That ra cach nay van 1y nguoi ban
lam trung tAm nhung né lai dé cao viéc tap trung khai thac van dé cia
khach hang thong qua cac cau hoi cu thé va dem dén cho ho mot giai phap
thich hop. Tinh chat ciia phuong phap ndy c6 thé tao ra su thay doi. Pau
tién, no lién quan dén viéc khai pha nhu cau that sy cua khach hang thay vi
tap trung vao tinh nang cua thr ban dang ban. Thir hai, phuong phép nay
can ban phai hiéu rd mé hinh kinh doanh ctia khach hang va danh gia liéu
san pham co thé dat vira trong mo hinh d6 hay khong. Tht ba, viéc giai
quyét dugc khd khan cua khach hang tao ra moét loi thé canh tranh cho
doanh nghiép cta ban, ting long tin va dé dang chét don. Phuong phap nay
da mang lai hi€u qua cho cong ty cua toi.

Sales trong budi binh minh ciia content marketing

Trong sudt hai muoi 1dm nim dau lin 1on trong nganh, t6i da chung
kién sales va marketing ludn ¢ hai thai cyc trai ngugc nhau. O thoi diém
d6, nhitng nguoi diéu hanh coéng ty ting loi nhuan bang viéc tuyén mot
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treong nhom sales c6 tham vong va tuyén nhitng nguoi 1am field sale™ dé
tang thi phan. Cang c6 nhiéu nhéan vién sales thi cong ty d6 cang an nén
lam ra. Nguoc lai, cdc nhan vién marketing bi roi vao thé that sung. Voi
nhitng ngudi trong ban diéu hanh, marketing 13 tht ton nhiéu chi phi nhung
mang lai it két qua. Con véi nhirng ngudi quan 1y ¢6 thAm nién thi cho rang
marketing rat “sén sam” va kho dinh luong. Viéc ctia marketing 1a 1am
thuong hiéu va tao ra ngudn lead™, nhung nguodn lead nay thuong dén
cham va tao ra nhiéu cau hoi nghi ngai vé chat lugng.

" Nhitng chuyén vién ban hang thwong hoat déng bén ngoai vin

phong, gdp g6 khdch hang, dam phdn va thwong lwong dé truc tiép chot
don hang.
** Lead: tap hop doi twong khach hang co phan hoi hodc thé hién su
quan tdm téi san pham, dich vu cia doanh nghiép sau chién dich
marketing. Doi twong nay dwgc coi la khdch hang tiém ndang, cé kha néing
thuyét phuc mua hang.

Khi ca thé gidi gan nhu thay d6i hanh vi mua hang tir cic diém ban truc
tiép sang cac kénh online (2000 — 2010) thi marketing méi chting minh
duogc kha nang ctia n6 trong viéc san sinh lgi nhuan. Vay nguyén nhan cu
thé tao ra su thay doi do 1a gi? Thu nhat, hiéu qua cua viéc thu lead tu
website cao hon hin viéc thu thap b.':ing tay cia by phan sales hoac
marketing. Thtr hai, cong viéc kham pha nguodi mua chat luong dugce giam
b6t ganh niang do nhan vién sales hiéu duoc dbi twong ndo quan tim dén
san pham. Thr ba, inbound marketing loai bé hoat dong prospecting
(cong viéc tén thoi gian va it gia tri nhat trong quy trinh sales) va thay bang
qua trinh self-selection (khach hang tu chit dong kham pha va lya chon) dé
c6 thé két ndi voi nhitng khach hang mang lai gia tri cao. Thir tu, quy trinh
sales duoc nang cao mang lai ngudn thu 16n. Thi nim, giao dich online
thong qua trang web va di dong giam cho sales rat nhiéu khoan phi. Cubi
cing, mua ban online tich trit cdc ngudn dit liéu gia tri cho viéc cai tién quy
trinh sales.

* Inbound marketing la marketing dwa trén gid tri, nghia la ban tim
kiém khdach hang bang cdch thu hit va “nudi duong” khdch hang tiém
nang véi nhitng néi dung, dir liéu va dich vu khdch hang chat luong, chir
khéng phdi lam phién ho bdng nhitng email, tin nhan rdc hodc nhing
quang cdo phan cam.
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™ Prospecting la s tim kiém théng tin khdach hang & ba cap dg: Lead
(dau méi khdch hang), Prospect (khdch hang tiém ndng), va Qualified
Prospect (khdch hang tiém ndang dv diéu kién).

Vao nam 2007, voi vai tro 1a nhan vién sales thir hai cua HubSpot, t61
rat may man duogc 1am viée voi Mark Roberge va ching kién sy khoi dau
ciia ky nguyén inbound marketing. Ban dau, toi tao 14p cac méi lam in
bé’mg viéc goi dién thoai truc tiép — tur gia dinh, ban bé cho dén nhirng ai san
sang nghe t6i n6i — va giai thich cho ho vé gia tri ma HubSpot Inbound
Marketing mang lai. Toéi nhan duogc hai cau hoi dién hinh: “Inbound
marketing 1a gi?” va “No6 s€ hi¢u qua that ch?”. T61 mim cudi va noi voi
ho rang dy 1a mot nguyén 1y méi, nhung t6i hiéu né va nhan duogc gia tri
né mang lai voi vai tro 1d mot trong nhimg khich hang dau tién tai
HubSpot.

Chuyén tir sales truyén thong sang sales theo phuong thirc inbound 1a
mot sy cai tién 16n. Toi khong phai giap khach hang tryc tiép nita ma chi
can noi chuyén vdi1 ho qua dién thoai. Thay vi dd thoi gian di tim ddi tuong,
t6i chi can 1am viéc voi nhitng ngudi da co sy quan tdm dén ndi dung cia
cong ty (nhu cac bai nghién ctru hay cac bai blog). T6i khong can phai thuc
hién céc bai dién thuyét ma chi don gian 1a ngdi xudng noéi chuyén véi ho
sau khi di tim hiéu vé nhu cau cua khach hang.

Trong muo1 ndm tdi, nhitng nguoi lam sales sé ¢6 nhitng co hoi ma cac
marketer dang so hiru dé phan biét gia tri dwa vao cach thircc ho ban hang.
Nhitng marketer dau tu vao inbound nhan thdy mot su gia ting rd rét trong
ty suat loi nhuan tir mot thap ky qua. Piéu nay ciling sé xay ra v6i nhiing
ngudi 1am sales. Theo t6i, nhitng ngudi 1am sales s& gap nhiéu thach thuc
hon khi thay d6i “luat choi”, nhung diéu d6 khong phai 1 nd luc vo ich.

Tuong lai phia trudc cuc ky mé rong cho dan sales, dac biét 1a nhiing
ngudi san sang tiép thu phuong thirc ban hang méi, tin dung cong nghé
ngay trudc mat ho va tham chi d6i sang cach tiép can theo nhu cau khach
hang.

Sales hién tai va twong lai

Mark Roberge

Khi t6i phong van va tuyén dung tic gia cla cudn sach ndy vao nim
2012, t6i khong hé doan dugc anh 4y s& gay anh huong dén cong ty nay
nhu thé nao. Thir hang cua anh ay tién bo theo thoi gian, tir nhan vién sales
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6 biéu hién t6t nhat cho dén trudng nhom sales, to1 thuc su rat tu hao voi
thanh tich ma Brian dat dugc. Nhung t61 con ty hao hon nira khi ching
kién qua trinh Brian thyuc hién cubn sach nay.

Vao nam 2007, td1 cung v&i mot vai nguoi ban cung 16p tai MIT gia
nhap HubSpot, mot cong ty phan mém dit & Cambridge, Massachusetts.
T6i 1a nhan vién tha tu va 1a nhan vién sales dau tién. Str dung phan 16n
khai niém ma Brian d3 nhac dén trong cudn sach nay, toi da gitp cong ty
tang 1én 10.000 khach hang va tao ra hon 100 tri¢u do la trong doanh thu
hang nam va lanh dao mot doi ngil toan cau gom 400 nguoi. Pay 1a mot
chuyén hanh trinh tuyét voi v6i nhitg nhip diéu day hao hting boi su tac
dong cua chung t6i dd dem dén su hai long cho cudc song cua khach hang.
Tuy nhién, tuyén vao nhiing ngudi nhu Brian, theo ddi su truong thanh cia
ho trong t6 chirc ctia chung t6i va nhin thay nhitng déng gop cia ho cho
linh vuc nay c6 18 1 phan thoa man nhat trong trai nghiém cua toi.

Tu khi t61 ro1 HubSpot, tam nhin cta toi rong mo hon vi t61 ¢6 co hdi
dugc lam viéc trong cac boi canh thi truong da dang. Hién tai, t61 dang
giang day toan thoi gian tai Harvard vé sales va entrepreneurship. Toi da
gitip cho nhiéu cong ty 16n cai tao thi trudng muc tiéu véi vai tro 1a chuyén
gia tu van tai Boston Consulting Group. T6i giup cac cong ty start-up ting
doanh sb béng viéc dau tu, ¢d van chién luoc, va tham gia vao hoi déng
quan tri. Tu nhitng kinh nghiém nay, to1 cang tran trong pham vi trng dung
rong 16n cua inbound selling”.

" Trong inbound selling (inbound sales), muc dich ciia viéc ban hang la
ban nhitng gid tri loi ich cho khdch hang chir khéng chi don thudn la bén
san pham.

Internet mang quyén lam chii vé tay khach hang

Gidng nhu Dan di dé cap, ¢ giai doan tién Internet, ngudi mua hang
phai noi chuyén véi nhan vién sales dé mua san pham vi ho cin thong tin
chi tiét vé 101 dé nghi mua hang, so sanh gi4 ca giita cac bén, can ngudn luc
nhu thé nao dé cai dat hodc st dung san phém,... Va nhan vién ban hang da
lam méo mé nhiing thong tin nay dé khién khach hang hop tac du ho khong
phai 1a d6i twong danh cho san pham. Vi vay, khi sy da roi thi nguoi mua
hang ciing kho tim lai dugc ké lira dao dé bat dén. Ciing tir ddy, nganh sales
phai chiu mdt vét nho trong hinh tugng ctia minh.
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Nhung Internet ra doi da thay doi tinh canh nay. Nguoi mua khong can
nhd dén nhan vién dé mua hang nita vi ho c6 thé doc thong tin san pham
trén mang, so sanh san pham giita cac thuong hiéu va tim ra mot cai gia
hop 1y. Thinh thoang ho ¢6 thé thir ding san pham va mua ludn ma chang
can phai néi chuyén véi mot ngudi ndo ca. Vay diéu d6 co nghia 1a nganh
sales dang dan chét? Toi khong nghi nhu vay. Nhung du sao su thay doi
ctia hoan canh ciing khién cho cach 1am sales thay d6i dang ké.

Nhitng ké ban hang thiéu dao duc cling khong thé thoat toi mot cach dé
dang boi vi thong tin trén mang Internet duoc truyén di theo ting phut nén
viéc tim ra ké xau rat dé dang. Piéu do6 1a do sy hién dién cia céc trang
mang xa hoi (nhu Facebook, LinkedIn, Twitter,...), cac trang review khach
hang (nhu Yelp, G2 Crowd,...) va cac dién dan ctia cac cong ty. Thuc hién
hanh vi ban hang xuyén tac 1a mot ny hon tir than doi véi nhitng ngudi 1lam
sales.

Chuyén ddi sang mé hinh inbound selling

Do boi canh mua hang thay d6i nén mot vai vai tro ctia nguoi ban hang
c6 thé duoc ty dong hoa. Phuong thirc ban hang “Crocodile” (tap trung vao
khoe khoang san pham ma khong quan tdim dén nhu cau cta khach hang) sé
tuy€t chung bdi vi nhitng ké ban hang nay khong con co6 gia tri gi nira do
nhiing thong tin ma nhitng ngudi nay cung cap cho khach hang c6 thé co
duoc chi vé1 mot cu click.

C6 nhitng tinh huéng ma tu dong hoa khong thé thuc thi dugc, lic nay
cac inbound salesmen s& thay thé cho legacy salesmen. Vi du, san pham c6
nhiéu phién ban khién cho khach hang bdi rdi, hay san pham vira thim
nhap vao mot thi truong mai va ngudi mua khong cé diéu kién dé tiép can
thong tin. Nhung trudng hop hay xay ra nhat 1a chinh khach hang ciing
khong thé dinh hinh dugc doanh nghiép dang t6n tai nhitng kho khin va co
hoi nhu thé ndo, nén ho rat can mét nhan vién ban hang c6 trinh do dé khai
sang cho ho vé nhimng diéu d6 trudc khi lang nghe bat ky mot 151 moi mua
hang nao.

Trong nhiing hoan canh nhu vay, nguoi ban hang theo phuong thirc
inbound 13 ké chiém wu thé vi ho c6 thé gan két voi khach hang mot cach
than mat, tham chi khong khién khach hang kho chiu khi truy cdp vao
thong tin ¢4 nhan ctia minh.
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LOITUA

61 bat dau co y tudng viét cudn sach ndy vao thang Chin nim

2015, ngay trude khi dién ra 1& cudi & Gloucester, Massachusetts

tia hai nguoi ban tot tir nhiéu nam trude. Ngdi trong phong khach

san mOt minh cho dorl budi 18 bat dau, mot tia hoang loan tran qua, khong

phai do su kién sap dién ra ma do t6i phat hién minh di quén mot sb
nguyén tic ban hang quan trong di tich lity dugc tai HubSpot.

Piéu ndy xdy ra tir khi toi 1én chirc quan 1y ban hang, do tap trung vao
cong tac tuyén dung va huan luyén dao tao nén k¥ ning ban hang cua toi da
bi mai mot déang ké. Trong cac budi hop 1 - 1, cac nhan vién ciing phai nhac
t61 mot sb nguyén tic co ban. Vi vay, toi bit dau viét ra moi thtr t6i co thé
nhd vé cach ban hang tai HubSpot. Téi mudn ghi lai nhimg kinh nghiém
ban hang ctia chinh minh va nhitng diéu t6i da duoc truyén day. Khi do, toi
chua nghi sau xa vé két qua cong viéc ma chi don gian 1a khong mudn moi
thir tudt ra khoi du tir lic nao khong hay.

Trong khoang mdt hay hai tuan, t6i viét dugc 10.000 chir nhung van
con nhiéu diéu dé noi. Du di nhan 161 khuyén tir ngudi c¢b van nhung to1
khong muon cong V1ec nay chi dung lai & mot bai blog hay mot cudn ebook
nén toi tiép tuc viét. Toi hoan thanh sau khoang bbn, nam thang voi sb
lugng 50.000 chit. Nhung ciu tric ctia nd thi hdn loan va ¢ cam giac chua
hoan thién.

Thuec ra, ban dau t6i chi dinh viét cho nhitng ngudi ban hang & vi tri cap
dué6i (chuong 3 va chuong 7) nhung s& 1a lang phi néu t6i dimg lai & d6 boi
kinh nghiém 1am quan 1y va nhiing kién thtrc t6i hoc duoc tir nhitng nha
diéu hanh khac cling rat hiru ich. Pé giup cho nguoi doc dinh hudng trong
qua trinh doc sach, t6i chia cudn sach 1am nim phén:

o Phan 1: Tai sao lai 1a inbound sales? (Chuong 1 va 2)

e Phan 2: Lam thé nao dé tr& thanh ngudi ban hang theo phuong thirc
inbound? (Chuong 3 dén 7)

e Phan 3: Din dat nhan vién ban hang theo phuwong thirc inbound:
nhirng kinh nghiém danh cho céc quan 1y sales tién phong (Chuong 8
va9)
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e Phan 4: Inbound selling c6 ¥ nghia gi trong diéu hanh? (Chuong 10)
e Phan 5: Tuong lai cia nganh sales va nghé sales chuyén nghiép
(Chuong 11)

Hy vong nho bé cua to1 trong viéc chia sé nhiing gi t61 da hoc duogc la
nhitng nhan vién ban hang c6 thé rat ra mot diéu gi d6 khi doc cudn sach
nay, nhitng ngudi quan 1y can nhic 1am thé nao dé nhan vién cua minh lam
viéc tbt hon, va nhirng nguoi lanh dao trong ban diéu hanh nhéan ra doanh
nghiép ctia ho phai thay doi cach ban hang ra sao dé c6 thé thanh cong
trong thoi dai ngudi mua nim quyeén.

Ban doc cling dung ngén ngai thé hién su phan bién cta ban ddi vai o,
ban c6 thé chia sé y kién ca nhan v&i toi thong qua LinkedIn. T6i mong
mudn dugc léng nghe tir ban, giup dd ban va hoc hoi tir ban.
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LOI DAN NHAP

hing ta nén phat hién va cong nhan nhitng nha kinh doanh tién

@ong d3 c6 cong thay doi bd mit ciia ca linh vyc. Brian Halligan 13

ot trong nhitg nguoi tién phong nhu vay va toi khong thé nghi ra

cach nao tot hon dé gidi thidu cudn sach nay hon 1a chia sé cudc phong van

cubi nim 2015 cua to6i voi anh ay. Cung véi ngudi dong sang lap,

Dharmesh Shah, anh da thanh 1ap HubSpot vao nam 2006, thuc hién s
ménh thay d6i cach lam marketing cua ca thé gidi.

C6 mot diéu hai hudc 1a ban chi chuan bj dé thay d6i mot khia canh
trong linh vuc kinh doanh, nhung khi da hoan thanh muc tiéu do thi ban lai
mudn 1am nira. Vi vay, Brian va Dharmesh tiép tuc mo rong st m¢nh cua
ho vao nam 2014, va chia sé tAm nhin cia ho vé mot doanh nghiép lam
inbound toan dién. Piém dimg chén tiép theo trén hanh trinh cta ho 1a thay
d6i cach thé gidi ban hang, va day ciing 1a nhimg gi cudn sach ndy ban
luan.

PAu tién, t6i xin gi61 thi¢u mot chit thong tin co ban vé Brian.

Brian Halligan 1a dong sang 1ap va CEO ctia HubSpot. Truéc HubSpot,
Brian 1a mot ddi tac lién doanh tai Longworth Ventures va ban hang tai
Groove Networks, dugc Microsoft mua lai. Trudc day, Brian 1a phéd chu
tich ban hang cao cp tai PTC.

Anh 13 dong tac gia cta hai cudn sach, Marketing Lessons from the
Grateful Dead v61 David Meerman Scott va Bill Walton, Inbound
Marketing: Get Found Using Google, Social Media, and Blogs voi
Dharmesh Shabh.

Brian hoat dong trong ban giam déc cta Tap doan Fleetmatics (FLTX),
mot nha cung cap toan cau vé cac giai phap quan 1y doi tau. Anh duoc vinh
danh 1a “Doanh nhan ctia ndm” cua Ernst & Young vao nam 2011, giam
dbc diéu hanh dugce xép hang cao nhat cua Glassdoor 25 vao nim 2014 va
2015.

Ngoai ra, anh ciing tham gia nhitng hoat dong cong dong. T chirc tir
thién yéu thich cua Brian 1a Camp Harbor View, hd trg gan 1.000 thanh
nién tir cac khu phd nguy hiém cta Boston thong qua hai trai hé kéo dai
bon tudn tai Long Island, Boston.
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Trong thoi gian ranh rdi, Brian theo d&i doi bong chay Red Sox yéu
thich va doc sach. Anh day khoa Thiét ké, Phat trién va Ra mat cac san
pham thanh cong trong mdi truong kinh doanh tai MIT’s Sloan School of
Management1 .

Phéng van véi Brian Halligan, CEO va Chi tich HubSpot?

Thang 12 nam 2015.

Brian: Brian, t6i rat cam kich khi anh danh thoi gian néi chuyén véi
t6i. Cau hoi dau tién toi mubn danh cho anh 13 anh va cong viéc ban hang
d3 nén duyén nhu thé nao?

Halligan: Toi bat dau ban hang vao nam 1990, ngay sau khi tot nghiép.
To1 hoc nganh kién trac dién & dai hoc, sau do toi di thuc tap vao nam thu
ba va nam th{r tu, r6i nhan ra minh khong pht hop véi cong viéc nay. Ban
be ma to1 hay choi cung thuong la nhitng nguo1 lam sales, ho lic nao cling
néi dén khach hang va doanh $6. Vi vay, to1 khong thé tranh dugc viéc di
lam cho mot cong ty phan mém co vin hoa sales manh mé, vai tro cua toi
khi d6 1a thu ky cua pho chu tich b phan ban hang. Ho giao cho t61 nhitng
du 4n ban hang khi t6i tré thanh BDR dau tién. D6 13 cau chuyén bat dau
cua toi.

Brian: Hiy ké cho t6i vé cong viéc d6. Toi rat mudn duge nghe sales
ngay d6 khac bay gid nhu thé nao?

Halligan: T6i ¢ trong nhém ban hang 1am viéc truc tiép v4i khach
hang. Hoi d6 chang c6 nhitng th nhu 13 WebEx, GoToMeeting, hay 1a
Zoom. Ban phai danh ca cudc doi ngdi trén may bay di gip mat khach
hang. Ban s€ phai bay doc dat nude va thue hién hang ta cudc goi ban hang
trong thanh phd, hau nhu chang hiéu qua. Trong mdi chuyén di, toi phai
mang theo mot dan Unix va mot cai monitor khong 10, ning ca chuc ky, tay
t6i moi va dau ra roi. Trong ba, bon 1an s& c6 mot cude hen bi hity vao phut
cubi va anh s& phai ngt trong thanh phé d6 véi cai may tinh khong 16 cia
minh. Bay gio nghi lai thdy that khoi hai. Hoi d6, moi nguoi mudn gip anh
va danh thoi gian véi anh. Ai cling muén di an toi va di dén nhat tri.

Véi cach ban hang ngay nay, viéc gap mat truc tiép khong con can th1et
nira vi da c6 sy tham gia cua dién thoai, cong nghé véi phan mém vién
thong, webinar,... Bay gio co it nhat 30% co hoi cudc gap s¢ bi huy. Piéu
nay that dién khung. T6i nghi rang moi nguoi chang mudn gip mit nhiing
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ngudi ban hang nita. Ho khong nhat thiét phai di an toi v6i ban va dong y
v6i ban. Ho mudn vé nha va danh thoi gian cho gia dinh.

Con vao thot do thi lai khac. Thir Ba 1a ngay cho nhitng cudc goi chao
hang. Ban phai chao hang ca ngay dé sap xép cac cudc gip mit cho ca tuan.
Do 1a ngay té nhat trong tuan. Nhung thuc ra n6 lai hiéu qua. Moi nguoi s€
nhac may. Ho khong c6 ID cuia ngudi goi. Khong c6 email. Ban chi can goi
cho ho. D¢ 1a cach duy nhat dé lam viéc. Khach hang cang can ban thi ho
cang bat may.

Thtr hai, khach hang hoi d6 s& goi lai cho ban vi chéng ¢ cach nao tot
hon dé biét vé nhimg san pham dang c6 mit trén thi truong. Ban nén dén
thu vién va no6i chuyén voi ban be. Khong nén chi tim hiéu vé dbi thu khac,
lam nhu vay that ra rat kho dé hiéu tuong tin. Ngudi mua phu thudc vao
ban hon bay gio, gio thi goi dién chang co tac dung nita vi ho khong thém
bat may.

Ngay nay, ngudi mua khong can ban nhiéu nhu trudc day vi tat ca
thong tin déu & ngay trong tam tay ctia ho. Ho ¢ thé ghi am va dit cau hoi,
truy cép trang web va tim san pham, gia ca, Google va tim hiéu vé doi th
canh tranh, két ndi voi ban trén LinkedIn. Moi thtr hoan toan khac r6i. Piéu
lam toi buc boi, cling nhu diéu t6i nghi 1a mot co hoi 16n, d6 1a hau hét cac
nhan vién ban hang van suy nghi nhu nim 1990.

Brian: Néu cach ngudi mua mua hang di thay doi, tai sao anh nghi
nguoi ban chua bat kip diéu d6? Sy mat két ndi Ay nam ¢ dau?

Halligan: T6i nghi rang hanh vi 1a khé thay d6i. Gia sir ban 1a nhan
vién ban hang va ban da danh hai muoi ndm lam mot diéu c6 tac dung dé
taing doanh thu. Ban d3 c6 mot hé théng va mot quy trinh ma ban da phat
trién va ban dang kiém dugc nhiéu tién. Rat kho dé thay doi thoi quen du tri
oc cua ching ta nhan thirc rat o rang. Vi dy, ban 12 mdt nhan vién ban
hang, c6 mdt s6 la goi dén va ban khong chiu tra 161, ban nhan email quang
c40 va khong thém mé chung vi nd 1a tin rac trong mat ban, nhung khi ban
guri email cho khéach hang thi ban goi d6 1a email marketing, khi ban thuc
hién cac cudc goi chao hang thi ban goi d6 1a tao khach hang tiém ning.
Phai mat mot thoi gian dé su mat két ndi do bién mat.

Brian: Diém ngoat 1a gi? Hay chi ngdi chd doi mot thé hé méi?

Halllgan Chung t61 dang nhin né ¢ khia canh marketing. Piéu twong
tu d6i voi cac marketer. Ho van dang thyc hién hang loat _quang cao truyén
hinh. Ho dang lang phi tién ctia ho vao d6. Nhiéu nguoi van dang mua danh
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sach va spam. Pa s6 van dang 1am may chiéu 16i thoi va cuc ky kho do
ludng. Phai mat thoi gian dé thi truong thich tmg véi thuc té.

Brian: Mot diéu toi da suy nghi gan day 1a liéu thuat ngir inbound sales
c6 phai 1a mot cach ndéi mau thuan. Inbound sales dua trén viéc thu hut
khach hang tiém ning bang cach ling nghe cac ddu hiéu mua hang, tra 10i
cac cau hoi va giup ho giai quyét cac thach thire, cac van dé, nhung van
thudng yéu cau nhan vién ban hang lién lac — diéu dugc xem la outbound.
Liéu mot nhan vién ban hang c6 thé lam inbound dung nghia?

Halligan: T6i nghi 12 ban c6 thé. Hay so sanh va déi chiéu hai cach toi
lam. Theo cach truyén théng thi t6i s& 1ap mot danh sach 100 ngudi trong
khu vuc va léy dia chi email. Sau khi giri email, t61 s€ bat dau hanh dong.
T6i c6 duge tén va khach hang ngay & email, vé co ban 13 toi da hoan thanh
cong vi¢c. Kha nang nhan dugc phan hoi 1a rat thap, ban c6 thé chi nhan
duoc mot phan hoi. Toi nghi tha g01 dlen cho nguoi da ghe trang web cua
ban con hon, bai vi ban da c6 san két ndi vai nguoi ta roi. Vay lam thé nao
dé khién nhitng ngudi da ghé tham quay tré lai? Lam thé nao dé do luong
ho da lam gi trén trang web, va lam sao dé tao mot thong di€p email danh
vao ding ndi dau dé kéo ho quay trd lai? Do 1a sy khac biét vé uu tién, lya
chon khach hang da quan tdm dén ban. Muc dd nghién ctru ciing khac
nhau. Viéc nghién ctru c6 dang thoi gian khong? Téi cho rang rat dang vi
khach hang s& khong tha thir cho nhiing ndi dung email viét cau tha va
khong hitu ich. Ho khong md, ma té hon 1a s& béu riéu ban trén LinkedIn.
Ho hoan toan mién nhiém vé&i nhitng email kiéu nhu vay. Cau hoi ngudi
ban hang phai dit ra cho minh la: Lam thé nao dé tao ndi dung hay cho
email va cho nhitng cudc goi gi6i thiéu nham khién khach hang muén goi
lai d¢ hiéu k¥ hon vé san pham?

Brian: Ting c6 ngudi ndi voi ti rang: “Nay Brian, t6i hiéu tht goi 1a
inbound marketing va toi rat thich né. Téi ciing mudn lam 1am nhung trong
ba thang t&i khi toi st dung phan mém nay, t6i khong thé doi két qua dé
béo cdo cho cong ty. Toi phai mua danh sach, 1am diéu gi d6 khac trong
khoang thot gian d6”. To1 doan ¥ cua cau hoi nay la: “Traffic cua website
c6 di cho ddi ban hang dé bao cao khong?”

Halligan: Tham chi néu khong du thi ciing phai ¢ Northern California.
Thay vi mua mot danh sach cac CEO cong ty cong nghé va guri cho ho buc
email c6 ndi dung giéng nhau thi ban c6 thé str dung cong nghé hién gior dé
tim hiéu vé ho trudc khi giri, sau d6 giri di nhitng email c6 ndi dung tét
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theo quy trinh. Theo ddi khi ndo ho mé va tuong tic véi ndi dung nhu thé
nao, sau do ting do tuong tac bang cach kéo ho quay trd lai véi trang web.
T6i nhan dugc mudi 1dm email hodc cudc goi chao hang mdi ngay. Chung
khong duoc t6i wu cho ca nhan. Ching chang noi dén dong tweet gan day
ma toi co6 hay mdt bai bao gan ddy vé toi trén truyén thong. Nhimg thir d6
hoan toan “lanh lung”, va vi thé chung chang bao gid duoc nhéan cau tra 1oi.

Brian: Néu nhu chiing can dugc t6i wu hon thi anh nghi phai cai thién
thém bao nhiéu phan trim? Anh c6 phan héi vdi mirc 10% khong?

Halligan: Néu nhu ai d6 guri t61 mdt email dugc soan voi1 nd1 dung hitu
ich thi chic chan toi s& tra 1oi. T6i s& khong nghi ho 12 nhan vién ban hang.
To1 chi nghi 1a ho dang gitp t61. Ho vira gitip khéach hang vira ban dugc san
pham. D6 1a mot giai phap ban hang hiéu qua.

Brian: Vang. Chung t61 nhan duoc rat nhiéu nhan xét vé khia canh
marketing. “Toi nghi rang inbound marketing c¢6 tic dung cho mot sd
nganh nhéat dinh, nhung trong nganh nay thi khong tét lam”. T6i khong
dong ¥y véi quan diém nay, con anh nghi sao vé nd?

Halligan: D6 1a mot cai ¢§ dé khong phai thay doi.

Brian: Anh nghi nhu vay théi sao? Anh nghi rang chi 1a moi nguoi
khong muén thay d6i? Ho nghi: “Nay. Piéu d6 hay nhung chung toi 1a mot
nganh chuyén mon hoa cao”. Va chiing t6i sé tra 1oi: “Nghe nay, toi hiéu
ban dic biét nhu bat ky ai. Thyc ra ban chéng co gi dac bi¢t ca”. Co phai y
anh 13 moi ngudi thuong di theo 161 mon tir qua khir?

Halligan: Vang. Khi t6i nghi vé email, thoi chung ta mdi lam email
marketing mudi ndm trude thi moi nguot nghi ching ta bi dién, ho s€ noi:
“Anh noi cai quai gi thé? Mang x3 hoi va marketing u? Cai gi? SEO u? Cai
gi thé?”. Con bay gio' thi moi ngudi da thay doi. Nhu hoi moéi thanh 1ap
HubSpot, chang c¢6 may ai dung Facebook, viéc marketing bang Facebook
con twong d6i la 1Am véi nhiéu nguoi, nhung bay gio thi ai cling ludt
Facebook. T6i cho rang hiém c6 linh vuc ndo ma khong hop véi inbound
marketing va inbound sales. Thuc té cho thay con nguoi thudng xuyén thay
d6i 16i séng va cach ho shopping ciing da thay doi. Néu nhu marketing va
sales khong thich ung véi nhiing thay doi d6 thi chiing ta mai bi mac ket
trong qua kht. Thé giéi mang di thay d6i moi thir. Néu nhu trong danh
sach Fortune 500 ndm 1985 c6 500 cong ty, thi nim 1995 van c6 khoang
420 cong ty con try lai trong d6. Hoi trudce, khi anh da cham t6i dinh thi
anh s& dimg nguyén & d6, nhung thdi nay thi chang con chuyén nhu thé.
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Anh nhin tir nam 2005 to1 2015 sé théy su khac biét 0 rét. Internet da thay
do6i moi linh vuc. Chung ta dang trai qua mot su dich chuyén trong nén
kinh té 16n hon ca cach mang cong nghiép vao nhitng nim 1800. Chung ta
rat may man khi c6 thé séng sot qua su chuyén dich vi dai nhu vay.

Nghi dén viéc nganh sales khong chiu thay doi va nhitng manh khoe
trong thuong mai tir hai muoi nam trudc van duoc ap dung khién toi khong
chap nhan nbi.

T6i chi nghi vé cach ma moi ngudi mua hang, va cach ho tuong tac voi
mot nhan vién ban hang nhu t6i. Ngay trude, ho can toi tir dau cho t6i cudi
khi mua hang. Moi thong tin ho mudn t6i déu co. Bay gid, ho khong can toi
nita vi ho biét moi thtr. Ho chi can t6i khi hoan thanh giao dich. Va ké ca
lac nay, ngay cang nhiéu giao dich duoc thuc hién qua mang nén ho ciing
chang can gip nhan vién ban hang nira.

Su xudt hién cua Internet véi Ebay, Amazon khién viéc tao doanh thu
tén it chi phi. Nhan vién ban hang tré thanh tu van vién.

Brian: Vay c6 con linh vuc nao van can hodc luon ludn can nhirng
nhan vién ban hang phai ra ngoai gip truc tiép khach hang khong? Liéu
diéu d6 c6 anh huong dén nhan dinh cia anh vé nhitng nguoi khong muén
thay d6i?

Halligan: Du bén trong hay bén ngoai thi d6 ciing khong phai 1a diéu
quan trong. To6i cho rr?mg su khac biét nim & viéc khach hang da thay doi
rat nhiéu. Noi ho c6 thé tiép can thong tin rong hon nhiéu so véi trude kia.
Ngay trudc, khach hang phai néi chuyén nhiéu v6i nhan vién ban hang,
nhung gio thi vai tro cua ho di giam di dang ké. Moi nghién ctru lay d6i
tuong la thot gian mua chir khong con 1a thoi gian ban. Khach hang tu
thuyét phuc minh cht khong phai 1a nguoi ban hang.

Brian: Chung ta s& chimmg kién cudc cach mang trong nganh sales nhu
thé nao trong mudi hoic hai muoi nim t6i?

Halligan: Xu huong hién tai 1a: nguo1 mua nhin théy nat, bAm nat, nhin
théy don, dién don, doc mdt doan nodi dung va dugc mot nhan vién ban
hang lién lac vao ngay hom sau. Tiép theo 1a ban bam nat “Chung toi da
biét 6 vé ban. Lap lich hen v&i nhan vién ban hang”. Va ban s€ duoc cho
vao lich hen ctia nhan vién d6. Néu tién xa hon thi ban co thé tro chuyén
ngay lap tirc voi nhan vién ban hang. Toi cho rang cudc cach mang sé& dién
ra trong nam to1. MOt cudc cach mang nira cling s€ xay ra khi thé hé Z
truong thanh. Ho khong dung email, khong dung web ma chi dung mobile
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app. Ho khong dung dién thoai dé goi dién. Vi vay, ban phai tim cach tiép
can vé6i thé hé hoan toan mién dich véi cac cude goi va email nay. Ban phai
tim ra giai phap dé tiép thi tot trén mang xa hoi va tiép thi trén mobile app
ntra. Su chuyén dich 16n d6 sé& dién ra trong mudi nim toi.

Brian: Anh nghi sao vé vai trd cua cong nghé tri tu¢ nhan tao (nhu
Watson) va cong nghé thuc té 4o trong nganh marketing va sales?

Halligan: D4y 13 hai cai khac nhau. T6i nhin nhan thyc té 4o thoa man
ngudi mua, con tri tué nhan tao thoa man ngudi ban. Ban s& thiy vai trd
ctia Al rat 1d. Al vé can ban 1a app, cang thong minh, cang nhay bén thi tinh
ca nhan hoa va kha nang suy doan cang tot hon.
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LOI GIOI THIEU

61 voi mot ngudi ban hang hay quan 1y ban hang, inbound qua

¢ 1a mot khai niém xa la. Nhung néu ndi ring day 1a phuong

ap giup ban ban hang ma khéng can quang céo, ban hang ma

khong 1am cho khach hang cam thay phién ha, tirc gian hay cim ghét ban

thi ban s& thay inbound selling qua 1a mot khai niém tha vi ma ban muén
tim hiéu.

Nam 2012, khi toi bat dau khoi nghiép va thanh 1ap coéng ty, nhu moi
CEO va nha sang 1ap ctia bat ky cong ty nao, nhiém vu hang dau cua toi 1a
ban hang dé cong ty... séng sot. Tuy vay, khi do, t6i may man c6 mot sd von
nhat dinh giup t6i va dong nghiép cling du thoi gian mot, hai nim séng sot
ké ca khong ban dugc gi. Piéu nay vo tinh khién toi ban hang theo phong
cach... chang c6 gi gap gap hay thuc ép khach hang. Gap g& khach hang
tiém ning, ching t6i hay nghe ho chia sé nhimg gi ho dang lam, nhitng kho
khan va du dinh cua ho trong quéa trinh trién khai cac hoat dong marketing,
quang cdo ban hang hay luu gitt va ban lai cho cac khach hang cii cta ho.
T6i thudng trd chuyén, két ndi, chia sé nhitng kinh nghiém va goc nhin cia
c4 nhan minh vé&i van dé cua ho, ké ca khi nhitng van dé d6 khéng lién
quan gi téi giai phap, dich vu ctia cong ty minh. Diéu tha vi 1a du khong tu
quang céo nhiéu vé dich vu cua ching t6i nhung cudi budi néi chuyén,
nhitg khach hang tiém ning thudng hay hoi lai chung t6i nhiéu diéu. Ho
nhu mudn tim hiéu xem c6 thé ung dung dich vu ctia ching toi dé giai
quyét khé khan nao trong doanh nghlep cua ho hay khong.

Piéu nay gidéng nhu mot bi quyét quen thudc ma ban thudng hay nghe
vé chién luoc ban hang, do 1a “Ban - Ban - Ban”. Hay lam ban vo6i khach
hang tiém ning trude.

Lam ban v6i khach hang, lang nghe nhitng van dé cia ho va cing thao
luan nhirng phuong an co thé giai quyét nhitng van dé 4y nhu 1a mot ngudi
bac si lang nghe bénh nhan, nhu 13 mot ngudi gitp d& chir khong phai
ngudi ban hang. Do chinh 14 ¢t 161 ctia phuong phap inbound selling dugc
mo ta trong cubn sach nay.

Dua trén kinh nghiém cua ban than khi ban hang tai HubSpot, Dan Tyre
qua cudn sach nay da chia sé inbound selling 1a gi, vi sao lai quan trong va
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nén la mot phuong phap ban hang méi. Lam thé nao dé timg budc, mot
nguoi ban hang co6 thé bat dau va ap dung inbound selling mot cach hiéu
qua: tir xac dinh chan dung khach hang, két ndi, tu van t6i dam phan va két
thiic 1a ky két hop dong. Qua cudn sach nay, ban khong chi tim thay nhiing
cong thire ngan gon, d& nhd dé ap dung inbound selling ma con 13 nhiing
bai hoc, nhitng mau email hay kich ban goi dién cho khach hang co thé sir
dung ngay lap tirc. Dan Tyre cling chia s¢ nhiing cam x0c ciia mot ngudi
ban hang khi goi nhitng cudc goi dau tién cho t&i khi trd thanh mot nha
quan 1y ban hang mang vé doanh thu hang triéu do-la, nhitng cam xic ma
t6i cling tu cam thay ¢ minh trong nhitng ngay dau bd ngd.

Piém nhan ma c4 nhan t6i rat thich trong cudn sach nay chinh 13 cong
thitc GPCTCI gitip mot nhan vién ban hang biét cach dit cau hoi dé tro
chuyén va tim hiéu khach hang tiém niang cua minh. Mot cong thic day du
va hoan toan hudng vé van dé cta khach hang nhu: Muc tiéu (Goal), Ké
hoach (Plan), Thach thirc (Challenge), Thoi gian (Timeline), Hau qua
(Consequense) va Anh hudng (Impact). Pay qua thuc 1a mot chi dan tuyét
vOoi ma ca nhan t6i d3 ap dung rat hiéu qua trong nhiéu nim nhung chua
duoc hé théng hoa. Co cong thirc, nghia 1a ban ciing c¢6 thé day duoc nhiéu
nhan vién trong cong ty ban theo cuing mot phuong thirc ban hang hi¢u qua.

Sau mot vai nam kinh doanh, nhiéu cong ty nhu: cong ty toi bat dau
chuyén tir hiép 1 (giam dbc don ddc kinh doanh dé vé... nudi cong ty) sang
hiép 2 (xay dung doi ngii ban hang chuyen nghlep dé mo ong va phat trién
doanh nghiép 1én mdt tim mdi ca vé quy md 1an tinh chat). Khi do, ban sé
gap nhirng thach thuc cua mot nguol quan 1y ban hang. Ty minh ban hang
rat tot nhung ban lai 1a mot nha quan 1y ban hang... non nét, chua biét lam
gl.

Nira sau ctia cudn sach lai khién t6i kha tdm dac khi Dan Tyre mo ta
mot sai lam 16n thuong gip ctia nha quan 1y ban hang, d6 1a: bién minh
thanh nguoi giai quyét moi van dé chir khong phai 1a mot huan luyén vién.
Picu d6 khién cho d6i ngii y lai, khong tu van hanh va khong phat trién
manh. Ba diéu ma mot huan luyén vién ban hang nén lam 1a gi? Nhiing
chia sé cu thé va trai nghiém cuia Dan tai HubSpot nhu 1a mot dinh hudng
chién lugc gitip nhiéu nha quan 1y ban hang c6 thém nén tang dé xem lai va
diéu chinh phuong thirc quan 1y, 1anh dao ctia minh.

Tai hoi thao Grow dién ra vao thang 11 nim 2019, duoc HubSpot to
chtrc tai Singapore ma chinh t6i cing giam doc ban hang ctia minh tham
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du, mot thong diép xuyén sudt duoc HubSpot cung céc lanh dao tir nhiéu
cong ty 16n trén thé gidi chia sé do la:
How you sell is why you’ll win
Cach ban ban hang chinh 1a 1y do ban chién thing

Véi mdt nguoi ban hang gioi, diéu quan trong khong phai 1a ban ban cai
gi, quan trong 13 ban ban thé nao.

Theo inbound selling, dirng ban hang, hay giup khach mua hang.

Liéu ban d3 sin sang dé thir mot phuwong phap ban hang méi chua?

Lai Tuan Cudong

CEO & nha sang lap Repu Digital

Péi tac chién luoc cao cap Marketing Agency Partner ciia HubSpot tai
Viét Nam
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PHAN I
TAI SAO LAI LA INBOUND SALES
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Chuong 1 ‘
LE RA TOI KHONG CHON NGHE SALES...

rong nghé sales, chiing ta khong tim thay nhiéu bai viét cua

’Elﬁ:ng ngudi quan 1y thudc hang “tién tuyén” nhu lanh dao sales

ay quan 1y sales. Pay méi la nhimg nguoi truc tiép lam viée véi

khach hang va mang vé hang ty d6-la cho doanh nghiép. Viéc tiép xtic voi

khach hang thuong xuyén gitp ho hiéu ban chat cua nhiing gi dang dién ra

v6i thi truong, kién thirc d6 khong chi dang gia ma né con can duoc chia sé

va léng nghe. Vi thé, muc dich toi thuc hién cudn sach nay la dé nhirng
nguoi nhu ho truyén lai cho chiing ta goc nhin thuc té nhat vé nghé sales.

Trén thi trudng, c6 khong it quyén sach day vé phuong phap lanh dao,
chién lugc quan 1y va cac chiéu thirc trong sales. Nhung tac gia ciia nhiing
cudn sach nay 1a nhitng ngudi khong con 1am sales ca mot thap ky hodc sau
khi ho hoan thanh tac pham thi thi truong kinh doanh d thay doi.

Do d6, t6i mudn viét mot cudn sach cho moi ngudi thiy rang thé giéi
sales dd va dang c6 sy chuyén minh cuc ky 16n. Con s6 60% khach hang ra
quyét dinh trude khi néi chuyén véi mot nhan vién kinh doanh! 13 diéu gan
nhu ai trong linh vuc sales - marketing ciing biét. Nhung thuc té cho thay,
khong nhiéu nguoi 1am sales cho rang day 1a mot van dé dang luu tim.

Trudce khi ndi chuyén véi nhan vién ban hang, khach hang chu dong tim
hiéu va nghién ctru trudc thong tin san pham. Ho khong chi biét vé san
phém ma con biét ddi thu kinh doanh cua ban 13 ai, diém yéu va diém manh
cua ban la gi. Tat ca nhirng viéc nay déu c6 thé duoc thuc hién nhd sy trg
gitp cua Google hay céc trang review (nhu G2 Crowd va TrustRadius). Va
néu nhu con thic mac vé ca doi ngil nhan vién cong ty thi ban co thé tim
trén LinkedIn.

Truy cdp dé dang véi nhitng nguodn thong tin ddy du, chat luong 1a
nguyén nhan khién chung ta thay doi cach chung ta ra quyét dinh mua
hang. Hon nita, cong nghé phat trién cho phép ngin chin nhing noi dung
khach hang khong mong mudn. Nhitng phat minh nhu TiVo gitp chung ta
bo qua doan quang cdo, ID cho chiing ta quyén chap nhan hodc tir chdi bat
ky cudc goi tir ai, nhiitng dich vu nhu National Do Not Call Registry chan
trude cac telemarketer dé ching ta vui vé dung bira toi véi gia dinh.
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Vao thoi tién Google, hau nhu moi ngudi dua dam vao nhitng kénh
truyén thong nhu tivi, tap chi, show trién 1dm, béo chi hoic nhirng cudc goi
bat ngo tir cic nhan vién ban hang, chinh vi thé ma quyén lam chi thudc vé
doi sales va doanh nghi¢p. Ngay nay, nho c6 Internet, nguot mua khong
con roi vao thé bi dong boi thong tin lic nao cling co san. Khach hang
khong con mudn ai chen ngang, chi ho nén 1am thé nay thé kia ma ho thich
tu minh tim hiéu. Vi vy, vdi tu cach 1a nhiing nguoi lam sales chuyén
nghiép, chiing ta can phai thay d6i dé thich img tot hon véi cach ma khach
hang dang tiéu thu thong tin va ra quyét dinh mua hang. Phuong thirc di tim
khach hang tiém ning va goi dién dé gidi thiéu san pham khong con hitu
ich trong thé giéi nay.

Sau ddy 12 mot vai con s6 ma chung ta nén quan tam:

« Hon 60% nguoi quyét dinh mua hang trude khi gip nhan vién sale
(theo nghién ctru ctia CEB)?.

o Dén 2020, du doan rang 80% ngudi mua hang khong can dén sy can
thiép ctia nhan vién ban hang (theo Forrester)®.

o Khi nguoi dai dién ban hang bt dau viéc chao hang thi két qua khach
hang ¢6 mua san pham hay khong phu thudc vao cach anh ta ban chir
khong phai san pham (Challenger Sale)®.

¢ Hon 90% CEO néi rang ho khong bao gid phan hdi email va cudc goi
ban hang. Con nhitng nguoi c6 phan hoi thi chi ¢ 2% chuyén sang
giai doan gap mat truc tiép (theo F 0rbes)5 .

Mot trong nhitng mong mudn cua toi khi viét cau chuyén nay khong gi
hon 1a chia sé nhitng gi t61 da hoc va trai nghiém. T6i khong phai chuyén
gia ma chi don gian 1a mot nguoi hoc tir thyc té€ va téi van con hoc ching
nao van con lam sales.

Mudi nam trude, toi bat dau sy nghiép véi vai tro 1a chuyén vién phan
tich nghién ctru, sau d6 ra ngoai lan 16n khdi nghiép vai nam, va cudi cing
chdt ha véi nghé sales. Luc do, to1 chéng cO chut kinh nghiém nao, chua
ting tham gia khoa huan luyén hay hoc hanh gi vé nganh nay. Tat ca nhiing
gi t0i c6 thé dua vao 1a kinh nghiém nim nim 1am viéc va quyét tim thur
strc voi nghé.

Qua cau chuyén ctia minh, t6i mong muén:
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1. Truyén cam hing cho cac ban nhan vién ban hang va truéng nhom
sales nham gitp cac ban thich Gmg va thing tién nhanh.

2. Tao dong luc cho nhitng ban dang c¢6 ¥ dinh vao nganh sales, hay dau
d6 c6 nhiing ban dang trong nghé roi, thi hdy tiép tuc budc di va 1dy mot
phﬁn nho trong cau chuyén cua té1 4p dung vao cudc hanh trinh cua ban.

3. Cai thién mbi quan h¢ hoi1 hot gitra khach hang va nhan vién ban
hang.

T6i muén dan ban dén véi phan dau trong cau chuyén cua toi: Lam thé
nao ma toi dén duoc HubSpot?

Khi gia nhap HubSpot vao nam 2012, t6i khong co dinh nghia nao vé
noi nay. Toi chang co bat ky kinh nghiém gi trong nghé sales va chua ting
goi dién cho ai dé kiém tién tir ho. Nhung phai thira nhan rang thoi diém d6
t6i khao khat kiém tién, hay it nhat d6 ciing 13 dong luc séng cia toi (vé
sau, t0i thay diéu nay ciing khéng dung 1am bai vi luc d6 toi dang phai séng
dua vao ngudn thu nhap khong 6n dinh suot nim nam"). Toi khong chic cal
khao khat @6 tir ddu ma ra, nhung né van luon hién dién trong cudc sdng
ctia toi ¢ hién tai. Toi da va dang chua bao gio coi trong dong tién vi loi ich
cua n6 ma boi su tu do ma no dai dién va gﬁn nhu moi cong viéc dugc hoan
thanh déu can tién, diéu d6 tao dong luc cho toi nhiéu nhat.

* Liic dé tac gid séng dwa vao paycheck, paycheck ciing la tién lwong
nhung no phu thuoc vao két qua cong viéc.

Toi s& diém qua mot s6 su kién chinh trudc khi t6i dén vai HubSpot.
T6i tot nghiép vao ndm 2007 va bat dau di tim cong viéc dau tién, toi chi co
dung 100 do-la trong ngudi va can duy tri duoc sé tién ndy trong khoang
hai tuan cho toi khi tién luong duoc chuyén vao tai khoan. Va thyc sy 13 toi
da lam duoc.

Thoi gian troi qua, t6i khong thé nao tiét kiém y nguyén nhu s6 tién ban
dau. Tham chi khi 1an dau dugc nhan thudng 2.500 do-la, t6i da nghi d6 1a
ca ndii tién cho dén khi ai d6 noi véi t6i vé chuyén tién thuong bi danh thué,
sau khi trir di thi so tién con lai chi du tra tién nha dinh ky. T6i chua bao
gio phat lo au vé chuyén tlen nong nhiéu nhu thé, tat ca nhiing gi t61 mudn
la khong can phal nghi vé n6, mua nhiing gi t6i mudn m01 noi moi lac,
khong can phai kiém tra tai khoan ngan hang trudc khi mua sam thir gi.

Néu nhu t6i bat budc phai tudn theo trinh tu thoi gian thi toi s& bat dau
v6i khoang thoi gian toi 1am viéc ¢ Corporate Executive Board (CEB, sap
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nhap vao Gartner nim 2007%). Tuy nhién, t6i s& khong di qua sau boi vi
cubn sach nay 1a vé viéc t6i chuyén sang nganh sales va nhiing kinh
nghiém cua to61 vo1 nd nén to1 s€ gilt sy tap trung vao do. Nhung thoi gian
t6i lam viéc tai CEB tir nim 2007 dén 2010 d4 ndy sinh trong t6i mot vai
suy nghT vé nghé sales.

Mot cong ty con cua Gartner, la mot cong ty cong nghé va hiéu biét
thuee tién tot nhat z‘oan cau, cung cdp san pham va dich vu cho cdc nha lanh
dao doanh nghiép vé CNTT, tai chinh, nhdn su, dich vu khdch hang va héo
tro, phdp Iy va tudn thi, tiép thi, ban hang va chudi cung vmg trén toan thé
gioi.

Suy nghi dau tién nay sinh sau hai nim toi lam & CEB, khi t6i ngdi
canh mOt nhan vién ban hang dang ndi chuyén voi khach hang. To1 khong
nh¢ tén ngudi d6, chi nhé rang anh ta nodi chuyén rat troi chay. Rat rat troi
chay la dang khac. Nhung t6i lay 1am la véi cach khoi mao cau chuyén cua
anh ta, d6 1a dat cau hoi dé khién d6i phuong phai huong Gng. N6 dién ra
giong nhu thé nay:

Chao ngai [Tén khdch hang tiém nang]. Cam on ngai vi da danh thoi
gian néi chuyén véi téi [Anh ta tiép tuc gidi thiéu]. Thwa ngdi, ngai c6 thé
néi cho t6i ngai biét gi vé Corporate Executive Board khong?

Cau no1 nay cua anh ta khién toi léy lam la. Moi cudc goi sales déu bat
dau nhu thé nay sao? Hay ddy chi 1a mot chiéu tiép thi? Toi khéng nhé sau
d6 né da dién ra nhu thé nao, nhung cau md dau d6 thue sy 4m anh toi. N6
khong hé tu nhién va khién ngudi khac phai bdi réi. Khong phai nhan vién
ban hang phai biét vé khach hang tiém ning trudc chir khong phai dicu
nguoc lai?

Suy nghi thir hai “nay mam” trong dau t6i sau su thang su viéc d6 xay
ra. Toi dang giup cong ty phat trién mot dy an tai mot van phong chinh pha
lién bang. Toi1 chiu trach nhiém td chtrc doi ngii, tham gia vao chién lugc
téng quan, van hanh cac hoat dong marketing chu dao, phan hoi don ung
tuyén dé dua chung toi 1én General Services Administration (Co quan Dich
vu cong Hoa Ky) va tao thoi gian biéu cho Library of Congress (Thu vién
Quéc ho1 Hoa Ky). Va khi noi to1 “chiu trach nhi€ém™ thi c6 nghia t61 la
“thang cha” dam dwong cac cong viéc kho nhat véi quyén han cia giam
dbc diéu hanh. Khi toi giup cho cong ty nay di 1én, t6i di thdy rat nhicu
nhan vién ban hang an nén lam ra. Tham chi 13 chung t6i phai tuyén thém
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nguoi 1lam sales; va trong thoang chdc, toi da nghi minh c6 thé nhay vao vi
tri ndy. Toi khong nhé cu thé diéu gi da ngan toi lai ngay lic do, vi day 1a
tudng qua rai ro. DU sao thi toi da khong lam viéc d6 va tiép tuc voi cong
viéc nghién ctru thi truong khoang bay thang nira.

Nghi lai thi sau hai sy kién do6 — truc tiép quan sat mot nguoi1 ban hang
tac nghiép (néi dung ra la cam thay stung sbt trudc nhiing gi minh ching
kién) va bong dua vé y tudng lam sales thi t6i quyét dinh theo dudi nghé
sales nghiém tuc.

Tai bi an tuong manh bdi cai cdch ma cdc nhan vién ban hang tiép can
khach hang. Cai cach ma ho bat dau mot cude dbi thoai vai giong di¢u kiéu
ngao kiéu “Ban biét gi vé chung t6i?”, va két thuc ndé véi mot hop dong
tiém nang tri gid hang chuc nghin, thAm chi hang tram nghin do-la. Gom
nhit lai nhitng diéu tha vi ndy, véi tu cach 1a chuyén vién phén tich nghién
ctru, t0i thuc su nghi rang minh 13 nguoi da tao ra nhirng thanh tuu do,
nhung nhirng gi to61 dugc tra khong xtirng dang véi cong strc ciia minh. Day
1a mot sy bat cong 16n! Vi vy mdi ¢6 cau ngan ngit: “Néu ban khong thé
ha guc ho, hiy gia nhap ciung véi ho”. Va cudi cung t6i cling chinh thirc gia
nhap thé gidi sales.

Vao gilta ndm 2010, tdi cam thdy minh can mot budc ngodt doi thay
trong su nghiép va quyét dinh di lam ¢ mot start-up sau khi duoc dé nghi
20% cb phan cua cong ty. Qua 1a mot con sé khong 16. Nhung mia mai
thay, 20% cta mdt thir chua c6 gié tri cling chi 1a hu khong. Nhung viéc bat
chap su that mat long nay chua d chimg to quyét tim mudn thoat khoi tap
doan 16n dé bat dau cude séng start-up tu do ty tai cua to1 bdi bén canh déy
t6i cling phai vui vé chap nhan mirc luong it hon 30.000 do-la.

T6i 1am sales va marketing cho mot cong ty siéu nho ma cé thé ban
chua bao gio nghe tdi1 tén 1a GiftsOnTime. RO rang cong viéc nay hoan toan
pht hop véi trinh d6 cua toi luc ay boi toéi van con 13 mot chuyén vién phan
tich nghién ctru, chua bao gio lam sales hay marketing & CEB va khong c6
mot chut kién thirc ndo vé mot trong hai linh vuc nay. Nhin lai thi t6i nghi
t6i da cd gang thé hién sy that 1a t6i thiéu kinh nghiém nhu thé nao cho d6i
tac tuong lai, nhung ho hoan toan quay lung lai véi 101 kéu gao trong tham
tam t6i. Pay 1a diéu ma ho néi véi toi:

Siggy, cau la mot chang trai thong minh va la mot nguoi lam viéc cham
chi. Ké ca khi cdu chira bao gio lam diéu nay thi ciing chang sao cd. Chiing
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t6i ciing chwa bao gio lam, nhung dan dan cdu sé nhdn ra minh phdi lam gi
théi. D sao bdy gio chiing ta ciing phdi dong cam céng khé ciing nhau.

T6i da tin ting tir timg chit ma anh ta néi. Va toi dung 1a dd ngde.

Nhu vay, bat dau tir thang Chin nam 2010, toi nam giir vi tri 1anh dao
bd phan sales va marketing & GiftsOnTime, va phai giai quyét mot s6 van
dé cap bach. Tht nhat, mbi quan hé budn ban cta ching t6i da hoan toan bi
dao 16n. Ching t6i di dwya dim vao hai nha cung cap va bay gio chiing toi
can phai giam thiéu xu hudng 1¢ thudc vao chi dung hai nha cung cap do6 dé
phan phdi san pham dén khach hang. Vi vay, chung toi xir 1y van dé nay
bang cach xay dung cac dit liéu marketing va goi dién chao hang cac cong
ty nhu Brookstone, 1-800-Flowers, Godiva va Tiffany’s. Nhin lai thi bang
mdt cach nao d6, toi da bi sdc khi toi thuyét phuc dugc ho cho phép ching
t6i ban lai san pham cta ho trén trang cia minh. Lac d6, chung toi chi 1a
nhitng ké vo danh! Luc bay gid ching toi thdm chi con chang cé khach
mua hang nira.

Mot khi chung t6i giai quyét duge van dé nhé d6 (mic du t6i chac né
chang nho chit nao va thuc té 1a nd da tiép tuc tré thanh mot ndi lo ma
dang 1& ching t6i da phai danh sy quan tdm nghiém tac hon), t6i chuyén
sang nhiém vu 16n hon: sap xép lai cac chién lugc sales va marketing cua
ching t6i dé dua vao thi truong! Hooray!

Cac cong su lam an cua toi vao thoi gian do6 trude day da danh ba nam
dé xay dung hét mé hinh mau nay dén mé hinh mau khéc, va cubi cing cho
ra doi mot san pham thir nghiém ra mat vao khoang thang Muoi mot nim
2010.

Lay Chtia, may thang dau tién iy van hién rd trong tim tri t6i. Khoang
thoi gian tir thang Chin dén cudi nam that dién ro. Chung t6i 1am viéc bay
ngay mot tuan, lién tuc ¢ cac cudc hop chung, do tién vao quang cao, mua
tat ca nhitng danh sach email ma chiing t6i c6 thé tiép can va bo 7.000 do-la
mdi thang cho mot agency” dé xay dung hinh anh trén mang xa hoi. Toi
nghi chung t6i da kiém duoc tim 20.000 dén 30.000 do-la trong thang dau
tién v6i mot san pham “sdng”, nhung dong thoi nd ciing roi vao ky nghi
thang Mudi hai, diéu ma it hay nhiéu thi cling 13 khoang thoi gian Siéu cup
bong bau duc My Super Bowl cho bat ky ai trong nganh thuong mai dién
tu. Cam giac rat phén khich khi dugc nhin théy cac don hang kéo dén, mic
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du phan 16n 1a dén tir ban bé va nguoi than. Quay trd lai chién luoc sales va
marketing.

Agency la cdc cong ty dich vu truyén théng quang cdo cung cdp dich
vu tiép thi quang cdo cho cdc cong ty khac. Co thé hiéu agency mét cdch
don gian la mét don vi cung cdp dich vu tiép thi, quing cdo cho nhiing
cong ty khdac mot cach chuyén nghiép.

Ban c6 thé thiy tir nhitng gi tdi vira viét vé su khai dau cua ching toi
trong linh vuc marketing, c6 hai thir quan trong ma chung t61 hoc duge: (1)
Chung t6i thich tiéu tién vao cac hoat dong marketing dat do, va (2) chung
t6i ghét theo ddi ROI.

* ROI: hé 56 thu nhdp trén dau tw.

Vay, budc tién tiép theo ctia chiing toi 1a gi? D6 1a danh vao cac hoi cho
thuong mai! Vi mot ké khong cé chut kién thire vé sales va marketing nao
nhu toi lic d6 thi diéu tot nhat toi c6 thé nghi dén 1a tiép can truc tiép
khach hang tiém nang. Toi khong hoan toan tu trach cir ban than vi su non
n6t cia minh bdi theo mdt cach truc gidce thi suy nghi do cling c6 ly. Mot
ngudi van dén hoi cho thuong mai dé kinh doanh mot thoi gian dai. Chung
t6i cling di tudng rang minh that thong minh va da nghi ra mot y tudng
thién tai, cho dén khi vap phai ba thuc té: thir nhat, nguoi ta dén hoi cho
thuong mai dé giai tri va thu gidn chir khong phai dé shopping; thtr hai, hau
hét trong s6 ho 1a nhitng ngudi anh huong chir khong phai 1a ngudi quyét
dinh; thr ba, nguo1 ta mang san phém dén hoi chg thuong mai dé quang ba
thuong hi¢u chur khong c¢6 ky vong ban hang.

Ké tiép cau chuyén vé sai lam cua minh, chiing toi lap chién dich email
dé nudi dudng ngudn lién lac chung tdi da co duoc tir hoi chg. Ching toi
lam diéu d6 rat cham chi trong vong may thang dau nim. Cho dén thang
Nim hoic thang Sau nim 2011, khoing chin thang sau nhimng nd luc khoi
dong chién dich marketing, chiing t6i nhan ra nhiing gi chiing t6i dang 1am
khong dem lai hiéu qua. b6 1a mdt su that bai ngoan muc.

That budn khi nhé lai hinh anh hanh phtc va hao hirc cua chung t61 khi
lan dau tién dén hoi cho. Ching t6i di tu tay xdy dung gian hang, mua vé
may bay, mang theo chiéc thung ning 180 kg dén Orlando, chung t6i chuan
bi san bai thuyét trinh cung cac cong cu hd tro marketing, khodc 1én chiéc
40 gidp va sin sang ban hang, bat ké viéc ban hang c6 nghia 1a gi.
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Budi hop cudi cung ching toi tham du la cua Legal Marketing
Association, va nhitng ngudi tham du c6 vé rat hao himg v6i moé hinh kinh
doanh ciia ching t6i. Nhung tat ca chi c6 vay... ho chi thdy hung thu.
Chung t6i chang kiém duoc gi tir budi hom dé, nhung khi hoi cho két thuc,
chung t6i thuc sy dd nghi rang chung toi 1a nhimg triéu pht. Triéu pht d6
cac ban! Chung t61 da thu thap duoc hon 300 tam danh thiép tir cac doanh
nghiép. Toi nhé rat rd khoanh khac toi ngdi trong phong khach san, nhin
vao dong danh thiép d6, mdi nguoi ching t6i mang theo mot thir 46 udng
va mot d6i chdn moi nhir sung tay sau khi da dimg ba ngay lién tuc. Toi da
no6i: “Thi ra day la cam giac triéu do”.

T6i ngdy tho that day, nhung trong khoanh khac do, toi trd nén sang da
bat ngd. Toi da nghi thoi khic cia ching to6i da dén. Do chinh 1a thoi khic
ma bao nd luc cia chung toi cudi cung di dat dén dinh diém. Cai khoanh
khic dinh cao ma ching t6i biét 1a ching toi s& 1am duoc.

Sau budi hop do, ching t61 nhan dugc mot vai 161 nhan xét tich cuc, tuy
khong co gi dang ké. Chung tdi c6 cac cudc hop khac xép hang dai dé tim
kiém cac chuyén gia vé nhan luc, cac chuyén gia bat dong san, ké toan, nha
cung cép dich vu tai chinh va hon thé nita. Mic du vay, cudi cung thi chung
t6i chang co gi dé cho ho thay. R6i & mot thoi diém nao dé trong chuyén
hanh trinh nay — hanh trinh théng kho dé gay dung nén su nghiép d6 — moi
thir thay doi. T6i da tim thdy HubSpot.

Sy that 13 toi khong tim thay HubSpot ma chinh HubSpot di tim thay
to1. Khi t61 dang lam viéc tai GiftsOnTime, chung t61 lam viéc vdi hai co
van k¥ thuat, nguoi ma gitp chung toi thué nhan luc bén ngoai dé phat trién
phan mém — t6i s& goi ho 1a Roger va Barry. Tai mot thoi diém trong qua
trinh, Barry nhdy vao, gitp t6i mo xé ké hoach sales va marketing cia
chung t6i. Anh dy da nghi that 1a dién r6 khi chﬁng to1 phai tra 7.000 do-la
mot thang cho mdt marketing agency (s6 tién dung 1a nhu vay & cai
agency nay) va chiing toi s& phai mua tat ca moi cong nghe cé trén trai dat
nay, chua ké dén hang tram nghin d6-la phai tra cho budi hoi cho ching t6i
da nghi s& dua chung t6i dén véi khach hang tiém niang cia minh. Anh 4y
da ding, nhung d6 1a thoi khic vo cung x4u hd va chang may ty hao cia toi
trong sau tham. Barry hudng cho t6i di theo Verndale, mot cong ty vé cong
nghé va tu van marketing ¢ dja phuong. Anh Ay ciing chi toi hudéng di cia
mot cong ty khoi nghiép nho vé cong nghé vao lic d6 co tén 1a HubSpot.
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Khi t61 so sanh gid ca cua tung bén, khoang 100.000 do-la mot nam
(Verndale) vo1 10.000 do-la mot nam (HubSpot), t61 rd rang bi thu hut boi
vé sau boi mot 1y do rat ngu ngdée nhung hop 1y 1a ching t6i da danh qua
nhiéu tién cho céc chién lugc sales va marketing da 1am chung toi that bai
trude kia. Chung t6i thuc sy chi con 10.000 dén 20.000 do-la cho quy sales
va marketing ma trudc kia da tung 1a mot quy khé 16n. Khong con sy lya
chon nao khac cho ching t6i.

* Marketing agency: La céng ty thuc hién vé dau cia marketing dé la
tim hiéu - tao - phat hién nhu cau cia ngudi tiéu ding.

T6i khong thé quén 1an dau tién gip hai nhan vién sales tai HubSpot:
Jon Marcus (mot nha kinh doanh 1am chu va thanh 1ap nhiéu cong ty) va
Mike Redbord (hién 13 phé chu tich va tong quan 1y ctia Customer Hub &
HubSpot).

Jon: “Vay, cong viéc cua cac anh la gi?”

Brian: “Thi, chung t6i 14 kiéu két hop gilta mot cong ty phan mem va
mot cong ty thuong mai dién tir. Chung t61 c6 mat nen tang phan mém cho
phép cac khach hang ctia chung t61 tu dong hoa tat ca cic hoat dong trao
phén thudng cia ho qua ca nam. N6 duoc thiét ké cho cac ké toan, luat su,
tu van tai chinh, cac tay bat dong san, v.v... Bit ky ai co mbi quan hé
khach hang va 13y viéc trao qua nhu mot cach dé marketing lién tuc va gitr
chan khach hang, déu nhan dugc loi ich tir dich vu va phén mém cla ching
t01.”

Jon: “Puogc rdi, vay cac anh kiém tién b:?mg cach nao?”

Brian: “Thuc ra ching t6i khong duoc tra tién cho phan mém. Chiing
t6i cho di san pham mién phi béi vi chung toi nghi chiing t6i can thi trudng
dé thich nghi véi nén tang. C6 hang ta dbi thu canh tranh ngoai kia nhu
Godiva, Harry & David, Wine.com va hon thé. Vi vay, dé khién moi nguoi
phé vO hién trang nély, chung t6i cho rang chiing t6i can phai cho di phan
mém nay. Dé kiém tién, chung t6i 1y loi nhuén tir nhitng san pham ma
chung t61 ban, tir khoang 15% dén 40%, phu thuoc vao ting san pham.”

Jon: “T6i hiéu rdi, vay cong viéc d6 dién ra 6n thoa chu?”

Brian: “Khong thuc su tdt 1am.”

Jon: “Sao cic anh lai nghi nhu vay?”

Brian: “Thuc ra chung t6i cam thy ching toi da str dung tat ca chién
lugc marketing c6 trong sach vo. Ching t61 c6 mdt website, c6 Google
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Analytics” chay trén trang web, chiing t6i da va dang tra tién cho mot cd
van AdWords™", chung t6i da thué mot marketing agency dé gitp chung toi
1én trang chu va x4y dung hinh anh trén cac dién dan xa hoi, chung t6i mua
mdt danh sach dé chay chién lugc email, ching t61 mua cac cong ngh¢ nhu
Constant Contact va Tableau dé giri dong email 6 va tim hiéu vé thé gidi
ctia ngudi dung, dong thoi chung toi ciing chay rat nhiéu chién dich gui thu
truc tiép, treo quang cao ¢ hoi chg va chi hon mot tram nghin d6-la vao cac
budi hoi chg d6. Chung toi di 1am rat nhiéu nim vira qua va chung toi cam
thdy minh c6 qua it sales dé thé hién diéu do.

* Google analytics: dich vu thu thdp dir liéu vé hién dién ky thudt s0.

** AdWords: mét chwong trinh tw phuc vu nham tao cdc chién dich
quang cdo tryc tuyén.

Jon: “Website ctia cac anh thi sao? N6 c6 gitip cac anh thu thdp dugc
thém khach hang tiém ning nao khong?”

Cudc hoi thoai tiép dién nhu thé mot lac. Nhung anh sang da vut tat
trong tam tri t6i khi t6i nghe Jon hoi cau hoi cudi ciing ma toi da dién dat
lai n6 theo mot cach khac. Ban ciing s& phat hién ra rang trong mot loat cac
cau hoi cta Jon, khong cdu hoi nao co nhic dén HubSpot; thay vao do, anh
ta tap trung hoan toan cudc trd chuyén vao chung t6i va nhu cau cia ching
to1 (hay quay lai va doc cudc ddi thoai that can than, ban sé théy anh ta s
dung “c4c anh” va “cua cac anh”).

Jon di gitp chung t6i nhan ra rang trang web ctia chung t6i hoan toan
v6 dung. Chiing tdi ciing da nhan ra rang chung t6i da danh qué nhiéu thoi
gian va tién bac 1am nén mot san pham ma khong ai biét vé su ton tai cla
n6 va ciing khong c6 cach nao dé biét dén san pham nay. Pay chinh 1 van
dé cuia chung toi. Va chung t6i di dung mot nira. Chung t6i di dung rang
website ctia chiing toi khong phai 1a cong cu dé thu hat cac khach hang
tiém ning va nd khong phai “nhan vién ban hang” nhu nd nén 1a. Toi nghi
chung t6i ciing da dung rang dich vu ma ching t6i dang cung cap sé tao nén
gia tri cho kha nhiéu nguoi. Van dé chinh & day 1a ching t6i khong biét
cach diéu hanh mot doanh nghiép phan mém.

Pé that bai khoi nghiép d6 qua mot bén, toi da thuc su ngd ngang boi
HubSpot va viéc sir dung inbound marketing khi chung t6i thuc hién chién
dich dau tién thong qua nén tang cta ho. Chung toi chi viét mot vai bai
blog, sir dung “Call-to-action”, thir gi d6 kiéu nhu “Tai ngay hudéng dan
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dinh nhét vé bi kip trao qua cho khach hang”, va dang né trén cac landing
page  dé bién nhitng ngudi quan tdm vao bai blog d6 trd thanh nhing
khach hang tiém niang. Noi cach khac, ching t6i mang lai cho ho gia tri
thong qua mot cudn sach dién tu, thir dem lai kién thire cho ho; doi lai,
chung t61 nhan gia tri khi ho chia s¢ mot chit thong tin ca nhan cho chung
t6i dé lay duoc cudn sach d6. Toi nhan ra diéu ndy c6 vé 1a tht cin ban
trong liic nay, nhung vao nam 2010 va 2011, n6 1a mot diéu to tat.

* Call-to-action (CTA): thudt ngit danh chung cho nhitng 167 chdo moi
mang tinh kich déng, kich thich d6i véi khdch hang, va cdi dich cudi cing
cua nhirng call-to-action khong gi khac ngoai nhitng hanh dong mua hang,
dang ky dich vu hay ké ca nhitng thao tic dang ky, nhdp théng tin cd nhan
vao madu don,... tir nhitng thao tac nay tw phia khdach hang, cdc doanh
nghiép sé co duoc nhirng loi ich ngay sau do.

™ Landing page (cdn goi la lead capture page, Jump page hoac splash
page): mét trang xudt hién khi c6 khdch hang tiém nang click vao mau
quang cdo hay dwong link két qud ciia mét cong cu tim kiém.

Chi trong vai ngay dau tién phat hanh nhiing bai blog d6, chung t6i da
thu thap dugc hon bon muoi khach hang tiém nang méi. Phan 16n nhiing
nguoi dé lai thong tin 14 nhitng ngudi chiing toi chua bao gid nghe tdi hoic
gap mat trudc day. Pay chinh 1a thanh cong ngay 1ap tirc ma ching t61 dang
tim kiém. Tuy nhién, cing voi su phan khoi d6, toi dong thdi hoang loan.
To61 da b1 ném Xuéng tur trén cao. To1 phai ddi mat véi mot van dé mdi.
Chuyén gi da xay ra tiép theo u? T6i hoan toan khong biét gi vé quy trinh
sales, lam thé nao dé khoi dau va cach do luong hiéu qua. Nhung t6i yéu
inbound marketing. N6 c¢6 y nghia d6i v6i toi. N6 don gian va hiéu qua. Vi
vay, noi mot cach an dy, t6i trén khoi con quy sales dang so ndy trong phéo
dai phong thi inbound marketing cua toi. Khi néi dén GiftsOnTime, quy
trinh inbound marketing dién ra don gian nhu thé nay:

 Doi tugng nao ban dang cb gang thu hut vao trang web cua ban?

e Vin dé 16n nhat, myc tiéu hay nhitng thach thtrc ctia ho 1a gi?

e Ho sé& hoi ai 46 vé nhitng van dé, muc tiéu hay thach thirc d6 nhu thé
nao dudi dang mot cau hoi?

e Bién cdu hoi d6 thanh tiéu dé bai blog.
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o Ding tai bai viét d6 1én trang web ciia ban, chia sé né trén cac trang
mang xa hoi, tham chi dung né trong cac quang cao PPC"
e (Cang c6 nhiéu luong truy cap website, cang thu thap dugc nhiéu lead.

" PPC (Pay-Per-Click) la mét mé hinh tlep thi trén Internet, trong do
cdc nha quang cdo phal tra mét khoan phi méi khi mét trong sé cdc quding
cao cua ho dwoc nhap chuot.

Puoc rdi, thuc ra nd phtrc tap hon mot chat nhung vé co ban do6 1a
nhitng van dé chinh trong chién luoc ctia chung toi. it nhat thi viéc chinh
can lam 13 ting luong truy cdp cho trang. Khong chi 1a cac lién hé da thu
thap duoc, nhitng co hoi, va cac khach hang, ma con nhiéu yéu td khac.
Tuy nhién, néu ban tiép tuc dwa nhitng gia tri vao qua trinh dua ra quyét
dinh du nhanh hay cham, thi cong viéc y sé& tro nén don gian hon nhiéu.

T6i thuc ddy va thiic diy cho dén hét nim, c6 gang hét strc dé bién cd
may thu nhap hoat dong. That dang budn, va theo quan diém cia riéng i,
vao cudi nim 2011, ching t6i khong kiém du du chi mot chat thu nhap dé
tiép tuc. SO no cua chung toi c6 thé da 1én dén bay con sb va sy that thoat
nay khong co d4u hiéu cham lai. Chung t61 da sa thai mQt vai nhan vién, sb
khac thi bo viéc, chung toi thu nho san xuét lai dung luc ching toi can mo
rong nhung lai ¢6 qua it tién mat dé 1am diéu d6. Chung toi phai chip nhan
su chi trich va chiu trach nhiém gidng nhu nhiing start-up khac ciing phai
d6i mat, nhung ching t6i s& khong lam duoc diéu d6 bdi vi chung toi hét
tién.

To6i d3 quyét dinh roi GiftsOnTime vao khoang thang Hai nim 2012.
That kho khin khi phai roi xa ngudi dan 6ng ma toi van ludn coi 1a nguoi
cha thir hai va nguoi ban than nhat cta toi tir thoi tho au. Sy chia ly khién
ching ta déu gia di nhanh hon chiing ta mudn. Chiing ta phai hoc nhimng bai
hoc theo cach ma chung ta khong mong. Du chung ta ¢6 ¥ dinh tét thi hau
qua x4u van ludn ap toi.

Vao thoi gian do, t61 cling da nhan dugc mot vai 101 khuyén can thiét tur
nguoi sép cii cua toi (tai Corporate Executive Board), Sampriti, ngudi da
gitip t6i c6 nhitng niém tin ménh liét vé GiftsOnTime. T6i dd khién co ay
that vong khi tir chéi cac truong kinh té nhung chinh 06 ay lai 1a nguoi da
thay doi su nghlep clia toi mdt manh mé vao phat cudi. Pay 1a email toi
viét cho ¢6 4y vao dau nim 2012, voi hy vong tim thay sy sang subt:
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Tiéu dé: Khong biét liéu c6 cé thé giip...

Ngay 2 thang Mot, nam 2012

Chao Sampriti,

Chiic mirng ndm méi! Hy vong ¢é va gia dinh da c6 ngay nghi 16 vui vé.
Dao nay cé thé nao?

Téi ciing muén néi cho c6 biét mét chiit vé céng viéc gan dady cua t6i va
chia sé nhitng suy nghf ciia t6i vé nam 2012, hy vong cé sé givip téi di diing
hwong.

Néi ngan gon thi, GiftsOnTime lam dn khéng tot ldm trong nam vira
qua. RG rang la cé nhiéu yéu té anh huong dén né (mét sé thi kiém sodt
dwoc, s6 khdc thi khéng chdc lam), nhung rat nhiéu tién da dé vao qud
trinh hoat dong ma gan nhw khéng dem lai két qua. Néi cach khdc, néu téi
la mét nha dau tw, t6i khéng nghi t6i sé san sang dé di tiép (gid sit so tién
va thoi gian déu da dwoc dwa vao). N6 ciing khién t6i tran tré rang chiing
t6i da danh mdt mét con sé dang ké nhitng tai khodn “cd voi” ma chiing t6i
dang phu thudc vao dé dwa chiing t6i budc sang ndm mdi, ciing nhuw khéng
c6 nhiéu “giao dich” xép hang trong nam 2012. Téi bdt dau tw héi ban
than: “Chuyén gi da xay ra vao nam 2012?”. Liéu chung toi co quay lai
Vi bang vé va c6 gang bdm tru trong tinh hudng ndy thém mét nam nita,
hay cat giam nhitng mdt mat ndy va thdy biét on vi nhitng co héi ma chiing
t0i cO?

Ron va Josh da hoan toan cong hién mét ndm niva dé diéu hanh céng
viéc. T6i chwa néi chuyén véi ho vé diéu d6, nhung téi khéng thé néi rang
t6i ciing cam thdy tran tré nhiét huyét va muén cong hién nhw thé. Va khi
t6i nhin lai hon muwoi sdu thang qua, t6i cam thdy téi da (ding hon la tdt cd
chiing téi dd) hoc dwoc mét heong kién thirc khong 16 vé nhitng linh vuee
méi mé ndy (sales, marketing, nganh truyén théng kinh doanh, quadn 1y,
phdt trién phan mém, thuyét trinh VC, vv...); tuy vdy, t6i dang tw héi bao
nhiéu “nhitng thir méi” va kién thirc nghién ciru vé mdy moéc ching ta can
phdi cé. Téi biét diéu dé nghe c6 vé nhur tir cho minh la trung tdm, nhung
do chi la toi dang thanh that voi chinh minh. Toi doan sw that la toi khong
thé thay dwoc mét chit anh sang hy vong ndo ¢ cuéi dwong ham cia chudi
nhitng khé khan nay va téi khéng chédac minh cdn phdi hoc bao nhiéu nita dé
tiép tuc di trén con dwong nay.

Téi ¢6 mét vai y twong trong dau vé nhitng co héi ¢ Boston ma t6i
muoén khdam phd, nhung dé van la mdy thang nghi. Vi vdy, trude khi ti tién
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xa hon, téi dd nghf t6i can vai loi khuyén tir ¢6. Chdc chan sé khéng thé cé
mét phwong dn don gidn cho mét van dé phirc tap, nhung cé luén la nguoi
giup toi giir binh tinh.

Néu néi chuyén qua dién thoai dé dang hon thi t6i rat san long lam diéu
do.

Hy vong moi chuyén van on va téi mong som nhan dwoc tin tir co.

Mong moi diéu tot dep nht,

Sig’

Va day 1a phan hoi ciia Sampriti:

Chao Brian, chiuc mung nam maoi. Toi hy vong anh da co quang thoi
gian vui ve bén gia dinh trong k)‘/ nghi vira réi. Cé vé nhw anh dang 6 rit
nhiéu tran tro trong suy nghi. Tot h0’n hét la chung ta nén noi chuyen qua
dién thoai. Cho dén lic do, t6i muén anh can nhdc nhitng diéu t6i sdp noz
M0t cau héi can ban hon ma téi danh cho anh, bén canh nhitng gi anh sdp
hoc trong nam t6i la: nhitng diéu ngd nhdn nao can phdi thay déi dé doanh
nghiép cia anh c6 thé thanh céng? Néu anh khéng chdc ching la gi, hodc
anh khéng tin rang ching cé thé thay doi, thi t6i goi ¥ rang cd 1¢ da dén lic
anh can xem xét nhitng sy lywa chon khac.

Mot diéu nita can phdi nghi dén la néu anh khéng tham gia thém mot
nam nita nhw déi tac ciia anh dang lam, thi liéu viéc chi cam két mot phcfn
c6 cong bang?

Hay cho téi biét khi ndo anh muén néi chuyén vao tuan t&i va ching ta
c6 thé ciing nhau tim ra hiedng tot nhat dé gidi quyét.

Tran trong,

Sampriti8

Do 1a luc t6i da biét, khi toi ludt dén dong chit “néu anh khong tham gia
thém mot nim nita nhu ddi tac cua anh dang lam, thi li¢u viéc chi cam két
mot phan co cong bang?”.

T6i da biét trong thAm tdm minh cau tra 10i 1a “Khong”. Va t6i da biét
rang d6 1a mot cai “Khong” day khé khin boi vi day ciing chinh 1a qua
trinh dua ra quyét dinh ma t6i da trai qua khi toi quyét ra khoi Sampriti chi
khoang hai nim vé trudc. Toi da bi cho ra ngoai. Toi biét rang toi da bi bo
roi, vd mot khi ban nhén ra diéu d6, ban nén roi khoi. S& khong co6 cach nao
dé thanh cong hodc cam thay théa man néu nhiing gi ban dang lam khong
dem lai cho ban cam gidc man nguyén d6. Néu ban khong duoc truyén cam
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himg hodc khong c6 dong luc tir nhitng gi ban dang thuc hién, hoac ttr cong
viéc ma cong ty ctia ban dang lam, thi diéu d6 cudi cing s& thé hién ngay
trong chinh cong viéc cua ban. Mot khi diéu d6 hién ra, ban hoan toan toi
doi roi d6. Tot hon hét 1a nén roi sém khi con dang dung trén vinh quang
thay vi kéo ban than ban, va nhitng nguoi xung quanh, xuéng vuc tham chi
dé kiém thém vai dong. D6 1a luc t6i quyét dinh budc di va bat dau theo
dudi nhing co hoi mdi. To6i dd cd6 mot mé hdn don nhitng kinh nghiém. To6i
khong biét diéu d6 sé gitp toi dem lai gia tri & dau trong mot cong ty khac.

Nhin lai trdi nghiém cua t61 voi tu cach la mot khach hang cua
HubSpot, t6i thay minh sé& trg thanh mot khach hang xuat sac dao tao nhap
mon cho ca nhiing chuyén gia. T6i hiéu rd san pham, t6i song voi ndi dau
ma cong ty dang tim kiém giai phap, va toi cam thay minh c6 6c phan tich
da dé tré thanh nguoi thay chinh trong ca hai linh vuc inbound va phan
mém. Tuy nhién, khi t6i budc vao qua trinh phong van, Mike (Redbord) da
thuyét phuc t6i theo dudi nganh sales thay vi vai trd ¢6 van inbound
marketing (ngay nay duogc goi la chuyén gia thi hanh- Implementation
Specialist).

Sau trai nghiém cb ging xdy dung quy trinh sales & GiftsOnTime, toi
khong thuc sy bi thuyét phuc boi ¥ tudng sales luc dau. Toi co an tuong té
nhat vé nganh sales. Toi ghét cac cudc goi chao hang, ghét viéc trau chudt
nhitng email ma s& khong bao gio duoc doc, va cam thu viéc phai viét cac
btrc thu truc tiép, nhét chung vao phong bi r6i gui cho nhitng ngudi ma sé
chi ném chung vao thung rac. Toi cling da ting & phia bén kia ciia phuong
trinh mua ban, va nhin chung 14 ghét cai cach ma phan 16n nhan vién ban
hang ¢ gang choi tro choi véi t6i.

Ho phan 16n 1a ty phuc vu, chang day t6i dugc diéu gi va trd nén tiéu
cuc mot cach tré con khi t6i rd rang chua sin sang dé di tiép. Lan duy nhat
to1 khong c6 cam gidc do 1a khi t61 di qua qua trinh sales tai HubSpot. Toi
d3 nghi c¢6 diéu gi d6 hon thé ¢ day, nén toi di noi véi bd t6i cai ¥ tuong
theo dudi nganh sales.

Cang nghi vé nd, toi cang chic chin rang minh can phai 1am viéc cho
HubSpot. Cong ty dang trong tinh trang thay do6i cach lam viéc truyén
thong theo cach tot hon. N6 da cho nhitng ngudi mang tu tuéng cii thay
cach ma marketing hoat dong. Va t6i yéu diéu d6. Toi can phai tré thanh
mot phan cia nd. Cudi cung, bd t01 da thuyét phuc t6i theo dudi nganh
sales v4i tat ca nhitng gi toi ¢6 va néu moi chuyén dién ra tot dep, hay tiép
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tuc theo dudi nd. Con néu khong, toi s& quay trd lai 1am nghién ctru hodc cd
van.

Pay 1a thir ma toi goi 1a lan thire tinh thi hai trong su nghiép ctia minh.
Lan dau tién 1a khi to6i hoc inbound marketing. N6 da thay d6i toan bo kién
thirc truyén thong ma toi ¢d vé marketing. N6 ¢6 ¥ nghia véi toi va néd da co
hiéu qua. Lan thuc tinh tht hai nay 1a dé theo dudi nganh sales nhu 1a mot
nghé nghiép, tham chi con hon thé nita. Nho lai thi n6 da cho t6i thay rang
moi thir t6i biét vé nganh sales 1a sai va sales khong nhat thiét phai di theo
huéng t6i da trai nghiém — néi ngan gon, mdt nganh bac béo, do ban, thap
heén va khong dugc ton trong.

Khi t6i theo dudi nganh nay sau hon cung véi HubSpot, moi thir dot
nhién tr& nén khac biét so voi quing thoi gian rat som khi toi lan dau noi
chuyén véi mot nha tuyén dung. Cudc goi dau cia t6i 13 véi mot ngudi phu
nit tén 1a Lisa. Cudc goi voi quan 1y dau tién cta toi 13 voi Doug (nay di 1a
dong nghiép cua t6i). Cude goi thtr hai 13 vdi Pete Caputa va Dannie
Herzberg (nguoi ma cudi cung lai tré thanh quan 1y caa toi). Cude gip mat
phong véan cta toi 1a véi Chris, John, Pete va Dannie, va mot nguoi nira toi
khong nhé. Phan “6 nha” ctia qua trinh phong van chiém hai gio dong ho,
theo kiéu bai kiém tra SAT" véi mot dong cau hoi vé hanh vi va lién quan
dén phan tich. T61 cling dugc yéu cau thyuc hién mot vo kich gid nhu mat
phan ciia qua trinh trude khi dén vong phong van mat d6i mat sau cung.

¥ SAT la bai kiém tra danh gid nang hec chudan héa dwoe sir dung rong
rdi cho viéc xet tuyén dai hoc trong hé tho”'ng giao duc My.

Sau khi trai qua vong phong van day ap luc, toi cam thiy day dung la
noi t6i thudc vé. Nhitng ngudi ndy thach thirc moi thir trong con nguoi toi.
Ho ciing khong c6 bat ky 1y do ndo dé thué toi 1am nhan vién ban hang. Tat
nhién, t61 da c6 ndm nam lam vi¢c, chi 1a khong phai trong linh vuc sales.
To1 1a nguoi thich phan tich moi thtr that ky va tw danh gia ban than khong
phai 1a mdt nguo1 co1 mo. To1 da lam viée cho mot cong ty khoi nghlep nho
va da that bai. Muc tiéu chlnh cua to1 khi khot nghlep bao gom viéc co
dugc khach hang va tang vOn dau tu, ca hai thir toi déu khong dat dugc.
Tran chién ludn kho khin va vat va nhung bang cach nao do, vao phit cudi,
t61 van thuyét phuc dugc ho dit cuge vao toi. Co thé 1a do kha niang thuyét
phuc cua to61, ma cling co thé chi 13 ho da qua can mot “co thé séng” dén
ndi tuyét vong. Hodc 1a ca hai truong hop do. Toi nghi ngd viée ho di qua
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tuyét vong, nhung t6i van cho rang ca hai diéu nay déu 1a dong lyc. Toi
dang 1€ ra da khong bao gio ¢ trong nganh sales; nhung ro1 té1 van & day
v6i1 101 moi lam viée trong tay. Cudc hanh trinh da chinh thirc bat dau.
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Chuong 2
TAI SAO INBOUND SALES LAI CO SUC
ANH HUONG?

¢ du trong tiém thirc, toi ludn cho rang toi khong co kha ning

rong linh vuc sales, nhung hay nhin t61 hién tai, t61 dang & day!

or'da di mot chang duong dai hon mot thap ky va ngay mot xa hon.

Chéc han nhitng ngudi 1am sales ¢6 tham nién dang doc cdu chuyén cia toi

s& cudi tham: “Cau ta thi hiéu gi vé sales. Cau con chang thé tai tao noi

nhirng gi ma cac bac tién bdi da lam”. Toi khong pht nhan diéu d6. Ban

khong thé nao bat chude kinh nghiém ctia mot nguoi da chinh chién trong

nghé nhiéu nam. Ban nén danh thoi gian tu tich Ity va hoc hoi dé trd thanh
mot nguoi lam sales chuyén nghiép va c6 tam.

DAu thé nao, toi nghi ban s€ phai chat vat dé tim dugc mot nhan vién
ban hang chuyén mon cao thoi ndy — ngudi khong nghi rang cong viéc nay
dang tré nén thir thach hon so voi trude day, hay mot nguoi khong cho rang
két ndi thuc su voi nhitng khach hang tiém ning dang ngay cang kho khan.
Ban ciing s& phai vat 1on dé tim mot ngudi ban hang, quan 1y sales, hay
sales VP, nhirng nguoi khong hé cam théy mot chut tré ngai nao dé vuot
qua sy “nhiéu loan” va d6i mai lién tuc ciia moi truong sales tech hién nay.
Cudi cung, vi nganh sales dang chuyén minh d6i méi vuot qua tam nhin
ctia ching ta, cho nén khong ai c6 thé biét chinh xac né s& van hanh nhu
thé nao hodc sé& hiéu qua ra sao trong tuong lai.

* VP (vice president): phé chii tich.

D6 1a su that, bai tu duy mua hang ciia con nguoi dang phat trién. Vé
cin ban, n6 thay d6i khong chi vi chung ta ngady mot than trong trong cach
chung ta chdn quang céo, ma con bdi chiung ta tré nén tinh tdo hon trong
viéc tim kiém thong tin theo cach riéng cia mdi ngudi. Hay thir nghi xem
ban s& chu dong mua siam nhu thé nao hom nay? Thir dau tién nay ra trong
dau ban chic han 1a Google hodac Amazon, sau d6 ban co thé chuyén tiép
t6i LinkedIn hodc Facebook (phu thudc vio san pham ban dang tim kiém)
va hoi ban bé hay cac mbi quan hé dé lay vai 1oi khuyén, phai khong? Néu
dong ¥ vai toi, vay thi ban ciing phai dong y rang cac chuyén gia sales can
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phai cai tién cach thirc ban hang dé trd nén gan giii voi bai toan mua hang
cua khach hang thoi hién dai. Nhitng phuong thuc da hi€u qua trong qua
khtr c6 thé s& tiép tuc hiéu qua trong twong lai, nhung khong thé dam bao
chic chin rang no sé hoat dong tron tru.

Bén canh d6, khi t6i cam thay that cp thiét phai hoc vé lich st cia
chién lugc sales va dao tao, toi da c6 thé “choi x6” nhing ngudi lam sales
hién nay néu t6i don gian dao x6i lai nhitng hiéu biét trong qua khr va ap
dung cho cach ban hang cta ban. Ban c6 thé da ranh rot vé nhirng vi¢c xay
ra trong qué khir va nhiing gi d3 hiéu qua trong sudt mot, hai, tham chi ba
thap ky. Ban biét nhitng diéu nay bai 1& nhiing ngu’(n dao tao ban da trai
qua tung ay nam cudc d0’1 Va da linh hoi duoc hét thay nhing tri thirc do.
Néu tbt nhat, ho dang cd gang truyén lai cho ban nhiing tinh hoa cua tri
thirc ho linh hdi dugc. Con té nhét, ho dang co géng truyén lai cho ban
chinh nhiing sai 1am ctia ho v&i hy vong rang ban s& khong di theo vét xe
d6 do6 nita.Vi vay, thay vi phac hoa lai cho ban chiéu dai lich st nhirng gi
sales d3 mang lai cho vo van nhiing cong ty hay doanh nghiép, nganh nghé,
toi s& cO gang chia sé cho ban nhiing gi dang dién ra, nhiing gi da va dang
hi€éu qua trong cong viéc cua tdi voi nhiing dai 1y to61 lam viéc cung hay do
t6i quan 1y. DT nhién, tit ca nhitng diéu ndy c6 thé tré nén khong con thirc
thoi theo thoi gian ban tiép can véi chiing, nhung toi ty tin khang dinh rang
diéu d6 sé khong xay ra trong, it nhat 13, khoang thoi gian sap tdi.

Hon thé nita, mong mudn cua toi khi chia sé vé nhimg gi t6i dd hoc
duoc trong khoang thoi gian twong ddi ngan & vi tri mot chuyén gia sales
khong phai dé ban lam y nhu nhirng gi ban dang doc trong cudn sach nay.
Néu moi nguoi chi don thuan sao chép lai nhiing gi nguoi khac da 1am thi
moi thir s& tr& nén that khap khiéng va khong hidu qua. Thay vao do, t6i hy
vong ban s€ tu minh khai quat dugc nhiing tinh hoa ma ban c6 kha nang ké
thira, hoc hoi va ing dung vao qua trinh lam vi¢c trong nganh sales, dé dén
cudi cung ban s& 13 ngudi truyén dat va gitp d& nhitng ngudi khac, phat
trién cong ty cua ban, hoan thién k§ ning ca nhan ciing nhu xay dung su tu
tin trong ban.

T6i tin nhitng nhén t6 trong quy trinh sales va phuong phap luan tdi s&
trinh bay déu mang tinh Gmg dung rong rai véi ca inside sales” va field sales
thong qua SMB™, thi truong tAm trung va cac doanh nghiép. Song, to1 cho
rang ting phan cu thé trong nay s& phu hop nhat v6i mdi mot doi ngi
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inside; hodc it nhat 1a mang inside ctia mot lyc lugng sales 16n. Thém vao
do, t6i tin rang s& ngdy mot nhiéu hon cic cong ty tiép tuc dau tu vao doi
ngil inside sales — trai v6i doi ngii outside sales™ — — cach thic tiép can nay
s& chi co thé tr& nén ngay mot phu hop hon trong twong lai. Tai sao t6i lai
tin vao diéu d6 dau Forrester tién doan mot tridu viéc lam nganh sales sé& bi
thay thé hodc triét tiéu bai cong nghé vao nim 2020'? Nghién ctru cho thay
vai tro cua bd phédn inside sales s& ting trudng gap 15 lan vai tro ciia bo
phan outside sales trong tuong lai>. Chinh vi thé, cho du tong s6 luong viéc
1am nganh sales c6 thé dang trén da giam sut, nhung nhu cau vé cac chuyén
gia ¢ van inside sales van ting déu dan.

* Inside sales: nhitng chuyén vién ban hang tim kiém va cham séc khéch
hang tiem ndng qua dién thoai hodc email trong khi van ngéi tai vin
phong.

™ Giao thirc SMB (Server Message Block Protocol) la mét giao thire
chia sé file khd phé bién khi ban ding Windows 7/8/10.

** Outside sales: la nhitng hoat dong bdn hang ma trong dé nguoi béan
hang gdp mdt trao doi truc tiép véi khdch hang.

Khong quan trong ban c6 dang hay s€ tr¢ thanh mdt nhan vién ban hang
inside hay khong, ban ¢6 ¥ dinh thué d6i ngii d6 hay dang quan 1y, dan dat
ho hay khong, ban déu phai c6 hiéu biét co ban vé chan dung mot “chuyén
gia ban hang”. N6i cach khac, néu chung ta khéng hinh dung dugc nguyén
mau cho mot thé hé ngudi ban hang méi thi viée thuc thi khung mé hinh
kinh doanh dugc trinh bay & cac chuong tiép theo s& hoan toan vo gia tri
v6i ban. Khong phai bat ky ai thich lam 1a 1am duoc.

Nhirng dac trung co ban ctia nhin vién ban hang hién dai

Nhu vy, chan dung mot ngudi ban hang thoi dai moi sé& nhu thé nao?
Mic du c6 rat nhiéu ngudi muén ban tin rang ciu tra 1oi “that” phai 1a diéu
gi d6 trén ca phuc tap, nhung voi toi, nd chi don gian nhu thé nay. Mot
nhan vién ban hang hién dai 1a nguoi:

e Dua cong ngh¢ trd thanh thé manh, thuong dé nhéan biét ai nén bét
chuyén, khi nao va tai sao

e Biét cach kéo dai cudc trao doi tip trung vao nhing loi ich va khé
khan ro rang, boi ho that su hiéu ai 1a khach hang muc ti€u trudc khi
cudc tro chuyén bat dau
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e Thé hién tam hiéu biét sau rong vé linh vuc kinh doanh, boi ho that su
quan tam t&1 nhitng gidi phap ma cong ty mang lai cho ngudi mua
hang trong ting phéan khuc

e Thé hién sy thoai mai khi ban luan véi khach hang vé cac giai phap
khac nhau, thudng bao gom ca sy im ling 1an sir dung san pham, dich
vu cua dbi thu canh tranh

e Lai nhiing cudc tro chuyén sang huéng cau chuyén cua riéng tirng
khach hang, hoan canh, nhu cau, cling nhu lich trinh ctia ho

e Co&i mo thé hién su khong dong tinh khi ho cam thay giai phap du kién
ctia khach hang cho lgi ich hay thach thirc truéc mat khong phu hop,
hodc khi y kién cua ho bi gat di bdi ndi lo sg, hoang mang va hoai
nghi

e Trén hét, ngudi ban hang theo phuong thirc inbound phai wu tién nhu
cau ctia khach hang trén ca ban than ho

N6 chi don gian nhu vdy thoi. Pang 1a rat khé dé day va kho dé tim
hiéu nhiéu k¥ ning, nhung nhirg hanh vi ké trén déu géi gon trong cbt 15
tu duy ctia nguoi1 ban hang hién dai.

Bay gid, néu ban mudén mot 10i khuyén mang tinh thiét thuc hon véi
mot vai vi du trong viéc nhan dién mot nhan vién ban hang hién dai dich
thue, hay nghi rang nhimg kinh nghiém sales trong qua khtr khong dfmg dé
tién doan sy thanh cong trong tuong lai. Vi vay, cach ching ta diéu chinh
phuong thirc phong van can tip trung vao ban chat bén trong, khong phai
cac thanh tich — nang luc, trinh d§ van héa hay kinh nghiém.

Khi nguyén phé chu tich mang sales cua HubSpot, Peter Caputa (hién
1a CEO ctia Databox) phong van mot nhan vién ban hang, anh ta danh gia
ho qua bdn tiéu chi nén tang co lién quan mat thiét toi gid tri cbt 18i bén
trong con ngudi d6 chir khong phai kinh nghiém sales. Anh ta hoi ho bén
cau hoi, mdi 1an, véi mdi ung vién khac nhau:

1. Nhéan vién ban hang nay c6 tham vong thanh cong trong nghé sales
bang bat ké gia nao hay khong? Minh chimg nao t6i c6 duoc cho diéu d6?

2. Ngudi nay c6 cai nhin tong quan tich cuc véi nhitng san pham va
dich vu ma anh ta s€ ban hay khong? Vi sao?

3. Nguodi nay c6 cai nhin tich cyc voi chinh ban than ho hay khong?
Minh chimg nao dé chiing ta tin ho?
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4. T6i c6 thé tin tudng rang nguoi ndy sé chiu trach nhiém véi moi dau
ra trong cong viéc sales cia minh, bat ké 1 gi, hay liéu ho c¢6 thanh minh
hay khong? Tai sao to1 phai tin tuéng cau tra 101 cua to61 cho cau hoi nay?

Véi tu cach 12 nguoi quan 1y nhan sy, toi tu hoi ban than minh bén cau
hoi d6, dong thoi toi cling tim kiém nhimg diéu dudi ddy doi voi nhan vién
ban hang cua minh:

e T6i co thé tin ban s& hitu chi sb tri tué xac cam (EQ) cao va su nhan
thirc r0 rang vé ban than minh? Ban c6 thé ty dit minh vao hoan canh
ctia ngudi khac va thdu hiéu dugc nhitng kho khin ma ho dang trai
qua? (Theo t6i, k¥ ning nay khong thé day duoc)

e Ban c6 ban ning “nghién ngdm” va dao dirc nghé nghiép chuan muc?

e Ban c6 phai la ngudi dat nhiéu thanh tyu trong cudc séng? Khi con 1a
dtra tré, ban c6 tirng mé quiy ban nude chanh, di phat bao va 1am
cong viéc cit co (hodc bat ctr cong viéc nho nhit nao nhu vay)?

e Ban c6 phai 14 ngudi gidi trong viée giai quyét van dé, c6 kha ning
danh thtrc nhirng tiém luc va ban ning dé dat duoc két qua nhu y
mudn?

e Ban da dugc dao tao ¢ nhirng linh vuc nao? Ban c6 thé chimg minh
dicu do?

e Ban c6 san sang chiu trach nhiém véi nhirng két qua cudi cung trong
cudc song hay ban s& chon cach thanh minh?

e Ban c6 s¢ hitu ning luc dao tao va day dd? Ban c6 thé quay trd lai
vién canh khi ho tir chdi ban hodc thir thich ban?

e Ban duoc dinh hudng chu trong vao linh vuc nao? Ban da dat ra
nhirg muc tiéu ca nhan cho ban than dé theo dudi nhimg thanh tyu
16n? D6 1a gi? Ban di nay ra nhitng ¥ nghi d6 nhu thé nao?

e Vi gan nhu quan trong bang cau hoi dau tién trong danh sach nay, ban
c6 ham hoc hoi? Néu ¢6 thi tai sao va nhirng vi du thuc té cho diéu
do?

Nhitng hanh vi ké trén déu dugc minh chimg bang tai liéu trong cuén
The Sales Acceleration Formula® ctia Mark Roberge, ma chang co gi
dang ngac nhién néu Mark dong vai tro 1a truong phong hanh chinh cia
HubSpot qua nhiing gi doanh nghiép da trai qua vd1 doanh thu 100 triéu do-
la.
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Muc dich duy nhat cta toi khi néu bat nhitng nén ting nay 1a nham
khuyén khich ban suy nghi vé mot vai di€u quan trong dé tr¢ thanh mat
nhan vién ban hang hién dai thanh cong:

e La mot nguoi ban, ban c6 dang thé hién nhirng nang luc ké trén, ban
c6 mang nhimng gia trj cot 1561 can thiét? Sales da thay doi manh mé&
trong thap ky vira qua. Ban cin c6 nhitng k¥ ning d6 dé c6 thé thanh
cong trong bét ctr to chire nao.

e [La mdt nguoi lanh dao, ban c6 dang danh gia irng vién theo nhiing
chuin muc khong hiéu qua hodc da 16i thoi? Ban c6 dang dit ning van
dé vao “kinh nghiém” hodc nhiing gia tri khong phuc vu cho thuc t&?
Ban c6 dang dat qua nhiéu vao trai nghiém va nhimng thanh tyu bé ndi
nhung qua it vao cam xuc va tri tu¢? Néu ban khong chic chin — ban
c6 thé nhanh chong cam nhan dugc qua doanh sd chu dich hay khong
c6 chi dich va nhimg tri thirc ¢6 lién quan dén k¥ thuat s6 chuan — sau
d6 c6 thé s& 1a khoang tho1 gian dé ban tim hiéu xem liéu tiéu chuin
danh gia ctia ban c6 con phu hop vo1 moi truong kinh doanh hi¢n tai
hay khong. Néu khong, di dén luc phai thiét ké mot tiéu chuan moi.

V&1 nhitng khia canh hanh vi cia mgt nhan vién ban hang duoc hinh
thanh cho thé ky 21 trong nhan thuc, hiy cing kham pha qué trinh thay do6i
clia ban than nghé sales va nhimng gi ngudi ban hang can phai lam khac di
hém nay dé c6 thé duoc coi 1a phtt hop bdi chinh khach hang hién dai.

Tai sao inbound sales lai ¢ stwrc anh huwong?

Néu t6i khong nham, phuong thirc mua hang ctia con nguoi da va dang
thay d6i. Inbound sales rat gan giii, boi nd day cho ngudi ban lam thé nao
dé thay doi cach thic ban hang sao cho pht hop véi phuong thirc mua saim
ma moi ngudi mong mudn. Hay cung toi 6n lai qua khtr va toi s& ké cho
ban nhirng diéu d6 d3 duoc van hanh nhu thé nado trén thuc té.Nhu toi da
miéu ta ngan gon trong chuong trude, trude khi toi lam viée & HubSpot, toi
da ¢6 co hoi quan sat da day qua trinh lam sales dé dac két nén mot quan
diém vé nghé sales, ma dé noi giam, 1a khong c6 thién chi. Trong khi c6 thé
n6 van dang phat trién tir tir, t6i cam doan rang da sd cac doanh nghiép hién
nay van ban hang véi nhitng chiéu tro 18i thoi hodc thiéu trung thuc. Co ba
su chiém nghiém siu sac nay ra trong suy nghi ctia ti khi t6i dbi chiéu vao
nhitng trai nghiém ban than vai tu cach 1a ngudi mua hang.
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Pau tién, quay tro lai van dé, néu mot nhan vién ban hang tiép can to1
qua dién thoai, t6i thudng san 10ng lang nghe ho. T6i goi nhitng cudc goi tur
van mua hang vi t6i khong thé biét nhiing cai t6i khong biét. Toi khong 1am
diéu d6 sudt ca tuan, nhung tdi bién né trd thanh mot phan thoi quen hang
tuan ctia minh. T6i ludén danh ra vai phut dé tro chuyén vo1 ai d6. D1 nhién,
néu toi bi tAn cong don dap baoi nhitng cudc goi ca ngay thi toi s& bat dau tat
may. Nhung nhin chung, t6i déu mé long dé két ndi véi nhitng nguoi la
khoang 5% mot tuan.

Thir hai, khi t6i d két ndi voi ho, toi thuong cam thay néu toi chia sé
du chi mét chut thong tin vé cong vi¢c cua minh dau tién, nhan vién ban
héng s€ ngay lép tirc bam vao diéu d6. Ho s& hiém khi dao bai sau hon dé
hiéu y nghla dang sau nhiing gi t6i vira chia sé véi ho. Chang han, ho c6 thé
noi véi toi rang cong ty cta ho giup cho nhiéu cong ty nho 1é c6 nhiéu trién
vong hon. Ho s& hoi hién nay ching t6i 1am thé nao dé nhan biét va tiép
can dugc voi khach hang tiém nang, va to1 s€ tra 101. Ngay sau do, ho s€ hoéi
dén chat lugng san phém hay dich vu cua ho c6 hitru ich voi t61 trong viéc
dat dugc muc ti€u mot cach hi¢u qua hon, nhanh chong hon hodc véi chi
phi thap hon hay khong. Ho khong dio sau hon nita.

Thir ba, hau hét nhitng nhan vién toi timg noéi chuyén déu dic biét chi
tap trung vao ho, va nhitng san pham cua ho. Ho lu6n ludn c6 vé gi gap gap
mot cach la thuong, mac du to1 hlem khi c6 cam giac do. Va néu t6i cling
cam nhan dugc nd, né khong hé giéng cam giac, hoic giéng nguyén nhan
ma ho c6 dugc. Néu toi phai phan tich cam giac nay dudi goc do tam 1y, toi
s& tuong tuong rang ho dang cam thay: “Khéng thé tin duoc, minh thuc su
dang no6i chuyén véi mot khach hang qua dién thoai. Pay la co hoi cua
minh! Minh phai tan dung né. Minh d3 khong gip dugc ai dé noi chuyén
sau 90 lan quay sb r0i”. Hodc, tham chi c6 kha nang cao hon, don gian la
ho dang c6 mot chi ti€u sales ho can phai hoan thanh, nén ho cam nhan
dugc chinh nhitng 4p luc ho tu dat 1én minh. Tuong ty nhu vay, ho c6 mot
quan 1y sales don day ho t6i ap luc dinh diém, quan 1y chit ché ning suat
cua ho.

Hau hét ho khong thé nhan ra 1 t6i gan nhu ludn gitr thai do binh tinh
thay vi gap gap nhu ho. Chung t6i dang tro chuyén. Nhung dung ra, ho
dang noi, con tdi dang ling nghe. Nhung t6i mudn ho hiéu t6i. Toi mudn
ho that sy déng cam véi toi va voi nhiing gi téi dang can giup d&. Van chua
thu dugc thong tin gi, sau mot cudc goi kéo dai 30 phit ma ho thudong chi
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néu bat 1én nhiing dic tinh doanh nghiép hay nén tang khéach hang cua ho,
cudi cling ho s& chuyén sang hoi to1 nhitng ciu hoi vé ngan quy, ai la nguoi
so hitu quyén dua ra quyét dinh, va khi ndo chung t6i c6 thé “thir nghiém”

hodc hen ngay gidi thi¢u. Va to61 khong chi dang no61 chuyén véi nguoi 1€n
lich hay sales development reps (SDR). Puong nhién, it nhat khi t6i dang
trong qua trinh mua phan mém mady tinh, t6i luén luén néi chuyén véi mot
chuyén gia mang “phat trién kinh doanh” va s& duoc sap xép dé gap mot
“chuyén vién” sau d6. P6 13 mo hinh salesforce (duoc nhic dén trong
Predictable Revenue®); né ciing 13 moé hinh ma rat nhiéu doanh nghiép
dang tmg dung hién nay, bao gdbm HubSpot.

T6i d3 nhan thic duoc rang tat ca nhimg diéu trén déu dung khi toi
dang néi chuyén v6i mot nhan vién ban phan mém. Toi ghét diéu d6. Theo
trai nghiém cua toi, phan té nhat khong phai 13 t6i phai trai qua mot qua
trinh sales “tap trung vao ho” — ngudi ban. Thay vao do, ho tao ra nhiing
van dé nghiém trong hon ma c6 kha ning sé kéo dai qua quing thoi gian
lam trong vi tri nhan vién ban hang. Dau ho c¢6 nhan ra diéu d6 hay khong,
ho dang that sy gdy nén anh hudéng 16n té1 nhitng ky vong cua ngudi mua
hang vao trai nghiém mua sam tir tat ca nhimg ngudi ban. Ho da vo tinh
thao ting nguoi mua hang — tin rang tat ca cac nhan vién ban hang chi hoi
nhirng cau hoi bé ndi. Ho da thiét 1ap nén mdt nhan thirc réng ban c6 thé ky
vong nhan vién ban hang chao hang, béo gia va héi mua hang, nhung hiém
khi tham khao nhiing van dé thuc tién cta doanh nghiép dit vao hoan canh
thach thirc riéng cua ngudi mua, ciing nhu nhitng han ché t6 chtc. Ho sé
tiép tuc, néu khong gén b6 hon, su ké thira khong dang tu hao —moi nhan
vién ban hang chi mubn tiép can nguoi mua hang qua dién thoai dé hiéu vé
ngan sach cua ho, quyén quyét dinh cua ho, va tién t6i sy mua ban nhanh
nhat c6 thé.

Inbound marketing ¢ thé dugce dinh nghia 1 bat ¢ hinh thirc ndo cua
marketing duoc thiét ké dé dat dugc long tin cta khach hang, con inbound
selling 1a bt ¢t hinh thirc nao cua ban hang dugc hinh thanh dé co duoc su
tin nhiém cta khach hang tiém niang. Pay 1a bang chimg cho su thay do6i
cach thuc tuong tic vdoi khach hang tuong lai cua nhiing nhan vién ban
hang dé phu hop véi phuong thitc mua hang trong thé ky 21. Pay 1a mot 16i
tu duy, mdt quan ni¢m triét hoc vé su déng cam duoc thé hién tdt qua cach
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c4 nhan héa, vu tién nhu cau va muc tiéu cua khach hang — ludn ludn la
nhu vay, va khong c6 ngoai I¢.

Mot trong nhimg diém twong dong wa thich cta toi khién cho mé hinh
ban hang nay tré nén gan giii hon d6 1a dwa Fight Club vao sales. Quy tic
dau tién cua inbound selling 12 ban khong noéi vé cong ty, san pham hay
dich vu ctia ban cho dén khi ban budc phai [am thé (v61 nhitng ai chua xem
bo phim Fight Club, hoac khf)ng biét né 1a gi, thi quy tic dau tién cua Fight
Club 1a ban khong duoc noi vé Flght Club).

Khi ban cu6i cung cling néi v€ cong ty cua minh, hay noi cang ngan
gon cang tot. Co mot khoang thoi gian va khong gian nhat dinh dé ban noi
vé doanh nghiép ctia ban, va cach ban gitip khach hang, nhung nhiing cudc
goi lan dau, hodc 1an tht hai, hodc nhitng cudc hen cia ban vo1 khach hang
tiém nang thuong khong phai luc dé 1lam viéc do, it nhat 1a khong du thoi
gian, néu khach hang khong dua ra nhiing dang cau hoi d6 mot cach cu the.
Pé thay thé, ban phai sang tao ra cai gi d6 co gia trj trudc khi ban cé thé
nhén lai duoc diéu gi tr khach hang tiém nang. Cu thé 1a nhu thé nao?

Quy trinh inbound sales va phuwong phap inbound sales

Pa phan mot nira trong tong so cac doi ngii ban hang khong co tu licu
vé quy trinh ban hang. Song, nhitng d6i ngii ban hang nay di theo mdt quy
trinh 16 rang chiém 33% ty 18 nhitng ngudi co trinh dd chuyén mén cao, va
ty 1¢ thanh cong cua ho vuot qua 50% trong cac cong ty ma hién nay da
dinh hinh cho minh mét quy trinh sales.

Cho dén thoi diém hién tai, t6i hy vong ddy di trd thanh kién thic
chung phd bién. Nhung néu ban dang 1am viéc trong mot doi ngii chua co
quy trinh sales, t01 s€ chia s¢ mot diéu toi biét cho ban. Phai chd ¥, no s€
khong phai 1a phuong thuc kéo - tha, va khong nén 1a nhu vay. Toéi khong
tan thanh nhitng quy trinh sales khuon duc. Néu moi cong ty déu st dung
nhitng quy trinh y hét nhau thi ban nén tir bé ludén diém manh canh tranh
cua minh la vira. Vi vay, thay vao do, hay nhat nhanh nhiing mau, miéng tur
n6 va bién ching thanh diém doc ddo cho doanh nghiép cia ban, cling nhur
cho nguoi1 mua hang ban hudng téi.

Hay ludn ghi nhé rang khi doc dugc rat nhiéu thong tin nhu vay, ban
dang doc né truc tiép tir chinh doi ctia HubSpot. Ho 13 nhitng nguoi da sang
tao nén phuong phdp ludn inbound sales va quy trinh inbound sales 6; con
t6i chi don gian 1a ngudi hanh nghé, dat ban than minh ngang bang véi ho
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dé cung cap cho ban nhimg noi dung cu thé, mau sic va bdi canh tlnh
huéng xung quanh viéc né da hoat dong nhu thé nao. HubSpot khong can
phai xac thuc, hay n6 cling khong di theo phuong phap inbound sales theo
cach ma toi sé trinh bay trong cudn sach nay. Cudi cung, trude khi toi dan
dit ban qua toan bo nhitng phuong phap va quy trinh lién doi nay, toi sé
1am ndi bat sy hiéu qua cua no ¢ trinh do cao.

Phuong phap inbound sales nay bao gom bon luan diém vé chuyén hoa
viéc ban hang dé phu hop véi phuong thirc mua hang ctia khach hang hién
dai. No g@)m ¢4 bbn kiéu hoat dong dac trung ma nguoi ban phai lam voi
nguoi mua hang cua minh, tudn tu theo mot chu trinh: tr Nhéan thuc
(Awareness) dén Can nhic (Consideration), va cubi cung 13 Quyét dinh
(Decision). Hoan thanh mot cach thanh cong, chu trinh nay s€ gitp do
khach hang trai qua hanh trinh ctia ngudi mua (Buyer’s Journey*), dé cubi
cung, chuyén héa tir khach hang tiém nang thanh ngudi mua hang.

* Buyer's Journey (Hanh trinh ciia nguoi mua): qud trinh nguoi mua
trai qua dé nhdn biét, danh gia va mua mot san phcfm hoac dich vu moi.

Phwong phap inbound sales’

Trong chuong tiép theo, toi s& dao sau vao ting hanh dong cbt 16i cung
vo1 phuong phadp cua inbound sales (xem Hinh 2.1).

NHAN DIEN KET NOI KHAM PHA TU VAN ‘

3 »> >

Hinh 2.1 Phuong phép inbound sales
Nguon: Courtesy of HubSpot.
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PHAN II
LAM THE NAO PE TRO THANH NGUOI
BAN HANG THEO PHUONG THUC
INBOUND?
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Chuong 3
NHAN DIEN

Lam thé nao dé nhdn biét ding nguoi, diing doanh nghiép dé theo dudi?
¢ thay d6i cach thirc ban hang phu hop véi nhu cau ctia nguoi
Ea, tdt nhat ban nén bit dau cac hoat dong kinh doanh ctia minh
ang cach thu hut nhitng khach hang ning dong. Ban s& nhan thay
c6 nhitng c4 nhan d3 budc dén giai doan nhan biét ctia hanh trinh mua
hang. Nghia la ban s€ phai no1 chuyén vo1 nhiing khach hang da ty xac dinh
duoc van dé ho can giai quyét, char khong chi don thuan dua vao vé bé
ngoai va cam xuc ma xac dinh ddi tuong ban mudn hodc nén ban hang cho.

Nhitng nguoi mua hang nhu thé nay coé thé dugc tim thay khi ho truy
cap trang web cta ban, théng qua viéc dién miu don trén web (ding ky
khoa hoc online, download e-book,...), mé email gan day tir cong ty, dn
khép voi dit liéu thong tin trén LinkedIn va nhiéu hon thé. Bang cach tiép
can nay, ban c6 kha nang nhap vai vao cudc tro chuyén véi mot nguoi dang
& trong trang thai dé tiép thu, co tu duy hoc hoi, trai véi viéc 1am phién
nhitng nguoi dang danh sy quan tdm cua ho vao nhitng viéc khac hon 1a tro
chuyén vdi ban.

Bén canh d6, mot nguoi ban hang dé cao gia tri san pham nén trude hét
bat chuyén véi nhitng khach hang “tiém ning”, nhiing lead va cong ty clng
coi trong san pham giéng ho. Vi tu cach 1a nguoi trong nghe, tdi cd thé
noi véi ban rang cach tiép can nay s& dan dén that bai cho mot nhan vién
ban hang inbound trir khi doanh nghiép d6 hiéu “khach hang tiém ning” 1a
gi, doanh nghi€p d6 dang tao ra cac inbound lead va céc cong ty inbound,
dong thoi da thiét ké bic thong diép dé tiép can véi nhitng d6i tuong ké
trén. Vi vay, chiing ta s& bat dau tir chinh noi d6 — hiéu duoc cach dinh
nghia khach hang tiém ning trudc khi luyén tap inbound sales.

Lam thé nao dé dinh nghia vé khach hang tiém niing trwéc khi tién
hanh inbound sales?

Mot diéu kha bat ngd 1a nhitng sy bat dong quan diém vé khach hang 1y
tudng lai 1a mot trong nhiing thir hay tao ra sy ngan cach gitra sales va doi
ngii marketing nhat. Nghién ctru tir Corporate Executive Board da ching
minh cho diéu ndy bang cach chi ra raing nguyén nhin sé6 mot ma cac cong
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ty thiéu sy lién két giira sales va marketing 1a bdi hai d6i ngii nay khong co
chung cai nhin va sy am hiéu vé d6i tuong khach hang ctia ho'.

Ngay ca khi cong ty cta ban chu dong tiép tuc kinh doanh véi nhiéu
kiéu doanh nghiép, viéc tip trung vao mot ngudi mua hang trong mot thoi
diém 14 rat quan trong khi lam nhimg cong viéc nhu 1én thong diép, sang
tao ndi dung, xay dung nhiing chién dich va thiét ké quy trinh sales. Néu
ban khong c6 du su tap trung, ban trong c¢6 vé nhu dang ¢ trd thanh “tt ca
moi thir cho tat ca moi ngudi”, va két qua 1a doi sales ciing nhu marketing
ctia ban khong gdy dugc tiéng vang véi bat ky ai.

O HubSpot, hai cong cu so khai dau tién duoc sit dung dé “r& man
swong” — va hudng dan tat ca khach hang cua chung toi cach sir dung —
duoc goi 1a “hd so khach hang” va “chan dung khach hang”. Néi ngan gon,
hay coi ho so khach hang 13 mot kiéu ddi tugng ma cong ty nham tdi, trong
khi chan dung khach hang 1a nhiitng ca nhan trong cong ty d6. Ho chinh xéc
1a nhitng ban mau cuia chan dung nhiing khach hang tiém nang.

Danh cho nhiing ai ¢ trong thé gi¢i B2C, ban sé& khong danh thoi gian
lam vé ho so khach hang ma thay vao d6 sé tién thiang t6i tim hiéu tudng
tan mQt hodc cac chan dung khach hang (khi ban co nhiéu hon mét kiéu
khach hang tiém ning va ho khac biét rd rét voi nhau). Tiép theo s& 1a
nhimg dé xuat cta toi trong viéc 1am thé nao dé xdy dung timg budc trong
cong vi¢c cua ban.

" B2C (Business to Customer): mé hinh kinh doanh tir doanh nghiép,
céng ty téi khdach hang. Cdc giao dich mua ban dién ra qua mang Internet,
khéng phdt sinh thém giao dich tiép theo.

Lam thé nao dé tao dung H6 so Khach hang?

Khi bat tay vao tim hiéu ho so cua ngudi mua, hiy 1dp mot nhom tbi
thiéu tir doi sales va doi marketing cua ban. D1 nhién, ban c6 thé mudn moi
thém nhiéu thanh vién tir cac mang khac (nhu dich vy, tu van, ky thuat va
kiém toan), nhung it nhat hay bat dau voi sales va marketing.

Khi di tao duwoc mot doi, hay nhd rang nhitng tiéu chuan duogc st dung
dé miéu ta ho so ly tu’ong cua khach hang s€ phai khac biét & cac cong ty
khac nhau, nhung da s6 cac doanh nghlep déu c6 chung nhimg tiéu chuén,
vi du nhu quy mo cong ty, nganh nghé, va vi tri dia 1y.

Véi timg tiéu chuan nay, hdy nghi dén khai niém vé su 1y tuong. Vi
quy mo cong ty, co that [a mdt cong ty 16n s€ dugc phuc vu tdt hon mot
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cong ty nho? Co that mot cong ty duoc dit nén mong ¢ mot ving mién dic
biét trén thé gi61 s€ phu hop véi san phém hay dich vy ctia ban hon la mot
cong ty & ving mién khac?

Bit dau véi viéc lam viéc nhom bang cach hoi nhiing cau héi dong -
mo: “Tiéu chuan nio dinh nghia vé mot khach hang muc tiéu 1y tudong d6i
v6i ban?”. Mot khi cudc tro chuyén da tré nén dé dang hon, hiy dé nghi
nguoi chu chot ghilaiy kién ctua moi nguol vao mot cudn so 1am viée duge
chia 1am hai cot. Dé nghi moi ngudi cung viét tiéu chuan cta ho vao cot
dau tién va nhitng nét dién hinh tiéu biéu ¢ cot thir hai. Hinh 3.1 thé hién
dau ra ma hoat dong d6 mang lai s& trong nhu thé nao.

Uu tién lya chon

Tiéu chudn Dac diém - _
(diém cao nhat 13 5)

Quy mé doanhnghiép  25-200 nhan vién 2

Quy mé doanhnghiép  200-2.000 nhan vién

Ban cho Doanh nghiép khac 1
Nganh Phan mém 4
Nganh May mocIT 5
Tiép can th) trudng Ban tryc tiép

SU dyng phan mém Gmail 3

Hinh 3.1 Worksheet minh hoa cho mét Ho so Khach hang
Nguén: Courtesy of HubSpot.

Pau ra clia qua trinh nay nén 1a nhitng minh hoa don gian vé nhiing
cong ty Iy twong ma doanh nghi€¢p cua ban giao dich hoac cham séc, tu van
— mot khai niém bat dau can bang doi ngii sales va marketing. Theo Hinh
3.1, day 1a mot vi du vé dinh nghia: “Mot cong ty phan mém dién tir hay
may moc IT c6 tir 25 dén 200 nhan vién da ban hang truc tiép cho cac
doanh nghi¢p khac va st dung dich vu email cua Gmail.

Hién nhién, ban hau nhu chic chian s& gip phai kho khan trong viéc
thuyét phuc nhiing nguoi cung quan diém dé dong y véi dbi tuong muc tiéu
hep hon. Néu “ho so khach hang 1y tuéng” qua rong 16n va ban khong thé
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thu hat duoc sy dong tinh ciia nhém, hdy wu tién va tap trung vao nhiing
doi tuong muc tiéu s6 mot, sb hai, s ba,... Sau cung, ban s¢ mudn ap dung
nhitng hod so nay dé xay dung ndi dung marketing hodc thiét ké, sira d6i
quy trinh sales cua cong ty ban.

Lam thé nao dé xay dung mdt Chan dung Khach hang?

Bay gio, khi ching ta da dat ra dugc nhiing cong cu co ban dé co thé
xay dung ho so khach hang, da dén lac dé tao ra mot dién mao nguoi mua
hoan hao. Hay nhé, vao cudi mdi ngay, ngudi ta mua hang, dé 1y duoc su
chi ¥ va wa thich tir ho, ching ta phai khién cho nhimg thong diép
marketing hay ban hang tré nén lién quan mat thiét véi ho vao thoi diém
chuan x4c. Bé khién chiing tré nén thich hop, chiing ta xdy dung chan dung
khach hang trudc khi thuc thi phuong thirc ban hang inbound.

Pé lam dugc viée nay, ban s€ lam theo mdt quy trinh tuong tu nhu khi
ban xay dung mdt ho so khach hang. Tuy nhién, c6 mot sy khac biét mau
chét. Thay vi chi soan ra nhitng thong tin nhan khau hoc mo ta cong ty
(nhu 12 nganh/linh vuc hoat dong, s6 luong nhan vién, hay ving mién dja
1y), ban can phai bat dau tién siu vao suy nghi cua vi khach hang tiém
nang. Ban co thé gilt diéu nay & mirc do rat cao hodc lam cho né tré nén
that cu thé. Néu ban chua tung lam diéu nay trudce kia, to1 s& khuyén khich
ban gitt n6 & mic d§ cao. Nhung du cho ban c6 lam gi di nita, n6 phai
mang tinh ca nhan va cu thé vé mot d6i tuong ca bi¢t trong ho so nhirng
nguoil mua ly tuéng cua cong ty.

Khi t6i n6i: “Chui vao suy nghi cta ho di”, toi dic biét co ¥ rang toi
muon ban va d6i ctia ban nghi vé nhitng diéu nhu la:

e Nhirng muc tiéu trong cong viéc cia nguoi do 1a gi?

e Ho danh gia su thé hién cta ho nhu thé nao?

e Trong cong viéc, diéu gi giit cho ho thirc vao mdi dém?

e Néu ban c6 thé hinh dung ra danh sach nhimng viéc phai lam ctia ngudi
d6, ba diéu c6 vé nhu s& nim ¢ dau danh sach 1a gi?

e Cong ty cuia ban co thé gitip ho giai quyét nhimg van dé va dat duoc
nhirng muc ti€u cua ho nhu thé nao?

Ban c6 thé tham chi phai tim kiém nhiéu chi tiét hon va bat dau kham
pha nhiing cau hoéi ¢4 nhan hon, nhu la:
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Cuoc séng ca nhan cua ho ra sao?

Ho 1am viéc hang gio lién hay trong nhitng khoang thoi gian ngan?
Ho lam viéc tir xa hay trong mot van phong?

Nhiing sdc thai nao c6 thé khién cho cong viéc tré nén dic biét kho
khan trong nganh hay trong chirc nang cua ho?

Mirc d6 thau hiéu cta ban vé nhimg diém nay s& cho phép sy tiy bién
d6i voi cac chién dich marketing va quy trinh ban hang, diéu s& mang toi
két qua tot hon cho ca ngudi mua va nguoi ban (chua ké téi viéc ban sé
khién cho d6i marketing ctia ban cuc ky hanh phiic). Ban cang ¢ thé cu thé
hoa khi xay dung chan dung khach hang bao nhiéu, diéu dé s& cang giup
d6i marketing cua ban thu hut inbound lead va cac cong ty bay nhiéu, thir
ma d6i véi mot ngudi ban theo phuong thirc inbound, ban s& trin trong
ting ngdy. Quan trong khong kém, mutc do cu thé nay s& cho ban quyén
diéu chinh viéc giao tiép voi khach hang tiém ning, diéu ma khi duoc thuc
hién tbt, s& tir tir thAm nhuan sy tin tudng, tu tin va khac biét trong mét
ngudi mua cua ban. Pidu d6 ndm ¢ trung tAm cia inbound selling.

Ciing giéng nhu mot hd so nguoi mua hoan hao, hau hét cac cong ty
cudi cung déu nhim dén nhiéu hon mot c4 nhan. Néu c6 nhiéu hon mét
chan dung khach hang lién quan nhiéu téi mot quyét dinh mua trong tap d6i
tugng nham téi — c6 vé nhu s& co can nhic dbi v6i quy trinh mua B2B
trung binh bao gdm nhiéu hon sau ngudi lic ndy — ban nén tao ra hai hay
nhiéu hon thé cac chan dung®. Vi du, mot chian dung c6 thé tip trung vao
mot “phd chu tich sales”, trong khi mot cai khac 1a “quan 1y sales™.

Hay néi theo cach khac, dirng mong rang c6 thé dinh ra duoc chan dung
hoan hao ngay trong 1an dau tién, va nhé tip trung vao mot chin dung
khach hang vao mot thoi diém sém. Cang tao ra nhiéu chan dung ngudi
mua, ban cang phan tan nhiéu thdi gian va ngudn luc dé xay dung cac chién
dich marketing va diéu chinh quy trinh ban hang d6i voi timg chan dung
riéng 1¢€.

Mot phuong thire khac cho viée thiét 1ap chan dung va hd so nguodi mua
1a kiém tra nhitng tinh chat ctia cac khach hang, cung mdi lién hé dang ton
tai trong co s& dir li¢u ban hang va marketing cia ban. Nhitng lién h¢ nay
c6 thé dugc phan tich qua cac phuong thirc don gian nhu 1a:

e Phong véan 1 - 1 voi cac khach hang hién co (rat khuyén khich)
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e M0OGt cude khao sat

e Phan tich dit liéu ma cong ty ctia ban c6 vé khach hang (vi du, trong
CRM cuia ban. Néu ban khong c6 CRM, HubSpot ting mién phi va
ban c6 thé 1ay n6 ¢ day: (https:/www.hubspot.com/products/crm)

e Giit lay thong tin vé lead, hodc cac khach hang, khi ho tré lai dé tai vé
ndi dung hodc tham gia vao website cua ban (néu hién tai ban khong
c6 cach dé lam diéu d6, HubSpot ciing ting mién phi nhitng cong cu
dé thuc hién hoat dong nay:
https://www.hubspot.com/products/marketing)

Bay gio, khi ban da hoan thanh cong viéc kho khin 1a xay dung ho so
va chan dung ngudi mua, ban khong duoc bo qua mét sd budc quan trong
cubi clng.

Soan ra nhirng gi ban phai phat trién cho ci hd so ngwoi mua va
chan dung ngudi mua

Hay dam bao réng céc hd so va chan dung dugc soan ra ro rang, chia sé
va cong déng hoa trong td chirc ctia ban. Mot 1an nita, & mirc do thép nhét,
thong tin ndy can dugc chia sé giita cac to chirc ban hang va marketing,
nhung 1y tudng nhat 1a n6 nén duoc cong dong hoa trong timg bd phan kinh
doanh. “Tang tht hai” ctia cdc bd phan s& co thé bao gdm quan 1y ké toan,
hd tro, dich vu cham soc khach hang, va hon nita, phy thudc vao viéc kinh
doanh cua ban. Hon thé, t6i s& phan bién rang ban nén bao gébm nhiing céa
nhan nay vao quy trinh phat trién ho so va chan dung ngudi mua nhiéu nhat
c6 thé, cac ca nhan 1am viéc trong nhitng vi tri ndy ciing c6 nhiéu kién thuc
quy gia vé nhitng khach hang cta ban va khong doi nao lai 1a cong dan
hang hai trong doanh nghi¢p duogc.

MJi nguoi lam viée trong cong ty nén c¢6 mot hiéu biét sdu sac rang ban
dang gitp d& 4i? va ban dang giup ho Thé nao?. Hinh 3.2 cho thay vi du vé
mot biéu mau tir Hubspot® dé soan va chia sé thong tin nhan khau hoc.
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PERSONA NAME: a Sample Sally

+* Head of Human Resources

BACKGROUND e * Worked at the same company for 10 years; worked her way

from HR Associate
) 9 up
Joby? Career path? Family? « Married with 2 children (10 and 18}

+ Skews female
* Age 30-45
DEMOGRAPHICS  (€)) - oual HH income: $140.000
Male or Femala? Age? Incoma? Location? + Suburban

+ (Calm demeanor

IDENTIFIERS o = Probably has an assistant screening calls

Darneance? Communicalion preferences? * Asks lo receive collateral mailed/printed

Hinh 3.2 Vi du vé Chan dung Khach hang ctia HubSpot: D6 1a nhiing ai?
Ngudn: Courtesy of HubSpot.

Chia sé nhirng diéu ban hoc dwoc tir dong luwc

Néu ban xay dung cac chan dung sir dung phuong phap nay, thi day la
noi ban sé& chit loc thong tin ban léy duoc tir viéc hoi “Tai sao?” trong subt
nhitng budi thao luan va phong van nhom. Piéu gi khién ddi twong cta ban
thao thirc vé dém? Ho mudn trd thanh ai? Quan trong nhat 13 tdm gon tt ca
nhitng diéu d6 bang viéc cho moi ngudi biét cong ty ctia ban cd thé gitip ho
nhu thé nao (xem Hinh 3.3).

' PERSONA NAME: I Sample Sally

* Keep employees hal and turnover low
GOALS P empioy ppy

Primary goal? Secondary goal? » Support legal and finance tleams

* Gealting everything done with a small staff
Cﬂnﬁal?chhEaﬁJmGga'E?s * Rolling out changes o the entire company

Sacondary challange?

WHAT CAN WE DO

... 1 help our persona achiave their * Make it easy to manage all employee data in one place
| goals? * |ntegrate with legal and finance teams’ systems
v 10 81D OUF PAFSONE CVBTCOME
thair challenges?
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Hinh 3.3 Vi du vé Chan dung Khéach hang cua HubSpot: N6 bao gom
nhiing gi?
Nguén: Courtesy of HubSpot.

Bio dam ddi ngii ban hang dwoc chuin bi cho nhirng cudc tro
chuyén v4i khach hang cua ban

Bao gom mot vai trich dan that tir cac bai tdp xdy dung chan dung
khach hang ctia ban hay cac cudc phong van phan anh diéu ma khach hang
cua ban quan tam, tinh trang hién tai, va diéu ho muén. Sau do, tao ra mot
danh sach cac cau hoi, muc tiéu, thach thuc, diéu tran trd, hay mbi quan
tam ho co thé dé cap dé doi ban hang cua ban dugc chuén bi dé nhim téi
ching trong sudt cudc hoi thoai voi cac vién canh (xem Hinh 3.4). Pay 1a
mot budc quan trong, diéu co thé bi bo qua, s& dan ddi ngil ban hang téi
that bai. Ho can c6 kha nang thém gia tri vao cudc séng cua nhiing khach
hang tiém ning trude khi nd luc rat ra didu gi tir nd; ddy 1a ky vong cia
nguo1 mua hién dai va co quyén luc.

PERSONA NAME: Sample Sally SECTION 3: WHY?

+ “It's been difficult getting company-wide adoption of new
technologies in the past.”
* "l don't have lime to train new employees on a million
m? mEgﬁi-ls?nL;:IIEn-lg-EScm o different databases and platfiorms.”
: i * “I've had to deal with 50 many painful integrations with
other departments’ databases and software’

* “I'm worried I'll lose dala transitioning to a new system.”

COMMON OBJECTIONS ° + “| don't want to have to train the entire company on how to
Wiy wouldn't they by your use a new system.”
productservice?

Hinh 3.4 Vi du vé Chan dung Khéach hang cua HubSpot: Tai sao?
Ngudn: Courtesy of HubSpot.
Hb trg xdy dung thong diép cho chian dung ciia ban
Cho moi nguoi biét 1am thé nao dé noi vé san phém, dich vu cua ban
v6i chan dung. Diéu ndy bao gdm chi tiét nhitng ngdn tir ban dia ma ban
nén dung, ciing nhu 14 mot 1oi giai thich ngan gon tong quat hon dinh vi
giai phap cua ban theo mdt cach hop 1y voi khach hang. Vi du, khi té1 ban
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hang cho cac marketing agency, t6i hau nhu khong dung céc tir nhu “sales”;
thay vao do, t61 dé cap dén sales nhu 1a “viéc phat trién kinh doanh”. Pay
la mgt meo nho trong vi¢c st dung tir vung, thé hién sy thau hiéu khach
hang tiém ning ciia ban va sé& tao ra sy khac biét trong kha ning xay dung
long tin & ho. Budc nay cling dam bao moi ngudi trong cong ty ban dang
nodi cung mot ngodn ngilt khi ho tro chuyén vai céac lead va khach hang (xem
Hinh 3.5). Giai doan dau trong qua trinh phat trién ctia mot cong ty, ddy co
thé khong phai 1a dong dau trong danh sach uu tién. Nhung khi mot cong ty
c6 quy md lén t6i hang traim, hang ngan nhan vién, d6 1a tha khong thé
thuong luong duoc.

H PERSONA NAME: Sample Sally SECTION 4: HOW?

MARKETING MESSAGlNGQ + Integrated HR Database Management

How shouid you dascrba your solukon
to your parsona?

* “We give you an intuitive database that integrates with your

ELEVATOR PITCH @ exisiting software and platforms, and lifetime training to help
Soll your parsona on your solutian! new employees get up 1o speed quickly”

Hinh 3.5 Vi du vé Chan dung Khach hang ctia HubSpot: Nhu thé nao?
Ngudn: Courtesy of HubSpot.

Dat tén cho chan dung khach hang cia ban

Cudi cung, hiy chic chan rang ban dit cho chan dung khach hang mot
cai tén (nhu 12 Quan 1y Tai chinh Margie, IT Ian, hodc Nguoi thiét ké cong
vién Larry) va bao gom btic tranh mdt cudc doi that ctia ngudi d6 dé moi
ngudi co thé that sy hinh dung anh/co 4y trong nhu thé nao. Tt hon hét 1a
ding st dung mot birc anh photo stock”. Thay vao d6, hiy ldy mot buc
hinh tor mot khach hang c6 that (véi su cho phép cua ho, la tbt nhét) dé
mang anh/cd 4y vao doi thuc. Toi nhan thiy diéu nay nghe c6 vé tré con va
ngéc nghéch, nhung gia tri thuc trong vi¢c dat tén la dé phuc vu nhu mdt
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ngodi nd tinh than dé goi lai thong tin tir bat ky ai trong doanh nghiép cta
ban va thiét 1ap mot ngdn ngir chung trong ca to chrc.

* Stock photo la nhitng hinh dnh c6 san c6 thé ding cho cdc thiét ké, tac
pham ciia minh mét cach thodi mdi.

Néu ban da di dugc dén day, ban da nim bét tot giai doan nhan dang.
Tuy nhién, né khong dimg tai ddy. Ban van can suy nghi vé nguoi cu thé
ma ban s& goi. Néu ban du may man c¢6 mot doi marketing xuat chiing, co
thé tao ra cac inbound lead va cong ty cho ban, va mot cach Iy tuong truyén
lai cho ban nhiing tinh hoa lead vé cach ho da twong tac véi viéc marketing
ctia ban nhu thé nao, thi ban s& c6 mét khoi dau thuan loi. Néu khong, dung
lo lang. Chua dén luc dé hoang loan.

Chiing ta d3 soan thao, chia sé, va xa hoi héa moi thir. Tiép theo la
gi?

Pi dén lic bat dau tién hanh phuong thirc ban hang inbound, nhung
true hét ban can thuc hién khao sat sdu hon mét chit va chuén bi ky cang
hon vo1 tu cach 1a mot nguoi ban hang inbound. Ban c6 thé tim kiém mét
diém khoi dau — tir viéc goi ai va lam thé nao dé tiép can ho. Pay 1a mot vai
budc ma t6i di trai qua voi tu cach 1a nhan vién ban hang, gia dinh rang
ban da co6 cac lead dugc tao ra béi1 do1 marketing cua ban. Néu ban khong
co, hay ctr tiép tuc doc, va t61 s€ néu khai quat lam thé nao dé thuc déy cac
cong ty inbound.

Dua trén tai khoan hodc lich stir cong ty ma ban mudn bat dau thao luan
cung:

Dii ¢6 mét hay nhiéu lién hé nao trong co sé dir liéu chwa? Toi s& doi
xem liéu c6 nhiéu lién hé tir cong ty lién két voi cong ty cua toi khong hay
chi mot. Nhu da dugc néu ra trong cudn Predictable Revenue cua Ross,
chung ta biét rang ngudi chung ta can bat chuyén thudng kho dé phat hién,
va nguoi ma thong thudng chiing ta can néi voi ho dé dan dén quyét dinh
mua hang lai khong phai ngudi chiing ta s& bat dau quy trinh phat hién ban
hang cung.

Mike dé twong tic giita ho véi cong ty ciia ban c6 dién ra gin ddy va
dién ra thwong xuyén khong? Lan cudi cing nguoi ndy vao website cong
ty ctia ban 13 bao gio? Ho d nhin vao diéu gi? Do c¢6 phai 1a phan dau cia
ndi dung kénh (bai dang trén blog, sach dién tur, hoi thao trén web hoac mot
cai gi d6 khac)? Hay no 1a phan cudi cia mau ndi dung d6 (yéu cau tu van
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mién phi, yéu cau xem thir, xem trang gid, bat dau dung thir mién phi hoic
thr gi khac)? Biét duoc diéu nay s€ tao nén su khac biét, bdi no s€ cho ta
cam nhan vé tinh hinh hién tai cia ho trong hanh trinh cia ngudi mua hang
(Nhan thie [ Xem xét [ Quyét dinh). N6 ciing gitp ta hiéu ho di tu hoc
duoc bao nhiéu so véi ta can phai 1am bao nhiéu véi ho. Khong ¢ sb luong
nao 1a x4u, t6i chi khong mudén danh gia qua muc hay qua thap. Ta nén tim
ra luong thong tin chuan xac dé chuan bi va béi canh dé cung cap, va diy
khong phéi 1a cong viéc dé dang.

Téi c6 dang nhim dén déi twong ngwoi mua trong yéu hay liéu vin
con cdc doi twong mua hang cdp vi mé? Viéc kinh doanh cia ban c6 thé
c6 mot hay nhiéu dbi twong mua hang dugc phat trién, nhung co thé c6
nhiéu tdp hop nguoi mua. Vi dy, & HubSpot, chung tdi c6 mot vai d6i
tugng hinh mau ngudi mua cot yéu. Marketing Mary, mot quan ly
marketing tai mot t0 chirc ¢ trung; Corporate Cathy, mot quan ly
marketing hay CMO” tai mét td chirc 16n hon mot chut; Agency Erin, mot
ngudi sé hiru marketing agency dang doi phat trién va mo rong quy mo
viéc kinh doanh cta c6 y; va danh sach van tiép tuc trai rong.

* CMO la viét tit ciia cum tir “Chief Marketing Officer” hay con dwoc
goi la gidm doc marketing, la chirc vy quan Iy cdp cao trong mot cong t,
chiu trach nhiém vé marketing va bao cdo truc tié}) cho giam doc diéu hanh
(CEO).

Nhung ngay trong “Agency Erin”, vi du, ching t61 c6 nam chan dung
phu. Nhitng chan dung nay bao quanh céic thach thirc kinh doanh hoi mang
tinh bién dong ma céac loai dich vu marketing agency khac nhau c6 thé phéi
d6i mat. Vi du mot cong ty phat trlen website co kha nang s€ phai chong
choi véi van de vé dong tién, trong khi mot agency lam vé

SEO/PPC/social”" thi ¢ 1& dang vat 16n dé phat trién kich c¢& cac khoan giir
chan cta no6 va chirng minh ROI v&i khach hang. Va béi thach thirc cua ho
la khac nhau, t61 s€ dinh vi cudc hdi thoai cua té1 theo modt cach khac. To61
can diéu chinh cudc tro chuyén va thém vao gia tri bang cach thé hién kién
thirc cua t6i vé viée 1am an cta ho dé léy dugc long tin cua ho.

™ Nguoi lam SEO sir dung cdc phwong phdp, thi thudt t6i wu hda
website nham dwa website giiv thir hang cao trén cdc céng cu tim kiém
(Gf)ogle) théng qua cdc truy van tim kiém ciia nguoi ding (tir khéa tim
kiem).
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Nhin khiu hoc trong kinh doanh néi chung la gi? Cubi ciung, di
nhién, t6i mudn hiéu duoc mot vai thong tin co ban vé cac loai hinh kinh
doanh hay nguoi ma c6 kha ning toi sé ban cho ho, bat ké ho 1a B2B hay
B2C, gia ban binh quan cua san phém, dich vu tir ho, ¢c6 bao nhiéu nhan
vién lam vi¢c tai doanh nghi¢p d6, doanh nghi¢p do da ton tai dugc bao 1au
(d3c biét 1a cac doanh nghiép nho), cong ty hay ca nhan d6 duoc nhic téi
trén mat bdo mot cach ti€u cuc hay tich cuc, hay li¢u ho co théng giai gi
khong va téi mudn tiép nhan nhiéu thong tin qua hd so LinkedIn cua ho
nhiéu nhét c6 thé. T6i tham chi s& nhin qua blog cta cong ty néu ho co
hodc Twitter clia cong ty hay khach hang tiém ning dé xem diéu ma ho
quan tdm, nguo1 ma ho tuong tac va loai thong tin ma ho chia sé.

Ngwoi nay di dé lai diu vét gi trén cdc phwong tién dién tir? Tham
chi danh mgt vai phut dé thuc hién mdt thao tac tim kiém Google, mot cai
nhin thoang qua website cong ty va mot nhan xét vé ho so LinkedIn ¢ thé
tiét 16 nhiéu diéu. Qua Google, ban c6 thé biét dugc vé cac tin tirc gan day
ctia cong ty. Qua website, ban ¢6 thé thdy nguoi ndy cong khai ndi dung,
mot cach dé dang dé bat chuyén va xac dinh thir gi ho c6 thé dang quan tam
dén. Hoac, LinkedIn s& cho ban thay cac loai hinh thong tin tuong ty xung
quanh nhiing diéu ma ngudi ndy quan tdm don gian bang cach xem lai cac
hoat dong cta ho, hoic nhimg théng tin ngudi d6 con thiéu. Quan trong
khong kém, né sé cho ban thay liéu ban va nguoi ndy c6 chung bat ky mbi
lién két nao khong va hon thé nira.

Khoan... ching phai diéu nay sé kéo dai mai mii sao?

Toan b quy trinh khao sat ndy — mot khi ban bat dau phuong thirc —
khong nén chiém qua 5 hay 10 phut. Di nhién, néu ban dang lam viéc voi
cac giao dich doanh nghiép, ban s€ mudn danh thdm chi nhiéu thoi gian
hon dé dua ra Iy do va co hdi ton tai trong d6. Uy thac nhiéu dén mirc co
thé cho BDR/SDR, nhung dong thdi ban ciing huan luyén cho ho vé nhiing
loai thong tin ma ho nén tim kiém, dic biét néu ban dang lam viéc trong
mot mau tai khoan da duoc dit tén (vi dy, marketing/selling dua trén nén
tang cac tai khoan).

Mot cach khéc, néu pham vi lam viéc cua ban rong hon rat nhiéu ranh
gid1 hay kha nang cua vii try, ban can duy tri hoat dong cua ban & mic do
cao, vi Véy 5161 10 phﬁt 1a du. Ban chi nén mat tir 10 toi 20 phat cho mdi
cong ty tlem nang. Piéu d6 1a 6n! Khi ban da tién bd hon trong viéc nay,
thoi gian can thiét cho viéc khao sat va tong hop lai thong tin s& tiéu bién.
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Hon thé nita, nd luc giao tiép vi mudi khach hang tiém ning dugc khao
sat O cép dd cao thi tot hon nhiéu so véi 1am viée véi 100 khach hang ma
ban khong biét gi vé ho.

Thé con nhirng lead linh dam thi sao?

Néu ban dang ban khoan lam thé nao dé tiép can mot lead, mot cong ty
inbound (mot cong ty da tham quan trang web cua ban nhung khong co
lead nao duoc chuyén doi) lanh ling hay lién két véi ai d6 trén LinkedIn
hay Twitter, cau tra 10i 1a diéu d6 hau hét déu nhu nhau. DPiém khac biét
mau chét 12 & viéc ban khoi mao cudc tro chuyén nhu thé nao.

Ciing nhu trai nguoc voi kiéu lead sir dung tuong tac gan day cua ngudi
do6 voi cong ty cua ban, ban cé thé sé can phai giai thich tai sao ban khao
sat ho va quyét dinh goi cho nguoi d6. Nhimg sy kién mang tinh kich hoat
ngodi nd ciing dic biét hiru ich & déy C6 cac su kién nhu 1a mot ngudi tiém
nang dugc nhic toi trén mit bao, thang mot giai thu’ong, mot su kién ra mat
béo chi méi day, mot su thay d6i cong viée, mot budi gy quy, mua dugc
mot cong ty khac, v.v...

Lam chu vié€c theo ddi nhw 1a mgt nhan vién ban hang inbound

T6i dd nghe hang loat ¥ kién dé két ndi v6i nhiing trién vong. Toi s&
chia sé diéu toi da hoc dugc ¢ ddy nhung cling s& tom luoc lai voi mot vai
go1y vé viéc dinh vi tiém nang hi¢u qua.

e Nhan thirc dugc nhitng “cudc goi lanh” thuan tuy; cuc ky hiém c6 khi
khién mot nguoi ma ban chua timg giao tiép hay nguoi chua ting hop
tac voi ban phai nhéc dién thoai 1én, mot diéu kha trai nguoc trong
thuc té. Chi 1a khi ban lam diéu d6, ban nén bat dau véi mot vai
inbound lead (nhitng nguoi da thé hién véi ching muc nao d6 su ua
thich di véi ndi dung cta cong ty ban hay ban), sau d6 chuyén sang
cong ty inbound (ngudi ma tirng tham trang cua cong ty ban nhung
van chua dién mau don), va sau d6 chuyén sang moi nguoi khac. Ly
tudng nhat 13 ban nén uu tién theo mot trinh t trong gidng nhu Hinh
3.6.
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&

KHACH HANG TIEM NANG

(Ung vdi H6 sof/Chdn dung Khdch hang ciia ban)

MUC PO UA THICH

(Thé hién qua website hodc mang truyén thong xa hoi)

THU HAI THU NHAT

THU TU THUT BA

Hinh 3.6 Ma tran vu tién cac khach hang tiém ning

Danh thém thoi gian xay dung cac email mgt cach chu dao va 161 kéo
cac khach hang tiém nang trén mang truyén thong xa hoi — luu ¥ rang
t6i nhdn manh “va”; ding chi email hay c6 lién két v6i cac khach hang
tiém nang qua mang xa hoi — hiy lam ca hai diéu do.

Lang nghe, tham gia va mang dén gia tri trudc tién; yéu cau duoc gip
sau. Thuc té, mot vai trong $6 nhirng tin nhin khao sat hi¢u qua nhat
ma t6i timg nhan qua email hay LinkedIn dic biét néi rang khéng c6
bat cr cau hoi ndo trong mau tin. Pumg lam nhu vay, hiy danh gia cao
y tudng nay.

Hay kién tri mot cach thong minh; trung binh nhan vién ban hang tu
bo sau mot hay hai nod luc, nhung 80% sales dugc bat dau sau nim
(hay nhiéu hon) 1an ¢6 gang lién hé v6i mot khach hang tiém nang*.

Dit liéu tir InsightSquared cho thiy ba dén bon lan dau tién c6 kha ning
két no1 cao nhat, ty 1€ két n61 nam trong khoang 5% doi véi lan tha 6, kéo
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dai t6i lan 11 va hon thé. Noi cach khac, ty 18 két ndi khong bao gio roi
xuéng con s6 0 (xem Hinh 3.7)°.

Piéu d6 nodi rang, trude khi ban nhay khoi chd ngdi va bat dau quay so,
ban can c¢6 mot ké hoach. C6 hai khai niém cét 15i déng sau ké hoach nay:
(1) to chirc va (2) thuc thi.

16%

14%

12%

10%

8%

Ty 1& két ndl

6%

4%

2%

0%
1 2 3 4 5 6 T 8 9 10 11+

# Lan tha
Hinh 3.2: Ty 18 két ndi qua cac lan thir
Nguon: Courtesy of InsightSquared.

Nhitng budée 1én ké hoach cudi cing trwée khi ban nd hwe két ndi
v6i bat Ky ai, theo bat ky cach nao

Checklist c6 té chirc co ban

C6 t6 chire nghia 1a ban dugc chuan bi dé bat dau két ndi véi cac khach
hang tiém nang theo ding nghia den. Hay hoi chinh minh nhiing ciu hoi
sau:

e (Cai nhin té)ng quan vé lead va méi lién lac da duoc thiét l1ap?

e Cac mau email cuia ban di sin sang va ban da c6 cam nhan veé viéc
1am thé nao dé tiry chinh chiing?

e Ban c6 biét chinh x4c ban muén gtri mot email thoai nhu thé nao?

e Ban c6 dang thuc su goi1 vao dang thoi diém?
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e Ban c6 biét chinh xac diéu gi ban mudn dat duoc qua cudc goi néu
khach hang tiém nang nhac may va tra 10i?

e K& hoach tiép can khach hang tiém niang qua dién thoai va email ciia
ban la gi? Néu t6i cho ban biét dién thoai va email khong phai 1a mot
Iira chon — diéu hoan toan c6 thé xay ra trong twong lai — ban sé& lam
gi? Go1 y: Nghi t61 website chat va mang xa hdi (LinkedIn).

Néu ban khong c6 cau tra 10i cho nhitng cau hoi nay, hay tim chung. Va
néu ban khong co, t6i s& chia sé mot vai suy nghi vé viéc t6i da lam viéc
nay mot minh nhu thé ndo va nhan vién ban hang inside t6t nhat toi timg
lam viéc cung lam diéu d6 ra sao.

Tao ra nhirng goc nhin vé lead va mdi lién lac

Trong qué trinh tao ra nhitng goc nhin vé lead, toi khuyén ban xép hang
cac lead trudce khi goi ho. Uu tién bang “SQL/MQL/PQL” véi “Danh sach
White Bread” trudc. “SQL/MQL/PQL” nghia 1a bat ky lead nao cho thay
mot mirc d6 wa thich cao d6i véi cong ty ciia ban theo cach nao dé (tuc la:
“da hoan thanh mau cung cap thong tin lién hé cho sales”, hoic “website
chat da duogc kich hoat”, hodc di xem san pham hay trang gia cta cong ty
ban) va ngudi pht hop véi chian dung d6i tuong nguoi mua. Mot “Lead
White Bread” thong thuong 12 mot ai d6 c¢6 thé phu hop tuong dbi véi chan
dung dbi twong nguodi mua nhung van chua cho thiy nhiéu wa thich véi
doanh nghi¢p cua ban tir khia canh cac hoat dong (vi du, céc luot xem
website, luot tai no1 dung, luot trong tac xa hoi, v.v...).

Thu hai, sép xép thir ty uu tién thong qua s6 luong thoi gian taji ké tir
lan tuong tac gan nhat, néu c6. Néu cong ty cua ban dua t6i ban bat ky Vlec
cham diém lead nao, ban c6 thé s& muoén xem x€t no, nhung hay nho rang,
mot hinh mau danh gia mtc do tiém ning cua khach hang chi tét twong
duong véi nguoi tao ra nd. Néu ban khong cam thay tu tin rang doi ngil
marketing ctia ban d3 xdy dung diém lead dung cach, hiy néi chuyén voi
ho vé diéu d6. Tim hiéu xem diéu gi anh huong téi diém do, va néu ban co
mot goc nhin khac, hay chia sé. Tin t61 di, ho mudn gitp ban tim “lead co
kha ning chét duoc don cao nhat”.

Sur tiép cin thue sw — N§ lwe lién hé!

Thuec thi — yéu t6 tht hai — bao gdm khi ndo nén goi va diéu gi nén noi,
vira dé dang ciing vira kho khin. Toi ciling s& cung cAp mot vai huéng dan
vé viéc 1am thé nao dé cdu trac diéu ma ban s& noi (khong phai kich ban
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cho diéu ban sé néi, diéu do nén & trong SVP, pho chu tich, giam ddc, quan
1y, ban hoac tat ca nhirng diéu trén).

Tai HubSpot, chiung toi lam theo phuong phap Basho®. Pugc dinh
nghia bdi HubSpot, ddy 1a mot thanh twyu vé tin nhan (tin nhan thoai va thu
dién tir, du ngay nay nd con bao gdm nhiéu hon nhu 13 website chat, hay
tuong tac mang xa hoi), duoc dung dé kiém lay su ch y tir khach hang
tiém ning qua sy tang thém gia tri mot cach 1ap lai va lién tuc. Cho dén khi
gip phai tin nhian cham dut.

Mot vong lap Basho manh mé bao gém cac dic diém:

e Céiu thanh boi it nhét sdu bude

e Duoc thuc hién cach ngay hodc mbi ba ngay, thiét ké dé ton tai tong
cong muo1 td1 muoi 1am ngay kinh doanh

¢ Duoc theo ddi ngay 1ap tirc boi mot email dong bd cho dén voicemail
duoc dé lai cho ddu méi lién hé hoic lead

e Nhén manh tir “ban” thuong xuyén

o Két thiic voi su “chia lia” cua dong hdi thoai

D4y chinh xac 1a chudi Basho t6i di str dung tai HubSpot trong hai nim
v6i tu cach 1a nhan vién ban hang. Giit trong dau rang email va voicemail
script déu phai dong nhét dé cung cd thong diép hodc nang cao co hoi rang
thong diép s& duoc thau hiéu. Néu cong ty cho phép ban thay thé dién thoai
bang kénh truyén thong nhu LinkedIn va Twitter, diéu nay s& ning cao co
hoi duoc hoi dap cho ban. Con néu cong ty khong dong ¥ cho ban tach roi
dién thoai hoan toan, nhung van cho phép cic twong tic trén phuong tién
truyén thong xa hdi, thi hady coi mang xa hoi l1a hoat dong tiém nang thr ba
ctia ban. Va duong nhién, néu cong ty ban day manh website chat, hdy dam
bao rang ban lam chu cong cu do.

Mot 1an nita, ding chi sao chép nhiing ndi dung nay. Hiy st dung
nhirng tin nhén tu nhién va ciu tric tin nhin nhu thé nay, nhung théu dét
chung theo cach riéng cua ban, cua cong ty ban, ciia qua trinh sales, va véi
nhirg ho so khach hang hay chian dung nguoi mua hang riéng biét ma cong
ty ban phuc vu.

Basho #1

Chii dé: Ban cé cam thdy nhitng théng tin ban dang tim kiém la hitu
ich?
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Xin chao [TEN LIEN HE],

Gdn ddy ban da truy cdp trang web ciia chiing t6i va bay t6 sy thich thii
voi mot vai noi dung cua HubSpot.

Vi chiing ta chwa c6 co héi dé trao déi triee tiép nén liéu ddy cé phdi la
khodng thoi gian tot cho ban dé tro chuyén véi chiing t6i?

T6i muén danh ra 10 phut trén dién thoai dé hiéu thém vé ban va cong
ty cia ban dé xdc dinh ban c6 phdi la mét doi tac phit hop cho chirong
trinh doi tac marketing agency ciia chiing t6i hay khéng.

Thoi gian biéu ciia ban nhu thé ndo?

Tran trong

Basho #2

Chii dé: Chwong trinh doi tac ciia HubSpot | {!Khdch hang. Doanh
nghiép}

Xin chao [TEN LIEN HE],

Gdn ddy ban dd yéu cau mét vai théng tin trén HubSpot va t6i muon
theo sat dé xem ban cé tim dwoc bdt cir théng tin ndo hitu ich hay khéng.

Téi lam viéc véi marketing agency, cdc cong ty thiét ké web va cé van
vién PR qua doi ngii cong sy agency cua HubSpot, va dwa trén website cua
ban, t6i nghi rang ban la mét déi tac tiém néng Iy twéng cho chwong trinh
Doi tac: www.hubspot.com/agency-partners.

Vui long phan hoi véi téi néu ban c6 thé danh ra 10 dén 15 phit trao
doi trong tuan nay, va ching ta cé thé ciing thdo ludn vé sw mo réng moi
quan hé doi tac giita hai bén dé xem c6 phit hop hay khéng.

Tran trong

Basho #3

Chu dé: HubSpot d3 gitip cac agency phat trién nhu thé nao?

Xin chao [TEN LIEN HE],

Gan day ban da bay t6 su thich tha trén HubSpot vi mot vai nodi dung
cua chung toi.

T6i nghi rang toi nén lién hé véi ban vi qua chuong trinh Péi tac cho
cac Doanh nghiép, chung toi da giup d rat nhiéu doi tic md rong va phat
trién coéng ty cua ho theo nhiéu cach khac nhau. Sau day 1a link cta cac d6i
tac trén trang chu: www.hubspot.com/agency-partners.

Chuong trinh P6i tac cua chung toi cu thé di hd tro cho cic marketing
agency nhiing linh vyc sau day:
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Po ludong Client” ROI — Du doan, do luong va luén chuyén ROI manh
m¢ tu cac dich vu online marketing ma d6i tac cung cap

* Client la cdc céng ty san xudt, cung cdp san phdm va dich vu
( Umlever, P&G, Coca-Cola, Uber,...). Cac cong ty nay di thué/mua cac
dich vu marketing tir agency, ra yéu cau, danh gid chdt luong cdc y twong,
kiém sodt qua trinh thuc thi va két qua cua chién dich.

Cung cép data khach hang tiém nang no1 dia — Thu hut client nhiéu hon,
nhanh chong hon bang cach cung cap dit liéu lead cho cac dich vu ctia ban
va phat trién quy trinh sales cho ban

M6 rong cac dich vu — Thuc déy su phat trién cta cac dich vu online
marketing ban yéu cau

Sy hira hen vé doanh thu — Thu vé ty 1& doanh sé 16n hon tir nhiing
ngudn thu khéng 16 tuan hoan

Dao tao agency sales — Trd thanh chuyén gia trong linh vyc SEO,
truyén thong xa hoi, phan tich marketing chu ky dong, business blogging,
dich vu cung cip dit liéu khach hang tiém ning va marketing tu dong hoa.

Ban c6 dang tim kiém su h tro tir nhirng mang nhu trén?

Néu co, hay phan hoi véi téi néu ban sén sang cho mdt cudc trao doi
qua dién thoai dé biét thong tin chi tiét hon. Pay la s6 dién thoai lién hé cia
t6i [DIEN SO PIEN THOAI]

Tran trong

Basho #4

Chui d@é: Tai liéu hudng dan ciia HubSpot cho doanh nghiép marketing

Xin chao [TEN LIEN HE],

Sau khi ban tai vé nhimng tu liéu hoc tdp mién phi ciia chiing toi, t6i da
giri ban rat nhiéu email. T6i lién lac véi ban vi duong nhu chung t6i ¢6 kha
nang hd trg cho doanh nghiép ctia ban nhu chung tdi da hd tro cho rat nhiéu
marketing agency khéc.

T6i ciing da chia sé voi ban rat nhiéu linh vuc trong chuong trinh Di
tac ciia HubSpot ma marketing agency dang wu tién cho sy phat trién doanh
nghiép ctia minh. Ban c6 dang tim kiém su trg giGip tir nhimg linh vuc t6i
da chia sé cho ban khong?

Pong thoi, toi cling chi ra cho ban mot sé ngudn cung cap khoa dao tao
mién phi ma chung tdi tao ra dic biét dé giup d& cac marketing agency ting
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trudng sales, mé rong dich vu va nang cao ROI ma ho can chuyén giao cho
client: http://offers.hubspot.com/5-core-services-of-inbound-marketing.

Néu ban danh gia cao cic ngudn tai liéu va co bat cir cau hoi nao, hay
cam thay chiing toi ¢ thé hd tro, toi s& moi ban tham gia mot thir nghiém
mién phi (http:/offers.hubspot.com/free-trial-ad) va bat dau kham pha.

Hoac hdy thoai mai lién lac voi toi.

Tran trong

Basho #5

Chui dé: Té6i nén & lai hay roi di?

Xin chao [TEN LIEN HE],

Toi da ¢d lién lac v4i ban mot vai 1an nhung chua nhan dugc phan hoi
tir ban. Toi cho rang:

Ban d3 duoc trang bi day du va khong hting tha véi chuong trinh Dbi
tac ctia HubSpot dé phat trién doanh nghiép ctia minh, va néu trong truong
hop d6 hay cho toi biét dé toi khong lam phién ban nira.

Ban van dang hung thii nhung khong c6 thoi gian dé phan hoi lai véi
toi.

Ban dang kiét strc va khong thé tinh day, trong truong hop d6 hiy cho
t61 biét va toi s& goi 911 cho ban.

Hay phan hoi lai v6i t6i mot trong sd nhitng nguyén nhan trén vi toi
dang lo lang cho ban.

Chén thanh cam on ban va t6i dang mong chd duoc nhan phan hoi tir
ban.

Tran trong

Basho #6

Chu dé: Néu ban thay doi y dinh vé viéc tré thanh cong sy moi cua
HubSpot

Xin chao [LIEN HE TEN],

T6i da lién lac nhiéu lan véi ban va chua nhan dugc phan hdi. Ban
duong nhu 13 mot doi tdc phu hop trong chuong trinh Péi tac cho
marketing agency: http://www.hubspot.com/partners

To6i khong tin toi s& c6 thé nhan duoc phan hoi tir ban. Va t6i khong
nghi ban lai tho nghiém mién phi phan mém cioa ching toi
(http://offers.hubspot.com/free-trial-ad).

Vi vay, ngay bay gio, t61 s€ mac dinh réng ban khong can dén su tro
gitip ctia chiing toi voi bat ctr diéu gi nira.
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Thong tin lién hé cta t6i & dudi day néu co bat ky thay d6i nao dén voi
ban.

Tran trong

Khi nao thi toi nén két ndi véi khach hang tiém ning?

T6 chic Lead Response Management Organization dd thuc hién mot
nghién ciru rat sau sac vé chil dé ndy, ma sau nay doi ngii tir InsightSquared
da tom tat lai’. Pay 1a bai blog day du cho ban néu ban mudn tham khao
truc tiép:

http://www.insightsquared.com/2014/02/what-is-the-best-time-for-cold-
calls/.

Noéi ngan gon, day la 101 kéu goi ctia toi dén tat ca cac nhan vién ban
hang: Hiy vt bo nhitng 1y 18 théng thuong di! Néu ban mudn coé mot
quang nghi, t&i tré hay rdi di nhanh, phu thudc vao khu vuc va mai gio ma
ban goi dén, duong nhién. Ly do la:

Trude tién, diéu thu vi 12 & chd InsightSquared str dung chinh dir lidu
cta ho lam mau mic dinh, nhan ra cai ma ho van goi 1a 1y 1& thong thuong,
khach hang tiém ning co vé thich hop dé lién lac vao sang sém trong ngay,
la khong dung. Thay vao do, ho thiy rang ty 1¢ két ndi thanh cong nhat
trong ngay la khoang gitra 10 gio sdng va 4 gio chiéu (Xem Hinh 3.8).

Thir hai, ho dao sau hon vao cc ngdy trong tuan dé tim ngay hiéu qua
nhat nham dat duoc nhiéu nhat nhitng cudc goi ¢ gia tri. Cau tra 15i ngin
gon? Thir Ba (xem Hinh 3.9), t61 chi khuyén cdc ban dung tri hoan vi¢c
cham séc¢ khach hang vao nhirng ngay thtr Ba.
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Béan than t61 s€ khong lo lang qud nhiéu vé thoi gian hay thoi diém
chinh xac dé ban lién lac, nhung sé lo lang nhiéu hon vé€ nhiing kénh ma
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ban st dung (ly tudng la website, chat, email, kénh truyén thong va di¢n
thoai [cho inbound lead]) va nhiing gi ban s& n6i khi ban cb ging dé dién
dat. Pung lac 16i trong khoang thoi gian trong ngay hay cic ngdy trong
tuan; chi 1a co rat nhiéu bién dong cé thé ching minh nhiing khang dinh
trén 1a sai khi nd lyc dua trén nén tang khach hang-tdi-khach hang.

Bay gio, ban da dugc hoc cach nhan di¢n dung nguoi dé lién lac, cling
nhu cach nd luc tiép can ho, hay dén vé6i sy md dau cua quy trinh inbound
sales — cudc goi lién két. bay la lan dau tién ban tro chuyén sau sic voi
khach hang tiém nang ciia ban.
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Chuong 4
KET NOI

Lam thé nao dé thu hit nhitng ngwoi mua hang tich cwc va cd nhitng nguoi
khong thuc sy tich cuc?
a0 cudi tuan thir hai trong khoa ddo tao ctia HubSpot, chiing toi
Vﬂhiéu tho1 gian ranh hon. T61 da hoi chi quan Iy Dannie goi y
em t6i nén 1am gi va c6 ay khuyén t6i doc that nhiéu case study vé
khach hang, nghe cac cudc goi dugc ghi am, doc sach vé sales va xem cac
video dao tao vé quy trinh ban hang cuia cong ty.

T6i hoan thanh cong viéc d6 trong mdt budi chiéu va ghi chép day du
nhu mot nha nghién ctru. Hom sau, t6i hao htic thong bao voi co ay rang toi
da hoan thanh nhiém vu va sian sang nhan 15i tuyén duong. Nhung su that
lai khong nhu to6i mong doi. Tuy chua dén ndi 1a mang mo nhung chi ay thé
hién rat rd sy khong hai 1ong, c6 1& d6 1a mot sy nghiém khac day thuong
yeu.

Tbi tu hao bude dén ban ctia Dannie, thong bao réng to1 da hoan thanh
bai tap vé nha va hoi toi c¢6 thé lam gi khac? Cau tra 10i ctia c6 Ay rat hoan
hao, nhung that sy da doa t61 chét khiép: “Sig, cam léy dién thoai va bat
dau goi cho nhitng nguoi bay té sy quan tim dén HubSpot hodc ndi dung
ctia chung ta. Chiing t6i thué ban dé lam diéu déy, phai khong?”.

Bay glo th1 dung tin tat ca nhitng gi toi néi. Toi quay trd lai ban 1am
viéc, ng01 xubéng, mé CRM cua chung t6i va mo tép co tiéu dé: “Khach
hang tiém nang méi cua t6i”.

Tai HubSpot, ching t61 rat thoai mai, dic biét vao nam 2012. Tai yéu
cau khach hang tiém ning va cac vi than marketing ctr thé cung cip. C6
hang chuc ngan khach hang tiém ning dé chiing toi goi vi nhdm marketing
ctia chiing t6i khong ngimng tao ra ndi dung chét luong cao dé thu hut khach
truy cdp vao trang web ctia chung toi va bién ho thanh khach hang tiém
nang. D6 1a mot phan cta qua trinh phat trién kinh doanh ma t6i hiéu trong
khi tat ca nhimg gi xay ra sau d6 1a mot bi an thyc sy doi voi toi. Tuy
nhién, bi an d6 da duoc giai dap.

Véi mot cai tai nghe, mot ly nudc day, notepad, but, kinh va ho so
LinkedIn cua tap khach hang tiém ning, t6i da san sang. Tuy nhién, hién
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thuc lai lam t6i hot hoang.

T6i dang lam gi & day? Tai sao t6i dong ¥ lam sales? Toi ghét thuc hién
cac cudc goi dé nghién ctru khach hang khi toi da 1a mot nha phan tich tai
CEB. Tbi d3 can huan luyén sudt thoi gian sau do dé thuc hién thanh thuc
cac cudc goi. Tham chi, tdi con khong mudn goi khach hang tiém nang khi
t6i & GiftsOnTime. Toi ghét phai goi cac nha cung cap va “giang giai” cho
ho vé nhiing gi chiing tdi ban. T6i da rét lo lang trudc nhitng chuong trinh
thuong mai ctuia ching t61. “Toi khong nén & day!”, t61 da hét 1én vdi chinh
minh nhu thé. Piéu d6 trd nén toi t& hon khi toi nhan ra rang khéng chi sy
tur tin cta t6i dan bién mat ma cac ctra hang cang trd nén o6n ao. D6 that sy
1a mot m¢& hon don.

Hon thé nita, anh chang d6i dién t6i, nguoi sau nay tré thanh ngudi ban
tdt ctia ti, c6 mot cai buc dé dimg, nhu thé anh ta dang la hét vao mat t61
trong khi t6i dang cd gang thyuc hién cac cudc goi. Toi khong lam duge diéu
nay. Toi duoc cho 1a dang nghién ctru, viét lach, thuong thirc nhac rock cd
dién trong khi kham pha nhitng hiéu biét sau sic hay case study. “T6i
khong nén & day!”, toi nghi nhu thé. Tuy nhién, bang cach nao do, toi van
nhan nat goi dién thoai.

Cho dén hom nay, t6i van khong biét lam thé nao toi c6 thé thuc hién
cudc goi dau tién do, nhung t6i di lam. Khong chi vay, ho da nghe may!
Toi d3 rat boi roi vi nghi chic chan minh sé& chi phai dé lai méot vai thu
thoai, girt mgt vai email, va tap duyét trude khi co cudc tro chuyén véi mot
nguoi thuc sy! Nhung khong, David da trd 161. Chung t61 n6i chuyén
khoang 10 phut va t61 da dat lich cho mot cudc goi khac véi anh éy.

T6i tat dién thoai va khong thé tin rang minh d3 vuot qua. Toi da khong
san sang cho no. Toi khong biét minh dang lam gi. Toi nhin lai bang xép
hang hoat dong va t6i dimg & bét bang. Hau hét cac nhan vién ban hang tai
thoi diém d6 déu nd luc hon thé gip tram lan; nhitng ngudi xuat sic nhat
thdm chi con & mirc 120 cho dén 130 lan.

T6i nhic dién thoai 1én va goi mot cudc goi khac. Va mot lan nira, dau
bén kia nhac may! Toi khong thé tin diéu nay! Pang ra moi ngudi déu tir
chdi cac cudc goi tir nhan vién ban hang chit? Cudc tro chuyén d6 ciing
khong suon sé, vi vay toi dd giri mot so tai liéu lién quan ludn va khong bao
gid nghe tin gi tir nguoi d6 nita, va t6i dam bao véi ban rang d6 khong phai
boi vi t6i thiéu kién tri.
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Lan tht ba, t6i nghi chic chan 1a nguoi nay sé khong nhac dién thoai.
Minh s& ¢ co hoi dé lai mét loat email va thu thoai, minh s& c6 mot ngay
ranh va l4y lai binh tinh trude khi lién lac v6i nhitng nguoi khac vao ngay
mai. Ngdy mai s& tot hon. Tat ca s& on thoi.

TAt nhién, t6i di sai mét 1an nita. Nguoi khach hang thir ba nhic dién
thoai 1én, va t6i lai khong biét t6i phai lam gi. Piéu nay dién ra trong vai
tuan tiép theo, nhung trong thoi gian do, toi nhan ra mot vai diéu quan
trong:

e Mot khi ban bét dau 201, no s€ cang trd nén dé dang hon, kiéu nhu hit
tho vay.

e Sau khi ban di dan quen, ban bit dau hiéu nhirng gi ban lam sai va
chinh stra ching.

e Sau hang loat hoat dong, 101 n6i ctia ban s€ dugc trau chudt hon. Ban
thé hién ban biét nhirng gi ban dang noi dén. Thyc té 1a ban biét ban
dang no6i vé diéu gi, ngay ca khi ban khong cam thay nhu vay.

Loi khuyén cua toi cho bét ctr ai so goi dién thoai 14 hiy ghi nhé hudng
dan nay:

e Khach hang tiém ning cua ban ciing chi 1a con nguoi.

e Ban c6 Iy do chinh dang dé go1 hodc lién hé voi ho.

e Ban s€ trd nén thanh thao hon theo thoi gian.

e Ban can phai 14t rat nhiéu vién da cho dén khi tim thay vién kim
cuong cua ban. Tham chi khi khach hang d6 hoan toan phu hgp véi
tap khach hang cta cong ty, diéu d6 khong c6 nghia 1a ho hoan toan
phu hop dé 1am ddi tac cua ban ngay lac nay.

e Ban nén hanh dong nhu ban biét nhitng gi ban dang lam, ngay ca khi
ban khong, va kién thirc ciia ban s& nhanh chong bat kip v6i nhimg
diéu ban di to ra minh biét.

Tuy nhién, cach bat dau nhimg cudc trd chuyén nay 1a diéu toi thay
thue su khac so véi nhitng gi trude day t6i da trai nghiém khi ¢ dau day bén
kia. Bé qua nhiing yéu t6 khac, t6i goi ho 13 vi ho méi 1a ngudi bat dau
cudc trd chuyén. Ho truy cip trang web cua chung toi, dién vao form dé
nhan ebook, sach huéng dan, danh sach kiém tra, v.v... Ho la nhirng nguodi
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dién vao form véi thong tin lién lac cua ho. Cau mé dau cua tdi moi khi toi
goi cho ai d6 13 (va van 13):

“Xin chao....... , ban d3 dén trang web ctia HubSpot va tai xuéng [NOI
DUNG XYZ]. Ban c6 can sy gitp d& gi khong?”

Cau m¢ dau nay vo cung pho bién. Tai sao? Bdi vi no khong yéu cau
ban thuyét giang bat ctr thir gi. Bat ctr ai ban dang goi déu da tim dén trang
web cua ban va dang tim kiém su gitip do. Cude goi cua ban céd thé van s&
dién ra nhu thé nay:

KHACH HANG: Ai day?

BAN: Xin chao [TENT], toi thdy rang ban d3 xem trang web ctia chung
t6i va tai xuébng [NQI DUNG] trong [CHU PE]. Ban c6 can giup d& gi
khong?

KHACH HANG: Ban dang goi tir dau?

BAN: [TEN CONG TY]. Nhém marketing ctia tdi da cho t6i biét rang
ban di truy cip trang web cua chung toi gan ddy va da tai xudng [NOI
DUNG]. T6i nghi rang toi s& lién lac dé hoi tham vé nhiing gi ban dang tim
kiém va toi c6 thé hudng dan cho ban di ding hudng.

KHACH HANG: T6i nhé roi. Toi di tai xubng [NOI DUNG] nhung
t6i khong c6 thoi gian dé doc qua né. Bay gid van dang nam trong dong
giéy td cua toi. Ban co thé goi lai cho t61 vao lac khac hoac gui email cho
to1 khong?

BAN: Té1 hiéu rdi. Toi ¢ thé goi lai cho ban, nhung t61 ¢c6 mdt vai
phut va co thé gitip ban tiét kiém thoi gian khi doc [NOI DUNG].

Cudc tro chuyén c6 thé tiép tuc dién ra nhu thé nay. Chia khoa dé thanh
cong do 1a dam bao ban dat minh trong vai tro “nguoi giap do6”. Toi khong
thé khong nhan manh diéu nay: inbound selling mang tinh giup d& chu
khong phai thu dich.

Néu ban & trén sale pitch, néu ban bat dau noi vé cong ty cia ban, bat
dau hoi nhitng cau hoi thim do ma khach hang tiém nang chua sin sang tra
161 hodac nhirng cau hoi ma ban chua c6 quyén hoi, ban s€ bo 16 hang loat
co hoi ban hang. Ban can hoc cach cho trude khi nhan.

Tai sao toi tin vao diéu nay nhiéu nhu thé? To6i da thuc hanh phuong
phap nay trong nhiéu nam va thanh cong trudc khi huan luyén nhimg nguoi
khac lam diéu twong tu, nhung nd ciing bat ngudn tir nhimg nghién ctu
chuyén sau dugc thuc hién bé1 mdt trong nhirng cong ty quan 1y nghién ctru
t6t nhat hién nay, Corporate Executive Board (CEB).
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Vay thi... diéu gi xdy ra néu tdi khong c6 bat cir khach hang tiém
nang nao?

T6i nhan thay khong phai ai doc cudn sach nay ciing c6 may man tim ra
tap khach hang tiém ning. T6i cling hiéu khong phai tit ca cac doanh
nghiép déu ap dung mo hinh inbound marketing; hodc, néu co, dong khach
hang tiém nang cua ho khong di manh dé dam bao 100% cong ty ban hang
tap trung vao inbound selling. Tuy nhién, tdi sin sang dit cuoc rang hau hét
cac doanh nghiép déu c6 it nhat mot loai danh sach marketing ma ho co thé
sir dung d¢ bat dau dan dat khach hang tiém nang.

Hon nita, 101 khuyén cua t6i cho bat ky nhan vién ban hang nao hién
khong duoc hudng loi tir cac khach hang tiém niang d6 1a: Sau khi xay dung
mo hinh kinh doanh cta ban, hdy dén gip giam ddc ban hang, thao luin vé
mat logi va hai cua cong ty ban khi &p dung phuong phép inbound
marketing, ngay ca khi chi 4p dung méot phan. Néu ban muén duoc giup do
v6i viée giai thich 1y do, t6i s& bat dau ¢ day: Cach ching minh gié tri cta

*

inbound cho CFO cua ban [free kit]:
http://blog.hubspot.com/marketing/inbound-marketing-cfo-prove- -value!.
Néu cach tiép can d6 kho véi ban, sau day 1a mét vai cach khac dé ban co
thé tr& thanh nguoi ban hang inbound nhanh hon.

" CFO (Chief Finance Officer) la gidm déc tai chinh, ¢é nhiém vy quan
Iy tai chinh, xdy dung cdc ké hoach tai chinh, khai thic va sit dung hiéu
quad nguon von, canh bdo cdc nguy co doi véi doanh nghiép théng qua
phan tich tai chinh vd dwa ra cdc dw bao dang tin cdy cho twong lai.

Hay suy nghl vé nhirng cau héi ma nguwoi mua da hoi ban

Ngbi Xuong va tu hoi ban than: “Nhu’ng cau hoi pho bién nhat ma
khach hang tiém ning thudng hoi 1a gi?”. Néu ban khong thyc hién du cac
cudc goi sale dé biét diéu do, hiy lang nghe cudc goi cta cac nhan vién ban
hang khac. Hodc don gidn 1a hoi cadc nhan vién ban hang nhitng cau héi ma
khach hang tiém ning ciia ho dang héi. Tién thém mot bude xa hon va bat
dau ty hoi ban than minh nhiing thach thirc ndo ma cong ty ban thudng giai
quyét. Hay suy nghi vé cach khach hang tiém ning cta ban c6 thé tim hiéu
nhitng thach thirc d6 dudi dang cac cau hoi.

Hom email cia ban chinh la m¢t “mé vang”

Mot trong nhiing noi dé nhat dé tién hanh, khong chi cho cac cau hoi
ma con cho céc cdu tra 101, d6 1a hom email c4 nhan cua ban. Hay suy nghi
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vé s6 lan ban da tra 1i cac cau hoi tir nhitng khach hang tiém nang, nhiing
nguoi chua sin sang hodc da sin sang, hodc co thé trao doi qua dién thoai
voi ban. T6i ca 1a nod nhiéu hon mét chut. Hay dua vao nhiing trao doi
email d6 dé tao mot danh sach cac cau hoi ban nén xay dung.

Chuyén nhirng ciu héi thanh 16 tuyén bo = Ndi dung co s&

Khi ban da tao danh sach cac thach thuc hodc cau hoi dé (t61 s€é khuyén
ban nén bat dau véi +/— 20 thach thirc/cau hoi), don gian 1a hay chuyén
nhiing cu hoi d6 thanh nhiing cau khang dinh. Vi du, thach thirc: “Lam thé
nao dé toi tao ra nhiéu khach hang tiém ning trén Twitter?” thay d6i thanh
tuyén bd: “Cach dé tao ra nhiéu khach hang tiém ning trén Twitter”.

Ban tham chi co thé thuc hién diéu nay t6t hon béng cach thém vao mot
vai tir ngit bong bay ctia marketing: “Ba cach hiéu qua nhat dé tao ra khach
hang tiém nang trén Twitter. Tuy nhién, can nhd rang, du cho ban da bién
n6 thanh nhiing 161 khéng dinh, thuc chat n6é van la nhitng cau hoéi. Quay
tro lai v viée dung email cua ban nhu 1a mgt “mé vang”, ban c6 thé di c6
cau tra 10i rat rd rang cho nhiing cau héi nay roi.

Chia sé quan diém ciia ban vé nhitng thir thiach nay la diéu bat
budc, khong phai la su lua chon

Sau khi bién cau hoi ctia minh thanh 16 khang dinh, d3 dén lic bat dau
hodc tham gia cudc trd chuyén vé nhitng thach thic d6. Nhitng cach dé
dang dé 1am diéu nay bao gém:

1. Tao blog ca nhan cua riéng ban, sit dung cac phuwong tién, hoac
xin phép dwoc ding trén blog ciia cong ty ban véi mét dén hai bai diing
moi thang. Bai viét khong can phai hoan hao. Chi can viét n6 va guri no di.
Ban chi nén viét trong khoang 800 dén 1.200 tir va khong nén danh qua
mot dén hai gid dé viét. Néu ban khong muon viét, hdy nho ai d6 phong
van ban (hodc tu phong van chinh minh), ghi lai va gui né dén mot dich vu
phi€én am nhu Rev.

2. Ban khong muodn quan ly mdt blog? Téi thiéu, dang bai viét 1én ho
so LinkedIn cua ban, st dung nhitng ndi dung dai. Mot ngudi ban hang
tuyét voi ma toi di lam viéc trong nhiéu nam, Ali, lam diéu nay cuc ky tot,
¢ Ay c6 kha niang duy tri trang blog riéng ctia minh. Pay 1a mot cach rat
hiéu qua dé gitp ban than tiép xuc nhiéu hon v4i nhitng ngudi mua tiém
nang.

3. Ban qua ban dé viét? Cac nhan vién ban hang gianh chién thang
trong thé ky 21 1a nhitng nguoi hiéu biét nhat va mang lai nhiéu loi ich cho
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khach hang nhat. Ban can bat dau gitp khach hang tiém ning tra 101 cdu hoi
ciia ho ngay bay gid. Nhung néu ban thuc sy khong cé ning khiéu viét
lach, hdy tham gia vao cac nhom Linkedin va theo doi nhiing blog ma
khach hang tiém ning ctia ban tham gia. Hiy chic chan rang ban tham gia
cudc tro chuyén va tao thém nhing gia tri. Hay dua ra mot quan diém mdi,
chia sé nhirng hiéu biét chuyén sau va sb liéu trong nganh, ké nhiing cau
chuyén. Va hiy nhé, khong quang ba cong ty ctia ban. Mot 1an nita, ban
phai “cho di”, va dimng sot sang trudce khi ban c6 thé hodc xting dang voi
nhirng thr “nhan lai”.

4. “PR” nhirng kién thirc va kha niing gitip d& nguwoi khac ciia ban
than mot cach rong riai hon. Té6i muén nhan manh thém lan nita: ding
quang ba viéc kinh doanh cua ban mot cach 16 liéu. Nhung néu ban viét
mot bai bao moi cd cai nhin sau sic vé mot tin tirc méi trong nganh cla
ban, hoac mdt gdc nhin vé mot bai viét ma nguoi khac da viét, hay chia s¢é
n6 qua phuong tién truyén thong xa hoi. Toi thiéu, ban can chia sé thong
qua Twitter va LinkedIn. Ngay ca khi ban tin rang nhiing ngudi ra quyét
dinh va cac bén lién quan khong tim thong tin qua cic kénh nay, ban c6 thé
dat cuoc réng ho c6 mdt “do1 quan” ngudi co tam anh huong dang lam diéu
do.

Co ché ciia mdt cudc goi két noi

Cudi cfmg, c6 18 ban dang ti hdi co ché ctia mot cuéc goi hi¢u qua la
gi. No6i ngan gon thi diéu nay s& khac nhau d6i v6i mdi doanh nghlep Tuy
nhién, sau day 1a nhimg hiéu biét t6i da tu hoc qua nhiéu nim va cd ging
truyén dat cho nhitng ngudi khac.

Cudc goi két noi nén kéo dai bao lau?

Mot cudce goi nén kéo dai tir 10 dén 20 phut, tuy thudc vao loai san
phém va dich vu ma doanh nghi¢p cua ban cung cép va liéu nhitng san
phém, dich vu d6 1a moét loai “khang sinh” (bét budc phai c6) hay mdt loai
“vitamin” (nén c6). Ban c6 thé goi it hon 10 dén 20 phut, nhung toi s& rat
ngac nhién néu ban cam thay hét chuyén dé hoi khach hang tiém nang trong
10 phat ngan ngai d6. Hay nhd rang néu ban dang lam viéc trong mot moi
truong sales doi hoi ban phai tién hanh giao dich nhiéu hon dé hoan thanh
chi tiéu, ban can phai lam viéc mdt cach co6 hé théng hon véi mét khdi
lugng khach hang tiém nang twong d6i 16n mdi ngay (c6 thé tir 20 dén 40
mdi ngay, thAm chi nhiéu hon nita). Mdi phat ban danh thém cho mot
khach hang 1a mot phut ban bot di tor khach hang khac. Ngoai ra, viéc giir
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cudc goi dén 10, 20 phit dugc tinh toan dé khién khach hang tiém ning
muon nhiéu hon nita. Hay nhé, ban c6 kha ning khién ho 1am nhiing diéu
rat bat ngo. Ban ¢ d6 dé tao nén gia tri, thiét 1ap niém tin va khién ho muén
nhiéu hon nira. Nhé 13 ban c6 thé bt thinh linh thuyét phuc duoc ho. Ban ¢
d6 dé xay dung gia tri, niém tin va roi di dé khién ho muén nhiéu hon.

Nén thu thap nhirng kiéu théng tin nao trong mét cudc goi két ndi?

T6i da nghi vé cau hoi nay rat nhiéu lan. Bao nhiéu thong tin thi duoc
cho 14 qua nhiéu? Nhitng théng tin nao thi nén thu thap? Co6 su thay d6i nao
gitra dai dién ban hang nay véi dai dién ban hang khac hay khong? Tai sao
c6, va tai sao khong? Loi khuyén dau tién cua toi 1a: di ban quyét dinh diéu
gi, diéu d6 nén duoc quyét dinh & cap d6 SVP, VP hodc giam doc; ndi cach
khéc th6ng tin can dugc chuin hoa va duoc quyét dinh boi nguoi c6 tham
quyen Diéu nay cho phép mét to chirc mé rong quy moé nhanh hon va cung
cap chu’ong trinh dao tao phu hop cho tat ca moi ngu:orl tu: tat ca cac cap.
Ti thiéu, hay dam bao ban hoan thanh cac cudc goi két ndi ctia minh véi
loai thong tin nay:

e Nim vitng liéu khach hang tiém nang c6 1y do thuyét phuc nao dé thay
d6i hay khong, va 1y do d6 1a gi?

e Hiéu 13 vi sao 1y do thuyét phuc d6 lai khién khach hang thay d6i vao
thoi diém nay. N6i cach khac: “Tai sao lai 1a by gio?”.

e Vai trd ctia nguoi nay trong quyét dinh mua hang, diéu c6 thé khong
duoc thé hién 16 trong hd so LinkedIn cua ho.

e Cang hiéu 16 nguoi do va cong ty cia ho c6 dang thuc su tich cuc mua
hang hay khong cang tt (diéu nay doi khi rat kho dé danh gid).

e Bit ky thong tin thich hop nao khac twong quan véi kha ning cta ban
dé giup khach hang tiém ning suy nghi lai 1y do khién ho sé& thay doi.

N6i chuyén véi nhén vién cap thap hon hoic nguoi khong ra quyét
dinh thi c6 6n khong?

Cau tra 1oi ngan gon 1a c6. Piéu ndy c6 nghia 1a ban c6 nén néi chuyén
v6i mot thyc tap sinh hodc mot tro 1y diéu hanh khf)ng‘? Co [¢€ 1a khéng,
nhung khong phai 1a hoan toan khong Ban phai nh¢o rang nguoil ra quyet
dlnh hiém khi 14 nguoi thuc hién tat ca cac nghién ctru vé cach giai quyét
van dé cua ho. Ho thuong uy thac viéc thu thap thong tin cho cac thanh
vién cap thap hon va ban nén lay 1ong tin cia ho dé co thé tién xa hon. Bién
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nhitng ngudi nay thanh muc tiéu ctia ban, mién 1a ho lién quan dén nhiing
nguoi ra quyét dinh thuc su va cho phép ban tiép can véi nhitng ngudi ra
quyét dinh d6, ho van sé 1 nhimg nguoi ban t6t nhit cta ban.

Toi c6 nén tri hoan hoac tré nén tiéu cwe mot chit trong cac cudc
goi két noi?

Chic chan rdi. Trong cudc goi, ban phai luoén dan dit cach ban co thé
gitip khach hang tiém ning cua minh. Va néu ban dang thuc hién cudc goi
dung cach, ban c6 nhiéu co hdi dé lam rd vé nhimng diém ma doanh nghiép
ctia ban giup khach hang tiém ning giai quyét.

Vi du, trong nhom dai 1y doi tic ctia HubSpot, chung toi thuong sir
dung mot tuyén ngdén dinh vi nhu thé nay: “Thong thuong, khi té1 noéi
chuyén vd1 mot dai 1y nhu cua ban, ho bay té lo ngai vé viéc khach hang
dén yéu cau v6i ho dich vu ma ho khong cung cap. Két qua 13, ho thuong
phai tir chbi doanh nghiép ddy. Piéu d6 da anh huong dén ban va nhom cia
ban dén murc nao?”.

Y tudng & day la st dung tuyén ngodn dinh vi dé md ra mot cude trd
chuyén rong hon. T6i ludn khuyén moi ngudi voi tir ba dén bon tuyén bd
dinh vi dé mo nhitng cudc tro chuyén dai hon. Khi ban dung nhiing 16i nay,
néu ban thay khach hang tiém ning ctia minh khong phan ung véi bat ctr
diéu gi, co 1€ da dén lac ban nén “tiéu cuc” mot chut. Tuy nhién, cach ban
tro nén ti€u cuc phai that té nhi. Toi khuyén ban nén truyén tal né mot cach
don gian, chuyén nghiép va lich su nhat c6 thé: “C6 vé nhu moi thir dang
dién ra kha t6t va khong c6 1y do gi dé thay ddi cach ban dang 1am moi thir
bay gid. Ban c6 dong ¥ khong, hay toi da bo 1§ diéu gi chiang?”.

Cai hay trong viéc trd nén tiéu cuc 1a két qua chi con don gian 1a co
hodc khong. Pay 1a luc ma ban mudn hoi mét cau hoi dong thay vi cau hoi
mé. Sau khi truyén tai su ti€u cuc, cac khach hang tiém nang hodc s¢ déng
¥ v6i ban, trong trudng hop d6 ban da danh gia chinh xac tinh huéng, tiét
kiém thoi gian ctia minh va khach hang, hoic khach hang tiém ning s& cho
ban biét rang ban da sai va sé tiét 10 chinh x4c nhiing gi ho dang tim kiém.
Noi cach khac, cudi cuing ho s& cho ban 1y do tai sao ban nén tiép tuc noi
chuyén vo1 ho!

Lam thé nao dé két thiic cudc goi két ndi va chuyén sang cac budée
tiép theo?

Mot 1an nita, diéu nay s& phu thudc vao quy trinh ban hang cu thé ma t6
chtrc ctia ban da dat ra va ban nén tuan theo; tuy nhién, c6 mdt vai diéu toi
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khuyén ban trong trudng hop khach hang tiém ning phu hop véi ban qua
tich cuc trong qua trinh mua. Pau tién, ding héi liéu khach hang c6 muén
mot cudc goi khac voi ban khong. Tai thoi diém nay, ban biét rd hon ho vé
viée liéu d6 co phai la cong ty ma ban c6 thé gitip d& hay khong, hay noi
nhu thé. Khi ban két thic, t6i dung kiéu cdu nhu thé nay: “Toi biét ban
khong mong doi cudc goi cua toéi hom nay, nhu‘ng t6i rat cam kich viéc ban
danh thoi gian dé tro chuyen Dua trén [1y do khién ho thay doi] va [tal sao
1y do d6 quan trong Va can glal quyét ngay bay gio], chung t6i ¢o thé giup
ban; tuy nhién, to1 can tim hiéu thém vé doanh nghiép cua ban. Toi c6 thoi
gian ranh vao [bat ct lic nao] sang mai. Ban ciing c6 thoi gian ranh lic d6
khong?”. Budc nay quan trong day! Khong chi véi cudc goi, ma con voi
cac bude khac cta quy trinh ban hang. Mot trong nhiing sai lam pho bién
nhat clia cic nhan vién ban hang va mot trong nhitng 16i dé nhat dé khac
phuc 1 khong c6 budc tiép theo rd rang va thoi gian twong tng.

Thuc hién thanh cong, ban cling da hen dugc cude goi tiép theo. Vi vay,
c6 18 ban dang tu hoi vé nhing gi xay ra tiép theo?
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Chuong 5
KHAM PHA

Lam thé nao dé tim hiéu vé muc tiéu va nhitng khé khdan cia ngwoi mua?

éu ban dinh bo qua vai trang trong cubn sach nay, dimng bo 15

Nong nay. Cudc goi tham do 14 phan quan trong nhat trong mot

quy trinh ban hang hi¢u qué D6 1a noi tat ca cac mdi quan hé thuc

su duoc xay dung, hay la noi niém tin dugc giai ma. Do 1a khi khach hang

tiém nang ctia ban sé& bat dau cam thay hoi kho chiu, tuy nhién cam giac y

s& dan bién mat khi ban lam viéc véi ho dé xdy dung giai phap cho muc
ti€u hoac thach thic cua ho.

Budc nay trong quy trinh ban hang inbound c6 thé duoc giai thich don
gian 1a ban dang tiép tuc tim hiéu trang thai hién tai cua khach hang. Nhi¢m
vu cla ban 1a hiéu trang thai day cang rd cang tt va gitp ho hiéu lam thé
nao dé dat muc tiéu cua ho. bay la yéu td cot 161 khac dé tré thanh mot
nguoi ban hang inbound hiéu qua: ndm quyén kiém soat, nhung tu van cho
khach hang tiém ning ctia ban dén mirc ho cam thay ho c6 quyén dé dua ra
quyét dinh dang dan.

Quan sat va diéu hanh cac quy trinh sale trong thap ky qua, t6i nhan
thay budc nay hiém khi bi bo qua, tuy nhién lai duoc tién hanh khé so sai
boi hau hét nhitng ngudi 1am sales. Cac nhan vién ban hang s& bat dau cudc
goi tham do hodc gip gd bang cach tom tat lai nhitng gi ho da rat ra duoc
trong cudc goi hoac lan tuong tac dau tién. Tham chi néu ho di c6 mét
cudc goi nhu thé roi, ho s& chuyén sang ché d6 thu thap thong tin.

Ho s& dit cau hoi xung quanh cac diém dir liéu nhu ngan sach (budget),
tham quyén (authority), nhu cau (need) va quy trinh (timeline) (BANT).
Pay dugc goi 1a phuong phap c6 dién BANT phuc vu cho ban hang ma rat
nhiéu chuyén gia sales sit dung. Tuy nhién, ban nén biét rang chi mdi
BANT thoi s& chang c6 ich gi. Mic du nhitng mau thong tin nay thyuc sy
quan trong va hitu ich, nhung ching khong du dé thac day viéc ban hang.
Nhén vién ban hang theo phuong phap nay ciing hiém khi khién cho khach
hang cam thdy minh c6 quyén luc. Ho hau nhu hoan toan tap trung vao ban
hang, khong tap trung vao khach hang. Va day chinh x4c 1a diém ma
inbound selling dung dé 14t 6 mé hinh truyén théng. Inbound selling duoc
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thiét ké dé thay do6i cach ban hang truyén théng sao cho phu hop voi cach
mua hang ctia ngudi mua hién dai, nghia 1a tip trung vao nhu ciu cua
ngudi mua trude va nhu cau cua ngudi ban sau.

Ngoai ra, hau hét cic nhan vién ban hang khong qua dao tao sé& tap
trung vao viéc thu thap nhiing su that nay hodc nhirng gi ho nghi 1a su that
ma khong c6 nghi ngd hay dit cau hoi vé nhitng gi ho nghe dugc. Vi dy,
néu mot khach hang tiém niang noi v6i nhan vién ban hang rang muc tiéu
ban hang cua ho trong ndm la thém X triéu do-la vao doanh thu, thi nhan
vién ban hang thuong co thé tra 16i bang cach néi: “That tuyét”. Ho co thé
tiép tuc hoi nhitng cdu hoi vé nhitng gi céng ty dd 1am trong qua khir va
nhirng gi ho cam théy nhu ho d3 1am tét hodc khong tot dé dat duoc nhirng
két qua trong suét qua trinh.

Mait khac, mdt nhan vién ban hang tuyét voi nhan ra réng viéc dat cau
hoi don gian s& gitip ban c6 cau tra 101, nhung d6 khong nhat thiét 1a sy
that. Vi vay, mot nhan vién ban hang c6 chuyén moén cao s€ khong chi léy
thong tin ma ho dugc cung cép. Ho s& dao sau hon rat nhiéu dé hiéu sy that
déng sau. Vi du, néu mét nhan vién ban hang tbt nghe réng muc tiéu ban
hang cua khach hang tiém nang 1a 5 triéu do-la doanh thu, ho s€ bat dau dat
cau hoi nhu 1a: “Lam thé nao ban dat dugc muc tiéu d6? Ai di tham gia vao
viéc dua ra muc ti€u d6? Nhitng mat trai (hoac nhuoc diém) cua muc tiéu
do 1a gi?

T6i cho rang kiéu cAu hoi nay giéng véi viéc xac dinh va chan doan
bénh. Cudc goi két ndi (dugc dé cap trong chuong trude) gidng nhu mot
bénh nhan (khach hang tiém ning) goi duong day chinh cta vin phong bac
sT (ban hoic BDR/SDR) d¢é giai thich rang ho ¢6 van dé vé sirc khoe ma ho
quan tdm. Tuong tu, cudc goi thim do 1a chuyén tham dau tién ctia khach
hang tiém ning dén van phong bac si. Bac si (ban) sé bat dau bang cach
xem xét ho so y té (tir giai doan “xac dinh” ma chiing ta da thao luan, ciing
nhu mot it thong tin chung t6i thu thap duogc trong giai doan “két n6i”), va
o thé sé tiép tuc cudc dbi thoai béng cach hoi mot cau hé1 moé nhu: “Vay,
ban c6 thé cho t6i biét thém vé nhiing gi dang xay ra khong?”.

Sau d6, bénh nhan (khach hang tiém ning) tién hanh mo ta van dé trong
khi bac si (ban) ghi chu va bat dau suy nghi vé cac cau hai tiép theo dé
chan doan chinh x4c tinh huong. Bénh nhéan (khach hang tiém ning) c6 thé
chi vao “dau gbi” véi su lo lang. Sau d6, bac si (ban) c6 thé hoi “dau gbi”
da b1 dau trong bao lau, li¢u c6 éy 6 bi dau dau géi trong qua khir khong,
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co éy da trai qua loai dau nao, mirc d6 dau (1 cho dau nhe; 10 cho khong
thé chiu dung dugc), v.v... Bac si (ban) tham chi c6 thé tiép tuc cham vao
“dau gbi” ctia co ay va tiép tuc hoi nhitng cau hoi: “Chd nay c6 dau khong?
Chd nay thi nhu thé nao?”.

Ho dang chan doan bénh. Nhung ké ca vay, sau cudc hen ban dau, bac
si (ban) c6 thé khong biét van dé thuc su 1a gi. Bac si co thé dé nghi bénh
nhan (khach hang tiém ning) di chup X-quang, quét CAT, xét nghiém mau,
v.v..., mot sO loai xét nghiém s& cung cép cho c4 bénh nhan (khach hang
tiém nang) va bac si (ban) hinh anh rd rang vé ban chat thuc su cta van dé.
Chung t6i goi day la budc Tu van trong quy trinh inbound sales, ma toi s&
trinh bay trong chuong sau. Bay gid, toi sé tiép tuc tap trung lam rd cudc
tro chuyén ban dau v4i bac si sé nhu thé nao, va 1am thé nao ban c6 thé bat
dau tao ra cac cau hoi giup ban tiép tuc theo dudi “tién si inbound selling”.

Hiy bit dau cé cai nhin ding

Khi ban bat dau nghi vé viéc cong ty cia ban 1am gi va no gitp ich cho
khach hang ctia minh nhu thé nao, hdy hiéu rang khi ban noi chuyén véi
mot khach hang tiem nang, ban nén ddi xir voi ho nhu véi mot nguoi ban
tbt dang bat dau kinh doanh, hodc it nhat 1a mot nguoi ban hién da c6 mot
cong viéc khac va phai ddi mit vai mot thach thue.

Ban s€ bay to sy quan tam sau sac? C6 1&. Ban c6 hoi mot vai cau hoi
dé hiéu ban chat thyc sy cia nhiing gi dang dién ra khong? Nhiéu kha ning
1a c6. Ban c6 hoi vé nhirng nguoi khac ma ban cia ban lam viéc cung, ho
thich gi va cach ho dua ra quyét dinh khong? C6. Vay tai sao ching ta,
nhan vién ban hang, lai c6 xu hudng né tranh nhitng cAu héi ca nhan vé
nhitng nguoi khac khi lam viéc véi cac khach hang tiém nang? Tai sao
ching ta khong dung cach ching ta twong tic mdi ngay véi hau hét nhitng
nguoi khéac trong cudc séng ctia minh?

Gia thuyét cia t6i 1a cdc nhan vién ban hang khong cam thay thoai mai
khi hoi nhitng cau hoi nay, hodc don gian 1a ho khong biét cach hoi nhiing
cau hoi nay. Hoac t€ hon, a1 d6 da huan luyén ho chi hoi mot bd cau hoéi
theo kich ban cy thé. T6i muon nhan manh vao phuong thirc d¢ hoi nhiing
cau hoi nay chir khong phai 1a thuc day diing khi. Mtc d6 thoai mai cua
ban s€ phu thudc vao vai tro vdi cac thanh vién khac trong nhom, nguoi
quan 1y cta ban, huan luyén vién ban hang bén ngoai va thong qua thuc
hanh thyc té.

Vi du vé cac cudc goi thiim do trong hoan canh thue té
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Tai HubSpot, muc dich cua ph?m mém sales va marketing cua ching t61
1a gitip cac doanh nghiép phat trién va mé rong quy md nhanh hon, véi chi
phi thap hon. Cu thé, ching t6i gitip khach hang thuc hién diéu nay bang
cach cung cap cho ho cong nghé va su dao tao ho can dé ting luu luong
truy cép trang web, ting khoi luong khach hang tiém ning duoc tao thong
qua trang web cua ho, cai thién chat luong lién lac v6i nhitng khach hang
tiém nang khi ho tiép can dé ban hang, va bién khach hémg thanh nguoi
quang ba doanh nghlep cua ho trong thoi gian dai. No6i ngan gon, day la
mot nén tang phan mém vin phong giup cic doanh nghiép phét trién nhanh
hon. Do dé, nhitng cau hoi vi du trong cudc goi tham do t61 s€é dua ra cho
ban lién quan dén cac loai muc tiéu kinh doanh nay. Khi ban doc nhiing cau
hoi nay, hiy nghi vé cac van dé kinh doanh cbt 16i ma cong ty ban giai
quyét cho khach hang ctia minh va bat dau ghi lai mot sé cau hoi cé lién
quan dén céc loai nguoi mua ma ban lién quan.

Mic du chung toi két hop cach tiép can BANT, nhung chiing toi ciing
thuong st dung mot bd khung co tén 1a “GPCTCI”: Muc tiéu (Goal), Ké
hoach (Plan), Thach thuc (Challenge), Khung thoi gian (Timeline), Hau
qua (Consequence) va Anh huéng (Impact). Mot lan nita, ching t6i sir
dung khung viéc ndy dé hiéu, cang rd cang tot, hién tai khach hang tiém
nang trong nhu thé nao, twong lai cta ho tréng nhu thé nao, co diéu gi ngin
can ho dén twong lai diy khong, mong mudn khic phuc nhitng thach thirc
do & muc do nao, va no thuc su cép bach nhu thé nao dé khic phuc nhiing
van dé do.

Sau ddy 12 mot mau co ban cho cac loai cdu hoi tong quat ma ban c¢o thé
hoi ai d6 trong giai doan kham pha quy trinh inbound sales. Mot lan nita,
dirng chi “cat” va “dan” nhimg cdu héi nay vao cac cudc goi clia ban, hay
bién né thanh cua riéng ban va dit nhitng ciu hoi tot hon.

Muc tiéu kinh doanh (va doi khi la muc tiéu ca nhan)

e Uu tién cta ban cho dén hét nam nay 1a gi?
o N&i cach khac, néu t6i nhin vao danh sach viéc can 1am trén ban
ctia ban ngay bay gio, toi s& thdy nhiing gi?
e Tai sao nhitng diéu d6 lai duoc wu tién?
e Nhitng vu tién d6 lién quan gi dén doanh thu (hodc giam chi phi, giam
rui ro, hiéu qua, v.v...)?
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e Co6 muc tiéu doanh thu cu thé nao ban dang hudéng dén hodc chiu trach
nhiém khong?

e Lam thé nao ma ban, hoic doanh nghiép, da dat dugc nhirng muc ti€u
do?

e Ban cho rang nhitng muc tiéu d6 nén hay can c6?

e Néu nhirng muyc ti€éu do6 1a nén ¢ thi chung ta c6 can mot con sb cu
the?

e Tai sao con so d6 lai can thiét?

K¢ hoach dé dat dwoc muc tiéu ciia ban hoic vt qua nhirng thach
thirc ban dang gap phai

e Ban da lam vi¢c trong bao lau dé dat dugc muc tiéu d6?
e Ban da thua lam gi dé dat dugc muc tiéu nay?
e Viéc gi dem lai hiéu qua? Viéc gi khong? Sao ban lai nghi nhu vay?
e K& hoach bay gi¢ cua ban la gi dé dat dugc muc tiéu chung ta da thao
luan?
e Con ai khac dang lam viéc véi ban?
e Day c6 phai 13 uu tién hang dau cia ho khong?
o Néu khong, wu tién do6 1a gi?
o Can phai lam gi dé diéu nay tro thanh uu tién hang dau?
e Ban nghi ho can bao nhiéu thoi gian dé thuc hién hiéu qua cac muc
tiéu nay vdi ban?
e Véikhdi lugng cong viée hién tai cua ho, ban c6 nghi réng ho s€ co
thé 1am diéu nay, cling nhu nhiing trach nhiém khac khong?
e Ban c6 nghi rang ban s& can phai thué mot nguoi nao dé cho khoi
lugng cong viéc nay? Tai sao ¢6 va tai sao khong?

Nhirng thach thirc ngan can ban dat duwgec cac muc tiéu

e Ban da lam viéc v&i muc ti€u nay trong bao lau?

e Tai sao ban nghi rang dé dat duoc diéu nay 1a rat thir thach?

e Ban c6 nghi ré“mg ban s& can thay ddi cach tiép can dé dat duoc muc
tiéu cua minh khong?

e Ban dy doéan diéu gi 1a dé, hoic kho, khi ban c6 nhiing diéu chinh?
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e Ban c6 lam vi¢c cung ai ¢6 kha nang lam “trat banh” cong viéc nay
khong?

e Tai sao ban nghi rang ho s& lam “trat banh” chiing?

e Co diéu gi ban can lam khac di dé dat duoc muc tiéu cua minh?

e C6 phan nao trong ké hoach cua ban ma ban khong chic chan khong?
Noi cach khac, ¢o6 nhitng linh vuc cu thé trong ké hoach ctia ban ma
ban nghi ban sé& can thém su trg giup khong?

Lich trinh dé bit dau 1am viéc, ciing nhw hwéng t6i muc tiéu dit ra

e Lich trinh cta ban dé dat duoc nhirng muc tiéu nay 1a gi?

e Lam thé ndo ban nghi ra lich trinh d6?

¢ Néu ban mét thém mot thang, ba thang, siu thang dé dat muc tiéu thi
diéu d6 c6 6n khong?

e Tai sao dugc phép tri hoan? Tai sao khong?

e Dé dat duogc nhirng muc tiéu d6 dung han, khi nao ban nghi ban can
bat dau cong viéc?

e Ban quyét dinh diéu d6 nhu thé nao?

e Piéu gi can xay ra trudce khi ban (va nhom cta ban) bat dau thue hién
cac muc ti€u cuia du an?

HAu qué va anh hwong néu cic muc tiéu bi vwrgt qua hoic khong
dat dwgc

e N¢éu ban vuot qua nhirng muc ti€u nay, di€u gi s€ xay ra?
e Neéu ban bo 16 nhitng muc ti€u nay, di€u gi sé xay ra? Hay v€ ra nhitng
vién canh cung véi toi.

Néu ban dang ban hang cho mdt doanh nghiép nho, hodc mot cong ty
c¢& vira, nhimg loai cu hoi ndy s& két ndi ban va khach hang tiém nang.
Tuy nhién, néu ban dang ban hang cho cic doanh nghiép 16n (it nhat 1.000
nhan vién tr¢ 1én), ban s€ can mot sd cau hoi khac. Sau day 1a mot s6 vi du:

Vi du vé thu thap thong tin cap doanh nghiép

e Quy trinh duogc xac dinh trudc dé mua hang hoéa/dich vu cta cong ty

ban ¢ mtic dd nao?
e Quy trinh d6 bao gom nhitng budc nao?
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e Nhitng cd nhan nao tham gia vao quy trinh d6?

e Nhiing chtrc ning nao duoc yéu cau dé tir chéi trén bat ky giao dich
mua nao?

e Co céc quy trinh khac nhau cho s6 luong mua khac nhau khong? Néu
¢, cho tdi biét thém ve dicu do.

o Khi nao cac thanh vién trong nhom tir mua sam, tai chinh, phap 1y, an
ninh, v.v..., tham gia?

e Ban da tirng lam vi¢c vdi cac doanh nghiép nhu ctia chung to1, hay st
dung cac san pham/dich vu nhu ctia ching t6i trong qua khtr chua?
Néu c6, quy trinh mua hang d6 da hoat dong nhu thé nao? Néu co co
hoi, ban c6 thay d6i diéu gi khong?

e [Néu ban dang ¢ trong mdt tinh huéng ban hang va nguoi duong
nhiém khong c6 mat] ban hay danh gia qua trinh lam viéc vo1 cong ty
d6 trén thang diém tir 1 dén 10. [Muc dich ciia cdu hoi nay 1a dé xem
liéu doanh nghiép c6 cam thay bi “dét chay” bai cac doanh nghiép
nhu cta ban trong qua khir khong].

e Ban du doan diéu gi s€ la tr&d ngai chinh trong viéc thuc hi¢n mot )
thay doi ma ching ta da thao luan? Tai sao ban cam théy nhu thé?

e Ban dy dodn ai s€ 1a rao can chinh hodc phu trong viéc thuc hién mot
s6 thay d6i ma chiing ta da thao luan? Nhitng mdi quan hé ban c6 voi
ca nhan do6?

T4t nhién, t6i hiéu rang tat ca nhitng cAu hoi nay trén thuc té déu khai
quat va khong cu thé dbi voi bat ky loai hinh kinh doanh nao. Vi vay, dé
gitip ban hinh dung rd hon va hiéu diéu nay trong nhu thé nao trong thuc té,
t6i s& chia s¢é mot phan quan trong khac trong sich Inbound Selling.
HubSpot khong nhat thiét phai ching thuc diéu nay trong phuong phap
inbound sales, nhung toi da sir dung céng cu nay nhu 1a mot phan khong
thé thiéu trong quy trinh ban hang ctia minh véi tu cach 1a nhan vién ban
hang va huan luyén cic nhan vién ban hang ctia minh lam diéu nay véi tu
cach 1a nguoi quan 1y, vi vay toi cam thdy no dang dugc chia sé.

Cudc goi thim do: sicc manh ciia 14 thw tom tit

Khi ban doc qua diéu nay, t6i mudn ban nhd rang quy trinh ban hang
bao gom mot khéi lugng cong viée twong duong giita trén dién thoai va
ngoai dién thoai. Ngoai ra, qua trinh sales rat ning dong. Vi viy, ngay ca
khi ban thanh cong v61 cudc goi tham do, ban can tiép tuc thanh cong voi
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moi thir trong toan bd qué trinh. Mgt cudc hop hodc cudce tro chuyén khong
bao gio khién cho mét qua trinh sales trd nén hoan hao.

Picu nay giong nhu khi phong van cho mét cong viéc. Khi ban phong
van, ban phai trai qua mot loat cac budc. Ban dang canh tranh véi cac lya
chon khac cta nha tuyén dung Ban dang cd gang lam cho minh noi bat
theo cach ma ban ding dau va xuat sac hon cac ung vién con lai, khién
minh 1a sy lya chon 16 rang cho nha tuyén dung tiém ning. Vay tai sao sau
do6 ching ta quén nhiing khai niém don gian nay khi ban hang cho cong ty
cua chung ta?

Nhu toi dd dé cap, mot trong nhitng bude dé trd thanh mot nhan vién
ban hang 1a thu tom tat hodc thu cua nha vo dich. Su khac biét chinh gitra
thu tom tit va thu ctua nha vo dich 13 thu tom tat thuong dugc st dung
trudc do trong quy trinh ban hang va thuong cé nhiing cau hoi thém cho
cudc goi tham do, trong khi thu cia nha v6 dich khong dua ra nhiing cau
hoi va 1a ban trinh bay cubi cung dé guri dén cho nguoi cd tam anh huéng
hoic CEO khi sap c6 quyét dinh cubi cing.

Noi tom lai, toi hy vong vi du nay sé& gitip két ndi “nhitng kich ban cudc
goi tham do” bi ro1 rac lai vai nhau. Mot lan nita, toi khong thé khong cung
cd tim quan trong cua viéc khong n6i nhu doc kich ban; thay vao do, ban
cang thé hién sy to mo thuc sy, ban cang lam tdt hon trong cac cudc goi
tham do va cudc hop. Ngoai ra, bang cach danh thoi gian dé viét nhitng birc
thu On tap nay, ban dang lam ba viéc:

1. Pau tién, ban dang cho minh mot co hoi dé “tiéu hoa” day du va hiéu
cudc tro chuyén ban c6 véi khach hang tiém nang. Ghi chu cua ban s€
khong duoc chit ché nhu thé nay trong sudt cudc tro chuyén. Danh thoi
gian dé xem ghi cht cia ban mot vai gid sau cudc goi cua ban s€ cho ban
mot goc nhin méi mé vé nhitng gi ban da hoc va s& cho ban cam giac t6t
hon vé murc d6 ban thuc sy ndm bat duoc.

2. Thur hai, bang cach viét va tom tét lai su hiéu biét ctia ban vé cac muc
tiéu va thach thirc ma khach hang tiém ning cta ban dang ddi mat, ban sé
khién ho cam thay nhu ho dang duoc lang nghe. Mot 1an nira, day 1a co hoi
dé 1am hai long khach hang tlem nang cua ban trude khi ho trd thanh khach
hang thuc su. Ho duoc cung cd quan niém rang ho dang duogc lang nghe va
thau hiéu. Diéu nay hiém khi xay ra. Nguoc lai, khi t6i & phia ciia ngudi
mua, t61 thuong nhan dugc email sau do6 tir cadc nhan vién ban hang c6 nodi
dung kiéu nhu: “Brian, cam on rat nhiéu vi di tro chuyén ngay hom nay.
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That tuyét voi va t6i thyc sy mong mudn cho ban thiy cong nghé cua
chtng t6i c6 thé giup HubSpot cai thién XYZ nhu thé nao”. Loai hinh theo
dodi nay khién t6i cam thdy minh nhu 1a mot banh rang trong banh xe. Va
to1 nhan ra réng trén thuc té toi rat co thé 13 mot trong nhiéu co hdi ma mot
nhan vién ban hang mudn nam bat. Toi da & phia ho trong di€n thoai va t61
da hiéu. Nhung boi vi t6i hiéu thé giéi tir quan diém cua ho, diéu nay tham
chi con cho t6i thém 1y do dé khong di theo con duong sales dién hinh.
Danh thém 30 dén 60 phut can thiét dé tom tit lai cudc trd chuyén cua ban;
no sé giup ich rat nhiéu. Cac giao dich ma tdi da thuc hién theo cach nay
duoc hoan thanh véi ty 1& gip ddi so voi cac giao dich ma toi da khong
thuc hién.

3. Thit ba, bang cach viét ban on tap nay, ban dang cho minh mét co hoi
dé hoi tiép nhirng cau hoi sau sac hon. Piéu ndy hoan toan binh thuong.
Mot diém khac ma toi thay cac nhan vién ban hang vap phai 1a viéc theo
ddi qué trinh ban hang qua chit ché. Vi vay, cudi cing ho s& két thuc theo
hai kiéu: hodc ho khong theo quy trinh ban hang nao ca vi ho khong biét gi
hon; hodc ho theo doi qua trinh mdt cach mu quang dén ndi ho danh mat
tam nhin vé nhirng gi ho dang lam va tai sao ho lai lam diéu d6. Giam déc
ban hang cua ching t61 tai HubSpot, Hunter Madeley, st dung mdt phép
loai ma t61 thuc su thich cho cac tinh huéng nhu thé nay. Anh éy noi (va toi
dang dién giai), chung t6i muén dua cho cac nhan vién ban hang ctia chiing
t6i cudn sach c6 thé dua ho Xuéng duong cam dia 20, 15, hodc tham chi 1a
10. Nhimng gi ho 1am tir diém d6 1a tuy thudc vao ho. D6 13 noi d6i méi xay
ra va la noi chung t61 mudn ho ¢é toan quyén kiém soat. Phan con lai thudc
vé chung t6i véi tu cach 1a nhitng nguoi lanh dao ban hang dé tao ra cho ho
va cung vdi ho. Béng cach cho ban than co hdi dé hoi nhiing cau héi dan,
ban dang ty giup minh va ciing gitp khach hang tiém ning nghi nhiéu hon
vé nhimg van dé ho chia sé va ban dang thic day cudc trd chuyén bang
cach chi can hoi cau héi trong cudc goi tiép theo.

Pé minh hoa, day la mot vi du vé birc thw tom tat ma t6i da viét trude
day.

Chu dé: Tém tat cic Muc tiéu va Thdch thirc cho [TEN DOANH
NGHIEP]

Chao Judy,

Trude cude goi cia chiing t6i vao ngay mai, t6i nghi sé rat hivu ich khi
chia sé cac ghi chu cua t6i voi ban tw hom qua.
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Duoi day, toi da tom tat sw hiéu biét cia téi vé muc tiéu va thach thirc
ciia ban. Ngodi ra, téi dd c6 mét vai cau hoi tiép theo, dwoc bao gom trong
cdac phan khédc nhau. Hay tra 10 triee tiép nhitng cdu héi do6, hodc ching ta
c6 thé xem qua chiing vao ngdy mai.

Néu c6 bt ci diéu gi khdc téi ¢é thé lam tir bay gio cho dén ngay mai,
xin vui long cho téi biét.

I. B6i canh vé [Tén doanh nghiép]

- [TEN DOANH NGHIEP] duoc thanh 1ap vao nam 2001, cong ty da
tang 1&€n khoang 3,5 triéu $ doanh thu trong nam 2007 — 2008, va giam
doanh thu khoang 1 triéu $ ké tir do.

- Doanh nghiép lam vi¢c véi nhiéu loai khach hang khac nhau, dic biét
1a cac khach hang thanh phd, tiéu bang va ban 1¢, nhung cling c6 su hién
dién rat manh mé trong nganh san xuat.

- Céc dich vu c6t 13i cta ban bao g@)m chién luoc tiép thi, xay dung
thuong hiéu, thiét ké dd hoa, truyén thong, sang tao ndi dung, email
marketing va quan 1y truyén thong xa hoi.

Cau héi tiép theo:

C6 dung nhu vay khong? To6i cam thay nhu t6i c6 thé sai mot chut ¢
day. Ban hién c6 sau nhan vién toan thoi gian trong doi ngli nhan vién.

I1. Muc tiéu phat trién kinh doanh va ban hang

Hién tai ban dang c6 gang hoan tit cong viéc kinh doanh va quay tré lai
muc doanh thu nhu nam 2007 - 2008 1a 3,5 triéu $.

Ban ciing mudn chuyén sang moOt mo hinh dua trén tién dat coc (mau
dua trén ngudi ban hang) dé sap xép on thoa tién mit ndi chung va cai thién
kha nang du doan doanh thu.

Khach hang ly tuéng s€ dai dién cho tién coc ~ 10 nghin $/thang, hoac
120 nghin $/nam.

Hién tai ban dang tim cach dé 1am cho khach hang cua ban thanh cong
hon véi cong viéc marketing tong thé cua ho.

Muyc tiéu dai han cua ban la ban doanh nghi€p va thoat ra trong vong
nam dén bay nam.

Cac ciu héi tiép theo:

Tré lai mac 3,5 triéu $ 14 muc tiéu can phai dat duoc hay dat duoc thi
cang tot?

Néu do khong phai la muc ti€u can dat dugc, c6 muc tiéu doanh thu tdi
thiéu nao ban can dat duoc trude cudi nim nay khong?
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Ban mudn doanh thu & méc nao khi ban chuin bi ban doanh nghié¢p?

K¢ hoach dé dat dwoc muc tiéu ciia ban

Muc tiéu khach hang

Ban muén 1am viéc hiéu qua hon trong viéc dinh huéng va phuc vu céac
khach hang 16m hon.

Ban di kha vat va dé lam viéc véi cac khach hang tao ra it hon 500
nghin $, thuong la vi ho khong di ngan sach hodc qua nhay cam véi ngan
sach.

Mot muc ti€u ly tudng tao ra khoang 5 — 10 triéu $/nam, ho di manh dé
hd tro ngin sach marketing, nhung van con qua nhé dé c6 mot doi
marketing phu hgp trong ndi bo.

Cac ciu héi tiép theo:

Nhitng loai thach thic ndo ban nghi rang khach hang tiém nang Iy
tudng cua ban dang phai doi mit?

Nhirng loai cau hoi hg thuong hoi?

[TEN DOANH NGHIEP] giai quyét cac thach thic cta ho nhu thé
nao?

Marketing ngi b0

Ban hién dang 1am viéc voi mot cong ty san xuat video dé ting xép
hang cong cu tim kiém cua ban.

Ngoai ra, mdt agency khac xtr Iy cong viéc SEO tong thé cho [TEN
DOANH NGHIEP].

Ban ciing sir dung Cooler Email dé chay cac chién dich email.

Cac ciu héi tiép theo:

Ban dang lam gi khac cho marketing va tao khach hang tiém ning cua
riéng ban? Tdi c6 dang bo 15 diéu gi khong?

C6 ai chuyén vé marketing noi bd khong?

Ai diéu hanh cac chién dich tiép thi qua email? Ai giam sat cong viéc
phat triéen SEO va video?

T6i thdy rang ban c6 mot trang blog nhung da khong hoat dong trong
mot thoi gian. Nhitng ai tham gia? C6 1y do nao cho su cham lai nay
khong?

Sales/Tao khach hang tiém ning

Ban va Ann c¢6 trach nhiém phat trién kinh doanh.

Phan 16n cong viéc cua ban tap trung vao vi¢c tham gia cac su ki¢n két
nbi mang va tao ra cac 1oi gidi thiéu truyén miéng.
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Ban cling tham gia manh mé€ trén Facebook va LinkedIn nhung khong
qua nhiéu voi Twitter.

Cac ciu héi tiép theo:

Hién tai ai dang quan 1y Facebook va LinkedIn? Tai sao ban nghi rang
n6 da thanh cong?

Ban c6 cam thiy nhiing gi ban dang 1am dé tao khach hang tiém ning 1a
hiéu qua khong? C6 du khong?

Nhirng thach thirc hién tai ban dang phai déi miit

Dong tién: Dong tién khong nhat quan.

Thanh toan cua khach hang: Qua nhiéu khach hang theo diéu khoan
chiét khau 30 ngay. Ban gip it kho khin hon trong viéc c¢6 dugc khach
hang méi, nhung lai gip nhiéu tré ngai trong viéc khién ho tra tién cho ban
ding han (hoac hoan toan).

Cai dat ky vong: Ban can tim mot cach tot hon dé noi rd ky vong voi
khach hang dé tranh viéc thanh toan tré, cling nhu viéc mat kiém soat pham
vi du an (scope creep) cua cong viéc ma ban dang lam (hay con goi la giam
lo1 nhuén).

Phat trién kinh doanh va sales: Ban cam thay nhu ban khong thu hut
ding khach hang.

Cau héi tiép theo:

To6i ¢6 bo 15 thtr gi ¢ day khong? Hay toi dang ndi sai vé nhitng thir
thach chung ta da trao doi?

Timeline, hiu qua, Anh huwdéng

Cai thién duong day khach hang cua riéng ban va chuyén sang mo hinh
dua trén tién dit coc (retainer-based model) 1a wu tién hién tai vi ban mudn
két thuc kinh doanh trong vong nim dén bay nam.

Cau héi tiép theo:

Co bat ky hau qua hodc tac dong (tich cuc hodc ti€u cuc) tur viéc thiéu
hodc vuot qua muc ti€u cua ban khong? To6i khong nhé 1a da thao luan vé
ching.

Néu ban van chua thuc sy tin vao gia tri cua mot bic thu tom tat sau
khi thuc hién cudc goi kham pha, hdy xem qua mudi yéu t6 hang dau dé
phan biét nguoi chién thang va ké thua cudc trong mot qua trinh sales B2B
tir RAIN Group (xem Hinh 5.1)".
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Nguéi xép vi tri tha hai thuéng xép

Nhirng yéu té phan tach ngueoi chién nhung yéu to nay o m_}l-lc uru tien
thang va ngueoi dung thu hai nhu the nao?
Day t6i nhimg y tudng hay quan digm mai

7
2 | Phdii hop voi toi

3 | Thuyét phuc 18i rang se dat duoc ket qua
4 | Lang nghe toi

5 | Higu duoc nhu céu cda il
L]

71

8

2

Gitgp 1 tranh duoc nhimg bay tidm dn

| Tao ra duoc mit gai phap hép din, ruyét phuc
IS 8 quy tink mua handg midt cach chink xac
K&t ndi neng voi toi

0| Gia ti cla cong ty t8 hon han so vai
nhimg kra chon khac

pry

Wé oo ban,
cach ban hang cla

NQU chidn hang
Khat 50 Vo1 nguo

omag thr hal

19| Lang nghe toi

26 | Phid hap véi tai
27 | Hhu dunoc nhiu céu cla toi

31 [Ma ta quy tinh mua héng mit cach chinh e
32 Tao ra duoc mot ge phap hep dan, thuyét phuc

33|Ea tn cha cong ty t6t hon han so vai
nhomg lua chon khac

38 | K&t ndi iéng vl toi
30 | Gaap tai tranh duoc nhimg by tiém an

41 | Thuryét phuc toi riing se dat duoc ket qua
42 |Day 16 nhamg vy twong hay quan diém moi

Hinh 5.1: 10 yéu td hang dau gitp phan tach ngudi chién thing va
ngudi that bai trong quy trinh ban hang B2B

Ngudn: What Sales Winners Do leferently (RAIN Group, 2013)

Xem xét danh sach nay, diéu ndi bat 1a tit ca nim yéu té dau co thé
d}rqc thue hanh thong qua su két hop ctia ca cudc goi kham pha va thu tom
tat.
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Day t6i nhitng ¥ tuéng hay quan diém méi — cudc goi kham pha

Phoi hop véi toi — cude goi kham pha va thu on tap

Thuyét phuc t6i rang sé& dat duoc két qua — cudce goi kham pha va thu
on tap

Léng nghe t61 — co thé dat duoc trong cudc goi kham pha nhung dugc
chtrng minh bang thu 6n tap

Hiéu duoc nhu cau cia tdi — mét 1an nita, c6 thé dat dwoc mot cach
cht quan trong cudc goi kham pha nhung duoc thé hién bang thu 6n
tap
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Chu’ang 6
TU VAN

Lam thé nao dé tw van cho ngwoi mua trong viéc nén hay khéng nén sir
dung gidi phdp ciia ban dé gidi quyét nhu cau ciia ho?
an co thé dang nghi rang: “Sao? Mot budc nita? Tai sao toi
ong yéu cau ban hang, chuyén sang ban demo hodc giri mot ban
¢ xuat luon?”. Cau tra 1oi la: vi d6 chinh xac 1a nhiing gi khach
hang tiém ning cta ban dang mong doi ban lam.

Hau hét cac chuyén gia ban hang, bao gdm ca tdi, déu chién dau véi
mot con quy nho. Con quy dé duoc goi 1a “doi tai hanh phac”. Doi tai hanh
phuc xuét hién khi khach hang tiém nang noi cho ban moi thr ban mudbn
nghe. Khach hang tiém nang rat phan khich. Ho néi véi ban rang ho tin vao
viéc hop tac véi ban va doanh nghié¢p cua ban. Ho noi voi ban réng ho thuc
su can phai trién khai cac san pham hodc dich vu clia cong ty ban ngay bay
gid vi d6 1a thir t6t nhat ho ting biét. Trén thuc té, diéu nay tham chi da
dugc Gong.i0 ching minh 1a mdt hién tuong rat thuc té trong mot bai dang
Chris Orlob trén blog c6 tiéu dé: “Here’s why your ‘sure thing’ deal didn’t
close (and what to do next time)” (tam dich: “Tai sao mot phi vu gan nhu
rat chic chan cia ban cudi cung lai khong thanh cong (va phai 1am gi tiép
theo)”).

Van d& nam & chd ho chi 1a mot ngudi, va hiém khi cac quyét dinh mua
duoc dua ra don phuong. Trén thuc té, nghién ciru cho thay trung binh ¢ it
nhat nim nguoi tham gia vao bat ky quy trinh mua B2B véi nhiéu chire
nang khac nhau, tir C-Suite dén sales, dén mua siam cong nghé thong tin,
dén phap 1y, tai chinh, v.v... Va con sb ndy du kién sé& ting vao nam 2020,
theo nghién ctru tir CEB.

Do d6, ching ta can phai biét vé khach hang tiém ning cua ban. Néu
ban gip dugc nhiéu nguoi ¢ quyén ra quyét dinh hodc ngudi c6 anh hudng
trong cudc goi trude do, didu d6 that tuyét, nhung van chua di. Hiy xem
xét diéu nay trong mdi twong quan voi cudc hen ho dAu tién ctia ban, ban ¢6
thuc su nghi réng sau khi ai do tra 101 ban trén Tinder, Match.com hodc bat
ky nén tang nao khac, va c6 mot budi hen ho dién ra tot dep véi ban thi ho
d3 san sang cho mot mdi quan hé nghiém tic voi ban u? Tat nhién 1a khong
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roi! Tuong tu, quay trd lai voi mdi quan hé bac si - bénh nhan cta ching
t6i tir chuong trudc, ban ¢ nghi rang mot bac si s& c6 thé ké don diéu tri
hodc thudc chi dua trén mot sd cau hoi ban da tra 16i? Mot lan nira,
KHONG HE! Thay vao do, trong budi tham kham dau tién do, bac si c6 thé
da yéu cau ban thuc hién mét sd kiém tra vé mau, di chup X-quang hodac
mot sb loai xét nghi¢m chan doan khac. Anh/co éy can nhiéu dit liéu hon va
nhiéu thoi gian hon dé biét don thudc phu hop 1a gi. Ban, véi tu cach 1a
nhan vién ban hang, cling phai thuc hién cac budc nay néu ban c6 bat ky co
hoi nao dé c6 dugce su tin tudng va cam két ctia khach hang tiem nang.

Mic du biét duoc méanh 16i thuc té nay, nhung d6i tai hanh phtc cta
nhiéu nhan vién ban hang chic chan s& lam md mat ho. Pay khong chi 1a
cach tiép can sai ma nd con khién cho ngudi mua tré nén tut hing. Ban
khong hoan toan hiéu ho, khong ton trong quy trinh mua hang ctia céng ty
ho hodc khong nhan dugc cam két déy du ctia ho dé thuc hién ké hoach ma
ban d3 thao luan. Pay chinh xac 1a 1y do tai sao chung ta can phai thuc hién
déy du nhirng giai doan trong budc Tu van, hay bat myc tiéu va Dy doan,
nhu di ting duoc nhic dén tai HubSpot.

Mic du diéu nay c6 vé lap di 1ap lai, nhung viéc dua budc bo sung nay
vao giita (giai doan Kham ph4) 1a nham cing ¢ xac nhan mua hang chac
chin hon vi day 1a giai doan binh tinh va nhin lai cho moi ngudi. Khach
hang tiém ning cta ban c6 thé 1a ngudi “nhiét” ngay lan dau tién ban noi
chuyén véi anh/co éy, nhung liéu ho van cam nhan duoc su can thiét va
phan khich dé 1an thir hai? D6 1a muyc dich ctia budc Tu van: dé xac nhan
lai su can thiét, sy phan khich d6 va cam két bang 1oi noi ddi véi mot ké
hoach dé tién hanh. Vé ban chat, né phuc vu nhu mot cudc goi ké hoach
chung. Ban va khach hang tiém ning cua ban nén str dung thoi gian nay dé
xem xét lai va hoan thién ké hoach ma doi bén d3 thao luan trong cudc goi
kham pha, tin rang n6 s& gitip khach hang tiém nang vuot qua nhitng thach
thire va dat duoc muc tiéu.

Bat ¢t khi nao toi thuc hién mot cudc goi thiét l1ap muc tiéu (cude goi tu
van), toi déu sir dung “mdt danh sach hit” ctia Google dé dam bao rang toi
hoan thanh moi thr va c6 mot cudc goi co két qua r0 rang vao cudi cudc
gol.

Day la cach n6 hoat dong:

Pau tién, toi bat dau béng cach xac nhan lai cac muc tiéu, ké hoach,
thach thure, timeline va hau qua/y nghia ma t61 da thao luan véi khach hang
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tiém nang trong cudc goi tham do. To6i s& hoi ho nhiing cau héi sau hon
trong tung linh vuc nay (mot lan nira, mot 1y do khéc tai sao thu tom tat lai
12 mét cong cu manh mé. P6 1a mot phan quan trong trong checklist cua
ban cho cudc goi thiét 1ap muc tiéu/tu van).

Trong mot the g101 Iy tudng, chung t61 da kham pha va phat trién su
hiéu biét sau sic vé cac muc tiéu, ké hoach, thach thirc va thoi gian cua
khach hang tiém ning. Ngoai ra, trong thé gidi d6, chung toi di phat hién ra
ca nhitng hau qua tich cuc va tiéu cuc, hodc tac dong cta viéc thay doi hay
khong thay do6i cach thirc hoat dong kinh doanh cua ho. Tuy nhién, viéc cho
rang tat ca cac quy trinh ban hang hoat dong 1y tudng, tat nhlen la mot viée
ngd ngan. Chung to1 biét rang cic cudc hdi thoai c6 thé ciu tha. N6 bi
chéch huéng, cat ngan hodc kéo dai. Mic du chiing tdi ¢6 thé di néi chuyén
trong khoang tir 30 dén 90 phut, nhung ching toi c6 thé khong thuc sy
kham pha tat ca cac thong tin lién quan ma ching toi can. Va diéu do 1a
binh thuong. P6 1a mot phan cua budc Tu van trong quy trinh inbound
selling.

Cach danh gia mirc dd ban thwe sw biét vé trién vong ciia minh
truée buée Tw van

Mot cach dé ty danh gia chat luong thong tin ma ban phat hién ra trong
cudc goi kham pha, ngoai viéc tu viét thu tom tat, 13 st dung mot h¢ théng
xép hang don gian c6 y nghia dang sau n6. Khi t6i 1a nhan vién ban hang
trong nhom Dbi tac Pai 1y ctia HubSpot, chiing tdi da st dung hé thong xép
hang 1 - 2 - 3 don gian di kém v&i mdi nhom thong tin ma chiing t6i da
thao luan v&i khach hang tiém nang.

Xép hang mdt nhom thong tin 1a cAp 1 c6 nghia 1a ching t6i da phat
hién ra mét s thong tin, nhung n6 khong thé dinh lugng duoc. Xép hang
mot nhom 13 cap 2 c6 nghia 1a chung t6i d phat hién ra thong tin c6 thé
dinh luong vé muc tiéu, ké hoach hodc thach thirc nhung khong hiéu ¥
nghia dang sau cac con sb. Cudi ciing, cap d6 3 c6 nghia 1a chung t6i khong
nhiing c6 thé phan hoi dinh luong duoc doi voi nhom thong tin do, ma
chung t6i con c6 hiéu biét day du vé 1y do tai sao mot diéu gi d6 phai xay ra
trong mot dong thoi gian nhat dinh va thuong c6 hau qua lién quan dén noé.
Néu doanh nghiép cta ban sir dung khai niém tiéu chi thoat (exit criteria)
dé chuyén giao dich tir giai doan nay sang giai doan tiép theo, thi cac khai
niém ndy c6 phan gidong nhu tiéu chi thoat. Sau day 14 cac tuyén bd vi du
v6i cac mirc xép hang lién quan dé giup ban hiéu hé thong nay va bat dau
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suy nghi vé cach ban s& ap dung diéu nay vao quy trinh ban hang ctia chinh
cong ty ban.

Cac mirc xép hang trong thwe té (vi du), danh cho cac muc tiéu cia
cudc goi kham pha cuaa chung toi

Vi du vé cap d 1: “Ching t6i can ting luu luong truy cép trang web
ctia minh va tao thém khach hang tiém ning cho nhém ban hang.”

Vi du vé cap @6 2: “Chung t6i can ting 25% luu luong truy cap trang
web ctia minh va tao ra it nhat 50 khach hang tiém nang méi mdi thang.”

Vi du vé cap @6 3: “Chung t6i can ting 25% luu luong truy cap trang
web cia minh va tao ra it nhat 50 khach hang tiém niang mdi mdi thang.
Néu chung t6i khong bat dau thay nhitng két qua nay trong vong ba thang
tdi, chung toi s& phai cho théi viéc it nhat 25% nhan vién cua nhém béan
hang.”

Ban c6 thay su khac biét khong? Ban ciing thy su tién trién trén ca ba
cap do xép hang? Néu khong, hiy quay lai va doc lai.

Mot lan nita, t6i nhan ra rang thong tin ndy lién quan dén mot cong ty
phan mém c6 muc dich kinh doanh 1 gitp nhém marketing tao ra luu
lwong truy cap trang web nhiéu hon va tao nhiéu khach hang tiém niang hon
dé nhom sales ciia minh hoat dong 6n dinh hon; tuy nhién, ban than céc
khai niém van ap dung cho bat ky doanh nghiép niao. Cong ty ctia ban gitp
khach hang ctia minh giai quyét mot van dé cu thé hodc tap hop cac van dé
thong qua cdc san pham, dich vu hodc giai phap. Trong trudng hop ban
khong cam thay thoai mai khi néi rd nhiing thach thtc kinh doanh d6 1a gi
d6i voi khach hang tiém ning cua ban va cach doanh nghi¢p cua ban giai
quyét chung, hay bat dau nghl vé chung ngay bay gio.

Vi diéu nay hen quan dén giai doan Tu van cua cudc trd chuyén ban
hang, hiy nhé rang ban khong phai 1a robot. Ban khong phai 1a mot cai
may. Ty 1¢ ban nhan duoc cap do 3 cho tat ca cac nhom th6ng tin cua ban
gan nhu bang 0. D6 1a 1y do tai sao viéc viét thu tom tat cho khach hang
tiém ning va xem lai tit ca cac linh vuc nay trong cudc tro chuyen tu van/
dat muc tiéu 1a rat quan trong. Vao thoi diém cudc tro chuyén thiét lap muc
tiéu dién ra, c6 18 ban s& bat dau hinh thanh mot s6 giai phap va cach ban
mudn néi ré chiing véi khach hang tiém ning ctia minh, nhung c6 1& ban
van can thém mot sb thong tin tur ho.

Chuan bi cho cudc tro chuyén tw van
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Trudce khi cudc tro chuyén thiét 14p muc tiéu cta ban dién ra, diéu tbi
quan trong la viét ra tit ca cac cAu hoi ban can hoi dé c¢6 duge muic d6 hiéu
biét cang gan v&i cap d6 3 cang tot. N6 ¢o thé sé khong hoan hao, nhung
ban cang chuan bi trudc, cudc trd chuyén s& cang co gia tri voi ban va voi
khach hang tiém nang cta ban. Va d6 1a van dé. Khi lam diéu nay, ban sé
c6 nhiéu kha ning dé néi rd hon nhitng cach cu thé ma cong ty cia ban c6
thé gitp khach hang tiém ning giai quyét cac van dé hoic thach thirc ma ho
gip phai. Poi lai, diéu nay xdy dung niém tin ngdy cang sdu sic hon véi
khach hang tiém nang cua ban, va cudi cung lam tang ty 1€ ma ho s€ chon
kinh doanh véi ban thay vi v&i déi thil canh tranh.

Thir hai, mot khi ban x4c nhin day du cac thanh phan nay, hiy tim hiéu
sau hon vé viéc khach hang tiém ning ctia ban da chia sé thong tin véi ai
trong cong ty ctia ho. Mot trong nhiing sai 1am kinh dién nhat ma toi thay
cac thanh vién méi trong nhom ctia minh méc phai 1a khong hiéu day du veé
nguoi anh huong dén quyét dinh mua hang. Dya trén nghién ctu tir CEB,
chung t6i biét rang trong bat ky giao dich sales B2B dién hinh nao, co
khoang nam ngu0’1 tham gia vao quyét dinh mua hang®. Thong thuong,
chung to1 nghl rang néu chung to1 noi1 chuyén véi chu doanh nghlep, do 1a
ngudi duy nhat chiing toi can néi chuyén vi ngudi d6 1a 6ng chu. Néu ho 1a
ong chu thi khong phai nhitng diéu ho néi déu mang tinh quyét dinh luén
sa0? Poi khi, nhung khong phai lac nao cling thé. Khong phai ai cling diéu
hanh hoat dong kinh doanh mot minh va tan dung kién thuc vé nghién ctru
ban hang, chiing t6i biét rang hiém khi c6 bat ky quyét dinh mua nao 1a don
phuong.

Ngay ca khi ban ban cho mdt doanh nghi¢p nho, vi du, néu ban dang
noi chuyén vo1 mot doanh nghiép diéu hanh béi mot cap vo ché)ng, ban nén
dam bao rang ban hiéu rd vé cach hai ngudi d6 dua ra quyét dinh mua
hang. Vi dy, néu khach hang tiém ning cta ban noi: “Oh, toi xir 1y tai chinh
va chéng to1 xur Iy moi viéc khac”, thi khong nén tin 161 ho. Hay x4ac nhan
chac chan rang mot trong hai nguoi di tin hoan toan vao ké hoach ban dang
lap trude khi tién hanh cudc tro chuyén. Néu diéu nay duoc phat hién va
giai quyét cang som, ban cang it c6 kha ning nghe thay nhiing cau kiéu
nhu: “Brian, diéu nady that tuyét, nhung chung t6i can phai thuc hién
offline, duwoc diéu hanh béi nhém cua chung t61 va lién lac lai véi ban sau”.
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Thir ba, hiy chic chan rang ban dao sau vao mot ké hoach ma khach
hang tiém nang da thao luan hoac chia sé véi ban dé vuot qua nhitng thach
thirc va dat dugc muc tiéu cua ho. Muc ti€éu chinh ma ban nén hudng to1 la
vira thach thirc khach hang tiém ning vé viéc lidu ké hoach cta ho co giup
ho dat dugc muc ti€u hay khong, vira cung 1ap ra ké hoach v&i ho. T6i ludn
thay hiéu qua hon khi ai d6 hoan toan tin vao mot ké hoach thay vi chi dinh
cho ho mdt ké hoach ma ho co thé khong hoan toan déng y thuc hién. Cubi
cung, moi nguoi chéng lai nhimg gi ho nghe thdy nhung tin vao nhiing gi
ho néi; va do do, viéc thiét ké ra méot ké hoach v&i khach hang tiém nang la
rat quan trong.

Vi du, néu ching ta can c6 nhiéu nguoi tham gia thyc hién, t6i s& hoi
nhitng nguoi do 13 ai, ho dang lam gi bay gio va nhitng gi can phai hoan
thanh trudc khi ngudi d6 co thé danh thoi gian cho viée thuc hién ngay bay
gid hodc sau nay. Toi can phai hiéu nhitng wu tién khac cta ngudi d6. Toi
cling can phai hiéu 1 liéu ké hoach ma khach hang tiém ning va t6i dang
nghi ra c6 duogc thdo luan vdi nhitng nguot s€ thuc hién cong vi¢e hay da
timg trai qua bat ky loai dao tao nao hay khong. Néu nhitng nguodi do
khong toan tdm toan y véi ké hoach, no s& bi chian va hop dong sé khong
bao gio duoc ky.

Pay 1a mot vi du vé cac cong cu to1 sur dung va cac cau hoi to1 s€ hoi
trong cudc goi cai dat muc ti€u voi tu cach 1a nguoi diéu hanh tai khoan,
dya trén bang tinh mau dugc hién thi trong Hinh 6.1.
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GPCT ¥
Céau truc Muc tieu, Ké hoach, Thach thirc va Thoi glan cta ban

4 Muc tiéu Mugc tiéu cia ching ta la gia ting doanh thu tir dich
vu marketing mél thang lén dén 60% trong vong 12
thang tol. Chung ta sé can co thém ba khach hang
mél thang, chi tra tir 3.000 dén 6.000 do-la dé dat
duoc doanh thu muc tiéu nay.

5  Keé hoach Viéc gir chan khach hang hién tal la nhiém vu bat
buéc phail lam dé dat duoc mue tiéu nay. Chung ta
da cal thién quy trinh lam viéc va hé théng quan ly
du an cda minh. Chung ta dang xay dung cach
thure do lueng hiéu qua. Chung ta cang da ra mat
website md&iva hién dang “dan” Calls to Action
(CTA) & cdp do cao hon.

6  Thach thuc Thach thirc ma chung ta dang gap phal la co nhiéu
thai d6 hoai nghi vé nganh cia chung ta. Chung ta
glol vé linh vue minh dang lam va dua ra nhung y
kién trung thue, co gla tri cho khach hang.

7 Theigian Chung ta muén bat ddu va cham dén méc co duoc
ba khach hang mal, cham nhét |a dén thang Chin
nam 2015.

8  Ghichu thém vé GPCT Khéng ghi cha gi them

Hinh 6.1 Cong cu xac dinh muc tiéu (muc ti€u, thach thic, thoi gian) -
phan 1
Nguon: Courtesy of HubSpot.

Phan 1: Muc tiéu, ké hoach, thach thirc va thoi gian
Nhirng gi ching ta biét

e 30.000 do-la doanh thu dinh ky ngay bay gio
e Muodn thém ba khach hang tra 3.000 dén 6.000 do-la mdi thang trong
12 thang to1

Cau héi vi du
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Piéu nay c6 nghia 1a thém 9.000 dén 18.000 d6-la mdi thang trong 12
thang t&1, dang khong?

Lam thé nio ban dua ra nhiing con s6 nay?

Khi ban dat duoc, ban s€ lam gi v&i doanh thu bo sung do?

Cdu héi cudi ciing: Néu ban bo 15 chung va ban khong thé 1am nhiing
diéu nay, diéu d6 c6 thuc su tao ra nhiéu anh hudng tiéu cuc dén
doanh nghi€p khong?

Phin 2: Ké hoach dat dwoc ciac muc tiéu ban hang va tiép thi
Tw van veé viéc giir chan khach hang

C6 vé nhu gitr chan khach hang 1a mgt vu tién quan trong. Ban c6
dang vat 10n voi viée gitr lai tat ca bay gio?

Ban c6 nghi day sé 1a van dé?

Tai sao ban du doan day la van dé?

Truong hop khach hang nguing hop tac voi ban?

Tai sao khach hang ro1 di trong qua kha?

Tu van vé marketing ndi b (xem Hinh 6.2)
Cau héi vi du

Hién tai ai dang lam cong viéc marketing cho ban?

Ho c6 trach nhiém tao ra khach hang tiém niang cho doanh nghiép
khong?

Ban c6 thay thoa man khi dong khach hang tiém nang ma ban nhan
dugc bay gio sé giup ban dat dugc muc tiéu?

D6 ¢6 phai 1a mot phan cua ké hoach sap téi khong?

Céu héi cudi ciing: Ho di tin vao ké hoach nay chua? Néu chiing toi
dao tao ho va giap ho cai thién marketing téng thé ctia ban cho dbi
tugng khach hang chinh, d6 c6 phai 1a diéu ban mudn ching toi gitup
do khong?
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Hinh 6.2 Cong cu xac dinh muyc tiéu — phﬁn 2
Nguén: Courtesy of HubSpot.
Tw vén vé sales (xem Hinh 6.3)
Cau héi vi du

Ai chiu trach nhiém ban hang bay gio6?

Ban c6 cam théy tur tin réng ho sé& dat duoc con sb ban hang cua ban
néu ho khong thyc hién bat ky thay doi nao déi voi nhitng gi ho hién
dang lam khong?

Néu khong, nhitng thay d6i ndo ban nghi rang ho can phai thuc hién?
Ban c6 ké hoach ban cho khach hang méi hay khach hang hién tai?
Hién tai duong day khach hang cta ban nhu thé nao?

Chu ky ban hang trung binh cua ban (thang) 1a gi?

Cdu héi cudi ciing (néu ho can thay d6i): Ban va nhém ctia ban ¢ san
sang thay d6i mot vai diéu vé cach ban ban hang khong? Néu chiing
t6i chi cho ban mot cach tét hon dé cung cép nguoi gitr dich vy, do cé
phai 1 diéu ban mudn ching toi giup d& khong?
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Hinh 6.3 Cong cu xac dinh muyc tiéu — phén 3
Nguén: Courtesy of HubSpot.
Tw vén vé service (dich vu) (xem Hinh 6.4)
Cau héi vi du

Nhém dich vy hién tai ctia ban ¢6 ciu tric nhu thé nao?

Nhém cua ban 1am thé nao dé cung cép tat ca cac dich vu ban dang co
bay gio? Ho st dung bao nhi€u cong cu?

Ho c6 thoai mai véi viée st dung tat ca nhirng cong cu khac nhau do
khong?

Ho 1am béo cdo nhu thé nao?

Ban danh bao nhiéu gio mdi thang dé bao cao cho mdi khach hang?
C6 s6 liéu khach hang yéu cau ndo ma ban gip khé khan trong viéc
cung cap khong? Tai sao?

C6 s0 liéu nao ma khach hang khong yéu cau nhung ban mudn cho ho
xem khong? Tai sao?

Néu ban c6 thé mé rong dich vu ciia minh thanh email, tu dong hoa,
nudi dudng khach hang tiém ning, hd tro ban hang, bao céao doanh
thu, v.v... ban c6 nghi réng ban ¢6 thé kiém dwoc nhiéu hon tir cac
dich vu cua minh va thu hat khach hang 16n hon khong?

C6 phai d6 ciing 1a mot phan trong ké hoach ctia ban?

A1 s€ chiu trach nhiém cho viéc hoc nhirng dich vu mo1 d6?
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e Cdu hoi cuoi cung: Ban ¢6 mudn ching t61 giup dao tao nhiing thanh
vién trong nhém hoc cac dich vu mo1 khong?
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Hinh 6.4: Cong cu xac dinh muc tiéu — phﬁn 4
Nguén: Courtesy of HubSpot.
Tw vén vé gia ca va bao bi (xem Hinh 6.5)
Cau hoi vi du

e Ban c6 thodi mai v6i cach dich vu cua ban dugce dinh gia va dong goi
bﬁy gio khong?

e Néu khong, nhung thay d6i nao ban nghl rang ban can phai thyc hién?

o Cdu héi cuoi cting: Néu ching toi c6 thé chi cho ban cach dung de
dinh gia va dong goi cac dich vu ndy, d6 c6 phai 1a diéu ban mudn
ching t61 gitp d& khong?
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Hinh 6.5 Cong cu xac dinh myc tiéu — phﬁn 5
Nguén: Courtesy of HubSpot.
Tuw van vé viéc tuyén dung (xem Hinh 6.6)
Cau héi vi du

Ban c6 ké hoach tuyén dung nao trong 6 dén 12 thang toi khong?
Ban dang tuyén dung cho nhig vai trd nio?

Lam thé nao ban quyét dinh rang d6 1a nhimg vai trd cap bach nhat
ban can thué?

Cdu hoi cudi cung: Pay c6 phai 1a linh vuc ma ban mudn ching toi
gitp do khong?
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GPCT ¥
Cédu fruc Muc tieu, Ké hoach, Thach thurc va Thoi gian cta ban

4 Muc tidu Muc tiéu cia ching ta la gla ting doanh thu tir dich
vu marketing moi thang lén dén 60% trong vong 12
thang tol. Chung ta sé cén co thém ba khach hang
maél thang, chi tra tir 3.000 dén 6.000 do-la dé dat
duoc doanh thu muc tiéu nay.

5  Ké hoach Vieéc glir chan khach hang hién tal la nhiém vu bat
buéc phal lam dé dat duoc muc tiéu nay. Chung ta
da cal thién quy trinh lam viéc va hé théng quan ly
du an cda minh. Chung ta dang xay dung cach
thic do ludng hiéu qua. Chung ta cang da ra mat
webslite m&lva hién dang “dan” Calls to Action
(CTA) & cdp d6 cao hon.

5] Thach thue Thach thire ma chung ta dang gap phal la c6 nhiéu
thal dé hoal nghl vé& nganh cula chung ta. Chang ta
giél vé linh vuc minh dang lam va dua ra nhung y
ki&n trung thure, co gla trl cho khach hang.

7 Thai gian Chung ta muén bat ddu va cham dén méc co duoc
ba khach hang mel, cham nhét la dén thang Chin
nam 2015.

8  Ghichu thém vé GPCT Khéng ghi chu gi thém

Hinh 6.6: Cong cu xac dinh muc tiéu (ké hoach) — phﬁn 6
Nguén: Courtesy of HubSpot.

T6i hoan toan nhan ra va danh gia cao rang vi du trude 1a rat cu thé
khong chi véi nén tang phan mém toi dang ban ma con ca chuong trinh P6i
tac ma toi dang ung ho véi tu cach 1a nguoi quan 1y va diéu hanh tai khoan.
Tuy nhién, diéu d6 khong c6 nghia la khong nén hoic khong thé phat trién
mot quy trinh tuong tu cho cong ty ciia ban. Ban ciing ¢6 thé nhdn ra rang
chiing t6i c6 mot nhom hd trg sales manh mé, xay dung cac cau hoi truc
tuyén dé khach hang tiém ning hoan thanh va dé nhom sales ctia ching toi
xem xét voi ho. Thyc té thi né khong phai ludn ludn theo cach nay. Bang
tinh Excel, Google Sheets hodc Google Forms cling c6 thé hoat dong tt.
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Ban khong nhat thiét can mot cong cu truc tuyén va bang cau hoi dé
thuc hién cudc goi thiét lap muc ti€u mdt cach hi€u qua. Néu ban nghi réng
ban va cong ty ctia ban c6 thé phat trién mot phiéu ty danh gia tuong tu dé
taing thém gia tri cho qua trinh thaim do ban hang, t6i hoan toan khuyén
khich ban lam nhu vay. Tuy nhién, néu ban khong thé, toi s& 1ap luan réng
gia tri trong cudc goi xac dinh muc tiéu (giai doan tu van cho phuong phap
inbound sales) thuc té khong phai 1a céng cu toi st dung dé chay hoic
huéng dan cudc goi; thay vao do, tit ca nam trong nhitng cu hoi lam rd ma
t6i dang hoi khach hang tiém ning ctia minh va ké hoach tiép theo ching
to1 cung tao ra dé vuot qua nhiing thach thuc va dat dugc muc ti€u cua ho.

Noi cach khac, ban khong can mot sy vién tro nao dé thém nhirng gia
tr1 cho khach hang cua ban trong cudc tro chuyén thiét 1ap muc ti€u. Viéc
chuan bj va dit cau hoi ma ban xem xét mot minh s& 1a mot budc tién 16n.
Mot diéu ciing quan trong can ghi nhé 1a trong lugng cua quy trinh ban
hang cua ban c6 thé, & mot mic do nao do, lién quan truc tiép dén quy mo
ban hang. Néu ban ban mot san pham véi gia 50 d6-la mot thang, quy trinh
ban hang s& nhe nhang va nhanh chong, trong khi néu gia ban trung binh
ctia ban 13 100.000 dd-la mot nam, thi n6 co thé s& nang né va lau dai. Ngay
ca khi toi suy nghi vé quy trinh ban hang cta riéng minh cho dén ngay hom
nay, n6 c6 thé qua ning dbi voi mic gia trung binh ma ching t6i da ban
trén san khoang 10.000 dén 15.000 d6-la mot nam.

Chuyén tro lai dong chdy cua cudc goi xac dinh muc ti€u la ngoai viéc
nam vitng thanh phan ctia nhém thyc hién (ngudi dung) ciia cong ty, ban
cling can hiéu day du quy trinh mua hang ctia ho nhu thé nao. Téi thiéu, toi
can biét ai s& tham gia, ho xem xét yéu t6 nao khi mua san pham hoac dich
vu va li€u ho c6 mua san phém hodc dich vu nhu cua t61 trude day khong.
Néu ho ¢6, ho di co kinh nghiém mua nhu thé nao? Ho da co kinh nghiém
nao tét chua va ho c6 hai long véi vige thuce hién khong? Néu khong, diéu
gi da xdy ra? Toi c6 mang tiéng xau vi kinh nghiém mua hang kém cua mot
nhan vién ban hang khac & noi khac? Biét nhiing thong tin nay trudc sé
gitip t6i diéu chinh cach tiép can ctia minh vdi mot khach hang tiém ning
cu thé thong qua toan bd qué trinh mua hang ctia ho.

Pé két luan chinh x4c bude Tu véan, ban thuc sy can phai tu van. Diéu
nay bat dau bang cach tom tit ngan gon tit ca moi thir ban va khach hang
tiém nang cua ban di thao luan, tu van vé noi ban tin rang doanh nghiép
ctia ban c6 thé giip ho va két luan véi ban mét cach 16 rang vé viéc khach

116



hang cua ban c6 cam két thuc hién cac thay ddi can thiét dé dat duoc muc
tiéu hay khong. Mot s6 nguol goi no 1a “su gén giii mém mai”. N6 duogc
goi 1a “mém mai” vi ban khong yéu cau khach hang tiém ning ky hop dong
ngay lac d6. Thay vao do, ban dang hoi ho lidu ¢6 1y do niao dé ho khong
tién hanh thyuc hién ké hoach ma ban da cung nhau phat trién, diéu ma ca
hai ban da déng ¥ s€ giup ho dat dugc muc tiéu hodac vuot qua thir thach.

Nhung trude khi chuyén sang két luan, thuc té khong phai 1a dong cira,
ma thay vao do la két luan tu nhién cho budc Tu van, tdi ludn kiém tra mot
diéu cudi cung, do la mic do khac nhau trong ké hoach va to6i da thao luan
so v4i cach ho dd cb ging tin cong cac muc tiéu va thach thirc twong tu
trong qua khu. Co thuc su khéac biét? Tai sao ¢6 va tai sao khong? Pat minh
vao vi tri ctia mot CFO hay CEO, toi can thdy bang ching cu thé rang ké
hoach méi ma céac thanh vién trong nhém cua to61 dang trinh bay co do t1n
cay khac biét so véi cac ké hoach da that bai trudc d6. Toi ciing can mot s6
bang chimg cu thé rang phuong phap duoc dé xuat da ¢ hiéu qua dbi voi
cac cong ty khac va cung cap ROI 16n hon mirc dau tu can thiét dé thuc
hién thay d6i (hodc tong ch1 phi s& hiru).

Két thiic buéc Tw van: nhe nhang

Toi1 khong thé khong nhan manh tim quan trong cua viéc cho doi dé thé
hién su gan giii, hodc nhing gi dugc day cho toi nhu 14 su gan giii khong
gay phan cam (dugc ghi nhan vd1 Dave Kurlan trong Baseline Selling), cho
dén khi ban tap hop dugc su hiéu biét sau sic vé doanh nghiép ban dang
lam viéc, cling nhu nhitng nguoi choi chinh va cac bude ra quyét dinh lién
quan. Néu ban khong c6 thong tin ndy, nd luc cho mot két thic nhe nhang
s& d6 song do bé.

Nhu da dé cap trude day, muc dich cua két thuc nhe nhang 1a tiép tuc
thiét 1ap cam két ctia khach hang tiém ning dé tién 1én phia trudc va dam
bao ban khong bo 1§ bat ky budc nio trong quy trinh d6. Ngoai ra, tat
nhién, n6 dugc thiét ké dé dam bao ban khong lang phi thoi gian ctia minh
dé soan thao hop dong, thuyét trinh, lam ban demo, dé xuat hodc bao gia
cudi cung s€ bi xao tron dudi mat déng email hoac giéy to khac. Néu ban
chua bao gio c6 mot két thuc nhe nhang, day la kich ban chinh x4c ma t61
str dung. Tat nhién, ban nén diéu chinh cho phu hop voi doanh nghiép cua
ban; n6 khong phai 1a mot kich ban chi can 16i ra va copy.

(Khi ban ¢6 10 phut cudi trong vi¢c dat myc ti€u (cudc goi tu Vén).)

Ban:
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[Tén khach hang], toi biét chung ta di thao luan duogc rat nhiéu trong
cudc goi ngay hom nay, cling nhu trong cudc tro chuyén trudc dé cua
chuing ta. T61 danh gia cao thoi gian ban danh dé thao luan vé cac muc tiéu
va thach thic ctia ban mot cach siu sic va cung tao ra mot ké hoach méi dé
giai quyét cdc muc tiéu va thach thirc nay. Tai thoi diém nay, ban c6 cam
thay toi hiéu sdu sic vé doanh nghiép cta ban va nhiing gi ban dang cd
gang dé dat duoc?

Khach hang:

Co. Vang, t6i dong y. (Mot 1an nita, day 1a nhitng gi ho nén noi néu ban
d3 hoan thanh t6t cong viéc clia minh.)

Ban:

Puoc rdi, tot. Va ban c6 cam théy tur tin réng ké hoach ching to1 déng
tao ra s€ gilp ban va nhoém cua ban vugt qua nhitng thach thirc ma ching
t6i da thao luan va dua ban dén muc tiéu ctia minh khong?

Khach hang:

Co. Tai tin.

Ban:

OK. Ban c6 chic 1a chiing ta khong bo 15 diéu gi khong?

Khach hang:

Khong, chung ta khong bo 1§ diéu gi ca.

Ban:

Tét, toi rat vui khi nghe diéu d6. Toi to mo rang c6 khi ndo ban co ké
hoach dy phong ma ban va t61 chua thao luan hoac co ké hoach nao ma ban
cam thay tin tuong khong kém dé vuot qua nhiing thach thirc va dat duoc
nhitng muc tiéu nay? (Luu ¥: Ban s& bi soc vé s6 lan khach hang tiém ning
hodc cong ty c6 chuong trinh nghi su an thtr hai ma ho khong dua ban vao,
vi vay day 1a cach tt nhat dé kiém tra. Bay gio ban nén xay dung moi quan
hé du dé co6 quyén hoi vé mot giai phap thay thé.)

Khach hang:

Khong, khong c6 ké hoach nao khac dau.

Ban:

Vi vy, tai thoi diém nay, ching toi thuong ky két mot hop dong dé
thie hién mot minh ching chinh thirc hon vé [chén san pham/giai phap cta
ban vao day]. Gia sur [san pham/dé xuat/v.v...] di dap tng mong doi cla
ban, ¢6 1y do nao khién ban khong san sang bat dau 1am viéc cing nhau
khong?
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Trong cau héi cudi cing nay, ban c6 thé nhan dugc mot sy phan d6i
nghe c6 vé giéng nhu: “Vang, chung ta chua ban bac vé gia ca”. Néu bj tir
chdi nhu vay, dang 18 ban nén ndi vé gia ca tir trude. Pung pham sai 1am d6
mot 1an nita. Néu ban can phai giai quyét ngay lic nay, téi khuyén ban nén
hoi cau hoi cubi cung trong chudi két thuc nhe nhang mot 1an nira: “C6 1y
do ndo khién ban khdng san sang dé bdt dau lam viéc ciing nhau sau khi
[demo/thuyét trinh, v.v...] khéng?
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' Chuong 7
KET THUC VA PAM PHAN

ut kinh nghiém tir ban thén, t6i biét rang rat nhiéu nhan vién ban

ang c6 nhiéu co hoi dé cai thién khi dé nghi hop tac voi doanh

nghi¢p nao do. Vi du, vao cudi qua trinh thdm do hodc ban hang, t61

thuong nghe ho noi kiéu nhu: “A, ban nghi nhu thé nao? Cac budc tiép

theo 1a gi?”. Piéu nay thuong két thuc voi viée khach hang tiém ning tra

161 kiéu nhu: “That tuyét voi, nhung toi can phai hop lai vo1 nhom va xem
chung ta s& di dau tir day”. Va cudc ruot dudi bat dau.

Nhung chuyén gi s& xay ra néu cudc rugt dudi khong dién ra? Hoac néu
n6 dién ra khong thuong xuyén? Ban sé& lam gi véi tat ca thoi gian thém d6?
Pé gitip tat ca cic nhan vién ban hang va cac lanh dao sales lién tuc hoc hoi
va cai thién k¥ ning ban hang, t6i s& bat dau bang cach chia sé danh sach
cac k¥ thuat két thic tuyét voi nhat. Pete Caputa va Danielle Herzberg da
day t61 nhirng k¥ thuat nay, vi vay hdy guri 161 cam on t&1 ho qua LinkedIn
hoac Twitter.

Mot két thic khéo 1éo'

Pay 1a k¥ thuat két thuc ma t6i da thao luan rat nhleu trong chuong
trude. Theo toi biét, k§ thuat két thuc nay lan dau tién xuat hién trong cubn
sach Baseline Selling ciia Dave Kurlan. Dave khong nhat thiét tan thanh
nhimg gi t6i néi & ddy, va anh 4y ciing khong nhat thiét ung ho tinh chinh
xac clia mo ta ndy, nhung toi thuc sy mubn ghi nhan ¥ tudng cia anh dy va
cam on vi ddy 1a mot phuong phap dang, da duoc st dung trong sudt sy
nghiép ctia t6i. T6i hoc cach tiép can nay (duoc phéac thao sau day) khi toi
con la nhan vién ban hang tai HubSpot dudi thoi Dannie Herzberg va Pete
Caputa.

Khi ban tiép can céc giai doan cudi cing ctia qua trinh thim do hoic
ban hang, hiy st dung dong cau hoi nay dé khang dinh lai kién thirc cta
ban, x4c nhan n6 voi khach hang tiém nang cua ban va chi dinh budc tiép
theo. Ky thuat nay dic biét hiéu qua véi tinh cach “S” (On dinh) va “D”
(Théng tri) theo danh gia hanh vi ctia DiSC2.

Trude tién, hiy on lai nhitng gi ban da biét: “Dua trén tat ca nhiing gi
chung t6i da thao luan, t6i thdy bén linh vuc chinh ma chung toi ¢6 thé giup
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do thong qua quan hé ddi tac: Cai thién marketing ndi by cua ban, cing co
bd cong cu va nang cao hi€u qua, md rong dich vu va tang doanh thu cua
nguoi gitr va thuc hién dao tao véi nhém cua ban. To61 c6 bo 16 diéu gi ma
ban mudn thém vao danh sach d6 khong?

Néu khach hang tiém nang cta ban néi “Khoéng”, hay héi bon cau hoi
sau theo thur tu:

1. Tai thoi diém nay, ban c6 cam thay toi hiéu rd vé doanh nghiép cia
ban va nhiing gi ban dang c6 gang dat duoc?

2. Ban c¢6 tin réng ké hoach chung t61 dat ra s€ dua ban dén nhirng muc
tieu do khong?

3. Ban c6 ké hoach du phong nao dé dat duoc nhitng muc tiéu do
khong?

4. Gia str [ban demo, ban trinh bay,...] dap tmg yéu cau ctia ban, ban ¢6
mudn su giup d& cua ching tdi véi tu cach 13 ngudi dong hanh khong?

Cau hoi cudi cung bao dam su gan gili, ma khong trd nén hung hang
hay thuc ép.

Ky thuat “tir 1 dén 10”

Néu ban da trai qua khoa dao tao phuong phép inbound sales cua
HubSpot, k¥ thuat nay s€ khong lam ban ngac nhién. Nhung néu ban chua,
to1 s€ chia sé su khon ngoan nay ngay bay gio.

K¥ thuat két thuc “tir 1 dén 10” dic biét hiéu qua voi cac khach hang
tiém ning phu hop véi kiéu tinh cach “I” (Anh hudng) va “C” (Tinh téo)
theo DiSC. N6 duoc thiét ké dé giup khach hang tiém ning can nhac day du
nhitng loi ich va han ché khi 1am viéc voi ban. Khi ban tién dén két luan
cho qué trinh thim do hodc ban hang cua minh vdi mot khach hang tiém
nang, hdy dat cau hoi sau:

“Vay thi, [Tén khdch hang] trén thang diém tir 1 dén 10: 1 la ‘ching ta
nén két thiic cuéc goi’va 10 la ‘hay déing ky cho t6i ngay bdy gio’, ban cho
rang ching ta dang & dau vao thoi diém nay?”

Néu khach hang tiém ning noi 6 hodc thap hon, diéu d6 c6 nghia 1a da
xay ra sai sOt trong cac giai doan trudc cta quy trinh ban hang, ban can
quay lai va xem lai cac budc cua minh. Tuy nhién, néu ho cho mét sb cao
hon 6, hay tiép tuc v6i cau hoi nay:

“Toi ngac nhién khi ban chon mot con s6 cao nhu vay. Tai sao ban cho
la nhu thé?”
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Bang cach yéu cau khach hang tiém ning giai thich diém sé cao ctia ho,
ban dang nhic ho giai thich vé loi ich cua viéc hop tdc véi ban. Sau khi
khach hang tiém nang néu hét céac 1gi ich, ban s& mudn ho néu ra mdi quan
tam ctia ho dé ban co thé giai quyét ching. Pay 1a cach thuc hién:

“D6 c6 vé la nhitng 1y do rat hop Iy dé lam viéc ciing nhau [dién gidi
lai Iy do ho dwa ra]. Nhung bdy gio téi con béi réi hon nita. Dwa trén
nhitng ly do ban dwa ra, tai sao ban lai khong dwa ra s6 10?”

Tai thoi diém nay, khach hang tiém ning s& bat dau cho ban biét sy
phan ddi hodc mbi quan tam cua ho, va ban nén danh thoi gian dé ban bac
ching mot cach chu dao va can than. Sau khi tit ca cac mbi quan tam hodc
phan d6i dang chu ¥ di duoc giai quyét, hiy hoi:

“Bdy gio chiing t6i dd néi vé nhitng do dir ciia ban, diém sé ciia ban
cho chiing t6i da thay déi chua?”

Néu diém s6 ctia ho van khong phai 1a 10, hiy néi tiép dong sau:

“Duoc roi, t6i hiéu ban van con mét chiit do dw. Trude dé ban da chia
sé [loi ich cua viéc lam viéc voi ban]. Sau do, ban ciing chia sé [phan dél].
So sanh lgi ich va rui ro canh nhau, ban co nghi rcing loi ich cua viéc lam
viéc cung nhau lon hon rui ro khong?

Néu ho noi “Co”, hiy tién hanh cac diéu khoan hop dong cudi cung.
Néu ho noi “Khong”, thoa thuan s€ bi méat. Du béng cich nao, ban di két
thiic duoc qua trinh mua nay.

Két thiic hoan hao

Diéu cubi cung nay khong thuc su la mot k¥ thuat, ma 1a cach dé ban
xac dinh muc do diéu hanh qua trinh ban hang ctia minh. Néu & cudi cudc
g01 thuyét trinh hodc demo truéc khi ban néi bat ctr diéu gi, khach hang
tiém ning néi: “Puoc rdi, chung ta bat dau nhu thé nao day?’ Pay 1a dau
hiéu ban da thuc hién quy trinh ban hang hoan hao (hoac gan hoan hao).
Khach hang tiém ning da tin tudng dén muic ho hoi ban lam thé nao dé
mua.

Lam thé nao dé ban dat dén diém nay? Khong ngimng tip trung vao tat
ca cac giai doan trudc cudc goi két thac va thuc hién tung budc vor do
chinh xac cao. Phan d4u xdy dung mot quy trinh ban hang manh mé dén
muc ban tham chi khong bao gio can su dung k¥ thuat két thtc, va han
ngach cuia ban s& nam trong tam véi ctia ban hang thang.

Poi mit véi thwe té: Két thic va dam phan la twong tw, nhung
khéong giong nhau
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C6 ca mot khoang céach 16n nam gifra vi¢c biét cach két thic va thuc
hién n6é mét cach thanh thao. Dé tré thanh mét nguol ban hang inbound
hiéu qua, ban ciing can biét cach xir Iy su phan khang, phan d6i va cac
diém dam phan ma ban gén nhu chic chin s& phai ddi mat. Mic du ban co
thé day bt cr ai str dung céc chién lvoc két thuc duge néu ra & day, nhung
viéc day dam phan kho khin hon nhiéu vi don gian 13 c6 rat nhiéu cach ma
mot doanh nghiép c6 thé cd gang dam phan véi ban.

That khong may, toi thdy nhiéu nhan vién ban hang gap kha nhiéu kho
khin véi bude nay, thuong 1a khong can thiét. Ho chi 1a khéng dugc huin
luyén dung cach dé két thuc mot cudc dam phan ban hang dung cach. D6
khong phai 1a 16i cua ho. Ho di timg thay cac chién thuat dam phan xoay
quanh cac phuong phap 18i thoi hodc mo ho. Pé x4c nhan diéu nay, toi da
thuc hién mot tim kiém trén Google vé “How to negotiate a sales deal”
(xem Hinh 7.1)%,

Tbi sé tiét kiém cho ban thoi gian doc va chia sé cac diém ndi bat cla
nhimg gi t6i dd danh gid ¢ day. Hay nhd rang khong nhat thiét phai tan
thanh hodc dong ¥ vai cac ki thuat nay, t6i chi don gian 1 cung cép ban
tom tat nhitng gi t6i tim thay trong trang dau tién cta két qua tim kiém.
Binh luan cua t6i vé mutc do t6i dong ¥ hodc khong dong ¥ voi timg 10i
khuyén dugc thé hién & cac phan sau.
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Hinh 7.1 Két qua tim kiém ctia Google cho “How to negotiate a sales
deal”.

Tw duy ban hang thong thuwong # 1: Khong bao gio' dam phan véi
nhirng nguwoi co anh hwong

Piéu nay kha don gian, nhung ban khong phai lic nao ciing tiép can
dugc voi nhitng ngudi ra quyét dinh trong toan bd qua trinh ban hang.
Ngoai ra, thudng c6 nhiéu hon mot ngudi ra quyét dinh trong bét ky giao
dich ban hang ndo, va nguoi c6 anh hudng coé thé 1a mot trong sb6 ho. Toi
dong ¥ rang viéc dam phan mot minh véi ngudi ¢o strc anh hudng ¢ 18 sé
khong mang lai két qua ma ban dang tim kiém, ho c6 thé gat ban hodc dao
tao ban vé nhiing diém can duoc giai quyét trong qua trinh ky két hop
dong. Pung boé qua nhitng ngudi nhu thé nay.

Khong dong y

Tu duy ban hang thong thwong # 2: Khong bao gio 1a nguoi dau
tién dwa ra 10i dé nghi

T6i hiéu tai sao nguoi ta nghi nhu vay, nhung toi c6 thé dwa ra mot 1ap
luan c6 gia tri trong tu vé 1y do tai sao ban nén 1a ngudi dau tién dua ra 1oi
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dé nghi. Néu ban biét rang ban can phai thuong luong vé gia dé thuc hién
mot thoa thuén, thi theo ti, tot hon hét 1a ban nén thiét 1ap pham vi — dugc
goi 1a “tha neo” thay vi dé cho khach hang tiém ning quyét dinh. Chia khoa
cho diéu nay la bat dau tir pham vi thép, dua ra con s6 (tién) nhat dinh hoac
ty 16 phan trim — bat cur diéu gi c6 gia tri hon hodc dang ké hon. Vi du,
giam gia 5% nghe c6 vé nhu 1a mot cai tat vao mit, nhung néu ban dang
dam phan viéc ban mot san pham tri gid 100.000 do-la mdi nim thi s&
tuong duong véi 5.000 do-la mdi nam, mot sb tién nghe cd “trong luong”
hon so véi con s6 5%. Luc d6, ban lai ¢ vi tri dam phan tdt hon nhiéu.

Khong dong y.

Tw duy ban hang thong thwong # 3: Hiéu sw khac biét giira danh
ddi va nhwong b

Pay c6 18 1a diéu yéu thich nhat cua t6i duoc néu ra béi nhom tai
InsightSquared. Trong thuc té, ho dinh nghia sy danh doi 1a cho/nhéan. Vi
du, néu ban dé nghi giam gia 5% thi khach hang tiém nang s& ky hop dong
sém hon hai tuan so véi ké hoach. Tuy nhién, su nhugng bd chi mang tinh
mot chiéu. Trong cting mot bdi canh, khach hang tiém ning c6 thé yéu cau
giam gia 5% hodc doa s& hop tac voi noi khac. Bai vi khach hang tiém
nang dang xem ban 1a mdt mat hang trong bdi canh thir hai ndy nén hoic su
cd di co thé xay ra trong chinh quy trinh ban hang, hodc ban dang co6 kha
nang giao dich v&i mot khach hang méi kém tiém ning va sé gy ra nhicu

van dé hon. Tranh xa nhitng nguoi nhu thé*.

Pong y.

Tu duy ban hang thong thuong # 4: Khong bao gio bat dau dam phan
qua som

Mot 1an nita, mot nguyén tic don gian. Khong can binh luan thém. Cac
cudc dam phan khong nén bat dau cho dén khi ban két thiic mét cach khéo
1é0. Noi cach khac, dimg bat dau dam phén trir khi ban da c6 thoa thuan, it
nhat 1a vé nguyén tic.

Pong y.

Tw duy ban hang thong thwong # 5: Dwa ra wu dai tron goi s6m

Khi t6i doc 101 khuyén nay, t6i nghi rang toi da hiéu lap luan Ay tir dau
ra, nhung né duogc truyén dat kém. Trén thuc té, toi nghi ho da cd géng noi
vé viéc sén phém hodc dich vu tdt nhit ¢ gia la bao nhiéu. Tuy nhién, t61
hoan toan khong déng y vO1 viée dé xuét mot san phém, dich vu hoac giai
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phap ma khach hang tiém niang cua ban khong can. Piéu nay khéng chi
hoan toan lam giam uy tin ctia ban, nd con c6 thé din dén nhing trai
nghiém khong tot. San pham “t6i wu” c6 thé cung cap cac chirc ning hoic
dich vu ma khach hang tiém nang don gian 1a khong can hoic chua phai la
lac ho thuc sy nhan dugc nhiéu gia tr1 hon so vo1 nhiing gi ho da tra. Ngoai
ra, ban hang vuot qua du trit s€ khién cac nhém dich vu hodc quan ly tai
khoan tai cong ty ban gdp tham hoa. Pung lam viéc do.

Thay vao do, khi dén luac gio1 thiéu san phém hodc dich vy, ngudi ban
inbound dé xuét san pham hoic dich vu pht hop véi khach hang tiém ning
ctia ho va dam bao ho co thé 1y giai tai sao ho dé xuét san phém do. Khach
hang tiém ning cta ban s& danh gia cao diéu nay ngay ca khi gia cao hon
gia tién ho mong doi. Thiét 1ap mdt gio1 han sém trong cac cudc hoi thoai
cling s& c6 ich. Vi du, trich ddn mot muc gia bang cach bat dau véi mirc cao
nhat va chuyén xuéng muc thap nhat s& dao ngugc tim 1y thong thudong khi
dam phan gia. Ban s& nhan duoc nhiéu thir tot hon (ddi voi khach hang
tiém nang) vi ban di xudng mirc gia thap hon va thap hon nira thay vi khién
ho kho chiu khi di theo hudng nguoc lai.

Hoan toan khong dong y.

Tw duy ban hang thong thwong # 6: Hiy chuan bi bwéc di va sir
dung su im Ling dé tao loi thé cho ban

Chién thuat cudi cung gitp t6i noi bat xoay quanh viéc bo di, hoic
khong ndi1 gi ca. Tuy nhién, hai phuong phap nay hoan toan khac nhau (bo
qua viéc ban hang so voi viéc ¢ lai ban hang va st dung quyén im ling).
Chung ta hay xem xét k¥ hon tung céi.

Pau tién, chuan bi roi khoi mot cude dam phan va tri hoan két thic 1a
nhitng quan niém hoan toan khac nhau, tuy nhién nhiéu nhan vién ban hang
cO xu huong gop ca hai. Vi dy, ban c6 thé nhuong bo vé gid hodc cac diéu
khoan thanh toan néu khach hang tiém nang c6 thé ky hop dong trudec mot
ngay hodc vao mot khoang thoi gian nhat dinh. Quan sat phuong phap cu
thé nay trong nhiéu niam, t6i c6 thé néi rang khoang mot nira trudng hop
hop dong dugc ky trong khung thoi gian di néu, mot nia thi khong. Trong
truong hop khong, khach hang tiém ning thudng quay lai yéu cau “chi mot
lan gia han nira”. Tai thoi diém nay, nghe c¢6 vé ngu ngbc nhung nhan vién
ban hang hau nhu ludn c6 thé gia han hop dong. Py chi 13 su phan anh vé
mot quy trinh ban hang chua hoan thién hodc sy hiéu 1am vé cac budc ma
khach hang tiém niang can phai trai qua dé mua san pham hoic dich vu cia
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cong ty ban. Cong viéc cta ban 13 giup ho diéu huéng qua trinh mua hang
cua chinh ho. Tru khi ban 1a nhan vién ban hang chi c6 vai thang kinh
nghiém, néu khong thi ban thuong s& thay nhiéu giao dich dugc hoan thanh
thanh cong va ban nén chuan bi tét hon dé hudéng dan khach hang tiém
nang cua minh thong qua quy trinh mua hang cua ho ngay ca khi ban khong
lam viéc tai cong ty cua ho!

Tu chdi mét thoa thuan 13 mot ¥ tudng hoan toan khac. Piéu d6 khong
c6 nghia 13 ban s& bo di luon néu mot khach hang tiém ning bo 15 viéc ky
hop dong véi ban trong mot khung thoi gian quy dinh. Thay vao d6, diéu
nay co thé co nghia la thyc hién mot cudc goi danh gia vao thot diém nao
d6 trong quy trinh ban hang rang khach hang tiém ning khong phu hop vai
mo hinh kinh doanh cua cong ty ban. That khong may cho ngudi ban va
khach hang tiém ning, diéu nay do6i khi xay ra rat, rat muodn trong qua trinh
ban hang. Mot vi du pho bién vé diéu nay co6 thé bao gdbm mot khach hang
tiém ning kéo ban va cong ty cia ban vao mdt qua trinh tham dinh dai bat
thuong, yéu cau diéu chinh lai cac diéu khoan va diéu kién ngoai cac diéu
chinh hop déng tiéu chuan, hodc yéu cau kiém tra 1y lich mé rong mdt cach
bat thuong.

Mot ngudi ban hang inbound thanh thao s& c6 thé nhan ra nhiing van dé
tiém an nay sém, nhung ching ta 1 con nguoi va khong phai lic nao ciing
thanh cong trong viéc nay. Toi cling dé dang noi diéu d6 khi lang 18 viét ra
nhiing y tuong nay hon 1a khi phai chiu ap lyc luc dam phan tryc tlep vao
ngay cudi cung cia thang hoac quy. Du sao thi mot khi cac van dé nay
duogc xac dinh, cu thé 1a nhu cau cua khach hang nam ngoai 90% dén 99%
trong so tat ca cac yéu cau khach hang tiém niang khac, mot nguoi ban hang
nén chuan bi dé hoan toan rut khoi théa thuan. Gia sir mot cong ty dang boi
thuong cho cac dai dién ciia minh dung cach, thi dai di¢én d6 nén c6 moi
dong luc dé tir bo thoa thuan vi nd s& giy ra van dé khong chi cho cong ty,
ma ca vi tién cta ho.

Cubi cung, st dung sy im 1ang c¢6 ich hon nhiéu so véi hau hét cac nhan
vién ban hang nghi. Nhu mdt trong nhitng thanh vién trong nhém yéu thich
cua t61 va cac nha lanh dao tai HubSpot da tirng néi: “Im ldng la suc
manh”. Dac biét, va mot 1an nita, t6i dd trai nghiém va quan sat nhiéu
khach hang tiém nang, thuyét phuc ho theo va khong theo nhiing yéu cau
trong cudc dam phan, chi boi vi nguoi ban hang da khong tra 101 bat ctr
diéu gi. Mic du toi khong phai 1a mot chuyén gia tim 1y, nhung toi nghi
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ngd no ¢o lién quan dén mot thuc té don gian 1a it ngudi thue sy thoai mai
voi sy im lang. Vi vay, 101 khuyén cua t61 ¢ day la khi nghi ngo, hdy im
lang. Hay nhan nuat tat tiéng trén dién thoai néu ban khong thé im lang.
Xem it nhat mudi dén hai muoi gidy dém nguoc trén dién thoai va toi dam
béo ban sé& lay lai quyén kiém soét cudc trd chuyén.

Trong khi c6 rat nhiéu chién thuat ddm phan trong cac bai viét nay,
khong cai gi trong sd d6 thyuc su giai quyét cau hoi tiép theo mot cach hop
ly: “That tuyét, nhung toi phai 1am thé nio? Lam thé nao dé t6i trd thanh
mot nha dam phan hi¢u qua?”. Pay chinh la cach.

Cach thuong lwgng

Pau tién, khi tham gia ddm phan, khoan hiy quan tdm dén gia ca. Co
nghia 13, xdc nhan véi khach hang tiém ning cua ban rang chinh hop dong
la diéu tuyét ddi cudi cung dimg giita viéc hop tac cta hai doanh nghiép.
Ban c6 thé hoi: “Ngoai gia ca va hop dong, c6 Iy do nao khién ban hoic
nhom ctia ban chua sin sang dé bat dau lam viéc véi ching toi khong?”.

Bang cach tach biét gia hoic cac diéu khoan nhu nhﬁ’ng yéu t6 duy nhat
ding glu:a ban va viéc kinh doanh véi khach hang tiém ning, ban s dam
bao rang khong co gi khac bi bo 15, va néu ban di dén thoéa thuan vé cac
diéu khoan thi budc tiép theo 1a ky hop dong. Nhiéu lan, khi tdi quan sat
cac nhan vién ban hang bat dau mot cudc dam phan, ho khong kiém tra k§
cang rang gia hodc cac diéu khoan trén thyc té 1a yéu t6 cudi cung dimg
giita ho va viéc két thuc qua trinh mua.

Thtr hai, khi ban dua gia hodc cac diéu khoan ra ban bac, hay chic chin
rang ban trich din gia hodc cac diéu khoan chinh xac nhu chung nén dugc
trich din. Vi du, néu cong ty ctia ban 1ap héa don hang nam, hiy néu gia
nhu 1a mot con sd hang nam. Viéc chia nd thanh mét khoan tuong duong
hang thang hodc hang quy, néu khong dugc yéu cau, khong chi khong cung
cap cho ban bat ky don bay nao ma con khién khach hang tiém ning cua
ban cam thay bi ltra doi.

Thir ba, khi ban bao gid va cac diéu khoan, dimg thuong luong voi
chinh minh. Néi cach khac, hdy néu rd gia ca va cac diéu khoan. Nhan tat
tiéng trén dién thoai cta ban, hodc, néu gap truc tiép, hay nén lai. Hoc cach
thoai mai véi sy im lang. D6 1a mot nguén sttc manh. Néu ban bat dau thao
luan vé bat cr diéu gi khac ngoai gia chinh xac hodc cac diéu khoan cua
khach hang tiém ning, trong trudng hop anh/cod ta 1a mot nha dam phan
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g101, nd s€ cho phép ban tiép tuc cho dén khi ban dua ra mot théa thuan ma
ho tham chi khong yéu cau.

Thir tu, khi khach hang tiém ning phan Gng voi gia ca hodc cac diéu
khoan, ho co thé thuc ép mot chut, hdy gitt viing lap trudong. Vi du, khach
hang tiém nang co thé noéi: “O, that 1a dit do”, hodc “Po 1a diéu tdt nhat
ban c6 thé 1am u?”, hodc “Dd ¢ phai 1a gia niém yét ctua ban khong?”. Néu
ho noéi nhu vay, bat cir phan héi ndo cia ban cling s& quyét dinh tinh chat
cho phan con lai cia cudc trd chuyén. Trong bat ctr trudng hop nao, ding
phan tng thai qua véi sy thic ép cta ho. Thay vao d6, hiy d6i mit bang
mot cau hoi nhu 13: “Y ctia ban 1a gi?”, hay “Pat so véi cai gi?”, hay “Tai
sao ban lai héi nhu vay?”.

Ho c6 thé sé& bo qua hodc ho tiép tuc thuc déy ban bat dau dam phan.
Khi ho lam diéu nay, hay xac nhan lai réng gia hodc cac diéu khoan trén
thie té 1a diéu cudi cung dimg gitra hai ban; va néu ban chip nhan, cac
budc tiép theo 14 tién vé phia trude.

Thir nam, st dung tiy chon. Thay vi thuc ép khach hang tiém ning véi
gia ca, hay xem x¢ét dua cho ho mdt trong hai lya chon lién quan dén dau
tu. Cau hoi ma toi sit dung thanh cong nhat 13: “Pay 1a van dé vé ngan sach
hay van dé dong tién?” (T6i cling nhén ra rang c6 mot s6 cong ty co chinh
sach giam gid 0%. Néu ban 1am viéc cho mot trong s6 ho, lay Chua, to1
thich diéu d6. Néu ban khong, hiy tiép tuc doc). Bang cach trinh bay cudc
dam phan nhu thé nay, ban dang dit ra cho minh mot sy danh d6i, khong
phai 1a mdt sy nhugng bg. No61 cach khac, ban dang yéu cau ho wu tién xem
toan bo sd tién (ngan sach) 1a vAn dé hay tan suét thuc hién thanh toan
(dong tién) 1a van dé. Pay chinh 1a don bay cta ban. Néu ho tra 101 1a ngan
sach hodc 1a dong tién, hay theo ho trén con duong nay, nhung phai cung
o gia tiéu chuan hodc thoi han thanh toan 1a bao nhiéu. Khi d3 xong, hay
hoi: “Ban c6 du dinh gi?””. Du ho no6i gi, hay thira nhan, nhung dung déng
y. Panh gia xem diéu nay c6 nam trong pham vi chap nhan dam phan cta
ban hay khong; va néu c6, hiy danh doi va két thuc thoa thuan. Néu khong,
hay tiép tuc.

Picu gi xdy ra néu khach hang tiém ning khong dong y véi mot
trong hai con dwong dwgc trinh bay?

Thong thuong, dac biét 1a vo1 cac doanh nghi€p nho hon, ban s€ nghe
thdy mot sy phan d6i dbi véi cau hoi lién quan dén “ngan sach so véi dong
tién”. Cu thé, cau tra 11 ctia khach hang tiém ning sé& la: “Ca hai”.
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Nhitng nim dau sy nghiép ban hang cia toi, t6i da timg cam thay bi xuc
pham véi diéu nay. T6i s& dap tra bang cach noi véi ai d6 rang ho di phan
g thai qua, hoic bang cach bao ho thir tra 10 lai cau hoi. Ban ciing c6 thé
cam nhan dugc phan tung kho chiu vi khach hang tiém ning cia ban dang
tham lam. Hay chién ddu chéng lai. Pat minh vao vi tri cta khach hang
tiém nang. Ho c6 thé thay rat rd tit ca gia tri ma cong ty ban cung cp,
nhung ho ciing nén tim kiém loi ich cho cong ty cta ho va cd gang giam
thiéu dau tu nhiéu nhat c6 thé.

Néu ban thuc su di dén giai doan nay trong cuoc dam phan, ban c6 thé
mudn quay lai ciu hoi ban di hoi ban dau va ciing cd/xac nhan lai rang gia
ca va cac diéu khoan trén thuc té 1a nhimg diéu duy nhat can tré khach
hang tiém niang. Ban ciing c¢6 thé mudn diéu chinh lai cAu hoi bang cach
hoi: “Néu XYZ mién phi, chung toi di c6 thé dong hanh véi ban chua?”.

Néu tai thoi diém nay, khach hang tiém ning xdc nhan rang gia ca la
diéu duy nhét can duong ho, nhung ho yéu cau nhiéu su nhuong bg, hay
yéu cau ho phac thao ra thé gidi Iy tuong cua ho cho ban. Thong thudng,
mot khi ai d6 lam diéu nay, viéc ho yéu cau rat it co thé khién ban ngac
nhién. Néu ho yéu cau quéa nhiéu, ban s& c6 co sé dé dam phan. Phuong
phap da duogc thir nghiém va dem lai hiéu qua cua t6i vé co ban 1a phan
tach su khac biét cua yéu cau bai vi hau hét moi nguoi déu mudn di dén
thong nhat.

Tuy nhién, néu ho van khéng déng ¥ tiép tuc, ban c¢6 thé roi vao tinh
huéng khong may 1a ban di diéu hanh mot quy trinh ban hang kém 1y
tudng, bo 15 diéu gi d6 trong qua trinh va thuc té c6 thé can phai tir bo thoa
thuan. Néu bay gio' chung tré nén vo 1y, con bao nhiéu thit khac c6 thé tré
thanh van dé? Mot sé nguoi khong co kha ning dugc gitp d& hoic dugc
gitip d& véi muc gia hop 1y & ca hai phia. Ngoai ra, ban c6 thé thir ki thuat
két thic “tir 1 dén 10” d dugc néu ra ¢ phan trude dé di vao nhiing mbi
quan tdm con lai ciia khach hang tiém nang.

Cudi cung, néu ban dang 1am viéc vi mot cong ty kha 16n hodc rat 16m,
hay nhé rang ban c6 thé ¢ nhiéu wu thé hon ban nghi trong qué trinh dam
phan. Néu ho khong co giai phap thay thé dang gia (truong hop céc cong ty
16n thuong khong lam gi ca) dé tiép tuc ké hoach ma ban da giup ho xay
dung béng cach dau tu vao dich vu cua cong ty ban, thi ho khong c6 don
bay nao cho cudc dam phan. Piéu ndy thuong duoc goi la BATNA — sy
thay thé t6t nhat cho thoa thuan dam phan. Picu d6 khong c6 nghia la ban
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nén str dung diéu nay mot cach khong cong bang dé lam loi thé cho minh
va dit mdi quan h¢ vao thé rui ro, nhung ban nén tin réng néu ban d3 thuc
su gitip mot khach hang tiém ning suy nghi vé cac muc tiéu va thach thirc
ctia ho, va dua ra mot ké hoach rd rang dé giai quyét nhitng thach thirc
trong khung thoi gian can thiét, ho s& rait mong muén hop tac véi doanh
nghiép cta ban. Ping ngai nhic nho ho vé diéu d6 hoic trong trudng hop
ho quén!
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PHAN IIT
DAN DAT NHAN VIEN BAN HANG THEO
PHUONG THUC INBOUND: NHUNG KINH
NGHIEM DANH CHO CAC QUAN LY
SALES TIEN PHONG
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Chuong 8
CAM NANG SINH TON DANH CHO
NHUNG NGUOI BAN HANG LAN PAU
TRO THANH QUAN LY SALES

ai sao lai la cong viéc quan 1y sales? T61 da phai hoi cau hoi nay

it nhat ca ta 1an khi chuyén vai tro tr mot IC” sang vi tri cia mat

nguoil lanh dao lam viéc toan thoi gian tai HubSpot. R4t nhiéu

nguoi da hoai nghi vé nhirng du dinh cua t61. “Tai sao lai ttr bo su tu do?

Tai sao tur bo su tu chu? Tai sao tir bo mdt lich trinh cong viéc linh hoat?

Lam mdt nhan vién ban hang don 1¢ khong kiém du tién hay sao?”. Tat ca

ho déu héi vay. Ho da dung rang ban sé& phai hy sinh phan 16n nhiing diéu

nay khi ban quyét dinh chuyén tir IC sang 1am lanh dao. Nhung t6i cam

thdy minh can phai cong hién nhiéu hon va cé nhiing cdch méi ma toi nghi
rang c6 thé giup ich cho sy phét trién cua cong ty.

* IC (Individual Contributor): Nha déng gép cd nhan, ¢é vai tro quan
trong twong dwong véi quan 1y, gép phdan vao muc tiéu va sit ménh ciia
cong ty.

Vi dy, t6i cam thay vui ming cho su thanh cong ciia nhitng nhan vién
ban hang khac hon la sy thanh cong cua chinh ban than minh véi vai tro 1a
mot ngudi ban hang. Niém vui khi ban dugc nhiéu don hang hay khi dat
duoc nhitng thanh tyu 16n s& phai dan qua nim thang. Tt nhién, ky dugc
nhiéu hop dong, gitp d& moi ngudi va tré thanh nguoi tai giéi dimg trong
top dau khién t6i phan khich, nhung nhitng cam giac “phé” cuc d6 d6 sém
bién mat.

T6i ciing cam thay minh can phai tra on cho cong ty vi da cho toi nhiing
co hoi dé phat trién su nghi€p va hoc nhitng k¥ nang mai. Khi ho thué toi
lam nhan vién ban hang, t6i khong c6 mot chut kinh nghiém nao vé nganh
sales. Ho da dat cuoc vao t61 va gio ho da duoc dén dap xtg dang. Ho da
dao tao toi chinh x4c nhitng gi can phai 1am dé hoan thanh céng viéc nay.
T6i da lang nghe va hoc hoi, roi thanh cong da dén véi toi. Trong tam tri
t6i, d6 1a lic t6i can phai tra lai mon no ndy, hodc ¢ thé dén dap lai bang
cach gitip d& nhirng nguo1 khac.
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Cubi cung, to1 thuc su tin réng stc anh huong cua to1 trong linh vuc
kinh doanh néi chung s& 16n hon rat nhiéu khi toi 1a mot nha lanh dao thay
vi 1a mot nguoi ban hang don 1é. Vao thoi diém tot dep, t6i da ban duoc ba
phﬁn tu cua mot tricu do-la téng s6 doanh thu méi. Con s6 nay, ddi véi mot
cong ty chuyén phan phdi cho cac doanh nghiép vira va nho véi gia ban
trung binh vao khoang 10.000 dé-la, 1a mot con s6 16n. Nhung diéu d6 liéu
c6 ¥ nghia gi khong? Tat nhién 1a c¢6. Nhung ti c6 thé lam duoc diéu gi
hon thé nira? T6i c6 thé tao ra nhitng két qua nhu thé ndo néu toi nd luc gap
nam lan, muoi lan, hodc hon thé? Liéu gitp nhitng ngudi khac hoc duogc
nhirng gi t61 da hoc va gitp ho kiém soat dugc sé6 ménh ctia minh nhu cai
cach ma to1 da lam c6 dem lai y nghia gi khong? Cau tra 101 1a t61 s€ ¢6 co
hoi tao duoc stc anh hudong khong cin xung gitra su phat trién va doanh
thu néu toi quyét dinh dan dat. Va toi da lam nhu vay.

To1 dang chia sé nhitng trai nghiém nay bot vi té1 thuong nghe moi
nguoi noi ré“mg ho mudn cé duoge vi tri 13nh dao véi 1y do “do 1a budce tiép
theo can phai di” trong sy nghiép cta ho. Tdi, néi chung, khong tin rang co
cau tra 101 t¢ cho nhitng cau hoi, nhung day la truong hop ngoai 1€ — day
thuc su 1a mot cau tra 101 té.

Néu hién tai ban 1a mot IC va 1y do ké trén 1a 1y do ma ban dam nhiém
vai tro 1anh dao, thi toi khang dinh rang ban s& gan nhu khong bao gio co
thé thich cong viéc quan 1y sales va viéc lanh dao. Hay suy nghi lai vé muc
tiéu ctia minh va ding budc tiép cho dén khi ban c6 duoc nhitng dong luc
vitng manh va c6 y nghia thyc sy vo1 cd nhan dé thay d6i. Néu nhu ban 1a
pho chu tich kinh doanh hodc gidm ddc diéu hanh va ban nghe duogc diéu
do tr mot trong nhitng thanh vién ctia dg1 ban, thi hay ddc thic ho suy nghi
sau xa hon dé tim duoc ciu tra 10i. Noi tém lai, néu ban dang phan van vdi
viéc thay doi vai trd va theo dudi vi tri 1anh dao, sau day la mdt s6 kinh
nghiém va 101 khuyén t61 hy vong s€ gitp ich cho cac ban.

Ban nghi ban mudn tré thanh mot quan ly sales?

(Puoc lay tir mot bai blog toi viét co tya dé “7 diéu toi udc t6i da biét
trudc khi tro thanh mot quan ly sales”,
https://blog.hubspot.com/sales/things-i-wish-i-knew-before-becoming-a-
sales-manager.)

Néu nhu ban 1a mot IC ¢6 thanh tyu xuat sic trong to chirc kinh doanh
cua ban va ban dang suy nghi td1 viéc ing tuyen vao vi tri quan 1y sales, to1
muon cho ban mét danh sach nhitng sy that vé vi tri ndy trude. Sau day 1a
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nhitng s liéu s& khién ban kho chiu va khién ban phai suy nghi lai vé viéc
tro thanh nguoi quan 1y di dau:

e Quan 1y sales khong thé kiém soat 83% céc chi sé ma ho phai chiu
trach nhiém!.

e Hai phﬁn ba nhitng nguo1 ban hang khong dat duoc han ngach ctua
ho?.

« Hon mét nira tong s6 nhan vién kinh doanh chét it hon 40% sb don.

e 40% nhan vién ban hang khong hiéu duoc nhu cau thuc su cua khach
hang®.

e Chi 46% cac nhan vién ban hang cam thay rang ho dang di dung
hudng”.

o Gan nhu mot ntra cac doi sales khong co playbook®.

e Chi 52% nguoi ban hang c6 thé tiép can nhimg nhan vat quan trong va
nhing nguoi dua ra quyét dinh’.

Néu nhu qua nhiing s6 liéu trén toi van chua thuyét phuc dugc ban tur
bo ¥ dinh lam quén 1y sales thi toi s& chia sé mdt s6 bai hoc ma toi c¢6 duoc
sau mOt nam lam vi tri d6. Theo quan diém cua t6i, day la bay diéu ban nén
biét ma c4 nhan t6i udc rang t6i da biét sdm hon trude khi toi bat dau.

1. Dr doan nén la mdi quan ngai nhé nhit ciia ban

Vi mét vai 1y do nao dé, t6i da cho rang du doan va béo cdo chinh xac
nhitng con sd cua ddi t6i s& tré thanh tro ngai 16n nhat ma toi phai vuot
qua. Thuc té, n6 khong phai nhu vay. Néu nhu ban 1a mot ngudi ¢6 t6 chiic,
ban s& 6n thoi. Piéu khé khan nhét dé c6 thé thich nghi duoc d6 1a kiém
soat dugc cai phéu (funnel), 16n bang s6 co hoi ma ban di quen quan 1y khi
lam viéc ca nhan.

T6i da lam maot vai diéu dé chic chan rang t6i dang du doan chinh xac.
Pau tién, toi s& ludn kiém tra CRM™ ciia chung toi dé bao dam rang cac
nhan vién ban hang cua toi dang hoat dong va cép nhat cac cip co hoi. Sau
do, t01 hoi cac thanh vién trong do1 nhung giao dich nio co thé chét trong
thang, cling nhu trong sau muoi ngay tiép theo. Bang cach nay, tdi c6 thé
theo doi chiing sat sao hon va nam bat nhitng co hoi anh hudng dén thanh
tiru ctia doi toi trong ky ngan han va ky dai hon.
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* CRM (Customer Relationship Management) dwoc hiéu la quan Iy
quan hé khach hang. CRM giup doanh nghiép quan ly cac twong tdac voi
khdch hang & thoi diém hién tai hodc sé hinh thanh trong twong lai, tir d6
hinh thanh cdc méi quan hé trong kinh doanh.

Néu nhu ban khong c6 thong tin dé dang nhap vao CRM cua ban, xem
Hinh 8.1 dé ldy miu bang tinh ma ban c¢6 thé st dung.

Hodc tbt hon nira, néu ban khong c6 CRM, hidy st dung ctia HubSpot —
n6 mién phi va 14 phan mém ngudi ban hang s& st dung
(https://www.hubspot.com/products/crm).

Quay tré lai danh gia mau bang nay, toi khuyén khich cac ban hay thém
mot cot “Missing Exit Criteria” (“Tiéu chuan ding con thiéu”) hoic “Exit
Criteria Required to Move Forward” (“Tiéu chuan dimng can thiét dé tiép
tuc”) — diéu nay s& gitip cac ban ddi chiéu hanh déng cu thé da duoc thiét
lap tir trude ctia ngudi mua hang dé co thé dua doi cia ban dén budc tiép
theo. Theo di loai thong tin ndy s& gitp ban tré thanh ngudi huan luyén
hiéu qua va thuc té cho tit ca moi nguoi.
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Hinh 8.1 Mau bang tinh du do4n kinh doanh cho quan 1y sales.

2. Danh nhiéu thoi gian tuyén dung tir ban dau hon ban nghi

Néu t6i co thé quay nguoc lai thoi gian, t6i sé danh nhiéu thoi gian hon
dé tuyén quan cho doi cta t6i. C6 thé toi hoi thién vi vi t6i 1a fan hAm mo
cua Bill Belichick (huén luyén vién chinh cua do1 bong bau duc New
England Patriots) nhung toi thuc su tin vao chim ngdn cua dng 4y rang ban
phai chon duoc ngudi phu hop trén chuyén xe phu hop dé c6 thé dat duoc
két qua tot®.
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Néu nhu ban chua lam diéu nay, to1 dac biét khuyén ban danh it nhat
mot ngay hodc mot tuan dé phong van va gip nhitng Gng cir vién sang gia
cho ddi cuia ban — khong quan trong ban c¢6 quan 1y ho truc tiép hay khong.

Nhén vién ban hang noi tiéng tap trung vao thang hoic quy tiép theo.
Trong khi d6, nhitng nhan vién ban hang hiém khi lo lang gay dung thanh
cong sau chin hoac muoi hai thang. Mgt quan 1y sales phai nhin xa trudc
muo1 hai, muoi tdm thang hodc tham chi 1a hai nam. Co6 hai diéu ma quan
1y sales can phai lam trudc, do 1a: muc tiéu va muce do hi¢u qua tuyén dung
cua ho, cling nhu dinh muc doanh thu.

T6i sé v& birc tranh nay theo mot cach khac. C6 hai thtr khién nhan vién
ban hang mic sai 1am va 15 mat han ngach cta ho. Piéu dau tién 1a khong
dat di co hoi vao phan dau cua cai phéu. Piéu tht hai 1a danh quéa nhiéu
thoi gian cho nhiing giao dich chac chan s& roi khoi phéu — chot don that
bai. Diéu tuong tu c6 thé xay ra véi mot quan 1y sales trong qua trinh tuyén
dung. Lién tuc tuyén thém du tmg ctr vién vao trong phéu cia ban s& gitp
ban giam thiéu duoc nguy co 15 mat con sb. Diéu cbt 16i 14 phai xay dung
mot cai phéu gém cac ung cu vién du bi ma ban co thé chiéu md khi ban
duoc phép dé co thé 1ap vao vi tri tréng.

3. Viéc xdy dung sw doan két ciia ddi yéu ciu ca nhirng hoat dong
bén ngoai cong s¢&

Dbi véi toi, quan 1y mot d6i nhan vién ban hang gidéng nhu huan luyén
mot doi choi tennis hodc choi golf. Moi nguoi co thé lam viéc trong cung
mot nhom nhung tat ca déu sé hitu nhitng con sb riéng ctia minh. Lam thé
nao dé co thé tao ra sy két ndi gitra nhitng nguoi choi?

Néu nhu cic thanh vién ddi ban cam théy ho khong quen biét moi
nguoi, ho s& kho c6 thé di mot budc xa dé gitup d& nhitng ngudi khac. Loi
khuyén cua toi 1a hiy dam bao rang doi ciia ban danh thoi gian cho nhau va
tim hiéu vé nhitng dong d6i ctia minh. Hay 1én ké hoach di di ngoai, di 4dn
t6i, an sang va cac su kién khac — bat ky thtr gi c¢6 thé gitp cac thanh vién
trong d6i trd nén than thiét hon bén ngoai cong sé s& dem lai két qua tot.
Va hdy nhé rang néu ban thay d6i 20% — 30% nhan sy cua doi trong vong
mot nim, diéu d6 co nghia 1 doi cta ban ludn ludn thay déi. Vi vay, dam
bao rang ban to chirc cac su kién thuong xuyén. Mdi 1an ban két nap vao
do1 minh mot thanh vién mai, ban phai c6 trach nhiém ctia mot nguoi lanh
dao, lién két cac thanh vién lai véi nhau va xay dung lai sy doan két cta
doi.
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Hinh 8.2: Pay 1a doi cua ti tai bita tiéc truyén thong nim 2014 va budi
lién hoan Yankee Swap

4. Quy thoi gian trong mgt ngay cia ban sé€ it hon ban twéng

Thoi ndi vé cai phdu va chuyén sang vai tro trong viéc quan 1y sales, toi
d3 tudng tuong rang nhitng ngay cua toi sé trd nén dé dang va it cing thang
hon trude kia. Toi s& khong phai mang theo mot con sd cta riéng minh va
s& chiju trach nhiém din dit d6i cua toi. Toi di hoan toan sai lam.

Thay vi mdt con $6, t6i ¢ muoi. Thay vi han ngach 500.000 do-la, to1
c6 4.000.000 d6-la. Thay vi c6 nhiéu thoi gian hon, toi ¢6 it hon. Thoi gian
cua to61 khong chi danh riéng cho t61 nita nén to61 phai nhanh chong nghi ra
nhirng hoat dong nén duogc wu tién.

Déi v6i toi, nhitng hoat dong ma toi xac dinh s& c¢6 anh huong 16n nhat
dén cong viéc roi vao ba budc:

1. Huén luyén: Toi s& lam gi dé tryc tiép gitip d& timg thanh vién trong
do1 dat duoc muc tiéu cua ho?

2. Chia thang d6: Chuong trinh dao tao nao co thé giup cac thanh vién
trong do1 lam viéc tdt hon? T6i ¢ thé dao tao ho cac k¥ nang ban hang,
kién thirc vé san pham, phuwong phéap tiét kiém thoi gian va nhing thér
tuong ty khong?

3. Tuyén dung: T6i phai lam gi dé co thé lién tuc giy dung su thanh
cong cua doi?
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Khong nging ty danh gia ban than thong qua ba hoat dong nay va tat ca
nhitng gi t6i lam dua theo chiing déu tré thanh cach rd rang va hiéu qua
nhat dé quan 1y thoi gian cua t6i.

5. S6'm xac dinh, chia sé va ciing c6 nhén thirc vé muc dich cao hon

Phan 16n cac nhan vién ban hang bi cdo budc mot cach khong cong
bang. Nhiéu nguoi cho rang ching toi chi lam viéc vi tién. Tham chi trong
mot cudc khao sat cua HubSpot vao ndm 2006 c6 tén “Trang thai ctua
Inbound””, nhitng nguoi tham gia dugc yéu cdu mo ta nhiing ngudi ban
hang bé‘mg mot tir; va tir xuat hién nhiéu nhét 13 tir “huénh hoang”.

Trong khi t6i cho rang chac chan s& c6 nhitng ngudi ban hang té ngoai
kia pht hop voi hinh anh cta nhitng nhan vién luén ludn chét duge don
hang, t6i khong nghi rang phan 16n ho déu nhu vay. Thay vao do, toi cho
rang phan 16n ho mudn hiéu duoc y nghia va muc dich cta cong viée nay.
Suy nghi nay da duoc chirmg minh bdi rat nhiéu ¢ van sales va nhing
nguoi lanh dao, cling nhu duogc kiém nghiém chinh xac trong mdt bai bao
boi Next Level Sales Consulting!®. Sau day 1a mot trich dan tir bai bao ma
da thu hut to1:

‘Nhitng nhan vién ban hang, nhiing ngu’o"i ma nguéon dong lec xudt
phat tir bén trong chinh ban thin ho, sé cam thdy day du thoa man va tro
nén gzau c6 hon nhitng nguwoi ldy dong lire tir cdc yéu té bén ngoai.”

Van khong tin to1 sa0? Mot s6 nghién ctru tuyét voi tir Dave Kurlan va
d6i ctia 6ng ay tai Objective Management Group di cho thay diéu d6, vi du
nhu:

“Ngay trieée (2008 tré vé triede), néu nhdn vién ban hang cdm thdy c6
dong luc, thi co thé ho c¢6 dong luc nho tien. Dya theo dir liéu tir Objective
Management Group, 54% nhdn vién bdan hang cé nguon déng luc la tién
vao nhitng nam 1990 va dau nhitng nam 2000. Ngay nay, dit liéu lai cho
thdy rang nhiéu nhdat 27% nhdn vién c¢é dong lec tiv cdc yéu to bén
ngoai.”!!

Khi lam & vi tri quan 1y sales, ban cling s€ lam & vi tri cia mot nha lanh
dao. Trong khi bat ky ai cling ¢6 thé trd thanh nguoi dimg dau — va hy vong
rang ban c6 mot vai nguoi nhu vay trong doi ctia minh — thi kha ning lanh
dao 12 mot phan khong thé thiéu trong vi tri quan 1y sales. Néu ban khong
thé xac dinh duoc muc dich cta doi ban hay cua cong ty ban khi ban 1a mot
nha lanh dao thi ban nén bat dau ngay tir bay gio. Viéc xac dinh, chia sé va

139



cliing c¢d tim nhin cta doi hodc cia cong ty mot cach thuong xuyén sé lién
tuc nhic nhé d6i cia ban réng cong viéc ho dang lam 1a v6 cung quan
trong.

Néu ban dang gap kho khan trong viéc xac dinh muc ti€u cao hon cua
doi ban, hay suy nghi k¥ lai 1y do vi sao cong ty cua ban lai dugc thanh 13p
ngay tir ban dau. Cong ty ctia ban da vuot qua nhitng kho khin niao? Nhitng
thir thach nao ban dang phai giai quyét? Diéu nay s& gitp cai thién cudc
song ctia khach hang nhu thé nao? Piéu nay s& bién thé gidi tré thanh mot
noi tot dep hon nhu thé nao? Hiy cu thé! Pua ra nhitng con sé khi ban co
thé. Nhan vién ban hang thich nhirng con s6. Vi du, c6 mot doan trich trong
mot email ma to61 da gui cho doi cua to61 noi vé tam nhin va muc dich ma
chting t6i s& lam viéc cing nhau (t0i giri nd trong vong 45 ngay dau khi xay
dung do1 cua minh vao nam 2014).

Tiéu dé: Tam nhin thong nhat cho ddi cua ching ta khi khoi dong
INBOUND 2014

Gtri ca doi,

Trong qua trinh ching ta tiép can INBOUND sudt miy tuan vira qua,
t6i dd co rat nhiéu trin trd. Cu thé, t6i da suy nghi vé muc dich ching ta
dang 1am cong viéc ndy va no co lién quan gi dén muc tiéu ciia HubSpot.
Lam thé nao chiing ta c6 thé trd thanh mot phan cua chuong trinh méi nay?

Luc d6, toi di c6 cam giac rang doi cua ching ta doi luc dd danh mat
nhitng ¥ tuong veé:

* “Chinh x4c thi chung ta dang lam gi ¢ day”

* Nhiing gi ching ta lam két ndi voi muc tiéu, nhiém vu va tdm nhin
ctia HubSpot v&i cuong vi 13 mot doanh nghiép nhu thé nao

« Cong viéc cla chung ta c¢6 anh huéng dén nhimg dbi taic ma ta lam
viéc cung nhu thé nao (cling nhu nhitng khach hang cta ho)

Nhu ta dang tién t6i INBOUND 2014, day chinh 1a luc dé nhiac nhé
ching ta vé tAm quan trong ctia cong viéc nay va dimg quén nhimng diéu da
noi & trén. Néu chiing ta quén di nhirng diéu nay, cong viéc clia ching ta s&
tré thanh khong c6 muc dich va mdi chung ta s& dan mat dong luc bén
trong, thir thic day chung ta tién t6i mdi ngay. Nhu vay, dé cho ngan gon,
t6i s& bat dau voi nhitng quan diém & mirc cao vé vi tri cia HubSpot va lién
hé no truc tiép v4i chd ding ciia ching ta.

Nam 2011, Halligan dd mé ra tam nhin rong cho HubSpot ma toi cho
rang né don gian mot cach thanh lich nhung van manh mé:
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“Chiing t6i dang c6 gang xdy dung mot con qudi vat hang ty dé ¢ day,
& Boston. Téi khdng biét liéu chiing t6i cé thé thanh céng khéng. Chiing t6i
dang né lyc. Ching t6i muén tré thanh Hewlett Packard, ton tai 100 nam.
Chiing t6i muon tién lén phia trude.”

— Brian Halligan, ngay 15 thang 12, nam 2011

Khodang 15 ngay sau, HubSpot chét sé va doanh thu tinh dwoc la 29
triéu d6-la. Nam 2012, con s6 d6 tang 1én 52 triéu do-la. Nam 2013 1a 77
triéu d6-la. Va néu chung ta di theo dung ké hoach, nim 2014 con sb d6 sé
1én dén khoang 100 triéu do6-la.

Khi t6i viét nhitng diéu nay, HubSpot dang di nhitng budc tién tiép theo
dé tré thanh doanh nghiép ty d6 nhu Brian, Dharmesh va nhiing thanh vién
con lai trong ddi da tién doan. Nhung diéu dé s& dua chung ta téi dau nhu
la mot dgi?

Lam thé nao chung ta c6 thé két ndi nhitng gi chung ta 1am mdi ngay
v6i nhitng thanh tyu d6? Lam thé nao chung ta c¢6 thé v& nén buc tranh cta
riéng ta nham hiéu dugc cai cach ma coéng viée ta 1am mdi ngdy gop phan
tao nén doanh nghiép ty d6 ma HubSpot dang tr& thanh?

Day la cach toi hinh dung no:

1. D01 cua ta gay strc anh hudng hiru hinh manh mé 1€n qué trinh hoat
dong cta ddi VAR mdi thang.

e Doi cia chung ta dai dién cho X-trim ctia Y-nghin ddi tac — gan Z%
cua ban than chuong trinh do6. (Z+% thi chinh xac hon).

e Khong ngac nhién, ddi cua chung ta da mang sang X% han ngach kinh
doanh méi cua doi VAR (~K+ cia ~K MRR).

e 11 trong 41 thanh vién cua doi US (bao gém tat ca BDR, néu ban
mudn biét) = ~A% cua hoat dong ban hang tai US.

2. Ching ta c6 thé thiic ddy HubSpot hodc dé no chét trén dudng ray
cua no

e Lién quan dén cong ty, ching ta dai dién ngay dudi X% cua tong sd
ban hang mdi thang (X+% cho chinh xac).

¢ Chuing ta ciing tao ra hon X triéu d6-la moéi nam, lip lai doanh thu
phan mém cho HubSpot, va con sé d6 sé tiép tuc ting 1én khong
ngung.
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e Vio luc HubSpot trd thanh ¢d may ty d6, va luc chung ta két nap thém
nhirng thanh vién md&i, chung ta s€ trd thanh bd may X tri¢u+ do (duoc
10, toi biét 1a t6i dang ndi hoi qua mot chat, nhung ban c6 thé hiéu
dugc v t61).

e Vi vy, hoat dong ca nhan va tap thé cta chung ta hang thang c6 tac
dong vo cung 16n td1 kha ndng dat duge muc ti€éu va nhan ra tiem nang
ctia HubSpot. Néu chiing ta ngimg cd gang, HubSpot ¢ thé va sé phai
chiu thiét hai v&i tu cach 1a mét doanh nghiép.

3. Doi cua chung ta da, dang va sé& tiép tuc thay d6i cudc song cua dbi
tac chung ta, nhan vién cua ho, khach hang cua ho va quy dao kinh doanh
cua ho.

e Doanh thu X tri€u d6-la ma doi ciia chung ta kiém dugc mdi nam s&
duoc chuyén giao thanh xap xi Y triéu do-la doanh thu dich vu ma
chung ta da giup d& ddi tac qua cac nam.

o Xét k¥ hon trong tung thang, gid st chung ta ban dugc X nghin do-la
ctia MRR mdi (A —Z do-la ARR), con s6 d6 co thé chuyén sang it nhat
E — F triéu d6-la doanh thu dich vu mdi ndm cho ddi tac cta ching ta.

e Noi cach khac, ching ta dang trén da tré thanh mot td chirc X triéu do-
la vao cudi nam nay va dugc du doan sé& ting truong Y% so véi clng
ky nam trudc trong thot gian toi.

e Va cudi cung, nhu toi da hy vong cac ban da nhin thay trong bai noi
chu dao ctia Pete t6i qua, tit ca ching ta cting chiu trach nhiém cho —
trung binh — giup d& doanh nghiép ddi tac ting A% so lwong nhan
vién va B% doanh thu chi riéng trong nam ngoai. B6 1a mdt thanh tyu
thuc su dang tu hao. Pay 1a mdt cach dong dém duoc dé co thé biét
rang nhimg gi ta dang 1am c6 hiéu qua va co ¥ nghia.

Va nhu ching ta dang tién t6i INBOUND tuan nay, t6i mudn tit ca cac
ban nhé rd nhitng con sb nay. Tiép thu chung. Pé ching di sau vao trong
tam tri ban.

Pay 1a nhitng chiéc huy hiéu danh gid ma tit ca chung ta dang deo voi
tu cach 1a nhitng HubSpotter. Chung 1a sy phan chiéu lai su cham chi, 1an
tim kiém khach hang tiém ning thtr 100 trong ngay cta ban, bai viét danh
gia pipeline” 1an tht 50 trong mot thang, 1an goi dién huan luyén thir 11 cua
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ban véi ddi tac trude khi chot giao dich, 1an dam phéan cudi cung véi doi
phap 1y va dong dd-la cudi ciing cia MRR céc ban chét khi cing chay nude
rat vé dén cai dich ma cac ban da dat ra.

* Pipeline: Puong ong trong tiép thi duwong ong. Tiép thi dwong ong két
hop di liéu bdn hang va tiép thi dé tdp trung vao viéc chuyén doi cdc
khdch hang tiém ndng va trién vong thanh khdch hang thay vi tiép tuc tao
nhiéu khdch hang tiém néng.

Pay la nhitng dic quyén ma chung ta duwoc huéng. Nhitng dic quyén
ma chi s6 it méi nhan duoc, nhung lai dugc khao khat boi rat nhiéu nguoi
(ban s& khong biét duoc quy trinh tuyén dung chay sdu nhu thé ndo).
Chung 13 nhitng dic loi ma mdi ca nhan va ca tap thé déu nhan théy moi
ngay bdi vi chiing ta 1a HubSpotter.

Danh cho mdt INBOUND 2014 tuyét vO1 — hay mang nhiing 101 ndi va
y nghl nay theo cac ban sudt mot tuan va hdy cam thay ty hao khi 1a mot
phan cia glac mo chung ta dang cung nhau thyc hién.

T6i rat hao hung dé thiy dugc tit ca nhitng diéu tot dep ching ta sé
hoan thanh cing nhau trong tuan nay, thang ndy, nim ndy va hon thé nira.

Chuc cong ty ngay cang thanh cong hon nira,

Sig

6. Nhirng ban bao cdo trwc tiép ciia ban khong phai 1a “Mini-Mes”

Pay 1a diéu ma t6i d6i khi van gip kho khin cho dén ngay nay. Su that
1a rat nhiéu lanh dao sales s& dan dat va quan ly doi cua ho giéng cach ma
ho d3 duogc din dit hodc ho mudn dugc din dit theo. Néu ban thang thin
v6i quan 1y ctia ban, ban ciing s& mong chd su thang than d6 tir cic nhan
vién ban hang ctia minh.

Tuy nhién, diém cot 18i & day 1a khong di theo cac “Quy tic Vang” va
“dbi xtr v6i ngudi khac theo cach ban mudn duge ddi x” ma thay vao dé
hay di theo “Quy tac Bach kim”!? va “d6i xir véi nguoi khac theo cach ma
ho muon dugc dbi xu”. Toi biét diéu nay ndi thi dé hon lam nhung ngoai
kia co rat nhiéu danh gia dao tao c6 thé giup ban. Hiy tham gia vao céc
khoa dao tao ctia cong ty hodc cac 16p hoc day cach thirc giao tiép. C4 nhan
toi thay khoa dao tao Intelligent.ly Manager Exchange Training!? 1a cuc ky
c6 ich trong nhitng thang dau lam quéan 1y. Panh gia DiSC ciing ¢ thé 1a
mot cach nhanh va hiéu qua dé hiéu dugc phong cach giao tiép cua cac
thanh vién trong doi va so sanh chung vi1 cach cua ban.
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7. Pao tao nhiap mén cho nhin vién méi ton rat nhiéu thoi gian
nhung lai 1a chia khoa cho su thanh cong lau dai

Trong hai thang dau lam quan 1y, toi d phai tuyén thém ba thanh vién
méi. Con sd d6 1a rat nhiéu. Viée thué nhan vién mai sé& can tbi thiéu, hodc
tham chi la hon, cd mang ludi tiép thi, khi so v&i cac nhan vién ban hang co
nhiéu kinh nghiém hodc nhiing nguoi dugc thira ké. Vay mot quan Iy mai
can phai lam gi?

Thir nhat, ddm bao rang ban truyén lai nhiing du tinh, yéu cau rd rang
cho nguo1 moi, ho s€ phai dat dugc cot mdc nao trong bao lau, va cho ho
thiy duoc nhitng tai nguyén va su dao tao ban sé cung cap cho ho dé dat
dugc nhitng muyc ti€u do.

Thir hai, xem xét viéc yéu cau nhiing thanh vién c6 kinh nghiém lam
viéc 1au nam hon trd thanh mot ¢b van cho dong nghiép mai. Toi thay rang
phan 16n moi ngudi thich tra on tinh thay trd hon bai vi phan 16n nhiing
ngudi ban hang giéi déu da c6 mot ngudi dan dat ho dé dén duoc dich cia
ho ngay hom nay. Piéu nay s& gitp ban giam b6t ap luc vé thoi gian.

Thtr ba, xay dung céc budi huin luyén nhém nhé mdt cach déu din va
nhip nhang. T6i khuyén rang hai 1an mdt tuan 13 bat budc va hai lan mot
tuan la tiy chon véi bon phién, mdi phién mot tiéng. Cong viéc nay khong
phai dugc thiét ké dé thay thé cac cudc hop chung v&i quan Iy ma nd nén
dugc thém vao bén canh cac cudc hop do.

Cudi cung, va t6i s& nodi vé phan nay trong chuong 8 — hiéu duoc su
khac biét giita dao tao va huan luyén. Phan 16n cac quan 1y s& hop nhat hai
tir d6 v6i nhau, dan t6i tinh trang mot quan 1y khong may trd thanh nguoi
giai quyét van dé chinh, diéu von khong phai 1a vai trd ciia mot quan 1y
sales.

Lam thé nao dé thuyét phuc cac nha lanh dao kinh doanh la ban da
sin sang dé quan ly

Gia sir toi chua thé thuyét phuc ban tir bo tré thanh quén 1y sales, budc
tiép theo clia ban s& 1a tng tuyén vao vi tri. Mot phan quan trong dé co
dugc cong viéc nay la thé hién réng ban d& chuan bi sin sang. O ph?m 16n
cac cong ty, néu nhu ban lién tuc hoan thanh vuot chi tiéu, ban c6 thé bat
dau nhitng hoat dong da duoc nhac t6i ¢ phan trude. Ban c6 thé gitp 1ap ké
hoach da ngoai, 1am cb van cho ngudi méi, giup quan 1y ciia ban tim ung
ctr vién mai cho d6i, tham chi c6 thé cai thién nhirng du doan cua doi. Ban
cling c6 thé bat dau dan dat bang cach chia sé 1y do vi sao sales va cong ty
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cﬁa ban c6 thé giup ban dat dugc muyc tiéu 16n hon. Toi ludn ludn cam thay
rang viéc gia dlnh céc trach nhiém 1a cach tot nhat dé dat dugc no.

Cudi cung, néu cong ty clia ban dé nghi cac chuong trinh dao tao dé
chuan bi cho viéc quan ly, hoac tham chi s€ tai trg cho ban tham gia vao
cac khoa dao tao nhu Intelligent.ly, hily nam bat co hdi d6. Cang duoc tiép
xuc nhiéu v&i nhitng dong nghiép c6 cung tham vong va kinh nghiém, ban
cang c6 nhiéu co hdi thanh cong.

Néu cong ty cua ban khong dé nghi bat ky chuong trinh dao tao nao,
hay tim dén cac ¢6 van va bat dau théi quen doc. Hai cubn sach ma toi
mudn giéi thiéu 1a cubn Suddenly in Charge cua Roberta Chutsky

14

Matuson'* va cuén Coaching Salespeople into Sales Champions cta Keith

Rosen!®, nhitng cudn sach ma toi s& nhac t6i ¢ phan sau. Matuson rat xuat
sdc trong viéc cung cdp kién thirc nén tang vé quan 1y ca “lac xubng” va
“lac 1én”, trong khi d6 Rosen lai c¢6 nhimg huéng din dic biét co thé ap
dung luén trong hanh dong dé trd thanh nguoi huan luyén sales hiéu qua.

Qua trinh “trwéng thanh” ctiia mot lanh dao sales

P6 1a nim dau 1am quan 1y. VAy con nim hai va nhitng nim sau d6
nita? Chic chan rang lam quan 1y sales khong chi don thuin bao gdm bay
budc ma toi da trinh bay ¢ nhitng trang truéc. Néu ban dang cam thay nhu
vay, to1 hiéu cam giac cua ban; phai dén nim hai hodc hon thé nita tdi méi
hiéu dugc mot cach siu sic hon va chan that hon nhirng bai hoc vé su 1anh
dao ma ban c6 thé bit dau 4p dung ngay bay gid nhu t6i dang ap dung nd
ngay hom nay.

Khi t6i nhin lai ca ndm th{r hai t6i lam quan 1y, t6i s& khong bién doi
nhimng diéu t6i da chia sé, ma t6i s& thay doi cach toi trinh bay bay dleu do.
Mot cach cu thé, t6i cho rang bay linh vyc t6i da nhan manh kha gidng Vol
clra sO, ctra ra vao, tim thach cao va hé thong diéu hoa khong khi néu
chung ta so sanh nd voi viée xay dung mot ngoi nha. Thir ma toi nghi toi
da thuc sw bd qua 13 nén méng — chinh 1a diéu tdi sip chia sé.

Khi t6i bat dau 1am quan 1y, toi di tap trung vao:

1. Lay dugc niém tin coa doi

2. Hiéu duoc nguén dong luc thic déy cac thanh vién lam viéc vd1 to1
va lam viéc ¢ cong ty nay

3. Pam bao rang t6i da hiéu rd nhitng yéu td co ban quan trong xung
quanh cong viéc du doan doanh thu
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4. Tim ra cac sang kién dao tao dua trén céc thang do

5. Quan 1y thoi gian cia t6i mdt cach hiéu qua va ning suat

6. Xay dung tam nhin rong va sy doan két cho doi

7. Xac dinh (va cai thién) nhitng cach thirc phu hop dé dao tao nhéap
mon nhitng thanh vién maéi

Mic du nhiing nd lyc nay la xting dang, nhung t6i nhan ra rang nhiing
diéu nay co thé va s& thay doi lién tuc. Moi ngudi dd dén va di. Qua trinh
da dén va di. Binh mutc doanh thu va cac phuong phap du bao ciing da dén
roi di mat. Thi truong va bdi canh canh tranh tién héa. Ké ca nhitng san
pham va dich vu chung t6i timg (va dang) ban ciing tién hoa. Tat ca déu da
thay doi.

Piéu ma toi cam thay biét on sau khi trai qua khoa dao tao huan luyén
hai ngay day cing thang voi Keith Rosen 1a t6i udc t6i da biét “bi mat” that
som trude khi t6i trd thanh mot quan 1y sales. Bi mat d6 4? Né déu lién
quan dén cach dé tré thanh mét huin luyén vién giéi, diéu s& gitp ban
lam, hoac tréd thanh mot nha lanh dao gidi. T61 nhan ra tir trudc dén gio to1
da lam diéu d6 sai cach.

To6i thay rang minh dang coi viéc huan luyén nhu 13 cong viéc giai
quyét van dé — diéu von thuong thiy trong qué trinh dao tao va doi khi 1a
van dé vé dong luc — trong khi thyc té 13 toi dang khong giai quyét van de.
Thay vao do, t61 dang khién cac thanh vién trong ddi tré nén dua dam vao
to1 hon, thay vi tré nén ddc lap.

T6i dd boé quén thyuc té rang con ngudi can lang nghe diéu gi do it nhat
nam 1an dé nod co thé di vao tdm tri ho. Cach t6i nhan ra van dé ton dong
nay hai nam sau 13 nhd mot sy that don gian rang nhimng van dé giéng hét
nhau sé& xuit hién lap di lap lai. TAt nhién, ching dén trong nhirng hinh
dang khac nhau, nhung ban chat ching gidong nhau. Du c6 tham gia bao
nhi€u nhom dao tao, bao nhiéu cudc hop nhom hay bao nhiéu nguén ho tro
cho t6i phat trién, van dé twong ty van ludn lap lai. Vi sao vay?

Caiu tra 1oi rat don gian: Téi da tré thanh “ngwoi chuyén giai quyét
van d¢”, chir khong phai mét huan luyén vién. Toi da khong truyén dong
lwc cho nguoi cia toi dé cd 6c suy xét va tu giai quyét van dé cua ho.
Nguoc lai, ho dua ddm vao toi nhu 12 mot gidi phap an toan.

T6i tin rang by gio phan 16n moi ngudi gap kho khin véi van dé tuong
tu, dugc xac minh khi nhimg ngudi tim bon muoi nhu t6i & trong cin
phong dao tao cta Keith c6 vé mit tuong tu va noi: “Oi khong. Toi di lam
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cai gi vay? Toi ciing 1a ngudi chuyén di giai quyét van dé”. Néu ban cam
thay nhu vay, ding suy sup.

T6i ciing tin rang phan 16n moi nguoi 1am huan luyén sales sai bai vi ho
khong phan biét dugc hai khai niém ddo tao (training) va huan luyén
(coaching).

« Pio tao (training) co thé hiéu qua 13 phan kién thic nén taing ma mot
c4 nhan can biét va dugc day dé 1am viéc mot cach hiéu qua.

e Huén luyén (coaching) khong lién quan dén viéc tiép thu nhitng sy
that, cach hoat dong cua cac bd may, cac quy luat hay twong tu nhu
vay, ma né ¢ thé duoc hiéu 1a phuong thire giao tiép bang cach truyén
cam htng giup két ndi va gan két mot ca nhan nao do.

Rosen cho ching ta mdt dinh nghia sau hon “/Viéc hudn luyén tét] dat
dwoc théng qua mét qud trinh bao gom su twong tdc lién tuc, khéng ngirng
nghi, sw quan sat va sy ho tro vé diéu kién trong mot moi truong an toan va
dang tin vdy, noi tap trung vao nhitng nhu _cau va tai nang ca biet, cu thé
ciia moi c¢d nhdn theo cdch ma cé thé dan téi sy thay déi tich cuc ldu
dai 0.

Néu ban muén tré thanh mét ngudi huan luyén gioi — va doi lai, 1a
mot nha linh dao gi6i hon — dy la diéu can phai lam tiép theo

Pau tién, toi khuyén ban hay tu héi ban than néu cac thanh vién trong
d6i ctia ban cling dang c6 cau hoi twong tu. Néu ho ciing dang thic mic
diéu do, c6 18 ban dang gip van dé trong ddo tao hay trong viéc tao dong
luc, diéu ma can phai dugc xac dinh thong qua viéc truyén dat kién thirc
mot cach co t6 chirc va c6 hé thong hon, hay thong qua kiéu noi chuyén
“hay dén voi Chua” dé noi vé 1y do vi sao thanh vién trong d6i lai muén
lam vi¢c trong linh vuc ma ho da chon, hoac it nhét 1a trong ddi cua ban tai
cong ty.

Tht hai, néu ban nhan ra réng doi cua ban thuong xuyén tim dén ban
vo1 nhitng cau hoi ma cau tra 161 1dp lai — va ban cling nhan ra ban than
dang qua sot rudt dé tra 101 nhitng cau hoi d6 — thi kha ning cao 13 ban dang
gip van dé trong cach huin luyén cta ban. Piéu nay nhic nhd can c6 mot
su thay do6i trong cach (mg xir ctia toi khi toi nhan ra rang véi tu cach 1a
mot nhan vién ban hang, t6i hiém khi bat 1ay nhitng co hoi dé tra 10i nhiing
cau hoi tiém nang ma thay vao dé khich 1€ ho tu tim cau trd 161. Nhung vdi
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tur cach 12 mot quan 1y, toi bo ngay cai suy nghi do, va toi da sai. Cach dé
dang nhat dé quay tro lai 16i suy nghi nay 1a hdy hanh dong nhu mot nhan
vién ban hang c6 trién vong (gia str ban dang tiép can theo 16i inbound
sales).

Cudi cung, dimg nghe theo 101 khuyén nay theo dung nghia den cta né.
Hay c6 nhiing phan xét dang. No6i cach khac, s€ ¢d nhitng lic nhiing nhan
vién ban hang cta ban thuc su chi can mot cau tra 101 va huan luyén khong
phai lac nao cling dang. Vi du, néu thanh vién doi ban dang & gitta mot
cudc goi va phai tat tiéng ctia cudc dién thoai d6 di dé hoi ban mot cau hoi
—doé khong phai la luc dé huan luyén.

Cudi cung, néu ban chua xem qua blog cua Kelth Rosen,
http:/keithrosen.com/blog, ban chic chan nén 1am diéu d6. Anh ay 1a mot
nguén luc tuyét vo1 ma ban co thé tim kiém.

Xay dung dya trén nhitng quan niém nay — néu ban ciing thay duoc van
dé khi 1am nguoi giai quyét van dé — 1a nhitng su that va 10i khuyén dé ban
c6 thé bat dau lam mot huan luyén vién thuc su (hay noi1 cach khac, mdt
nguoi lanh dao thuc su).

Sw that #1: Theo cach tot hon hay x4u di thi ddi kinh doanh ciia
ban chinh 12 sy phan chiéu ciia ban

Khi t6i nghe diéu nay lan dau tién, nd 12 mot su that kho co thé chap
nhan. Khi toi nghi vé nhiing thanh cong va that bai ma doi toi da trai qua
trong vong hai ndm qua, t61 cam théy tdt theo méot cach nao do, va té hon
theo nhitng cach khac. Toi thay that tuyét rang toi di giup duoc nhiéu
nguoi dat dén tiém ning cta ho. Toi thay that tuyét khi toi da két ndi nhitng
ngudi méi lai gan nhau. Toi thay that tuyét khi glup dd nhitng c4 nhan tim
dugc y nghia trong cong viéc cua ho, dleu ma cudi cung s€ gitup ho dat
duoc nhiing thanh tyu dang ké trong cudc song.

Nguoc lai, to61 khong thé tin duoc réng to1 la nguoi gay ra rac r6i khi
mot thanh vién trong doi héi t6i cing mot cau hoi lan thir mudi. Toi da that
vong vé ban than vi nhiing thang ma bat ky thanh vién nao ciing bo 15 con
s6 ctia ho. Va danh sach nay tiép tuc kéo dai.

Piéu quan trong 13 t6i di nhan ra rang toi khong thé quan tam dén su
thanh cong ctia bat ky ai khac ngoai chinh ban than ho, nhung t6i ciing can
phai d6i mat v&i su that rang bat ké van dé nao mang tinh hé thong trong
doi ngli cua toi déu do khong c6 su huan luyén hoac do toi huan luyén sai
cach.
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Sw that #2: Vi tri truéng nhom cuaa ban khong ¢6 nghia 1a ban la
“Nguoi giai quyét van dé chinh”

Khi Keith Rosen trinh bay y tudng nay lﬁn dau tién, toi dé nghi: “Tro1,
tat nhién t01 khong phai 12 nguoi giai quyét van dé chinh r6i”. Sau do, toi
da suy ngam vé diéu nay mot cach nghiém tic hon. C6 bao nhiéu lan moi
nguoi tim dén toi trong mot ngay? Bao nhiéu 1an ho dua t6i vao nhiing tinh
hudng kho khin, hodc 1a d6i mat véi khach hang, hodc 13 nhimg thach thirc
trong nd1 bo? Bao nhicu lan ho muén t6i khac phuc nhiing van dé cta ho
cho ho ma khong phai ho tu giai quyét nhig khoé khin cia riéng minh?
Cau tra 10i cho nhitng cau héi trén va hon thé nira 13: “Qua nhiéu lan”.

Cang nghi vé diéu do, toi cang giac ngd hon trong quan diém ctia minh
vé thé nao 1a sy quan ly va sy 1anh dao, sau do t61 da nhanh chong tim ra tia
hy vong. Nhin lai, téi di rat ngac nhién khi nhan ra toi da ting tra 10i
nhitng cdu hai cua cac thanh vién trong doi ngti to1 mot cach nhanh chong
va nhiét tinh nhu thé nao lac toi lién tuc day ho réng cch thirc dé ban hang
hiéu qua hon 1a thong qua su chi tdm quan sat, dit cau hoi, dao sau vao
nhu cau thuc sy ctia khach hang tiém ning véi ching toi. Tai sao toi da
khong 1am diéu tuong tu trong cach quan 1y va 1anh dao?

Sw that #3: Dé dao tao ai d6 hiéu qua, ban can phai chiéu md ho va
lIam r6 muc dich cia minh

Pay 14 mot nguyén tic c¢o phan triru tuong dé hiéu, nhung Keith da lam
dugc mot diéu xuét sic khi dao tao dugc nhém lanh dao sales cua ho cach
dé 1am no hiéu qua. Tém lai, néu bat ky su tham huyt nao t61 da miéu ta
trudc d6 gdy an twong véi ban — hiy tro thanh nguoi giai quyét van dé
chinh, hay bat dau voi nhiing giai phap thay vi cic cau hoi khi lam viéc
cung nhom cua ban — sau dé ban c6 thé can nghi lai xem minh c6 phai mot
huan luyén vién hay khong.

Néu ban chua phai 1a mot nguot dao tao, nhung mudn tré thanh nguoi
d6, diéu dau tién ban can phai 1am 13 két nap moi nguoi vao mot phuong
phép giao tiép mdi. Dau sao, dé 1am duoc diéu d6 hiéu qua, ban can phai
lam sang to va rd rang nhig chu ¥ cta minh. Mot trong nhitng cach t6t
nhat dé lam diéu nay 13 ngdi lai véi cac thanh vién trong nhom ciia ban va
giai thich vi sao ban dang thay d6i cach giao tiép, bat dau vai “Cai toi
mudn cho cac ban...”. Ban c6 nhan ra sy khac biét nho trong do khong?
Viéc phén biét dugc cach noi “cho cac ban” mang nghla dbi 1ap vai “tir cac
ban” 1 rat quan trong boi chit “cho” mang an ¥ rang ban da co trong dau
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nhitng mong muén cia cac thanh vién trong nhom ban, trong khi chir “tir”
ham ¥ rang ban chi c6 trong dau nhitng van dé cua riéng minh.

Thém vao d6, néu ban khong chi 16 muc dich cia minh déng sau su
thay d6i ndy, cac thanh vién trong nhom s& mic dinh lo ling. Ho s& nghi:
“Téi c6 dang & PIP [performance improvement plan — ké hoach nang cao
hiéu suat]?”, hay “Cai gi dang dién ra ¢ tdm lanh dao cao cdp ma khién
giam ddc cta toi lam diéu nay?”, hoic “DPiéu gi dang dién ra trong cong ty
ma t6i khong hé hay biét?”. Bang cach don gian chi ra nhiing muc dich cia
ban, ban c6 thé xo6a di nhitng ndi lo ngai ndy, va bang cach don gian thay
doi cach thirc ban dién giai ching, st dung “cho” thay vi “tu”, ban s¢ bat
dau nhan duoc két qua tdt véi cuong vi la mot huan luyén vién gén nhu
ngay lap ttrc.

Sw that #4: Moi nguwoi tin vao nhirng gi ho noi, nhung lai khong
mudn cong nhin nhirng gi ho nghe

Day chinh 1a 1y do vi sao trd thanh mot huan luyén vién lai quan trong
dén thé. Néu ban ludn 1a nguoi tra 10i cac cau hoi va huéng dan moi ngudi
phai 1am gi, thi co hdi dé c6 mot sy thay doi trong thai do 1a rat thap. Thay
vao d6, néu ban hudng din mot ai d6 cach giai quyét van dé, hodc 1a cho
ban than ho, hodc it nhét 14 vdi ban, thi sau d6 ho sé 1a nguoi chi ra nhiing
giai phap, khong phai ban. Vi khi ho chu dong chi ra giai phéap, ho s€ tin
vao nd nhiéu hon, va s& hién thuc hoa diéu do.

No6i mét chut vé triét hoc. Tai s& trich mot cAu noi ctia Lio Tu:

“Nguwoi lanh dao 16t nhat la khi dén chcfng biét ¢é ldanh dao, khi viéc
cua lanh dao da xong, muc tiéu da dat, dan sé noi: Chinh chung ta hoan
thanh céng viéc.”!”

bay 1a mét vi du vé viéc n6 sé dién ra nhu thé nao. Cac thanh vién
trong nhom cua ban dén vé6i ban vi mét van dé. Trude khi nhirng thr khac
xay ra, ban phai chac chan rang ban s& danh su quan tdm nhu nhau véi tat
ca thanh vién trong nhom. Néu ban khong lam duoc diéu do, hay noéi vo1 ho
rang ban khong thé, nhung hiy hoi ho vé khoang thoi gian hiéu qua véi ho
vi ban that sy mudn dé tam dén ting nguoil. Mot khi ban da ngéi lai, ban co
thé bat dau cudc tro chuyén bang cau hoi: “Moi thi van 6n cha?”.

Ho néi rang ho dang gip phai kho khan dé chét mot thuong vu vi nguoi
dua ra quyét dinh duoc gidi thiéu qua mudn trong quy trinh sales, va ho
mudn biét ban nghi gi vé cach khac phuc van dé nay.
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Trong hoan canh dé, hau hét cac quan 1y sales s& vao cudc va san sang
dua ra giai phap. Vi sao? Vi tat ca chung ta déu mudn séng co ich, va
ching ta ludn luén dugc ting bdc rang moi ngudi dang can dén tri tué
“uayén bac” cua chung ta, dac biét trong viéc khic phuc nhirng van dé sales
“kh6 nhan nhat”. Py la cai bay dau tién ma ban phai tranh xa. Thay vao
do, quay tr¢ lai cudc tro chuyén cua ban véi cac thanh vién trong nhoém:
“Téi rat vui khi dwoc chia sé y kién ciia minh vé van dé nay [Brian], nhung
Vi cdc ban dd rdt gan giii véi tinh huodng ndy dén mirc cam twong nhw cdc
ban biét ré nhat budc tiép theo la gi. Chinh vi vdy, y kién cia cdc ban vé
gidi phdp tiép theo la gi?”.

Néu ho khong phan hoi, hdy chuan bi nhiing cau tra 10i dy phong va hoi
ho nhiéu cau héi mé nhu: “Hay ndi ré hon cho téi vé tinh huong. Piéu gi
da huéng né dén van dé ma ban dang mdc phai?”.

Sau khi biét nhiéu hon vé tinh hudng, hdy tiép tuc hoi nhitng cau hoi
mo cho dén khi ban cam thay nguoi ban hang cua ban di trd nén dé dang
tiép can hon vGi cau hoi dau tién ban dat ra: “Y kién ciia cdc ban vé giadi
phdp tiép theo la gi?”.

To1 da khong giai thich né sém hon, nhung t61 s€ lam rd n6 ngay bay
gid. Viée sir dung tir “y kién” rat quan trong béi 1& mot quan diém khong c6
sai hodc dung. Béng cach sir dung tir 46, ban s& x6a bé dugc ndi lo léng
tiém an hay sy hoai nghi ban than dugc hinh thanh tir nhitng cau hoi nhu:
“Ban nghi phuong an nao 1a dang dan cho van dé nay?”. N6 c6 vé 1a mot
cau hoi don gian trén bé noi, nhung viéc thém vao cau véi chi mot tur “y
kién”, ban d3 tao ra mot khong gian an toan hon cho cudc tro chuyén.

Trong tinh hudéng nay, néu c6 mot nhan vién ban hang cam thay kho
khan hodc nan chi, ho co thé s& noi: “Toi khong biét. P6 13 1y do toi mai
héi anh!”.

Phan 16n cac quan 1y déu roi vao cai bay nay — ho nghi rang da hét
cach, va ho khong thé chiu ndi sy nan chi ctia cc thanh vién trong nhom.
Nhung khi mot ai d6 noi: “T6i khong biét”, hiém khi c6 nghia 14 ho khong
biét that. Thay vao do, nd c6 nghia 1a: “Hay dua toi cau tra 10i di vi toi
khong mudn ty minh phai nghi ra”. Pay khong phai 1a van dé vé dao tao,
ma 1a sy hong kién thirc — mot vi du c6 thé may moc nhu ghi nhan cudce goi
bang CRM cua cong ty ban. Vi vay, dimg tu sa vao cai bay “To6i khong
biét”. Thay vao do, phan tmg lai va tiép tuc hudng din bang cach hoi
nhitng cau hoi nhu: “OK, anh khéng biét... [DUNG]... Viy néu anh thit su
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da biét, anh thdy diéu d6 cé6 vé thé nao? . Hodc ban c6 thé hoi mot cau co
phan bong dua hon nhu: “Néu t6i khong ¢ day, anh s& lam gi?”. Ban s& gan
nhu pha bé dugc khong khi cang théng, tham chi ban con c6 thé nhan duoc
nu cuoi tu cac thanh vién, va ho s€ c6 kha nang chia sé y kién cua ho.

Nén nhé, huan luyén hoan toan la viéc ban trao quyén cho cac thanh
vién cta minh dugc chu dong dua ra nhiing quyét dinh dang cho ban than
ho trén mot nén tang xuyén subt. Khi ban 1am nhu vay, ban s€ xay dung
dugc su tu tin. Khi ban ¢6 dugc su tu tin, ban s€ nhan lai sy ton trong va tin
nhiém tir nhém. Va khi ban cé duge diéu d6, nhom cta ban khong chi lam
viéc cham chi khi khong c6 ai gidm sat, ma ban con dua cho ho duogc
khung 1am viéc dé suy nghi va giai quyét nhitg van dé cua riéng ho trong
hanh trinh dai day thir thach nay.

Ai biét duoc, ban co thé sé truyén cam htmg cho ho dé trd thanh nhing
nguoi lanh dao, ma theo quan diém cua toi 13 vi tri cao quy nhat trong viéc
lanh dao ban c6 thé khao khat c¢é duoc.
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Chuong 9
NHIN LAI VIEC LANH PAO TRONG
NGANH SALES

hin lai khodng thoi gian t61 dugc quan 1y boi nhitng nguoi khéc,

thoi gian toi dd quan 1y mot nhom, t6i ¢ rat nhidu diéu mudn

cllia sé vé viéc tré thanh mot quan 1y sales va viéc dan dit mot

nhom nhitng ngudi lam inside sales. Poi khi toi cam thay toi khong thé

quan 1y duoc tit ca. Cling c6 luc, t6i cam thdy nhom cta minh dang hoat

dong nhu mot cd mdy tron tru. Moi thir khong bao gid hoan hdo, va ciing

khong bao gid toi té. Phan 16n kinh nghiém dén tir ca lac thang va luc trAim
cua to1, khong c6 khoadng gitra.

Nhu t6i d3 chia sé, dAn dit mot nhom inside sales mot cach nao do
giéng voi hudn luyén mot doi cac van dong vién vay. Trén thuc té, khong
¢ bt cir mot nghia vu nao bt budc tr cac thanh vién dbi véi mot nhom —
it nhat 1a khong gidng cach n6 hoat dong trong mot doi thé thao nhu bong
da, bong chay.... Cac van dong vién kha phu thudc vao cac ca nhan khac dé
chién théng mot tran ddu. Mot tién vé phu thudc vao ngudi chuyén bong,
thu moén. Mot hé qua truc tiép 1a diéu khong tdn tai trong “mon thé thao”
sales.

To1 nhé da ting trai nghiém né mot cach rd rang khi té1 con 1a dai dién
ban hang. Toi da that sy khong cha ¥ rang liéu toan bd nhém cua toi dang
1am hét 100% ctia ho hay hon thé. Du sao t6i dd quan tdm t&i viée trd thanh
nhom tot nhat va dam bao cac thanh vién trong nhom toi dang 1am viéc tot.
Vay tai sao lai ¢6 su khong két nbi?

Lam viéc & vi tri inside sales, noi ké hoach nang cao hiéu suét (PIP)
ludn ludn thuc té, va ban dugc tra tién lwong twong duong voi cong sirc
minh bo ra, nd s& kho khin dé khong chi tip trung vao mot ca nhan nao. Vi
vay, no sé dua quan 1y sales vao mdt vi tri la 1dm. Ban dugc ky vong
chuyén g1ao s6 lwong nhom, nhu:ng chi bang su vun ddp cong stc cta nhiéu
ca nhan, diéu ma ban khong thé truc tiép giam sat. Vay sau d6 quan 1y s&
duoc ky vong nhu thé ndo dé boi nguge dong chay von c6? Téi tin diéu do
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bat dau vdi cach tu duy dung dan cua ho, ma theo t61 n6 bao gom nhiing
di€u sau:

e Diu tién, moi quan 1y nén tranh xem ban than minh 13 quan 1y, thay
vao d6 1a mot huan luyén vién/dao tao vién ca nhan. Tir “quan 1y”” ham
chtra quyén luc, trong khi “huén luyén vién” hay “ngudi dao tao” ham
v su quy phuc. Chung ta khong “quan 1y ho. Tuc ngit c6 cau: “Ban
quan 1y dd, nhung ban dan dit con ngudi”. Theo quan diém cua toi,
nha quan 1y nén tim ra dugc nhitng diém manh tdi wu cta timg ¢4 nhan
va gitup ho nhan thurc, phat trién duogc thé manh ctia chinh minh. Sau
khi can nhic k¥ ludng, viéc trd thanh mot quan 1y sales khong phai vé
ban, ma vé nguoi cua ban va viéc ung hg, nuéi dudng thanh cong cua
ho.

o Tht hai, nhimg ngudi quan 1y nén 13 nhitng nguoi tao diéu kién cho
cac thanh vién trong nhém cua ho, va cho chinh nganh nghé, cong ty
ma ho dang cong hién. Ho nén 1a bo mdy to chirc va van hanh ning
luong dé boi tron cac dong co cia mdt qua trinh, cling nhu sy phat
trién ctia ca cong ty 1an cac c nhan trong to chire; khong phai sy kim
ham dé lam cham lai gudng quay cta to chirc. Nhan manh mot lan
nita, vai tro ctia viéc lanh dao phan 16n thién vé tit ca moi nguoi va tat
ca moi viéc hon 1a vé ban than ban.

e Tht ba, nha quan Iy nén ludn ludn quan sat va dé ¥ moi ngdc ngach dé
tim ra nhimg co hoi phat trién twong lai. Chung ta dang lam gi rudm
ra? Ching ta dang lam gi khong hiéu qua? Co6 diéu gi chung ta chua
chia sé voi ngudi khac, voi nhitng dong nghiép ma cé thé thuc day loi
suét sales? Néu nguoi lanh dao khong nhin quanh nhitng goc khuat dé
du doan nhing diéu sap xdy ra va suy nghi vé viéc nudi dudng thanh
cong trong twong lai, thi s& khong ai 1am diéu d6 ca.

e Cudi cung, toi tin rang quéan 1y sales nén 1a nhitng nguoi quan 1y luc
luong lao dong tuong lai cua chinh ho, va su phat trién cta luc luong
lao dong trong cong ty — & mirc tdi thiéu, vi nod lién quan tdi tuyén dau.
Xay dung ngudn nhan lyc tot cho twong lai 1a mot trong nhimg nghia
vu quan trong nhat ctia nha quan 1y.

C6 thé noi, toi nhan ra day la nhirng chu dé dic biét phtrc tap, va nhiing
dac trung cua ching nén duoc danh cho céc ca nhan va t6 chirc 1anh dao

154



ctia ho dé xac dinh tinh tmg dung trong bdi canh doanh nghlep hay ban sic
cong ty ctia ho. DAu sao, ¢6 mot chir dé chung ¢ day t61 mudn mo rong, va
n6 cham vao gan nhu tt ca nhitng chi dé néu trén — dong lyc trong pham
vi doi ngil inside sales. Pay c6 thé 1a chu dé doc 1ap ma toi da co nhiéu suy
nghi dé vuot qua trong nhitng nim dau tién ctia minh voi vai trd quan 1y
sales.

Ban dau, khi t6i chay mot nhom tir naim 2014 dén nam 2016, t6i dd nam
duoc mot khung viée 1am dé giup cho chinh ban than minh. Hoi tudng vé
no, t61 nhd lai mot cude tro chuyén voi Tony Williams, nguyén thi trudng
cua Washington, DC. Khi t61 dang lam viéc vdéi ong tai Corporate
Executive Board (CEB), t61 da tung ddc bi¢t héi 6ng cau hoi:

“Tony, & mot vi tri voi quyén luc I6n trong tay, lam thé ndo ma ngdi cé
thé gidi quyét moi chuyén on théa? Khéng phdi xung quanh ngdi luén cé
nhitng nguoi ¢é gang dé cé dwoc sy chii ¥ ciia ngai, cho nén ngai cé thé
giup ho lén duwoc vi tri cao hon?”

Ong dap lai (dai khai 13):

“N6 s khé khan & giai doan dau. Nhung khi t6i nhdn cong viéc nay, t0i
da biét t6i sé phdi luon tap trung. Chinh vi vay, cdch toi gzal quyét né la
dya trén ‘ba cdi trong’; néi cach khdc la ba diéu to 16n nhat va quan trong
nhat doi vo‘z t6i. T6i luén luén tudn thi nghiém khdc ba diéu nay, va néu cé
ai d6 muén cé dwoc sw chil ¥ cua toi vi mot muc dich nao do, toi sé khong
may may danh thoi gian cho viéc do.”

Péi véi nhitng ai khong biét, so voi hang ngii cac vi thi truong cua DC,
Tony Williams 1a mét trong nhitng nguoi duge yéu quy va thanh cong nhat
trong lich st thanh phd nay!. Di nhién, t6i khong thé néi chic rang moi
thanh tich cua ong déu duoc xay dung boi ba nguyén tic, nhung t6i dam
chic n6 co tac dung.

Vi su thiéu hut mot khung lam vi¢c hi€u qua hon, t61 phat hién ra t61 co
thé sir dung y tudng cua Tony dé dinh huéng cho minh. Vi t6i, nhu d3 noi
qua & cac chuong trudc, cac nguyén tic do 1a:

1. Hudng dan dao tao

2. Tinh toan do ludng

3. Chiéu md tuyén dung

Tuy nhién, van con thiéu diéu gi d6; néu ba nguyén tic nay 1 16p da, bd
xuong va nhitng co bap, vay thi mau, cac co quan sdng va hé than kinh vin
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chua c6. D6 13 chd ma dong co tri tué tré thanh tAm diém véi toi.

Hién tai, khi dang no6i vé chu dé dong co thic déy, t6i chic chan khong
tha thiét phai tr& thanh mot Daniel Pink — con 1au t6i mdi duoc nhu éng Ay.
Nhung, theo quan diém cta tdi, nghién ctru ctia dng ay va vién canh vé
dong luc nén yéu cau dugc doc khong chi cho quan 1y sales ma con cho bat
ctr nha quan 1y ndo ¢ bat cir linh vyc ndo, trong bat ¢t nganh nghé nao.
Trén thuc té, t6i van su dung khung lam viéc vé dong luc cua Daniel subt
mot nam, tham chi trude khi t6i biét nd 1a cla 6ng dy. N6 khong bo budc
suy nghi cta toi; toi dd doc mot tom tat vé nd trong Evernote ctia mot dong
nghiép vao mdt ngdy no, va né gy anh hudng rat 16n ddi voi toi ma toi
khong thé khong ap dung ngay 1ap tuc.

bac biét, khi 6ng éy di dén noi dung chinh vé nhiing diéu thuc déy mot
c4 nhan, Daniel d3 ban luin vé ba diéu quan trong: (1) tam nhin, (2) su tu
quan va (3) tham vong. O nhitng gia tri bé mat, nhitng lanh dao sales day
din kinh nghiém c6 thé nghi diéu nay vo nghia. Diu sao, ngudi khac co thé
nhan ra va danh gia cao no, dac biét 1a ngudi lam sales khong léy dong luc
tir tién bac, hodc nhimg phan thudng ngoai lai khac, ma liy dong luc tir
chinh nhitng nguo1 cheo 1ai ho.

Suy nghi ndy duoc tng ho bai rat nhiéu cb van sales va truong nhom
sales, duoc minh chimg qua bai viét boi Next Level Sales Consulting. Day
12 mot cau no6i danh vao tiém thic t6i (cling duoc dé cap ¢ chuong trude):

“Nhitng nhdn vién bdn hang, nhitng ngwoi ma nguon déng lec xudt
phat tir bén trong chinh bdn than ho, sé cam thay day du, théa man va tré
nén giau cé hon nhitng nguwoi ldy déng luc tir cdc yéu té bén ngodi.” ?

Ban van chua tin t6i? C6 nhiing nghién ctru rat ndi tiéng ctia Dave
Kurlan va doi ngii cua 6ng tai Objective Management Group duoc néu bat
& bai viét nay (ciling duoc dé cip & chuong trudc):

“Ngay trude (2008 tré vé trudc), néu nhan vién ban hang cam thdy cé
dong luc, thi co thé ho c¢6 dong luc nho tien. Dya theo dir liéu tir Objective
Management Group, 54% nhdn vién bdn hang cé nguén déng luc la tién
vdo nhitng nam 1990 va dau nhitng nam 2000. Ngay nay, dit liéu lai cho
thdy rang nhiéu nhdt 27% nhan vién c¢é déng lec tir cdc yéu té bén ngoai.””

N1 cach khac, su bu dép va lo1 ich cong ty ban dua ra don gian la cudc
danh cugc vé tién. Té hon, nd con khong thé 1a cudc danh cuoc! Toi da
ting thué rat nhiéu nguoi trong nhiéu nim ma cé thu nhap thap hon khi 1am
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viéc tai HubSpot vi ho tin mot cach cuong quyét vao muc tiéu cua cong ty
va mudn giup ching t6i thay ddi cach thé giéi lam sales va marketing.

Tiép theo 1a phén tich cta riéng toi vé ba thanh phan tao nén dong luc
cho ca nhan hay t6 chtre, dua trén khung lam viéc cua Pink.

THANH PHAN #1: TAM NHIN

“Néu ban dang lam viéc gi do thu vi ma ban thdt sy quan tam, ban sé
khéng can phdi dwoc thic day. Tam nhin cia ban sé ti ddy ban.”

- Steve Jobs*

Cac thanh vién trong nhom cua ban ¢6 cam théy ho 1a mot phén that su
to 16n hon chinh ho? Ho c6 tin rang nhiém vu cta ho 1a cao quy, b6 céng
deo dudi? Ho c6 tin rang nhitng gi cong ty dang 1am, hodc muc tiéu ban dé
ra cho nhém quan trong hon va kéo dai hon thanh tyu ctia cd nhan ho?
Cang nghi vé van dé ndy, nd cang trd nén rd rang hon voéi toi. (Hau hét)
moi nguoi déu mudn tré thanh mot phén to 16n hon chi minh ho. Ho muén
gdy nén nhitng anh huéng lau dai véi thé gidi. Chi “thich” san pham hay
dich vu ma cong ty ho cung cap di khong con 1a du; ho mudn trong thay
nhirng vién canh rong mé hon va vai tro cua ho trong viéc hién thuc hoa
vién canh Ay.

Ngay nay, mot cach cong bang thi viéc khang dinh mot vién canh sé
xay ra 12 mot bai todn hoan toan phtic tap cho mot quan 1y sales dé hoan
thanh ddc 1ap mdt cach thanh cong. Ddi chiéu véi cach ma toi da 1am duoc,
to1 cam théy t6i chi thuc hién tot mot nira can can, truyén tai nhirng nhiém
vu cia cong ty, cling nhu nhitng vién canh, xudng cac to chic va cic ca
nhan. Du sao, ntra con lai ciia can can ma to61 dang thiéu nam trong vi¢c cac
nhom t6 chire tw dua ra nhitng giai phap don phuong va song phuong. Néu
t6i c¢6 co hoi lam diéu d6 thém mot 1an nira, toi da bat dau bang viéc tap
hop nhom phan hoi thong qua bai khao sat nhd, va sau d6 ban bac vé nhiing
phan hoi trong mot nhom nho ma dugc thanh 1ap dé chon loc nhirng chia sé
chung cta moi ngudi. Cudi cing, t6i dd vuot qua nira thtr hai cta bai toan,
nhung né d3 qua mot nim cho dén thoi diém t6i lam duoc. Toi di trinh bay
nhimg két qua cua ting trai nghiém trong cudn sach nay dé ban co dugc
khung lam viéc ty xay dung cho riéng minh.

THANH PHAN #2: SU TU QUAN

“Kiém sodt dan dén sw phuc tung. Con tw quan duva dén s hira hen.’

- Daniel Pink’

)
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That sy rat khé khan cho mot ai d6 dé tu 1am tdt. Rat nhiéu cong ty van
c6 chinh sach cong viéc han ché, ma da phan trong s6 d6 khong mang lai y
nghia gi cho t6i. Vi toi, su tu quan 1a mot cach thu vi dé néi “tin tuong va
Xac quyét rang con nguo1 s€ lam nhitng diéu dang dan khi khong co ai
giam sat”. Phan 16n con nguoi mudn co duoc muc do tin twong nhu vy, va
khi n6 dugc trao cho ho, ho thuong tran trong no. Ho cling thuong xuyén
1am viéc chiam chi hon khi quyét dinh tién hay lui ay dén tir ndi tim. Puong
nhién, chia khoa dé su tu quan phat huy hi€éu qua chinh la tao ra dugc mot
moi trrong ma cac ca nhan sép tiém can, hodc dang lam viéc, voi trinh do
ma ho khao khat. Mgt cach tu nhién, con nguodi sé khong mudn ho 13 nguoi
duy nhat khdng 1am nhimng viéc can lam. Dé xay dung dicu nay, téi da lam
mdt sd viéc c6 thé s& c6 ich cho ban:

e Dau tién, t6i v& ra mot tdm nhin rd rang vé t6 chic. Khi mét thanh
vién méi gia nhap t6 chirc, t6i s& chia sé cho ho vé tim nhin cta to
chirc va y nghia cua viéc lam viéc cung nhau trong mot doi. b6 1a “tin
ngudng” riéng cta t chirc ching toi.

o Tiép theo, t6i v& ra hudng ddo tao timg ca nhan tuy theo trinh 6. Noi
dang hon, “day la nhitng viéc ban phai hoan thanh trong thang thir
nhat, thang thr hai”,... Trong qua trinh nay, ti ciing s& dinh nghia o
rang vai tro va vi tri cia minh, nhitng vai tro vi tri cua cac thanh vién
trong to chirc, nhitng ngudn hd tro b sung s& duge chu cap cho ho
mot cach chinh dang.

e Cubi cung, t0i cho phép cac thanh vién trong to chtrc duoc 1am viée va
chirng minh cho t61 théy minh nén tiép tuc cho ho su ddc lap 16n hon,
16n hon nira, ké ca khi t6i cho rang diéu d6 khéng nén nam chit trong
10ng ban tay. Néu ho bat dau roi xa ranh gidi cua nhitng ky vong 1on
lao ma toi da vach ra cho ca ddi va cho ban than ho, dan dan ho chic
chin s& bit dau mat di sy tu gidc. Néu cudi cuing ho khong thé di theo
nhimg ky vong d6 thi ho 13 nhitng nguoi tiéu biéu nim trong PIP, mot
chu ky c6 quan ché 30 dén 60 ngay ma ho phai thé hién duoc nhimg
thay d6i trong hanh vi va cach lam viéc. Néu khong, chung tdi sé& co
thé c¢6 mot cudc trd chuyén vé hudéng di cong viée méi.

THANH PHAN #3: THAM VONG
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“Gido duc khong phai la hoc hoi tw nhitng dir kién, ma la réen luyén tu duy
dé suy nghi.”
- Albert Einstein®

Mot du an nghién ctru lau dai dugc uy nhi€ém béi truong Pai hoc
Middlesex cho Work Based Learning chi ra rang tir nghién ctru véi 4.300
nhan vién, 74% trong sd ho cam thiy khong dat dugc tiém ning téi da
trong cong viéc boi sy thiéu hut vé co hoi phat trién’.

Ngoai ra, nhan vién sé& tir bé mot cong viéc méi trude khi nim dau tién
két thiic. N6 khong nén dién ra theo cach do, va no khéng can phai dién ra
theo cach d6. Bat ky thanh vién nao trong nhom sales, quan 1y, chi huy, hay
linh dao 1au nim déu biét rd thiét hai cua viéc mat di nhiing thanh vién
ning suat sém hon dy tinh nhu thé nao. Tt nhién, né khong chi ap dung
vOi sales.

T6i khong bao gio chac chan 1am thé nao dé néi rd tim quan trong cia
viéc hoc hoi va sy tham vong, nhung toi biét n6 1a chia khoa cho thanh
cong cua minh trong vai tro mot lanh dao va cho thanh cong cua tirng thanh
vién trong to chirc. Pé git hai diéu nay va dua nd vao van hoa cua doi, toi
da thir rat nhiéu diéu:

e DPAu tién, t6i ndi ra — rat nhiéu 1an — dé dua nod vao cudc doi. “Hoc hoi
that su quan trong. Ching ta c6 thé hoc hoi moi tht bat ké né méi mé
ra sao, hay chung ta da trai nghiém nhu thé nao. N6 xtmg dang véi gia
tr1 noi tai ma n6 mang lai”. T61 phat hién ra néu t6i nodi to nod 18n va
giai thich tam quan trong cua vi¢c hoc hoi cho doi cua toi, do 1a strc
manh cua sy ldp lai trong hanh dong.

o Thir hai, toi chic chan tip trung vao chi mot k¥ ning “lén” trong mot
khoang thoi gian véi ting thanh vién trong to chirc. Vi nhiing thanh
vién méi, nhitng k¥ ning ndy c6 thé 1a nhitng diéu don gian, nhu kiém
soat nhimg cudc goi mang lai thong tin tt trong nhitng cudc goi khao
sat, hay viét nhiing email chuan form ma khong c6 15i in an. Voi
nhirng thanh vién day din kinh nghiém, nhitng k¥ ning bao gom xay
dung méi quan hé véi cac thanh vién ngoai pham vi sales, diéu tiét
nhitng cudc trd chuyén cip hanh chinh, hay dam phén véi to chiic
phap luat, IT va thu mua. Khong quan tam té1 nhiém ky hay trinh do,
kinh nghi€m, t61 luon luén dam bao c6 mdt, va chi mot, ky nang ma
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toi tién phong 1am viéc vdi cac thanh vién trong to chirc trén nguyén
tac co ban.

e Th ba, toi thiét 1ap thot gian lam viéc déu dian ma tat ca moi thir va
tat ca moi viée duge van hanh. D6 13 mot khong gian an toan. Khong
cO nhirng cau héi qua 16n hay qua nhé. Trong thoi gian do, ching to1
dam duong moi viéc, dau cé 1a thuong hiéu BDR méi hay mot dai
dién vo1 hai muoi ndm kinh nghiém.

o Thir tu, toi thudng xuyén dong vién (doi khi bat budc) cac thanh vién
1am viéc voi ngudi khac tir cac nhom khac nhau. Téi mudn ho hiéu
rang khong ai co thé thanh cong trong sales & HubSpot (hay & bat ctr
dau, theo quan diém cua t6i) khi lam viéc mot minh. Khong co cach
nao dé phat trién toan dién cac k¥ ning thiét yéu trong thoi gian co thé
néu khong tu hoc hoi.

o Cubi clng, t0i cam thay rat may man khi duoc lam viéc cho mot cong
ty cling ¢6 niém tin 16n vao sy dao tao va phét trién. Chang han nhu,
mdi nhan vién ctia HubSpot mdi nim déu dugc cap 5.000 do-la tién
mat dé st dung cho muyc dich thic déy ban than mdt cach chuyén
nghiép. Ho ciing duoc huéng chuwong trinh mién phi noi moi thanh
vién trong t6 chirc c6 thé co duoc nhitng cuén sach ho mudn tir cong
ty.

Vi hy vong hién thyc héa nhiéu hon nhiing gi toi da viét ¢ day, ban sé
thdy rat nhiéu san phim quan 1y qua nhiing trang tiép theo; hiy don doc ca
Team Vision Document 2014 trong chuong 8. Hiy cam thay thoai mai voi
viéc str dung chiing bat ké ban c6 cam thay phu hop véi to chirc cia minh
hay khong.

San pham quan ly va nhirng vi du tir trai nghlem quan ly caa toi

SAN PHAM #1: NHIN LAI NAM PAU TIEN VA VIEN CANH 2015

[TEN PA BUOC THAY POI PE BAO VE NHUNG KE NGAY
THO/CO TOI. @ BAT KY CAI TEN NAO XUAT HIEN PEU CHI LA
HU CAU]

Chu dé: Panh gia hoat dong nim 2014 va phuong 4n phét trién trong
nam 2015

Than gui dong d6i cua toi,

Tbi ¢b v gui thu nay som hon du tinh, nhung khi nhin lai thi thang Mot
van con chua tréi qua han, t6i khong nghi minh d3 qua muon. Sau day 1a
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nhitng suy nghiém cta toi trong nim 2014 va tong quan vé ké hoach/dinh
hudng chung cho ndm 2015.

Néu phai chon mot hinh anh dé két thuc nim 2014 va bat dau mot nim
méi, n6 co thé 1a “thoat ra khoi bong toi va budc vao anh sang...”. Nghe
hoa m¥ nhi? C6 I8 thé.

Sau day 12 mot s6 vién canh:

Chung ta da doi mit véi mot su thay doi rat 1on trong ndm 2014. PODS
sup do, Evan va Jemma quay trd lai cing tuyen vo1 ching ta, ching ta
mang lai hang tin nhu’ng cong cu méi cho cac doi tac cung cap cong cu
cho cac khu vuc, cung cap s6 luong lead 16n, cung cip s6 luong lead doi
tac 16n, mang lai hang tin san pham ting truong, va chung ta di trai qua
nhitng cudc canh tranh cam go, phai doi mit v6i nhitng khach hang ngay
cang tinh tao va phuc tap hon, d3 nang cao chi tiéu, mat Lacy, mat Abby
(sau d6 gianh lai duoc Abby:)), mat Emily, mat David, thém bén thanh vién
mMGi,... nhung sau tat cd, ddy la nhitng gi ching ta da cung nhau cé gdng
va no luc dé dat dwoc khi la mot déi.

Nhirng diém ndi bat cua ca doi trong nam 2014:

e $A-tricu ARR/$B.000 MRR

e Thuyét phuc dugc X khach hang méi

* Y% thu nhdp ca nam

7% trong vong nim thang kéo dai tir thang Tam dén thang Muoi hai

e D01 dung #1 trong VAR thong qua ARR

« Doi #2 can bang trong VAR

o Doi #2 trong toan b cong ty, tinh bang tong ARR (X triéu $ dung #1)

o Doi #3/4 trong cong ty (phu thudc vao cach ban chia cac con sd)

e C0 ba thanh vién d6i nam trong top 10 dai dién ban hang trong toan
cong ty

e Dat dugc thir nhat trong top 5 VAR BDR trong nim

e Mason trd thanh Domestic Rep #1

e Bay nguoi trong d6i duoc thing tién

e Tam trong muoi mot thanh vién dat trén G% thu nhap hang nam

e Tham chi c6 ngudi con c6 em bé... va ca dinh hon (chi 1a phai lam
moi thir t6t hon David, phai khong?)
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O muc dod ca nhan, toi vo cung tu hao vi su tan tuy cua cac ban; diéu do
da tao nén thanh cong cua riéng cac ban, thanh cong cua doi ta, va thanh
cong cua HubSpot khi no tién t6i muc tiéu dat duge Y $ loi nhuan vao nam
2020.

Cau héi ma chiing ta con bé ngo gio' diy 1a 1am thé nao dé dat dwoc
140% va ddi dian dau & HubSpot (tinh bang tong MRR va su thé hién can
déi). Pay 1a muc ti€u chung cua to61 va cua tAt ca cac ban, mot muc tiéu ma
cic ban mudn dat duoc trong nam nay.

T6i c6 thé danh thoi gian dé giai ma cac con so, phan tich cai phéu, cho
ban thiy chinh x4c bao nhiéu don hang chiing ta can phai ch6t va ASP sé ra
sao. Nhung t6i khong nghi d6 sé 1a dong luc cho bat ky ai trong cac ban dé
dat dugc muc tiéu do. Thay vao do, toi cho réng nguén dong luc éy dén tir
cach ching ta lam viéc vo1 nhau.

Day s¢€ 1a 101 hira cua td61 danh cho cac ban vi ching ta sé lam viéc cung
v6i nhau dé dat duoc 140% va dam bao duoc vi tri viing chic trong top dau
& HubSpot vao nam 2015.

Toi sé tap trung dan ddt cac ban lién tuc qua ba linh vuc chinh:

e Huén luyén — Toi s& ty hoi ban than minh (va hanh dong) mdi ngay
rang c4 nhan toi dang 1am gi dé giup mdi nguoi cac ban dé cac ban c6
thé dat duoc ca nhirg muc tiéu riéng va muc tiéu su nghiép ctia minh.

« DPong dém — Tbi s& ty hoi ban than (va hanh dong) mdi ngdy rang ca
nhan t6i dang lam gi dé tim duoc don bay vén dé khién viéc sales cua
ca doi ta dién ra nhanh hon va tréi chay hon.

e Tuyén quan — Tbi s& ty hoi ban than (va hanh dong) mdi ngay rang ca
nhan t6i dang lam gi dé “dwa diing ngudi 1én dung chuyén xe buyt vao
dung thoi diém”, dam bao rang khi chung ta thay d6i va xdy dung doi
ngil, s& ¢6 nhiéu hon va nhiéu hon nita nhing tai ning trong doi.

Ca ba chi dan nay déu dugc dung 1én c6 chu dich. Ching duoc thiét ké
vi céac ban, vi ca doi ta, va vi tuong lai lau dai cia HubSpot. Mac du t61 biét
rang tién 1a dong luc cho tat ca cic ban, nhung cach ma t6i mudn truyén
cam hung cho cac ban dé dat duogc muc tiéu riéng va muc tiéu su nghi¢p
ctia minh thi vuot 1én trén ca tién bac. T6i tin rang triét Iy vé dong luc cia
t6i can cham vao trong siu tham cac ban.
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Nhu t6i da chia sé vai tit ca cac ban vai tudn trudce, day 1a suy nghi cua
t6i vé dong luc, su thac déy va sy kién cuong... va néu toi pha v& nhiing
quy tac ndy, cic ban can phai noi cho toi biét. Xin hay dit trach nhiém nay
1én vai t61, néu khong, banh xe s& trat khoi chiéc xe buyt ma ching ta dang
di.

Thong qua tat ca nhimg cong viéc t6i lam véi cac ban, va chiing ta lam
vO1 nhau, vao nam 2015, to1 sé:

Truyén cam hing cho su thanh cong 16n lao hon — Tdi phai néi dicu
nay dé cac ban thdy rang moi diéu mdi ngudi cac ban 1am, moi diéu doi
ching ta lam va moi diéu HubSpot lam déu thue su quan trong va thay doi
cudc song cta ngudi khac.

Pua céc ban theo dudi sy tinh nhué — Ban s& biét réng mién 1a cic ban
¢ trong do1 nay va ¢ HubSpot, cac ban dang xay dung ¢ day nhiing k¥ nang
ma sé theo cc ban dén sudt su nghiép cia minh, tham chi 1a subt cude doi.

Xay dyng tinh ty giac trong con nguoi ban — T6i mudn tat ca cac ban
lam cha thé gio1 cia minh. Sy that 1a cac ban déu c6 nhirng muc tiéu ca
nhan, dong luc dé dén chd 1am mdi ngay va mai diia ban than qua cai phéu
sales.

Pé dat dugc nhitng muc ti€éu ca nhan do, ban ciing can ¢ nhirng muc
tiéu sy nghiép. Tu viét nén nhiing trang sach vé doanh nghiép cla riéng
minh va ph4 v& nhitng con s6 sales mot phan chinh 13 thir cho phép ban
hoan thanh dugc nhirng wvédc mo cd nhan d6. Muc dich cua to1 ¢ day 1a giap
ban tré nén doc 1ap hon, mic du toi sé ludn sin sang dé giip céac ban vdi
mbi budce di trén con duong nay. Toi s& ludn 1am viéc hét stc minh dé cho
cac ban thdy niém tin va chd doi nhitng danh gid cua cac ban, mién 1a cac
ban khong ngimg luyén tap cdu than chu cua cong ty chung ta: Hiy véan
dung su danh gid tot.

Cudi cung, day 1a su “cau xin” cta toi danh cho mdi ngudi cac ban vi
chung ta s& lam viéc cung nhau dé tré thanh doi #1 & cong ty (nhiéu ngudi
trong sd cac ban c6 thé nhan ra nhitng diéu nay tir mot cuu chién binh
HubSpot ¢ cuong vi chi huy):

e Ban phai khao khat thanh cong ¢ linh vuc sales,

 Ban phai dung hét sirc minh 1am bat ky diéu gi can thiét dé tro
nén thanh cong,
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« Ban phai c6 kha ning chiu trach nhi¢ém cho nhirng két qua sales,
va

e Ban phai giir virng cai nhin lac quan vé nhirng sin pham va dich
vu ma chiing ta cung cép, tin vao cong ty chiing ta dang lam viéc,
va tin vao chinh ban than ban.

Vay d6. Do 1a nhitng diéu “cau xin” duy nhat t6i danh cho cac ban khi
chung ta lam viéc cing nhau va leo 1én ngon nti Y$. Nhiing diéu nay, két
hop véi nhitng diéu “cho di” cta t6i, t6i tin rang chung ta c6 thé ciing nhau
dat duoc tit ca muc tiéu.

Gid hdy cung bt tay vao, tip hop v6i nhau va tap trung vao nhiém vy
trudc mat. Toi biét rang ching ta s& lam duoc.

Danh cho nam 2015 thanh cong vang doi s€ dén véi HubSpot, doi VAR,
cho ca doi chung ta, va cho tat ca moi nguoi cac ban.

Thanh cong va thanh cong hon nira,

Sig

SAN PHAM #2: THANH CONG CHINH PAU TIEN CUA POI

[TEN PA PUGC THAY POI BE BAO VE NHUNG KE NGAY
THO/CO TOL @ BAT KY CAI TEN NAO XUAT HIEN DEU CHI LA
HU CAU]

Tiéu dé&: Nhin lai thang Tu — Tai sao két qua lai 1a X% va khong phai 1a
muc tiéu thuc su

Than gui dong doi cua toi,

T6i dang doc va suy nghi mot vai thtr sang nay, va mudn chia s¢ mot
vai diém suy ngadm vé thang Tu, vé quing thoi gian tir ddu nim t6i gio, va
vé ba nam cta to6i & HubSpot.

PAu tién, t6i mudn chic mung tat ca cic ban mot 1an nira vi man thé
hién thuc sy xuit sic hdi thang Tu. Chung ta da cung nhau dat dugc nhiing
chi tiéu va gianh duoc vi tri do1 ngli #1 & cong ty.

M6t vai man thé hién dang gom nhu:

Braden — 300% muc tiéu ctia anh 4y va t6i tin rang, da lay lai ky luc
MRR, d3 ban dugc nhiéu nhat trong vong mot thang bdi mdt dai di€én VAR
noi1 bo.

Rebecca — 125%, con s6 dam bao “xu hudng” 12 thang cua co ay (toi s&
khong goi n6 bang mot cai tén), va 99% dam bao sy quang ba cia cd ay
cho ngai IMS.
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Cal — 105%, thang thtr ba lién tuc anh ay da vuot 1én ngudng binh
thuong, mot qué trinh hét stc tuyét voi.

Mark — 150%, chét don bang chinh strc minh, va dang chuyén sang vai
tro mo1 cua mot IMS.

Jillian — 97%, clru dugc mot don hang 16n vao nhiing gidy phit cudi
béng cach hop tac chat ché voi1 doi cham soc khach hang, va nhu moi khi,
“ddt bay” nhitng ddi tac ctia co ay vao nhirng thanh cong lau dai.

Jemma — 204%, roi di v6i mot ¢t nd 16n va 1a ngudi ma ching ta sé
luén nhé vi mot dong 1y do.

Evan — 113%, nguoi chi bo 1& mot lan trong mot khoang thoi gian dai
va da c6 sy the hién T12M véi 140%.

Gary — 108%, trong c6 vé 1a mot thang nhe nhang néu do bang thang do
cua anh éy, nhung thuc té lai 14 mot chién cong thuc su an tuong trong mot
thang Ba vaGi $Z-+.

Matt — Ngay dudi 100%, dang dit thang thir hai tt nhat cia anh ay vao
cai phéu ké tir khi anh ay bat dau duoc do bang MRR.

Sam — Khong bao gio nhic dén tir “chét”, thé hién su can dam, lam tt
ca moi thir c¢6 thé va g& xudng hai kénh don hang dau tién cua anh iy nhu
mot chuyén gia.

Ken — Vuot ngoai mong doi trong qua trinh chuyén sang IMS, anh 4y
da cong hién mot quy thoi gian khong 16 dé thanh thao IMA va bat dau hoc
nén tang tir trén xudng dudi.

Khi t61 nhin lai, to1 ty hoéi ban than: “Tai sao?”, hodc “Ching ta da lam
n6 nhu thé nao?”, hoic “Diéu gi khién d6i nay khac biét?”. Toi di co thé
két ludn duoc nhiéu thtr. Su cham chi, viéc xdy dung nhiing pipeline, su
kiém soat quy trinh sales dang kinh ngac, bao nhiéu tiéng dong ho dugc
dau tu vao, su thau hiéu san pham, chuong trinh Doi tic khong gi sanh
bang, kha ning cla nhitng d6i tac cta chung toi dé co6 thé thé hién tot tir
thang nay qua thang khéc, do1 marketing ctua ching to1, doi sales, hodc sy
két hop ctia bat ky thtr gi ¢ trén. Nhung cang nghi vé no, toi cang cam thay
thuyét phuc rang c6 mot nguyén nhan cot 16i. Nguyén nhan danh bai tat ca
nhiing thir trén. Mot thir da khién cho tat ca “nhiing diéu khac” co thé dién
ra. Nguyén nhan dé u? N61 mdt cach don gian, ban hang véi mot muc dich
chan thanh. Chinh nh¢ 1y do nay ma X% thanh tyu ¢ pham vi mot do1 ngli
12 mot két qua chir khong phai 1a mdt muc dich thuc su. Hon thé, muc dich
thuc su 1a ban hang véi sy chan thanh.
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Ban c6 thé nhé rang vao thoi diém sém hon trong nam nay, toi da gui
mot email rat dai, giéng véi cai email nay, noi to1 ¢o thé dién dat mot cach
rd rang phong cach lanh dao cua toi. DA co (it nhat) ba thur toi ganh lay
trach nhiém:

1. Truyén cam hing vé mdt muc tiéu cao ca hon

2. Dan dit cac ban ¢ duogc su tinh nhué

3. Gay dung su tu gidc trong con nguoi ban

Thang thin ma ndi, toi da biét #1 nghia 1a gi, nhung that kho dé co thé
dién dat n6 mot cach rd rang vuot 1én trén nhiing tiéng thi tham trong tim
tri. TO6i nghi gio ddy t6i di co thé giai nghia dugc nd, va day la dinh nghia
clia toi vé cai goi 1a muc dich 16n lao hon — muc dich cao thugng cua ching
ta — vo1 tu cach 1a cac thanh vién cia HubSpot, thanh vién doi sales/VAR,
va thanh vién “doi1 Sig”:

O cap dd cong ty...

Chung ta khong chi dang ban mot nén ting phan mém sales va
marketing. Chiing ta dang thay d6i thé gidi sales va marketing. Giéng nhu
Google da thay d6i cach thé giéi tim kiém va truy cap thong tin, ching ta
cling s& tao ra mot sy d6i moi trong thé gidi sales va marketing ¢ khap moi
noi.

O cap d¢ phan mém...

Chiing ta khong ban mot phan mém, hay tham chi 14 mot phuwong phéap
ma cho phép cac doanh nghiép tao ra nhiéu luu luong truy cap, lead va
sales. Thay vao d6, chung ta dang giup d& cac doanh nghiép tao nén tiéng
noi va xay dung thuong hiéu ctia ho. Chiing ta dang 1am cho cudc song cta
nhiing ngudi — diing vay, cudc sdng cta nhitng con ngudi that — lam viéc
trong ca linh vuc sales va marketing tro nén dé dang hon, bét cang thang
hon va hiéu qua hon mdi ngay. Ching ta dang giup cac marketer thuc day
moi quan hé tot dep hon véi nhitng ngudi tiép can nhin hang cta ho. Cung
v6i do, ching ta dang giip cac nhan vién ban hang c6 dugc nhitng cudc tro
chuyén hiéu qua voi nhitng nguoi thuc su can su giup dd tir cong ty cta ho.
Va tr goc nhin cua mdt nguoi s& hitu doanh nghiép, chiing ta dang gitap ho
nhin thay duoc twong lai sy phat trién cta cong ty ho va co thé kiém duogc
10’i nhudn tr d6. Ching ta dang cung cap cho ho thong tin va cong cu ho
can dé dua ra duoc nhu:ng quyét dinh sang sudt hon trong chi tiéu, phu:O’ng
phép va thoi gian tuyén dung, va cach dé lién tuc xay dung gia tri cho nén
tang khach hang va khach hang tiém nang ciia ho. Chung ta dang ngin chin
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nhitng cudc d6i thoai khong lién quan. Chung ta dang loai bo su lang phi
trong hé thong. Chung ta dang cai thién cudc song ctia moi ngudi, cai thién
thu:omg mal toan cdu va tao ra mot thé gidi tét dep hon.

6) cap do chuwong trinh Péi tac...

Chiing ta khong chi don gian 13 dang giup cac agency chuyén tir 1am du
an sang lam lau dai. Ching ta khong chi don gian la dang giup dd ho trinh
bay ROI mt cach tot hon. Va ching ta khong chi don gian 1a dang gitp d&
ho hoc mot quy trinh sales méi. Thay vao do, chung ta dang bién ddi kha
nang c¢6 thé nhin thay va lap ké hoach cho twong lai. Chung ta dang gido
duc ho cach dé dua vao thém nhirng gia tri cho cac khach hang cta ho theo
mot cach mdi mé va kho doan hon. Chiing ta dang khién sy cung cap dich
vu cua ho t6i khach hang trd nén nang suat hon, hop 1y va c6 ¥ nghia hon.
Chung ta dang gitp ho tao tdc dong manh mé lén cac khach he‘lng doanh
nghi¢p. Chung ta dang gitip ho tao ra nhu:ng su khac biét sau sdc trong quy
dao van hanh cua doanh nghi¢p ho, cudc song rleng cua ho va cudc song
ctia nhan vién ho. Ching ta dang tao ra mot 16 hong trong thé gidi cua ho,
va 16 hong d6 dang 16n dan 1én tirng ngay.

Va & cap do 1a mot doi...

Chung ta khong chi dang tap trung vao viéc st dung nhiing nguoi
chiing ta no6i chuyén véi ho mdi ngay nhu 1a mot cong cu dé dat duoc muc
dich. Chung ta khong chi dang hudng td1 dat dugc X% thang nay sang
thang khac. Chung ta khong chi dang nd luc dé tro thanh doi sales gioi nhat
& HubSpot. Chung ta 1a mot phan ctia mot thr 16n lao hon. Mot diéu ton tai
trudce sy xut hién cia ban, truge “ddi Sig”, trude “do1 H”, va trude su tdn
tai cia VAR hay HubSpot. Chiing ta 1a ngudn dong luc gbc ré cho moi sur
thay doi trén thé gidi. Nguon dong luc giup moi ngudi ¢ twong tac hiéu
qua hon. Ngudn df)ng luwc thic day su tiép nhan th6ng tin mat céch t6t hon.
Nguon dong lu’c dan t6i nhitng quyét dinh dung dan. Va ngudn dong luc
thay d6i cudc song clia moi ngudi mot cach manh liét hon ban co thé thuc
su nhin thay.

Nhu vay, khi ban huéng té1 thang Nam, 1o téi cubi nam, téi cude goi
tiép theo cuia ban, tdi email tiép theo ban tra 101, hdy hoi ban than diéu nay:
“Khéach hang nay — va con ngudi nay — s& thay doi nhu thé nao sau khi lam
viéc vt ching ta?”.

Chi tap trung vao cau héi do, co 1€ 1a cung véi mot vai luu y trong 161
nhan nay, s& cho phép chiing ta khong ngimg ban hang vdi mot muc dich
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cao thuong. Pay 13 muc tiéu cta ching ta. Tt ca moi thtr kéo theo chi don
gian 1a két qua tir do.

MOt 1an nita, chic mung cac ban da c6 mot thang Tu tuyét voi1 va mot
cu khot dong ndm mai that manh me. Toi rat mong chd duogc tham gia va
thiy duoc nhitng diéu vi dai ching ta s& cung nhau dat dugc trong nim
2015.

Thanh cong va thanh cong hon nira,

Sig

SAN PHAM #3: THAT BAI CHINH PAU TIEN CUA POI

[TEN PA PUGC THAY POI PE BAO VE NHUNG KE NGAY
THO/CO TOI @ BAT KY CAI TEN NAO XUAT HIEN PEU CHI LA
HU CAU]

Tiéu dé: Thang Sau 2015 — d6i Sig — Vi sao d6i ching ta da 1& mat co
hoi va chung ta dang d6i pho véi nd nhu thé nao

GuiH,PvaT,

Toi1 khong co bat ky 161 bién ho nao dé noi véi cac ban. Poi ching ta da
b6 16 mat con s [Thang] 2015, thu that 1a toi rt that vong va x4u ho vé
diéu d6. Pua con sb6 dén v6i doanh nghiép 1a trach nhiém cua tdi va chi cta
mot minh t61. Moi nguoi trong do1 da lam viéc vat va, nhung d6 1a 16i cua
t6i khi chiing ta khong thé dua duoc con sé d6. Trong ba nim, toi di lam
viéc trong phéu véi tu cach 1a mot nguodi quan 1y hay mot dai dién, doi nay
(du6i sy lanh dao cua t6i va D) mai chi bo 16 hai lan. Su thé hién nay 1a
khong thé chép nhan duoc theo tiéu chuin cua toi, cua doi ti, va cua
HubSpot. Chiing ta c6 thé 1am t6t hon rat nhiéu.

Chung ta hoan thanh thang véi X$ so voi muc tiéu Y$, hay noi cach
khac 14 95%. Thém vao dé, chung ta da ban chua dén Z$ trong URL tht hai
va Double Comp nén t6i dang can nhic dich dén ctia chung ta gan véi Y%
hon 1a X%. Mic du chiing ta c6 dai dién A dat 100%, nhung chiing ta van
trong tinh trang thiéu thon.

Pay la suy nghi ciia t6i vé nguyén nhdn ciia chuyén ndy:

1. Su hao mon dai dién tir s6m

Ca Jemma va Cal déu roi khoi phéu sém hon t6i du doan. Chung ta da
c6 ké hoach réng Jemma c6 thé roi di déi luc; nhung Cal thi hoan toan la
khong thé doan dugc. Hai nguoi ho roi di da dé lai khoang cach X$ trong
con sb cua chung ta, khong ké dén su hd trg ching ta nhan dugc vao dau
nam. Toi di co thé 1én ké hoach tot hon cho diéu nay.
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2. Pao tao nhap mon khong du tiéu chuan

To6i da khac cot duoc vai bai hoc trong mudi thang dau lam quan 1y.
Chiing ta d4 c6 thém ba nhan sy méi trong nim thang dau 1am viéc cta toi,
sau d6 thang chtc hai BDR va thué hai BDR mdi trong nim thang tiép
theo. Vao mot thoi diém, doi cua ching ta lén t61 mudi hai thanh vién. T61
da nghi 1a t6i c6 thé ghép cip nhitng nhan vién maéi — Mark, Sam va Cal —
v6i nhitng nguoi dong nghiép chi dan, tham gia/goi ba dén nam vong sales
mdi luot, chay cac chuong trinh dao tao theo nhém ba lan/tuan va dé ho tu
than van dong tir d6. Toi da danh gia thap ning luong, su tip trung, sy nd
lwc va thoi gian ho can dé bat kip. Két cuc 1a Cal da roi di, Mark di theo ké
hoach 90 ngay ctia anh ay (anh ay vira hoan thanh n6 ngay hom nay), va
Sam dang bat dau ké hoach 30 ngay cta minh ké tir luc nay. Sy thiéu hut
ngan sach dé san xuat dai han ctia ho da theo kip chung ta trong ca [thang]
va [thang]. To1 chiu hoan toan trach nhiém cho viéc da khong cho ho nhiing
thir ho can dé thanh cong.

3. Nhan vién méi khong thé thu hep khoang cach

Pé lap day chd trong clia Jemma va Cal, chiing ta da thiang chirc Mark
va Ken 1én lam IMS. Ho déu la déng minh IMS khi ho dugc thang tién,
duoc cap chimg chi IMA, chimg chi phan mém va di chay bén dén nam
quy trinh sales tir dau dén cubi ma khong can ai gitp d& trudc sy thing cap
chinh thtrc cia ho. Tuy nhién, nhu chung ta déu biét, lam mot IMS khac xa
so voi viéc lam mot BDR. Vi han ngach X$ duoc két hop, diéu ndy van
khong du dé thu hep khoang cach ching ta da phai d6i mat — Y$. Toi da
khong dat ra ké hoach ding din dé dam bao su thanh cong cua ho.

4. Thoi gian da khong duoc dau tu day da vao tuyén dung

Mic du toi cam thiy toi da céng hién rat nhiéu thoi gian tim kiém
nguon luc — khoang Z nguoi trong subt sau thang qua — nhung day ciing 1a
van dé can phai dugc cai thién. Néu t6i c6 nhiéu thi sinh “chuyén mon” hon
trong phéu ctia minh va khong phai phu thudc vao thing chirc cho hai BDR
clia toi sang lam IMS, t6i cho rang chung ta da lam viéc nang suat hon. Toi
da thay d6i thai do cua t6i vé viéc nay va da phac hoa mot cai khung ké
hoach dudi day.

5. Su sut gidm nhe vé ASP

Dit liéu ¢ day khong phai 14 nhiing con sd quyét dinh, nhung t6i nghi
t6i van s& chia sé chung vé6i cac ban. Ntra dau nam, day 1a luu luong cac
deal cua ching ta va hinh dang ciia ASP:
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Thang Mot — AS$; H don hang

Thang Hai — B$; I don hang

Thang Ba — C$; J don hang

Thang Tu — DS$; K don hang

Thang Nam — E§; L don hang

Thang Sau — F$; M don hang

Ban thay d6, chung ta d3 bat dau c6 sy ting trudng nhe vao thiang Ba
(A9), thang Tu (B$), va thang Nam (C$). Nhung ngay sau do, chung ta lai
trai qua su sut giam vao thang Sau, xudng chi con W$ ASP. Ké ca khi
ching ta kéo 18n tir nhirng san pham ré tién va noi rang muc tiéu chi nén &
ngudng A$, khoang cach B$ giita mdi don hang d6 nhan 1én sau X don s&
tao ra thém C$ MRR. Néu chung ta ting nhiing san pham cao cap trong
chudi 1én t6i D$, chung ta sé tao thém E$ MRR — mdt trong hai diéu d6 sé
gitip chung ta thu hep khoang cach. T6i van cam thdy khong chac chan vé
viéc lidu s& c6 van dé hé thong nao dé xdy ra hay lidu d6 1a mot diéu bat
thuong. Toi s€ theo doi nod sat sao trong nhiing thang to1.

C06 18 ban ciing sé& thiac mac vé duong 6ng duoc tao ra. Ching ta di gitr
vitng con sd X lién lac/thang hodc hon thé. Pay 1a muc tiéu chung ta dit ra
ngay tir ddu nam va ching ta da gitr duwoc nhip d6 6n dinh. Véi ty 1& dong
don A%, sd lién lac/ddu moi khach hang duogc tao ra dé dong don da san
xuat ra khoang B don hang/thang, con sd gan diing ma chung ta di tinh
toan ca nam, va da cho ra nhitng két qua phan 16n 13 dung (mot vong tudn
hoan sales trung binh khoang Z ngay).

Néu c6 diéu gi khac ban nghi toi nén chi ¥ t6i, hodc ban cho rang né la
nguyén nhan dan téi su thé hién khong t6t 1an nay, t6i ludn san sang lang
nghe nhiing dong gop do.

Néi tom lai, ddy la nhitng diéu ching ta sé phai lam dé sira chita 16
lam va quay lai quy dao A% — 7% ma ching ta da di theo gan mét nim
nay.

Xin hay lwu y rdang tat cd nhitng ké hoach dwoc phdc hoa ra ¢ ddy dwoc
thiét ké dé “khoi ddng may”’, chir khéng phdi phd héng né réi xdy dung lai
tir dau. Téi ciing dang co gang tdp trung toan bg sirc lwc ciia minh vdo
nhitng yéu té co thé diéu khién.

1. XAy dung sirc manh tuyén dung

Viéc t6i khong c6 du pipeline cac dai dién san sang gia nhap vao doi
ctia toi 1a khong thé chap nhan dugc. Toi da cong hién thoi gian day va kia
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— tir khong mot gidy phit ndo trong ca tuan, cho dén hon mot ngay mot
tuan. Su khong dong b nay khong khién am thanh cac cudc trd chuyén rd
rang hon t0i can va két qua 1a chung ta déu phai cuing nhau chiu hau qua.
Ké hoach cta t6i 12 danh hai tiéng hai 1an mét tuan (tong 1a bon gid) chi dé
tuyén quan va sur dung quy thoi gian d6 cho cac cudc goi chét don hang.
Thém vao do, t6i s& xay dung mdt “su phat trién cho ngudi gidi thiéu” vao
chuong trinh 1:1 véi cac thanh vién doi t6i mdi tuan.

2. Double Down va BDR véi chwra dén mdt nim trong phéu:

Thang vira qua, toi dd lam mot vai “budi chia sé nhan d6i” véi Mike va
Sam. Cach tiép can néty da gitp ho c6 thém dong luc va c6 muc do chiu
trach nhiém cao hon bat ky thoi diém nao toi ting thay trong qua kha. N6

cling gitp toi kham pha ra nhitng linh vuc con thuc su yéu kém. Piéu nay
cling hiéu qua d6i véi Mike, nhung n6 khong thuc sy dem lai két qua nhu
mong mudn doi véi Sam. Toi s& tiép tuc sy huan luyén tip trung cao do nay
hémg ngay voi hai nguoi ho. DPoi véi Cal va Mark, t6i da dua ra mot luat 1¢

& “nguoi ban don hang bat bu6c Ho duoc yéu cau phai mang it nhat mot
thanh vién tu doi khac (bao gom ca toi) dén véi deal cta ho thong qua
nhiéu giai doan nhat c6 thé. Néu ho di theo hudng truc tiép, toi e rang nd
kha nguy hiém. Tuy nhién, nhiing thanh vién di trudc ciia doi t6i dang lam
viéc cat luc va gén nhu d3 c6 doi tac cia ho hét ca, dén mirc ma ho tré nén
kha ning suat khi lam viéc mot minh. Vi vy, toi nghi rang ho di c6 thém
bing théng dé giup d& nhitng thanh vién mdi cta doi — nhiéu ngudi ciing
c6 dam mé quan 1y nén diéu ndy s& tao cho ho mot moi truong dé rén
luyén. Cudi cung, cho nhitng BDR, su tip trung cua toi 1a danh cho “chay
nude rat trong gi6” moi ngay — ndi cach khac, chi tap trung vao dio tao,
dién tap cac tinh hudng va danh gia lai cac cudc goi. Mach suy nghi cua toi
1a nhu thé nay, néu ho da c6 cudc nodi chuyén di ding hudng tir sém va giir
cho hoat dong d6 soi noi, két qua roi sé téi.

3. Hoc hoi tir doi

Picu nay bao gdom ca hoc tir cac thanh vién trong doi toi va cac dong
nghiép quan ly. Vi du, t6i dang khan khoan cau xin nhiing danh gia tir doi
dudi hinh thie 1a cdc nhém, cling nhu tirng ¢4 nhan. O muc do nhém, t6i da
yéu cau doi dién vao cudc khao sat “bat dau/dimg/tiép tuc” ngay hém nay.
Muc tiéu ctia téi & day 1a hoc nhitng diéu doi t6i nghi 1a n6 dang c6 hiéu
qua va nhiing diéu khong thuc sy dem lai loi ich. Nguoi tham gia cudc
khao sat dugc bao dam danh tinh dé déy manh su théng than 1én muc tdi
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da. Toi ciing chua tim ra cach dé thuc day/lam viéc voi cac quan ly dong
nghiép, nhung toi biét tdi can phai hoc tir nhitng ngudi da kinh qua con
duong nay trude t6i. Toi dang cb gang cai thién no.

4. Tiép tuc xay dung quy md

Cudi cung, nhu toi da ¢6 gang dé lam ca vai tro cia mot dai dién va cia
mot quan 1y trong mdt khoang thoi glan t6i s tiép tuc xay dung quy mo &
cap do cong ty, thir nghlem trude & cap do ciia mot doi. Vi dy, t6i cam thay
mot cach manh mé rang doi cua chung ta khong biét nhiéu nhu ching ta
nén biét vé ban hang canh tranh voi1 ddi thu, cling nhu khong dugce dao tao
sdu vé san pham cua chiing ta tir dau tGi cudi. Stra lai cho dung thi toi dang
dua vao mot vai thanh vién cta doi dé tham gia vao cac budi dao tao
thuong xuyén cia doi xuyén sudt tir [thang] dén [thang]. Nhu toi da xac
dinh thém linh vuc cta co hoi “tir mot ti nhiéu” — thtr ma s& cho phép
thanh vién trong doi t61, VAR, Sales Org va HubSpot — dé lam viéc mot
cach thong minh hon, chtr khong phai cham chi hon, t6i1 s€ tap trung su chi
¥ ctia minh vao nhitng co hdi d6 khi chiing dén.

Mot lan nita, néu c6 nhitng linh vuc ma ban nghi t6i dang bo 15, hay
gop v voi 61, toi rat cam kich vé diéu do. Toi da danh toan bo tim strc dé
xoay chuyén va pha v& nhitng con s ctia chung ta dén cubi nam 2015. Ké
hoach nay yéu cau chiing ta phai mang vé X triéu $ cho doanh nghiép trong
nam nay va chung ta di dua dugc Y triéu $ trong nira dau nam. Toi tu tin
rang ching ta c6 thé mang vé hon Z triéu $ vao cudi ndm véi su tap trung
khong nglmg, tinh than san sang va su hanh dong.

Thanh cong va thanh cong hon nira,

Sig

SAN PHAM #4: TUYEN BO VE TAM NHIN CUA POI

[TEN PA PUGC THAY POI PE BAO VE NHUNG KE NGAY
THO/CO TOI @ BAT KY CAI TEN NAO XUAT HIEN BEU CHI LA
HU CAU]

Poi Sig — 2015/2016 — Ban sic, nhirng thir khong thé thwong lwong
dwgc, va niém khao khat chung

1. Nhirng gia tri va nhirng thir khong thwong luwgng dwgc

Cam nhan vé muc dich cao ca hon — Gop phan vao thir gi d6 16n lao
hon — tir thanh vién cua ddi t6i cac doi tac, toi su phan chia, roi téi cong ty.

Tinh than tu giac — Su tu do duoc lam nhirng gi ban mudn, khi ndo ban
mudn ma khong c¢é sy gidi han hay chan chir, mién 13 n6 khong xam chiém
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su tu do cua nguoi khac.

Tinh than trach nhiém — Lam cha tit ca hanh dong va quyét dinh cua
ban than ma khong can biét két qua s& ra sao; d6 13 vin hoa cua tinh than
trach nhiém, chir khong phai d6 15i.

Sy dang tin cAdy — Mdi chung ta ludn sin sang gitp d& ngudi khac. Du
n6 chi la tim man che day khi moi nguoi roi di, sy dan dat, su huan luyén
va sy che chd — sy giap do ludn luon & do.

Thanh that, trong sang va ton trong — Su thanh that va trong sang:
HubSpot dugc xdy dung dua trén hai yéu t6 d6, va ching t6i cho riang
chung ta s& khong thé gay dung duoc bat cir mdi quan hé nao néu khong c6
su chan thanh. Sy ton trong: doi véi mdi c4 nhan va trong moi truong cong
s0. Chung ta cho rang viéc dugc ton trong 13 dang quy va quan trong hon 1a
viéc dugc yéu thich.

Su chuyén nghiép xuét sic — Luon ludn nd lyc dé hoan thién voi suy
nghi rang chung ta khong biét tat ca vé thé gioi.

Canh tranh — Ban than n6 duoc coi nhu 13 mot su két thic quy gia va
dugc str dung nhu 1a mot nguén dong luc thuc déy.

2. Niém dam mé

Khong ngimg hoc tap/theo dudi su tinh nhué, tinh thong — Chung ta
dang luon ludn theo dudi nhitng cach tdt hon dé 1am moi th (modt cach
thong minh hon chtr khong phai chiam chi hon, va dat dugc muc tiéu dé ra).
Chiing ta ludn ludn theo dudi dé hoc hoi nhiéu hon, dé khao khat tro thanh
nhiing ngudi 1anh dao va nam quyén lam chi. Mdi nguoi trong ching ta
déu 1a cht nhan cua chinh vin ménh cua minh.

Lam viéc nhom — Chiing ta déu giup d& 1an nhau va giup d& cac doi tac,
theo nhiéu cach. Ching ta giup d& nhau cing truéng thanh, co nhitng udc
mo va hoat dong mot cach hiéu qua. TAt ca moi nguoi déu than thién va coi
mo, ky di theo cach cua riéng ho. Chia sé nhitng y tuong vdi nhau giup
ching ta c6 dugc nhiing cai nhin da chiéu, thr s& tao nén mot doi an Vv va
tuyét voi. Mdi nguoi chung ta san sang gitip d& vi 1oi ich 16n lao hon. Du
n6 chi 13 tim man che day khi moi ngudi roi di, nhung sy dan dat, sy hun
luyén va su che chd — su gitp d6 luon luén & do.

Can bang giira cong viée va doi song — Pat duogc nhitng muc tiéu cla
ban va 1am diéu d6 mot cach thong thai. Néu ban c6 thé hoan thanh né theo
cach khac biét nhung hiéu qua ddi voi ban, hdy ctr 1am di mién 1a ban dat
dugc muc tiéu da dé ra.
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Po6 an/Du lich/Cac buoi di choi ciing ddi

3. Nhirng khat vong

Nhitng man thé hién dimg dau toan cong ty — Viéc dat duoc PCLUB
cho tat ca moi ngudi trong doi, mdi nim — lam duoc 100% 1a khong du hay
khong chap nhan duoc.

Sy ton trong va niém ty hao — Hay tu hao vé nhiing gi ching ta di va
dang xay dung, va gitp d& cac doi tac xay dung; dé duogc ton trong va duogc
tin cdy boi chinh dong nghiép va cac déi tac cta chung ta.

Phat trién sy nghiép va nang cao ning luc — Cac cudc thing chirc, thanh
thao k¥ nang sales, thanh thao k¥ ning lanh dao, dan dat nhitng nguoi khac.

Hay tré thanh mot doi cua nhimg ngudi 1anh dao — Tat ca ching ta déu
nam lay quyén lam chil cong viéc va nhitng két qua chung ta dat duogc, du
t6t hon hay xau di.

Tu lap tai chinh — HS tro gia dinh, nudi song ban than va séng that thoai
mai.

4. Tén ciia d6i hay khau hiéu

Thanh cong va thanh cong hon nita
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PHAN IV
INBOUND SELLING CO Y NGHIA GI
TRONG DIEU HANH?
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Chuong 10 ‘
SALES LA MOT MON THE THAO PONG
POI

Hudng dan ciia cdc gidm doc diéu hanh dé chuyén déi thanh té chirc

Inbound Sales

hirng trang tiép theo trong chuong nay sé bao gém chudi bon

N): phong van ma t6i tinh cd thuc hién vao cubi nim 2015 va dau

2016 v6i nhitng giam dbc lién chirc tir HubSpot. Mic du phan

dau cuia cudn sach nay c6 rat it thong tin dugc chia sé tir quan diém cia mot

dai dién tuyén dau, nhung diéu d6 khong co nghia 13 toi khong coi trong

quan diém cua nhimg nha lanh dao doanh nghiép giau kinh nghiém. Thém

vao d6, dé cho bat ky mét t6 chuc inbound sales, inside sales hay outside

sales nao thanh cong, doi hoi phai c¢6 su dong bd gan nhu hoan hao giita

cac bd phan chirc nang. Boi nhitng 1y do d6, toi dua ra quyét dinh rang viéc

tim hiéu cach nhin nhan cta cac giam doc lién chirc va chia sé ching voi

cac ban 1 can thiét. Chudi cac cudc phong van nay, da duge bién tap cho rd
rang va do dai phu hop, dugc bo tri nhu sau:

e Phan 1: Inbound selling va twong lai ctia chtic ning sales - Cudc
phong van voi Hunter Madeley, Giam doc Sales tap doan HubSpot.

e Phan 2: Cach tao ra sy song hanh giita sales va marketing dé thuc day
su phat trién — Cudc phong van véi Kipp Bodnar, Giam doc Marketing
tap doan HubSpot.

e Phan 3: Vai tro ctia Sales Enablement trong viéc thuc day doanh thu —
Cudc phong van véi Debbie Farese, Truong Sales Enablement (2013 —
2016) tap doan HubSpot.

o Phan 4: Xay dung mot doi ngii diéu hanh sales dé thiét 1ap su phat
trién — Cudc phong van vai David McNeil, Phé Chu tich diéu hanh
Sales toan cau (2014 — 2016) tap doan HubSpot.

Phin 1 — Inbound selling va twong lai ciia chirc niing sales
Cudc phdéng van voi Hunter Madeley, gidm doc Sales tdp doan

HubSpot!
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Thang 12 nam 2015. Pa dwgc bién tap lai cho r6 rang va c6 do dai
phu hop.

Brian: Hunter, hom nay t61 rat mubén duogc trd chuyén v&i anh vé
phuong thic hién dai ma anh di sir dung dé dan dat doi ngii sales. Nhung
trude hét, hay noi vé cach anh da bat dau sy nghiép sales ctia minh.

Hunter: T61 bi kéo vao cong viéc nay boi nhirtng ngudi xung quanh toi.
T6i nghi 1 nhitng ngudi ban cia toi biét t6i sé thich cong viée nay trude ca
t61. Trong sudt khoang thoi gian hoc dai hoc, t6i ludn cam thay on du chua
xac dinh duoc hudng di rd rang cho ban than. Toi tin rang thanh cong sé
dén khi to6i c6 dam mé. Téi tung himg tha véi viéc kinh doanh, dong luc
nhém. T6i1 luén tham gia hoat dong nhém, du l1a thé thao hay hoc tap, va toi
ludn dit muc tiéu ctia nhom 1én trén loi ich ban than. Tdi bi cudn vao suy
nghi rang ban c¢6 thé 1a mot phan cia cai gi d6 16n hon va ban c6 thé dong
gbp cho mdt muyc dich chung.

Trong giai doan bat dau su nghiép, toi tham gia nhiéu vao thé thao va
marketing su kién. R&i mot nguoi ban tdt ctia toi, dén chd toi va bao: “Day
la Iy do tai sao thé gid1 cua sales that tha vi. Ban ¢c6 thé kiém dugc rat nhiéu
tién néu ban lam tt, va viéc ban lam tot Ay c6 thé giup d& ngu:éri khac giai
quyét cac van dé”. Toi tin anh ay, vi vay t01 da di, phéong van va gap go
nhitng con ngudi tuyét voi. To6i nhan ra rang c6 mot diém chung gitra
nhitng ngudi himg tha véi viée sales, ho déu c6 ADN canh tranh va hop tac
trong ngudi ho va diéu d6 tring véi cach nhin nhan cua toi vé thé gisi. Toi
yéu nhitng con ngudi téi dd gip nén toi da bat dau cong viéc va nhan chi
tiéu. Tt do, to6i1 chiu trach nhiém cho doanh thu.

Brian: Cai vién canh ma ban anh di v& ra ¢ tro thanh hién thuc
khong?

Hunter: C6, phan 16n. Vién canh d6 c6 thé nhin thay rd boi vi toi da
lam viéc v&1 mot nhan vién ban hang c6 mot vai ndm kinh nghiém. To1
cling phai noi rang vién canh duoc vé& ra cho toi boi cac quan 1y tuyén dung
cling kha 1o rang. No khf)ng hoan toan khac xa nhiing gi t61 da trai qua.
Mobi ngay tréi qua déu rat kho khian dé dién ta chlnh xéac cho dén khi ban
vao guong v4i nhiém vu dap tmg chi tiéu doanh sb. D6 13 mdt cong viéc
vira mét nhoc vira vui vé. Roi ban phai quyét dinh xem liéu d6 c6 phai 1a
cong viéc danh cho ban khong. Ban ludn c6 chi ti€u ¢ trén dau, va du ban
muén hay khong, ban phai c6 ging dat dugc né hang ngiy, hang thang,
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hang nam. Hoac 1a ban s€ y€u thich cong viéc nay, hodc la khong. Toi thi
yéu no.

Brian: Cong viéc kinh doanh vao thoi diém dy nhu thé nao?

Hunter: T6i bit dau ban B2B mét cach nghiém tic vao nam 1995,
trudc d6 toi chi & vai tro “sales nhe nhang” tim kiém dau tu cho nhiing sy
kién dugc quan 1y boi cong ty chung toi. Mdi ngay lic day khong khac 1lam
voi thé gio1 cua chung ta hién tai. T61 c6 mot chit quan diém dbi nghich
v6i gia dinh rang thé gi6i sales chuyén nghiép di thay doi vé co ban. Cach
ma chiing ta tién hanh thi c6 thé thay doi khi cong nghé cho phép ngu’(‘ri ban
va nguo1 mua tao ra nhitng san giao dich maéi nhu:ng muc dich thi van vay.
Muc tiéu cua tit ca cac cong ty, dugc theo dudi thuong xuyén nhat boi
nhitng nhan vién xay dung thi truong, 1a gdy dung long tin va sy tin nhiém
v6i cac khach hang tiém ning va tao ra nhitng gia tri cho ho. Sau d6, nhiing
khach hang 4y sé& 13 phan mé rong cho nhom xay dung thi truong. Cach ma
chung ta xay dyng long tin va su tin nhi¢ém trong qua trinh sales thi da phat
trién nhung nhin chung, cong viéc nay van khong co gi thay ddi so véi qua
khu.

Va nhiing cong ty 16n luén c6 hing tha vdoi “inbound”, trong dé su
truyén miéng 1a cach thirc co ban nhat. T6i nhd mot quang cao dau goi dau
vao cudi nhirng nam 1970 da ndi 10 rang vé sttc manh cla viéc tao ra mot
mang ludi x4 hoi xung quanh nhin hiéu ciia minh. Quang céo d6 két thic
v6i 101 ciia mot nit phat ngdn: “San pham nay rat tét, ban s& ndi v4i hai
ngudi ban, va ho s& noéi v4i hai ngudi ban khac nita, v.v...”. Véi moi lan
tiép tuc nhu vay, nhitng guong mat xuat hién trong khung hinh ting 1én gap
d6i. Va dén canh cudi ctia quang cédo, man hinh da dugc lap day boi rat
nhiéu ngudi. D6 chinh 14 quan niém veé lam viéc tot. Cung cap nhiing gia tri
t6t. Xay dung 1ong tin va su tin nhiém. Pé cho khach hang tro thanh phan
mo rong cho doi ngii sales cua ban. Po chinh 1a cach giap cho viéc kinh
doanh cua ching t61 luon thanh cong.

Khi ching t61 theo doi viéc sales B2B trong nhitng thap nién vura qua,
ching t6i thiy nhitng ngudi mua B2B khac v6i nhitng khach hang thong
thuong. Chung toi thuong ban dugc nhiéu san pham va dich vu phc tap,
dat tién hon cho nhitng ngudi mua 4y, va sb luong ay giam di nhiéu d6i voi
B2C. Vi thé, co hoi dé tan dung truyén thong dai chung 1a rat giéi han.
Thay vao d6, ching t6i phai nghi cach dé xay dung cac ké hoach truyén
thong muyc ti€u va tao ra nhirng co hoi dé thu hat, nhu trién 1dm thuong mai
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va cac su kién dac biét. Nhung tt ca déu nhim mot muc dich — xay dung
long tin, su tin nhiém va dé 16i kéo nhiing ngudi mua thich hop vao udc
luong. Mdi su kién, cudc tro chuyén, tin nhan hay cudc di¢n thoai déu
mang lai sinh luc cho hé thong, va chung t6i c¢b gang dé cho banh da truyén
miéng luén chay. Cach ma ching t61 khéi dong banh da dé luén phu thudc
vao cong nghé ma chung toi s hitu vao thoi diém do6 va diéu tuyét voi 1a
cong nghé cua ching toi dang ngay cang tré nén tét hon. Ching toi c6 thé
tré nén khon khéo hon, hiéu qua hon, hitu ich hon va lién két véi nhiéu
ngudi hon bao gio hét. S& that tot khi 1a mot chuyén gia ludn cau tién.

Brian: Anh st dung phuong thitc muc tiéu d6i véi sales dung khong?

Hunter: CAu hoi dit ra 1a 1am sao ban c6 thé tao dung dugc mat mdi
quan h¢ chan that, ca nhan. B phan xay dung thi truong s€ lam viéc cham
chi dé két ndi nhirng muc tiéu chién lugc, hoat dong, tai chinh va ca nhan
ctia nhitng khach hang tiém nang véi nhiing giai phap ma ho dua ra. Ho
dua ra mot phat biéu vé tuong lai du thuyét phuc dé bat dau thay doi ké
hoach quan ly. Moi nguoi thuong sé ngai thay doi, vi vay ban can tao ra
nhitng dong lyc. Cong nghé phét trién nhanh chéng, cung cap rat nhiéu
cach thirc moi dé thu hut va tao dong luc bang nhitng cach ¢6 muc tiéu hon.
Nhu:ng chung ta, con ngu:on tién hoa mot cach cham chap, chung ta dua ra
quyét dinh vé nhu’ng moi quan h¢ quan trong voi ching ta va gan bo véi
nhau trén nhirng diéu khoan chung d3 duoc sir dung hang thé ky. Cong
nghé cho phép chung ta két ndi véi nhau theo nhiing cach mdi, nhung
quyét dinh dau tu nhiéu thoi gian va nang lugng hon vao moi quan hé véi
mot nguoi hay nhan hang thi lai dua trén nhiing khuon kho truyén thong.
Ngudi mua can tin tuong nhitng ngudi ban hang va nhan hang trude khi ho
thay doi.

Brian: Pung vay. C6 vé 1a trong suy nghi ciia anh, nhu cau nén tang
chua hé thay d6i dung khong? Vay vai tro ciia cong nghé 1a gi vao cudi
nhitng nim 1990, khi anh bat dau su nghiép sales ctia minh? N6 khac nhu
thé ndo v4i ngay nay?

Hunter: Quan 1y quan hé khach hang mot cach co ban tré nén rat quan
trong tir giita dén cudi nhitng nam 1990. Ban c6 thé str dung n6 dé to chuc
va 1én ké hoach ma khong can phat trién mot hé thong riéng ¢ nha. No
khién moi viéc dé dang hon mot chiit va gitp nhimg chuyén vién sales co
nhiéu thoi gian hon dé tap trung vao viéc xdy dung nhitng mdi quan hé.
Ngay nay, nhitng chuyén vién sales thuong duoc can dén & nhitng giai doan
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muon hon rat nhiéu trong chu ky mua hang. RS rang, bay gio khong con
nhitng nhan vién ban hang di dén ting nha nira. Rat nhicu san pham va cac
nganh cong nghiép da duoc thuong mai hoa, va co rat nhiéu kénh phéan
phbi moi, chi yéu nhat 1a Amazon. Nhung cac nganh cong nghiép va san
pham khac da tim dugc chd ding ciua minh. Nganh sales ¢c6 mbi quan hé
chat ch€ véi cong viéc kinh doanh khi ngu’(‘yi mua can nhic viéc mua sim
dua theo nhom, diéu d6 doi hoi su thay d01 trong qué trinh, hé thong, va c6
khi can ca tai nang. Va ngudi mua ciing can sy gitp dd trong viéc danh gia
nhirng van dé hién hanh va nhirng co hoi bi bo 106.

Brian: T6i nghi rang nhimng ngudi 1am sales nhat dinh s& luén dugc can
dén, nhung mot phan trong suy nghi cia t6i 13 c¢6 thé sb luong va cach thirc
mot chuyén vién sales hoat dong s& khac biét dang ké trong tuong lai. Vi
du, CEB di timg c6 mot phat biéu ndi tiéng rang hon 60% quyét dinh mua
déu duoc thuc hién trude khi nguo1 mua nhan dugc cudc dién thoai hay gap
g0 dai dién sales.

Hunter: S6 liéu d6 dugc trich dan kha thuong xuyén. Ngudi mua di co
nhitng hiéu biét nhat dinh khi ho gip g& dai dién sales. Diéu d6 dé ra trong
trach 16n cho nguoil dai dién phai thuc su hiéu cong viéc cua minh. Tu
nhirng ndm 1990, chiing ta da no1 vé su bién mat cua dai dién sales, nhung
t6i tin rang chinh Daniel Pink 12 nguoi da dua ra tu liéu diéu tra dan sé chi
ra rang s6 luong ciia cac chuyén vién sales ting theo thoi gian. Khong con
nhiéu nhimg nguoi di khap noi ban quyén truy cép vao nhing trang vang
ngay nay, nhung c6 hang chuc nghin ngudi dang ban phan danh cho quang
cdo trén nhitng trang mang xi hoi 16n nhat. Khi ban c6 thi truong véi
nhiing san pham canh tranh va phic tap, ban s& c6 nhiing doi ngii sales.

Brian: Anh c6 cho d6 1a do inside selling dang ngay cang trd nén pho
bién hon trudce kia?

Hunter: C6 thé. Trudc day ludn c6 nhitng san pham c6 thé dugc ban tir
xa, nhung ngudi mua ludn doi hoi su lién lac truc tiép. Bay gid, nguoi mua
rat thoai mai, va thuong thich sir dung céng nghé dé quan 1y sy danh gia.
Cai dang duogc tao ra la san giao dich mé1, noi ma cé hai bén déu himg thu
voi viée xay dung nhu:ng moi quan hé ma khong can phai dwa vao nhiing
budi gip gd truc tiép. Piéu nay khong hé ¢ hoi muoi nim tru:oc

Strc manh va gia tri cia mdt doi1 ngii inside sales la néu noé duoc thuc
hién tét, ban c6 thé khién cho mét nhém nguoi ngéi lai vo1 nhau, hoc hoi tir
nhau va 1ay duoc phan héi tirc thoi vé phan tng cta thi trudng doi véi san
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phém va dich vu cta ban. Ban c6 thé diéu chinh hanh vi va thong diép
nhanh choéng, so véi khi ban phai phan b6 field sales di khap cac thi truong.
Nhiéu nim trudce, khi cé gi d6 thay doi trong diéu kién thi truong, rat kho
khin cho cac doi field sales dé tap hop duoc cac phan hoi tirc thoi va diéu
chinh. Con bay gio, v61 nhitng doi ngti inside sales tbt, viec d6 c6 thé duogc
hoan thanh trong vai phut.

Piéu d6 cling c6 nghia 13 trong thoi diém hién tai, nghé sales dang trd
nén quan trong hon bao gi hét. Nhiéu nim trudc ddy, nhimg san pham ma
ching ta san xuit va ban c6 thoi han st dung khac nhau. R4t kho khan dé
tré thanh fast follower . Khi ban san xuét dugc mot san phém tdt, ban da
tao ra mot sy khac biét bén ving.

* Fast follower: Nguoi theo sau nguoi di dau nhanh nhat.

Tuy nhién, ngdy nay gan nhu 1a khong c6 sy khac biét bén viing nao
gilra cac san pham, dic biét 1a phan mém. No rat dé sao chép lai. D& dé tro
thanh fast follower. Gia tri khac biét bén vimg ctia ban 1a doi ngii xdy dung
thi truong — sy nhanh chong, hi¢u qua khi xay dung long tin va trinh bay
gia tri s€ tao ra sy khac biét. Pé 1am duoc diéu d6 & tAm c& thé gion la rat
kho, vi vay rat kho dé bat chudc. Do 1a 16i htra thuong hiéu cta ban. La
nhan vién cua ban. La nhiing mbi quan hé ho xay dung. Chinh gia tri ban
cung cap trong sudt hanh trinh khach hang két nbi voi thuong hiéu da tao ra
su khac biét bén viing. Vi 18 d6, t6i tin rang trong thoi diém hién tai, nghé
sales dang tr& nén quan trong hon bao gio hét.

Phin 2 — Cach tao ra sw song hanh giira sales va marketing dé thuc
day sw phat trién

Cudc phong van véi Kipp Bodnar, giam déc Marketing tip doan
HubSpot?

Thang 12 nam 2015. Pa dwgc bién tap lai cho r6 rang va c6 do dai
phu hop.

Brian: Kipp, cam on anh vi da danh thoi gian dé trd chuyén. Anh c6
thé giai thich mot chut vé hanh trinh anh dén véi HubSpot va vuon 1én
dtng dau doi ngii marketing & day duoc khong?

Kipp: Toi ting c6 mot trang blog vé marketing muoi ndm trudc, va chi
yéu 1 cac kénh mang xa hoi. Toi timg song & mién Bac Carolina, va do la
khoang thdi gian rat vui vé. T6i timg 1am viéc & nhiéu marketing agency
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khac nhau vao thoi diém d6, vi thé t6i thudc phia agency va duoc tiép xtc
voi da dang céac sach luge marketing.

Brian: Anh c6 lam vi€c toan thoi gian ¢ nhitng co quan do6 khong?

Kipp: Dung vay, to1 lam viéc toan thoi gian, va vé co ban co mot tuan
lam viéc tiéu chuan & co quan. Vo toi 1a gido vién, nén co ay phai dén
truong rat sém. Vé cin ban, toi s& viét bai blog tir 6 gio 15 dén khoang 8
gid 30, roi t6i 1én phong, tam, va di lam lac 9 gio. Toi song & gan cong ty.
Buoi toi khi trd vé nha t6i ciing 1am y nhu vay. Moi thit cir dién ra nhu vay
trong khoang mot vai nam.

Blog cta toi hoat dong rat tot, c6 kha nhiéu ngudi theo ddi, va toi bat
dau dién thuyét & mot vai hoi thao. Roi toi da gap Rick Burns, anh 4y dang
lam viéc trong d6i ngii marketing & HubSpot luc d6. Anh ay néi véi toi
rang: “Anh hay dén gip va tro chuyén vi mot vai dong nghiép cia toi &
HubSpot™.

Cudi cung, téi di noéi chuyén véi Mike Volpe, Brian Halligan va
Dharmesh Shah. Nhirng anh ban nay that tuyét voi. Té1 néi chuyén voi vo
t6i, Tera, va ching t6i quyét dinh chuyén t&i Boston. Chung t6i ban nha,
ban xe va roi di. Toi vé co ban da danh 24 tiéng dong hd & Boston trudc khi
quyét dinh chuyén dén day va lam viéc tai HubSpot, mot cong ty c6 it hon
100 nhan vién vao thoi diém do.

Brian: Anh gia nhap HubSpot khi nao?

Kipp: Pau nam 2010, khi ma ching t6i van & Cambridge Innovation
Center. Cong viéc dau tién cta toi 1a quan 1y blog ctia HubSpot.

Brian: Cong viéc dau tién cta anh 13 quan 1y blog ctia HubSpot. Vay
n6 da phat trién nhu thé nao tir cong viéc ban dau d6 cho dén bay gio?

Kipp: Dharmesh (ngudi dong sang lap, dong thoi 1a giam doc cong
nghé & HubSpot) 1a blogger dau tién cia HubSpot. Hau hét moi ngudi quén
mat diéu d6. Dharmesh, r6i Mike (Volpe) va rat nhiéu nguoi 1am cong viéc
d6 ban thoi gian. Cong viéc cua toi tap trung vao viéc tim ra cach dé ting
quy md cua né. Khi t6i bat dau, chi c6 khoang 150.000 luot truy cap mdi
thang (dén nam 2017, cac blog ctia HubSpot di dat dugc bon triéu luot truy
cap moi thang). N6 da tré nén 1én manh tir khi Dharmesh, Mike va nhiing
nguoi khac viét nhitng bai viét hay. Hoi d6, khong c6 qua nhiéu sy canh
tranh & thi truong, vi vdy ndi dung ma ching t6i viét rat dang chu y. Toi
mo rong quy mo cong viée tu do, va téi nghi sau khoang mdt hay hai nam,
ching t6i da c6 500.000 dén 700.000 luot truy cdp. Chung toi da trd nén

182



16n manh hon dang ké va rd rang quy mé tiép tuc dugc mo rong khi chiing
t6i phat trién cong ty trong sau nim qua.

Brian: Toi nghi bat ky ai nghe cdu chuyén nay s& nghi rang: “Kipp,
diéu d6 rat tuyét, nhung c6 diéu gi anh di cam thay minh lam rat t6t? Hay
d6 chi 1a do cong nghé? Do viéc tuyén nhan su? Hay anh di may man?”.

Kipp: Chung t6i tu to chirc moi thr & HubSpot, vi vay chung t6i ¢ six
dung cong nghé. Do d6, cong nghé dong vai tro nhat dinh, chung t6i chi c6
mot vai nguoi nhung ching toi ¢6 thé tao ra lugng ndi dung 16n. Mot phan
ctia viéc thanh cong 1a ¢ ging dat duoc timg diéu nho bang cach that su
tap trung vao diéu ban mudn hoan thanh. Chung t6i ludn c6 nhitng muc tiéu
rd rang, nhung chung toi biét khi ndo thi nén rat ra khoi nhitng muc tiéu do
va hiéu ré“mg nhirng hoat dong cu thé nao s& dan dén muc tiéu. Chung toi
cling rat gioi trong viéc tap hop moi ngudi ¢ doi ngii marketing, dich vu va
ca cong ty dé dong gop noi dung cho blog. Ching toi sé dung nhiing ¥
tudng tuyét voi cua ho, trinh bay va tdi wu hoa ching sao cho c6 duoc su
lan téa xa hoi rong rdi nhat va phan phdi email t6i co sé ngudi truy cap. Do
chinh 1a sy khac bi¢t da cho phép chung t61 nhanh chong dat dugc lugng
16n nhitng nguoi theo doi ndi1 dung cua ching toi.

Brian: Vay t6i 1a ngudi duge huong truc tiép két qua cia nhitng cong
viéc kho khan do, cam on anh. T6i mudn thay doi mét chat va noi vé y
tudng dang sau su song hanh gitta sales va marketing. Anh thay tinh trang
hién nay cua su song hanh d6 nhu thé nao?

Kipp: T6i nghi 1a thuc té dd co su tién bd nhung van con nhiéu thir can
phai 1am. Néu ban tro chuyén véi nhiing 1anh dao marketing va sales gioi
nhat, ban sé& thay ho c6 su song hanh rat tot gitta marketing va sales. Tuy
nhién, van con c6 nhitng nganh loai trir né. Thang than ma ndi, mot phan
nguyén nhan 1a do cong nghé. Phan mém marketing thi twong dbi hién dai
nén rat kho dé co thé két ndi véi phén mém sales. N6 13 mot hé théng tuan
hoan, vi thé cho dén khi ban c6 duogc dit lidu luu thong gitra hai doi ngi,
moi ddi ngil co thé hoat dong va nhan dugc phan hoi tir nhau, néu khong thi
s& rat kho khan dé co dugc su song hanh trén bat ké cai gi.

Loi ich & HubSpot 1a ching tdi c¢6 nhitng cong cu tot dé co6 duoc su
song hanh ngay tir dau, vi thé chung t6i c6 dir liéu can thiét dé thanh cong.
T6i nghi rang ngay nay moi ngudi dang lam rat tot khi néi rang cong viéc
cua do1 ngli marketing 1a chiu trach nhiém cho két qua va nhu cau cho d6i
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sales, bén canh nhiing nhi¢ém vy mudn thud nhu thic déy nhan hang, truyén
thong, thiét ké trang web va cac cong viéc khac nita.

Poi ngil sales ciing lam rat t6t khi phan hoi lai rang: “Co mot cach khac
dé ban ¢ day”. Chung ta khong can st dung cac cudc goi ngdu nhién va
chen chuc dé co thé dén duoc véi nhimg khach hang phu hop.

Néu chiing ta c6 mdt cach thirc marketing diing va két hop né véi thong
diép dung & bd phan sales thi s€ hi€u qua. Hay thur nhin cac khach hang cua
HubSpot ma xem, nhitng ngudi lam viéc ndy dang lam no rat tbt.

Brian: Néu mot chi doanh nghiép, mot nha lanh dao marketing hay
sales mubén budc nhiing budc dau tién dé co duoc sy song hanh giita
marketing va sales thi liéu anh c6 khuyén ho bién no thanh trach nhiém cua
mot cd nhan nao dé khong?

Kipp: Céac nha lanh dao marketing va sales s€ la nguoi chiu trach
nhiém sau cing. Chiing ta can giao viéc cho nguoi khac, ding khong? Anh
cling ting dé cap dén viéc van hanh. Mét trong nhitng viéc dau tién phéi
1am 12 c6 mot nguoi diéu hanh dam bao rang du: liéu gitra hai doi ngii & bat
ky hé thong nao c6 thé lam viéc va ban c6 quyén truy cap vao dé. Khi cé su
hop nhat do, moi nguoi déu nhan trach nhiém. D6 1a chic nang diéu hanh,
va nd rat quan trong.

Tuy nhién diéu thl vi & mit trai cta no 1a marketing c6 vai tro lanh dao
cao hon mot chut, khong phai don thuan bdi vi n6 13 marketing, ma 13 vi
chtic ning ciia marketing von di phai 1 dau tién. Khi doanh nghiép cua ban
budc vao mot thi trurong moi, ban s€ bat dau viéc marketing dé cho khach
hang biét vé doanh nghiép cua ban trudc khi dai dién sales thir lién lac voi
ai d6. Marketing 13 budc dau tién khi phat trién doanh nghiép.

Brian: T6i mudn tua nhanh dén diém cubi khi da thanh cong, r6i nhin
lai doan giita dé chung ta c6 thé thdy duoc ca hanh trinh. Bay gio hiy tua
dén diém cudi. Lam thé nao dé mot nguoi biét dugc su song hanh giira
sales va marketing dang hi¢u qua?

Kipp: Su song hanh do6 1a hi€u qua khi cong ty dat duoc nhitng muc
tiéu cia minh, né thudng gan lién véi doanh thu. Ban ciing c¢6 thé biét nd
dang hoat dong t6t khi ma c6 nhirng phan hoi tich cuc & ca doi ngi sales va
marketing. Nhitng ngudi 1am sales biét rang ho dang c6 bao nhiéu khach
hang tiém nang, ho biét chat luong cua nhiing khach hang nay, ho biét
nhitng khach hang iy dugc wu tién chinh xac va ho c6 thé tiép can nhiing
khach hang ay kip thoi. Doi marketing biét rang ho dang thanh cong khi
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lugng sales ting 1én twong Gmg voi lwong khach hang tiém niang dugc tao ra
kip thoi, va nhiing khach hang tiém nang dé tré thanh nhiing co hoi sales
chat luong, khach hang, hoac ca hai.

D6 1a mot vai tiéu chuan ban c6 thé nhin vao. Thanh cong dén 13 khi ma
cAc tiéu chuan éy dugc hiéu mét cach thau dao, théng nhat va duoc tiép can
tirc thoi bo1 ca doi ngli sales va marketing. Khi ma chiung ta nhin vao
nhitng tiéu chuan ctia HubSpot, chinh 1a né. Ching tdi chia sé thong tin nay
v6i nguoi khac, chung ta c6 thé song hanh tét voi nhau.

Brian: Tro lai giai doan giita trong qué trinh nay, anh dé cap rang khi
ma chung ta dang tao ra su song hanh giita sales va marketing, chiing ta can
ai d6 diéu hanh dam bao rang hé thong marketing va sales dang két hop tét.
Anh ¢6 thé 1am rd hon mét chit vé cac chil dé nhu cong nghé, con ngudi va
qué trinh khong?

Kipp: Vé mit cong nghé, ban can phai ty hoi ban than xem ban di tim
va thu thap duoc thong tin can thiét chua. Nhimg thong tin ban thu thap qua
thoi gian phai cho ban cai nhin lich sir gitip ban toi wu héa va cai thién moi
thir trong tuong lai. O hau hét cac cong ty, thuong s& c6 mot vai hé thong
phan mém marketing nhu HubSpot hay 1a hé théng marketing tu dong hoa
khac, cling nhu mot vai hé théng quan 1y quan hé khach hang. Ngoai ra,
ban c6 thé s dung cic cong cu sales va marketing doc 1ap khac. Noi
chung, vé mat cong ngh¢, ban can ¢6 co s6 ha t?lng.

Vé mit nhan lyc, ban can nhan luc vé sales, cling nhu nhan lyc lam
chién dich marketing. Va ban ciing can vai ngudi diéu hanh dé dam bao
réng cac hé théng lién két v4i nhau. Ban sé rat ngac nhién khi théy moi thir
da thay d6i nhiéu nhu thé nao. Vi du, ban c6 dang dua ra nhiing ciu hoi
dung dé thu duoc nhimg thong tin can thiét vé khach hang tiém ning cho
nhan vién ban hang nhan di¢n va két ndi voi ho chua? Ban s& khong thé
lam duoc diéu d6 ngay lap tirc dugc. Ban sé& can trai qua ting budc riéng
biét, vi thé nén c6 mot nguoi diéu hanh c6 thé dan dat nhirng cong viéc nhu
thé nay 1a rat quan trong.

Con nbi vé qué trinh, ban mudn tu dong hoa nhiéu nhét c6 thé, va ban
mudn moi thir rd rang nhat co thé. Vi du, can c6 su ky vong cuc ky rd rang
v6i nhitng gi ma dd6i marketing va sales dang thuc hién cung nhau. O
HubSpot, chiing ti tao ra va chia sé cac bang diéu khién ma ai trong cong
ty cling c6 thé thay vao bat cir liic nao.
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Brian: Anh con c6 16i khuyén nao khac mudn chia sé v&i doc gia
khong?

Kipp: Do 1a vé viéc dit ra nhitng ky vong 1d rang va khién moi ngudi
déu chap thuan ching. Khong chi 1a dé c6 duoc su song hanh giita sales va
marketing, du ban la mdt marketer chién thuat, mot nhan vién ban hang,
mot quan 1y sales hay 13 quan 1y marketing, ban déu can phai tip trung. Ban
c6 dang uu tién dung thi? Ban c6 1o rang vé nhiing thir ban dang tap trung
va ca nhitng thir ban khong tap trung?

Brian: Anh c6 mudn chia sé gi nira khong, Kipp?

Kipp: Co. Sé& 1a lira d6i ban than néu nghi rang bat ky diéu gi trong
nhiing diéu trén déu dé dang. N6 khong hé dé dang, nhung ciing khong dén
ndi khong thé thuc hién duge. Loi khuyén cua to1 véoi cac marketer 1a dung
phtic tap hoa moi thir. Phan 16n nhitng nguoi 1am marketing déu bi 4m anh
v6i cong cuy, cac tinh ning va co so dit liéu dén mirc n6 khong con hiéu
qua. Ban can xac dinh cuc ky 10 rang cai ma ban dang cb dé dat duge. Cac
giai phap chi nén 1a nhimng chién luoc don gian nhét c6 thé. Ban co thé rat
thanh cong néu ban lam nhiing diéu trén.

Cudi cung, diéu ma chung ta chua néi ngay hom nay la cham soc nhiing
nhan t6 tiém nang hodc khach hang. T6i vu hda moi cong vi¢c cua ban theo
nhitng gi ma khach hang mudn va can 1a thuyét trung tdm cua inbound noi
chung. Khi ban that sy chim soc nhitng khach hang tiém ning va ban tap
trung, ban s€ cuyc ky thanh cong. Mat khac, néu ban chi tap trung vao viéc
lam thé nao dé tao ra mot danh sach khach hang méi tir phan mém va giri
cho mdt nguoi1 email thit muoi trong thang nay thi ban dang hoan toan di
sai huong.

Phan 3 — Vai tro ciia Sales Enablement trong viéc thiic diy doanh
thu

Cudc phong van véi Debbie Farese, Truwéng Sales Enablement

(2013 — 2016) tap doan HubSpot®

Thang 12 nam 2015. Da duoc bién tdp lai cho ro rang va co do dai phu
hop.

Brian: Debbie, t6i 1a ngudi duoc hudng truc tiép két qua tir nhirng viéc
tuyét voi ma cd va doi ngil ciia co da 1am trong sudt nhitng nim qua. Piém
chinh ctia cudc trd chuyén hom nay 1a 1am sang té vé chtic ning cia sales
enablement, cach n6 hoat dong, cach no lién két v4i doi ngll diéu hanh,
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marketing va sales, v.v... Trudc hét, t6i mubn nodi 161 cam on ¢6 va mudn
nghe mot chit cau chuyén c6 di dén voi HubSpot nhu thé nao.

Debbie: Toi bat dau su nghiép ¢ linh vuc tai chinh, r6i chuyén sang
marketing cho cong nghé vii try sau khi 1ay dugc bang thac si quan trj kinh
doanh tai MIT Sloan. Giai doan dau trong su nghiép marketing, t6i lam &
bd phan marketing khach hang va san pham & Microsoft. Thoi gian d6, hau
hét cac to chuc khong c6 mot doi ngli sales enablement tan tuy va
marketing san pham dong vai trd 1a cau ndi gitta marketing va sales. Toi
duoc gidi thiu dén HubSpot khi toi chuyén vé khu vuc Boston. Toi thay
d6 1a mét co hoi tot dé gia nhap va tao ra mot doi ngii sales enablement, n6
cho phép t61 tan dung dugc nhitng kinh nghiém va xay dung do1 ngli méi
va ky luat & mot cong ty tin tudng vao “smarketing” (su két hop gitra sales
va marketing).

Brian: Xin hdy noi vé trai nghiém cua co khi lam viéc voi mot vai to
chtrc sales trudc day. Cong viéc marketing san pham ma c6 da lam no 1a
nhu thé nao?

Debbie: To6i s& ldy mot vi du dé lam sang t0 mdi quan hé gitra
marketing san pham va ddi ngil sales enablement. O Microsoft, toi lam viéc
bén quang cdo cho su ra mat ctia Office vao nam 2010. Nhiém vu cua toi 1a
lam viéc v6i doi ngll san xuat dé hiéu duoc nhitng dic trung ma ho xay
dung, chuyén né thanh nhiing gia tri doanh nghiép cho khach hang, sing
tao noi dung cho d6i ngii sales toan cau dé ho st dung trong cac cudc goi
sales va huan luyén nhan vién ban hang cach de co cuoc giao tiép hiéu qua.

Brian: C6 suy nghi nhu thé nao vé nguon gbc ciia chirc ning sales
enablement? Liéu n6 d3 ra doi da 1au dé cé thé tién hoa?

Debbie: T61 nghi cum tur “sales enablement” da trd thanh tir thong dung
va mdi nguoi lai ¢c6 mot cach dinh nghia khac nhau. Theo quan diém cua
t61, toc do chuyén doi tir khach hang tiém ning thanh khach hang 1a chi sd
cta hoat dong kinh doanh va né nén chi dan cho moi hoat dong sales
enablement. Cong viéc ciia mdt chuyén vién sales enablement 13 cung cap
cho ngudi mua nhitng thong tin hitu ich trong suét hanh trinh ngudi mua.
C6 2 mat: (1) Hiéu rd ngudi mua dang nghién ciru gi va cung cap thong tin
& do, va (2) trao quyén cho d6i ngil sales v6i ndi dung va huan luyén dé gip
nguoi mua.

Piéu ma t6i nghi da thay doi 1a ngay nay con ngudi dugc tiép can véi
nhiéu thong tin hon, dong nghia véi viée ngudi mua ngdy cang doc lap va
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tu chi hon. Nha phén tich & Gartner va Forrester di ting trich dan rang
moi nguoi ty minh nghién ctru hon 2/3 trude khi ho néi chuyén véi dai dién
sales. Do do, viéc nghi vé hanh trinh nguol mua mot cach toan dién, khong
chi 13 vai trd cua dai dién sales 1a rat quan trong. Nhiém vu cua doi ngii
sales enablement 13 cung cap thong tin thu vi va hitu ich tai moi diém
cham” cua khach hang.

* Piém tiép can/Piém cham: khéng gian noi xdy ra hoat déng twong tdc
VOl khach hang.

Brian: Nhu c6 da noi, n6 khong don thuan chi 1a dao tao doi ngli ban
hang vé nhitng tinh niang va loi ich cta san pham, hay gitp d& su ra mat
ctia nd. Sales enablement con 1a vé viée ching ta hiéu duogc cach tac dong
mot cach co chién luoc, tham chi kiém soat th6ng diép dugc dua ra khi ma
a1 do dang trai qua hanh trinh mua hang. Piéu nay 14 rit quan trong kh1 can
nhic dén mtc d6 nghién ctru ma ngudi mua da thyc hién ma khong can co
nhan vién ban hang hién nay.

Debbie: Chinh xac 1a vay. Mot vi du cho diéu nay & HubSpot lién quan
dén van dong khach hang. Chung toi ludn c6 mot chuong trinh gidi thi¢u
san pham cho khach hang, nhung chung t01 nhan ra rang ngudi mua thuong
quan tam hon dén nhitng binh luin vé san pham, nhitng cudc tro chuyén
trén mang xa hoi va nhimg budi gidi thiéu it nghi thirc hon khi ma ho danh
gia. Vi thé, ching t61 tang cuong nd luc van dong va dao tao cho do1 ngii
sales cach 1am diéu do.

Brian: HubSpot d3 quyét dinh ddy chinh 13 thoi diém 1ap ra mot doi
ngil sales enablement nhu thé nao?

Debbie: T6i s& noi vé dy an dau tién cua toi. Toi lam viéc hop dong cho
HubSpot mot thang trudce khi lam toan thoi gian.

Cong viéc cta t6i 12 nghién ctru vé hanh trinh khach hang. HubSpot rat
rd rang vé chan dung ngudi mua nhung chua timg c6 ai dao sdu va hoi
“Nguoi ta khi 1am viéc v6i doi ngii sales ctia ching ta? Pau 1a nhitng diéu
s& thuc ddy quyét dinh cta ho sau cung?”. Sau khi hoan thanh duy 4n, t6i da
c6 cau tra 101 cho nhimng ciu hoi d6 va kham pha ra su can thiét phai c6 mot
doi ngti sales enablement. N6 tr¢ thanh mo ta cong viéc cua to1, va tu do tré
thanh dic quyén ctia doi ching toi cho nhitng hoat dong khic nhau ma
chung to1 bo 10.
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Brian: T6i mudn di sdu hon mét chat vao mot vai diéu co6 di dé cap
dén. Chu yéu 1a xung quanh dir liéu va con ngudi. Co di bat dau viéc truy
cap thong tin cd can nhu thé nao dé co thé biét doi ngii sales dang cé ich
hay 1a ho truyén thong hon, c6 thé néi 1a qua hing hai. Lam thé nao dé co
nhan dién dugc? Hay vi du nhu, tr& vé thoi diém c6 nhan ra sy can thiét
phai tim kiém céc sy kién, c6 da truy cap thong tin nhu thé nao?

Debbie: T6i nghi cau hoi ctia anh c6 hai khia canh: Pau tién 1a 1am thé
nao dé t6i c6 thé thu thap duogc dir liéu trong nghién ctru, va 1am thé nao
chiing toi thuc hién duoc vién canh.

Nghién cru hanh trinh ngudi mua c6 hai giai doan: giai doan dau la
nghién ctru dinh tinh, sau do la nghién ctru dinh lugong. DPéi véi nghién clru
dinh tinh, t6i tao ra mot cudc trao doi di sau vao qué trinh mua ban voi
nhitng cau héi m¢ dé tranh viéc dan dat ho véi dinh kién. T6i chon mot
nhom nho nhirng khach hang méi bat dau véi HubSpot khi ma quyét dinh
mua sam ctia ho van con rd rét. Roi toi chon mot nhém nhod nhirng khach
hang tiém nang da chon khong mua sam & HubSpot, hodc 1a bdi vi ho
khong mudn mua gi hodc 1a ho dd mua cong ty ddi thu. Viéc hiéu tai sao ho
khong mua sam & HubSpot va nhitng ngudi mua d6 khac nhau nhu thé nao
cling v cung quan trong. Tdi dd phong van 20 dén 30 ngudi qua dién
thoai, n6 giup toi dua ra duoc cac gia thuyét. Roi toi tao mot khao sat dinh
lugng ma t6i phan phat cho lugng ngudi mua 16n hon dé xac nhan cac gia
thuyét. Cac doi tuong diéu tra chi can lam khao sat online, dit liéu thu duoc
cho chung toi nhitng con s6 dé phan tich va bo sung cho nhitng thong tin
ching t61 thu dugc tir nhitng cudc tro chuyén dién thoai.

Con ndi vé viée xay dung mot doi ngli, c6 mot vai thir ma té1 luon tim
kiém & nguoi s€ lam sales enablement tdt. Thir nhat, ho phai hiéu céch thirc
mot do1 ngli sales hoat dong ké ca khi ho chua tung lam viéc voi nhau bao
gid. Pay 1a mot diéu can thiét boi vi thinh thoang hai nhom nay s& xung
dot, ban phai tim nhitng ngudi co thé tiép can nhitng su khac biét do voi su
td mo va thich thu. Thtr hai, ho can c6 k¥ ning giao tiép bang vin ban va
bang 10i tot. Nhitng ngudi lam sales thudng c6 rat it thoi gian va c6 khoang
cht ¥ ngan tir khach hang. Ban can biét cach truyén dat mot thong diép sao
cho ¢6 thé thu hat sy chi ¥ cta ho, khién ho cam thdy né quan trong va
thuc day ho. Toi nghi 1a tat ca moi nguoi trong d6i ngili ctia ching toi déu
co k¥ nang do.
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Chuing t61 can phai di that sau vao san phém, vao viéc marketing va that
su hiéu 16 cach moi thir hoat dong, r6i rut ra nhitng diéu quan trong nhat
ma ngudi lam sales can phai biét.

Brian: Nhiing diéu gi ma mot lanh dao doanh nghiép tim kiém dé cho
ho cam thay “Bay gid chiing ta can mot doi sales enablement hodc chiing ta
can xay dung né mot cach thich dang hon™?

Debbie: Ngu’(‘yi lam marketing ching t61 luén quan tam xay dung phéu
marketlng, va dleu quan trong nhat 1a truéc hét phai co phan dinh cta phéu
vitng chic. Ban can c6 duoc lu:ong 10’n khach hang tiém ning sé& ting ho doi
ngii sales ciia ban. Ho phai la dau moi kinh doanh chét luong.

Mot khi ban cam thay phan dinh ctia phéu da viing chac, d6 1a luc dau
tu nhiéu coéng stc hon cho doi lam marketing giup d& doi ngii sales. Luc
ban c6 luong khach hang tiém nang 16n nhung mudn cai thién su chuyén
d6i khach hang tiém ning thanh khach hang, ban can mot doi ngii sales
enablement.

Trudc day, hau hét nguoi lam marketing nhin nhan cong viéc cua ho chi
dirng lai ¢ viéc tao khach hang tiém ning, nhung néu ban nghi k§ vé no,
nguoi 1am marketing ¢6 bo k¥ ning rat manh c6 thé giup dd trong viéc
chuyén doi khach hang. D6 khong nén chi 1a cong viéc 1am sales. Ban can
két hop tai ning cua ca sales va marketing dé tro chuyén véi khach hang.

Brian: Vay ai 13 nguoi s¢ hitu né [sales enablement]? Va c6 két ndi véi
cac nhom khac nhu do61 marketing, doi sales, ban diéu hanh, v.v... nhu thé
nao? Duong nhu ¢6 phai c6 mat & moi noi mot 1ac.

Debbie: D6 van 1a mot van dé tranh luan. Déi sales enablement s& &
dau trong mot to chire? O marketing hay ¢ sales? Véi t6i, né phu thudc vao
mdi cong ty va cach nhin nhan vé vai tro ciia doi ngi.

O HubSpot, doi ngil cta ching t6i ban dau ¢ trong marketing. Chiing
t6i 1a mot cong ty chu trong vao ndi dung va bd k¥ nang chu yéu thude vé
marketing. N6 ciing giup chung t6i bac cau ndi giita hai to chtrc bang cach
ngoi lai véi sales; nhung vé to chirc, chung toi lam viéc cing marketing va
tham gia nhitng cudc hop marketing. Ttr do tr¢ di, ching t61 phan chia céac
trach nhiém cua sales enablement thanh marketing, field marketing va diéu
hanh sales. D61 ngli diéu hanh sales s& chiu trach nhiém vé tat ca cac qua
trinh va huan huyén.

Brian: Néu c6 mudn t6i hoi mot cau hoi, no s& 1a gi?
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Debbie: N6 sé& vé thanh phan trong thang do cua sales enablement. Loi
khuyén ctia t6i 1a hdy coi tbc do chuyén doi khach hang tiém nang thanh
khach hang nhu 1a ngdi sao chinh Bic cua ban. Hay nghi vé moi dy 4n ban
dam nhiém. Liéu no c6 thé giup lay dong nhitng khach hang tiém nang sin
c6, hay nhitng nguoi da biét vé cong ty cua ban khong? Néu khong, du an
do s€ duge dam nhi¢m bdi nguoi khac bén marketing.

Thang do 12 mot trong nhimng thi khién t6i tran trd khong ngii dugc.
Ngay nay c6 nhiéu cong nghé c6 thé gitp lam viéc do, diéu nay sé& 1a vo
cing quan trong. Trudc ddy, marketing va sales c6 thé do luong luong
khach hang tiém nang duoc tao ra va doanh thu dat dugc, nhung rat kho dé
thay duoc nhitng cai dang xay ra ¢ giira.

Brian: Néu ching ta coi dinh cao dang & rat gan va nghi vé tuong lai,
ba dén nim nim nita s& nhu thé nao? Co thé né sé xoay quanh nhiing thir
nhu loai cong nghé nao ban mudbn thdy, hay ban thdy d6i ngii sales
enablement s& tién hoa nhu thé nao? C6 co suy nghi gi vé twong lai cua
sales enablement khong?

Debbie: Sy tién hoa cua phan mém sales va marketing s& dinh hinh
chuong tiép theo cua sales enablement. Cac cong cu sé cung cap nhiing trai
nghiém than thién v&i ngudi mua hang, sy hiéu qua thong qua su tu dong
hoa, va su thong hiéu qua nhitng phan tich.

T6i nghi rang su tién hoa tiép theo trong linh vuc nay dugc tom gon
trong cum tir “smarketing”. Tat ca 1a viéc két noi sales v6i marketing trong
cung mdt cong nghé va cho hai doi ngli d6 lam viéc cung véi nhau. Toi
cam thay ban than minh rat may man. T6i chua timg gip mot cong ty nao
nhu HubSpot, noi ma doi ngii sales va marketing hoa thuan véi nhau. Piéu
d6 thuc su dic biét, vi thé toi trong chd vao ngay ma ching t61 st dung
chung mot cong nghé dé giup d& 1an nhau, khach hang tiém nang va khach
hang hién hiru ctua chung toi.

Phan 4 — X4y dung mét doi ngii diéu hanh sales dé thiét 1ap sw phat
trién

Cudc phong van v6i David McNeil, Phé Chu tich diéu hanh Sales toan
cau (2014 — 2016) tap doan HubSpot*

Thang 12 nam 2015. Da dvwoc bién tdp lai cho ro rang va co do dai phu
hop.
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Brian: David, hiy bat dau voi con dudng anh dén vi HubSpot. Piéu gi
da dan anh dén lam viée & doi ngii diéu hanh sales toan cau va doi ngii
chién lugc bit dau tir dau nam 20142

David: Trudc khi toi gia nhap HubSpot, t6i chiu trach nhiém phat trién
sales (dai dién phat trién doanh nghi¢p) ¢ Salesforce, My khoang hai nam
rudi. Poi ngii cla t6i dam nhiém thuc day quy trinh doanh nghiép méi
thong qua sach luoc outbound calling” truyén théng. D6 13 giai doan an
tuong trong su nghiép cua téi. To1 da c6 mdt khoang thoi gian vui vé va
hoc duoc rat nhiéu vé cach diéu hanh sales phét trién manh mé&, nhung vi
chuyén gia dinh, t6i phai chuyén tir San Francisco sang Boston. Toi quyét
dinh rang sé& 1a tot nhat khi t61 1am viéc & mot cong ty dia phuong dé t6i co
thé vira chim lo cho cong ty vira chim lo dugc gia dinh. T6i dugc gidi
thiéu dén giam dbc diéu hanh ciia HubSpot, Brian Halligan, khi t6i dang
can nhéc thi trudng va cac cong ty dia phuong. Cudc trd chuyén dau tién
gidng nhu mot phién hop, sir dung bang tring phac hoa mot vai khai niém
vé diéu hanh sales, quy mo cua cong ty, va mot doi ngii diéu hanh tuyét voi
c6 thé thiic day su thanh cong ciia ddi sales nhu thé ndo. Sau khi két thic
cudc hop, toi nghi: “Cong viéc ndy rat thu vi, nd 1a the t6i mudn lam.
Chung t6i déu hiéu gid tri cta cong viée nay. Chiing t6i nén 1am no”.

* Outbound calls (Cuoc goi ra) la cdc cudc goi xudt phat tr téng dai
ciia doanh nghiép két noi véi khdch hang.

Do 1a cach t6i dén voi noi nay. Ban than vai tro diéu hanh sales da kha
doc dao vai toi. Trude kia, toi dan dat kha nhiéu to chirc sales, nhung toi
chi 1am viéc chit ché v&i cac nha diéu hanh sales chtr chua bao gi0 to1 thuc
hién nhi€ém vu d6 mot minh. Tuy nhién, t61 hiéu duoc gia tr1 cua dir licu,
qua trinh va tinh chat ché trong diéu hanh, vi thé t6i luén dua vao nhirng
nang luc d6 dé giup cho d6i cua toi thanh cong.

Brian: Gio ddy, khi d3 din dit d6i ngii diéu hanh sales dugc gan hai
nim, anh dinh nghia thé nao vé chtrc ning va nhiém vu cta doi ngii nay?

David: Trong vong mudi nim qua, nén céng nghiép phan mém dich vu
ludn coi trong va phat trién y niém vé diéu hanh sales. N6 1a ¢t yéu dé xay
dung mdt td chire sales phat trién manh me¢, ddc bi¢t 1a nhitng doanh nghiép
c6 gia ban trung binh ctia hang hoa thip hon va can that chat diéu hanh dé
sales c6 thé hoat dong. Khi t6i con 1am viéc & Ngan hang Hoa Ky (Bank of
America), diéu hanh sales lam cong viec bao cdo sach luge, quan ly dir licu
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va phan tich, va diéu nay ciing giéng nhu ¢ hau hét cac cong ty ngiy nay.
Co6 rat nhiéu ngudi nghién ctru dir liéu nhung nhitng bao cdo cta ho khong
phai lac nao ciing dem dén gia tri sach luogc va khong hoan toan lién quan
dén doanh nghiép. Do d6, viéc cat nghia dir liéu dé tim ra duoc cach kha thi
phu thudc vao ngudi quan 1y sales, thuong voi rat it thoi gian va kinh
nghiém phén tich. Trong khi hau hét moi nha quan 1y ngay nay hiéu duogc
tam quan trong cua dir li¢u dé 1én ké hoach va chi dao doi ngii cua ho, thi
chi c6 mot vai ngudi hiéu rd va sau tim quan trong cua dir liéu dé hop nhat
n6 voi nhiém vu diéu hanh hang ngay. D6 1a lic diéu hanh sales co thé can
thiép vao, tir chd chi 13 vai tro hd trg va tiép nhan thong tin dén chd tro
thanh mogt cong su co thé cat nghia dit liu va bién n6 trd nén kha thi cho
quan ly sales va céac dai di¢n sales.

Mot vi du 1a khi toi bat dau lam viéc mat thiét hon véi céc diéu hanh
sales & Ngan hang Hoa Ky, ho da gitp t61 xem xét lai toan bd viéc kinh
doanh. Chiing tdi thtr ndi nhitng diém chua bao gio dugc lién két véi nhau.
Chiing t6i phan chia khach hang dya trén nhu cau cta ho va thiic day nhitng
t6 chirc tiép thi qua dién thoai dap tng nhu cau ctia nhitng giao dich nho
dén trung binh chua nhan dugc du sy quan tdm tor nhan vién ban hang.
Chiing t6i cung cip cho nhimg nhan vién tiép thi qua dién thoai qua trinh,
cong cu va tai nguyén can thiét dé thic day gia tri bén viing va dinh ky cho
phan trudce day chua duoc quan tim cta khach hang. Piéu dé tao nén thanh
cong to 16n trong viéc gitlt lai dugc nhirng khach hang dé va nhiing co hoi
phat trién méi & nhicu phan trong quan 1y tién té va tin dung doanh nghiép.

D6 1a cai hay ciia viéc chuyén doi vai tro diéu hanh sales tir h tro thénh
cong su ¢6 sach luogc - ho gitp ching toi tim duoc nhitng vién ngoc con an
gidu ciia nang suat trong viéc kinh doanh, cho phép chiing t6i phat trién
hiéu qua hon trong sudt khoang thoi gian kho khin cta khung hoang ngan
hang ndm 2008.

Brian: Anh va Brian Halligan di trd chuyén vé nhiing gi trong cudc
hop bang tring ma khién anh nhan ra rang rat can mot doi ngii diéu hanh
sales & HubSpot?

David: Khi t6i gia nhap to chirc sales ctia HubSpot, n6 dang phat trién
va lam rat tt. Mot doanh nghiép phan mém dich vu thi can tuyén dung rat
nhiéu ngudi. Néu ban dit nén mong cho no 1én gap muoi lan, trong vong
nam nam, ban can tuyén dung, dao tao nhan vién mdi va qua trinh sales
mot cach thuong xuyén va dinh ky. Ban khong thé 1am duoc diéu dé néu
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khong co su td chirc chit ch&, co s& ha tﬁng va doi ngli. Vi thé, ngay tu
cudc trd chuyén dau tién v4i Halligan, t6i di rat hao hic khi biét rang
HubSpot d & giai doan trude khi phat hanh ¢ phiéu ra cong chung, dugc
kinh trong trong ngénh va da khang dinh duoc san pham bang viéc dap ung
dugc nhirng nhu cau cua khach hang. N6 khong khéac gi mot doanh nghiép
con non tré cd gang tim ra thi truong phu horp vO1 san pham HubSpot dang
& giao 10 then chot va biét duge 1am thé nao dé phat trién gap muoi lan
trong nam nam t&i, hoac tham chi co géng dat duoc diéu d6 — n6 can mot
d6i ngii tuyén dung bén virng, c6 cai nhin thau ddo vé to chirc doanh
nghiép, hé théng rd rang va mot qua trinh sales rach rdi cho nhiing thanh
vién méi 1am theo. Chung t6i ciing can dam bao rang ching toi ¢ su song
hanh gitra ca nha cung cap 1an khach hang.

Pay 1a mot vi du khi su song hanh nay dién ra. Hay thtr nghi vé sy phu
thudc 1an nhau giita ching ta v6i doi ngii marketing, va diéu gi s& xay ra
néu ching ta khong phdi hop v6i nhau mot cach hoan hao. Pay 13 mot vi
du khi su song hanh nay dién ra. Hay thtr nghi vé su phu thudc 1an nhau
giita ching ta voi doi ngli marketing, va diéu gi s& xay ra néu ching ta
khong phoi hop véi nhau mot cach hoan hao. Khi chung ta 1én ké hoach gia
nhap thi truong mai véi doi ngii inbound sales nhung lai chwa c6 sy chuin
bi voi ludng khach hang tiém nang, kha ning dé thanh cong la cuc ky gisi
han. Dé marketing thanh cong, ho can c6 tim nhin xa dua trén goc nhin cia
sales vé chién luoc tiép thu, it nhat 1a tir 6 dén 12 thang trudc khi thué mot
quan ly marketing dia phuong, dia phuong hda ndi dung va xay dung cac
chién dich marketing cu thé. Do 1a mot trong nhitng vai tro chinh ctua doi
ngil diéu hanh sales — bac cau ndi, trong trudng hop nay, 1a khoang cach
gitra sales va marketing.

Néu ddi ngii diéu hanh sales 1am t6t, doi ngii marketing c6 thé tim duoc
thi truong moi vai ludng khach hang inbound tiém ning, viing chac thay vi
viéc d6i ngii sales c¢6 gang phat trién mot khu vuc hoan toan la 13m voi
chién luoc outbound truyén théng. Lam cho nhing méi quan hé d6 phdi
hop véi nhau trong ca to chirc 1a diéu khién viéc diéu hanh sales khong chi
thtl vi ma né con cyc ky manh trong nhiing t6 chitc dang cb gang phat trién
mot cach nhanh chong.

Brian: Nghe vi du d6, rd rang c6 su hiéu sai vé nhimg thtr ma diéu
hanh sales khong nhiing c6 thé lam, ma 1a nén lam. Moi nguol quan niém
sai 1am rang diéu hanh sales chi dong vai tro hd trg va chi dtng sau trong
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sudt hoat dong kinh doanh. Nhung it nhét tir nhitng diéu anh vira dién ta,
nhitng ngudi diéu hanh sales giong nhu tai xé hon 1a hanh khach. Ban ¢
ghé trude va néi: “Khong, d6 khong phai 1a noi chung ta dang di. Chung toi
c6 hé théng dinh vi. Chiing t6i c6 ban do. Moi ngudi hay di theo chung
t6i”. Anh c6 dong y khong?

David: T61 hoan toan déng y. Vi dy, khi ban biét ban can phai xay mot
siéu xa 10 chr khong phai duong nong thon, cach ban tiép can van dé 1a rat
khac nhau. Nhiém vu cua ching to1 1a xdy dung mot si€u xa 1§ cho
HubSpot. T6i nghi vé nhitng diéu chiing t6i s& lam hom nay va cach ma
nhitng diéu 4y s& tao nén mong cho 6 thang, 12 thang, 18 thang hay 3 nim
vé sau. Nhiém vu cua nguoi 1anh dao diéu hanh sales 1a phai luon 1én ké
hoach cho twong lai thay vi qua tip trung cho thang hay quy hién tai. Néu
ching ta 1am viéc t6t, chiing ta s& biét quy d6 s& mang lai diéu gi. Vi thé,
chung ta danh thoi gian kiém tra dé dam bao rang khong diéu gi ma chung
ta khong ludong trudc s& xay ra. Chung ta can nhin vao nhing dit liéu tir
viéc kinh doanh dé xem xem c6 mot 16 hong hay mot diém yéu vé ciu tric
nao d6 khong luong trude co thé anh hudong dén chung ta trong cac quy tiép
theo khong.

Brian: Vo1 tu cach 1a mdt nguoi 1anh dao c6 viée kinh doanh dang phat
trién mot cach nhanh chong, anh c6 161 khuyén nao cho ho vé thoi diém
thich hop dé xay dung mot doi ngii diéu hanh sales khong?

David: T61 nghi tat ca déu phu thudc vao cai ban dang ¢ dat dugc. Ban
can bao nhiéu thay d6i trong chinh doanh nghiép ctia ban? Ban dang xay
dung mot doanh nghiép nhé hay mot doanh nghiép phat trién manh? Mo
hinh kinh doanh ctia ban da phat trién nhu thé nao? Cong ty ban tap trung
vao su phat trién kinh doanh méi va/hodc duy tri va cross-sell "2 Néu ban
dang dinh dua vao lugng thay ddi twong dbi 16n, ban can xem xét lai chién
luoc tiép thi, hodc néu ban dang huong to1 sy phat trién manh mé&, ban can
xay dung mot doi ngii diéu hanh sales som nhat c6 thé dé dam bao rang ban
c6 duoc sy thanh cong bén ving.

" Cdch thire gi6i thiéu nhitng san pham hodc dich vu gia ting c6 lién
quan dén thir ma khdach hang dang hodc da mua.

Mot vi du khac, mot ngudi ban cta t6i didu hanh mot doi ngii diéu hanh
sales cuc ky tot. Anh 4y chi c6 ba nguoi trong doi. P6 1a doanh nghiép tri
gia 15 triéu d6-la. Anh 4y 1a phé giam dbc diéu hanh sales va lanh dao diéu
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hanh sales. Doanh nghiép d6 dang trai qua rat nhiéu thay doi, chuyén doi tir
doanh nghiép phan cing sang phan mém tip trung vao cac thiét bi két ndi
trong mang ludi thiét bi két ndi Internet. D6 1a moét mo hinh kinh doanh va
thi truong rat moi so voi ngdy nay, nhung anh ay thay duoc co hoi, danh
mot khoang thoi gian dang ké tap trung phat trién chién lugc tiép thi va quy
trinh sales dé chuan bi cho tuong lai.

Thay vi tap trung vao viéc sales hién tai, anh ay danh thoi gian phéc
hoa dé 4n kinh doanh, cac diém két noi, tim cach dé chuyén sang khong
gian moéi. Néu anh ay lam tot thi doanh nghiép ctia anh ay sé thu duoc
doanh thu gip ba dén nam 1an hién tai. Ho khong hé c6 tiém ning nhu vay
trong qua khu.

Bang viéc nghi va hanh dong nhu mot nha chién luge diéu hanh sales
va nha chién lugc tiép thi, anh éy dd dan viéc kinh doanh di theo mot
huéng hoan toan khac. Tuy nhién, anh 4y ciing khong thé bo di cong viéc
sales hi¢n tai, vi vy anh éy bi mau thuan, anh éy khong biét nén theo dudi
trudc nhitng nhu cau ngén han hay dai han. C6 mot nguoi danh hét su tap
trung va tan tuy vao cac chién lugc sales va diéu hanh s& gil’lp anh ay giai
quyét dugce nhu cau va ky vong kinh doanh hién tai ma van chuan bj cho
nhirng thay doi quan trong sip tdi.

Do d6, dé tra 1oi cdu hoi ctia anh, t6i nghi kich thuéc hay giai doan cta
cong ty la khong quan trong. Quan trong la ban dang dinh di td1 dau va ban
c6 thé thay d6i nhanh chong ra sao. Va c6 18, khong bao gio 1a phi pham
thoi gian khi c6 mot nguoi hay mot nhém nhé suy nghi vé chién luge cho
doanh nghiép trong 6 thang, 12 thang hay tham chi 13 3 nim sap t6i.

Brian: David, hiy n6i mot chat vé doi ngii caa anh di. Khi anh nghi vé
viéc xay dung mot do1 ngii chién lugc va diéu hanh cho HubSpot, anh tim
kiém tai nang gi & ho? Va néu anh c6 thé bo qua moi thir va bat dau lai tir
dau, anh s& thay ddi cach thirc xay dung d6i ngii d6 nhu thé nao?

David: Ngay tir khi méi bat dau, mot trong nhitng diéu toi 1am ding 1a
nhitng nguoi ma t6i da tuyén dung va kich c¢& cta doi ngii. That tuyét khi
ma ho déu c6 san tai nang. Ho déu rat thong minh va nhiét huyét, nhung ho
thién vé mit k¥ thuat hon — du 1a tir cach nhin nhan hé théng hay khoa hoc
dir liéu. Cai ma toi thuc sy can 1a mot doi ngli nho hiéu rd vé dir liéu,
nhung dong thoi co thé ap dung nd vao viée giai quyét nhitng van dé ngan
va dai han, phat trién quy trinh sales va hd tro thay doi.
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Ngudi thich hop diéu hanh sales & HubSpot can c6 su két hop cac k¥
nang doc dao va thuc sy kho khan dé tim duoc nhirng ngudi nhu vay. Muc
tiéu cua toi 13 tim ra ai do c6 thé dam nhiém chién luoc kinh doanh, giai
quyét van dé sang tao, ngudi gioi giao tiép, gioi két hop véi cac doi khac,
dong thoi co thé phan tich nhitng dir liéu phuc tap. Toi rat can su cin bang
do va that may mén 13 toi tim dugc nhitng nhan vién c6 ba dén nam nam
kinh nghiém lam viéc ¢ nhiing cong ty tu van noi tiéng. Nén tang tu van
ctia ho cho phép ho duoc tiép xtic v6i cac tinh hudng khac nhau. Ho déu c6
kha nang hoc héi rat nhanh, lam viéc vdi cac chuyén vién va lanh dao
doanh nghiép dé giai quyét cac van dé phﬁ’C tap nhanh chéng, ho con c6 k¥
nang giao tiép va phdi hop hiém co dé thuc day sy thay do6i. Khi toi phat
trién doi ngii, toéi c6 thém mot vai nhan vién ting diéu hanh sales & cac
cong ty khac. Cac cong ty ay khong co toc do phat trien nhu HubSpot,
nhung ho c6 nhiéu kinh nghiém vé mit k¥ thuat va hiéu nhu cau bao céo
ctia doanh nghiép. Téi ciing tuyén dung mot vai nguoi véi cac muc do ki
ning da dang. Mot trong nhitng nhan vién cua t6i dén tir mot cong ty cong
nghé 16n va ting lam quan 1y trong d6i ngii diéu hanh sales. Mot anh ban
tré khac, mot nhan vién tai niang, di 1am viéc nhu mot nha phan tich cap
thap ngay khi ra truong. Muc tiéu cua toi 13 xay dung mot doi ngii can
béng, véi su pha tron nhiéu k¥ nang dé cho ho c6 thé hoc hdi tir nhau.

Tuy nhién, diéu toi (va doi ngil ctia t6i) con thiéu sot 1a bdi canh lich st
cu thé xung quanh viéc kinh doanh cia HubSpot. T6i dd xay dung mot doi
ngil hoan toan méi, thong minh, sin sang va nhiét huyét nhung ho khong
biét vé HubSpot. Bdi vi ho chua timg tham gia 1am ké hoach & HubSpot, ho
khong thé luong trude duge nhitng nhu cau cta doanh nghiép va nhén ra
nhitng 16 hong trong ké hoach ma chung toi gip phai. Pé bu dap cho chd
trbng d6, t6i may man c6 dugc mot ngudi tir doi ngil tai chinh gitp dd. Voi
hai ndm kinh nghiém & cong ty, c6 su tin nhiém tir cac thanh vién lanh dao,
da timg phat trién nhiéu mé hinh tai chinh va hiéu sau sic don bay kinh
doanh, ¢6 4y 12 mot thanh vién méi day hiru ich cho doi ngii. Co Ay 1a su bd
sung hoan hao cho chung tdi vao thoi diém d6 va hoan thién d6i ngii cua
chung to1.

Brian: Anh va truédng phong sales cia HubSpot, Hunter Madeley (giam
dbc sales cao cap tai thoi diém phong van) co timg néi chuyén vé cach thirc
tiép thi ciing nhau khong? Toi cam thay d6 thudng 1a 16 hong 16n ma cac
cong ty khac hay gip phai. Anh di 1am diéu d6 nhu thé nao?
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David: Ching t6i chua ting noéi chuyén voi nhau vé diéu d6 nhung
chtng t6i bod sung cho nhau rat tot. Khi ching t6i dén HubSpot, chung toi
bat dau lam viéc sau hai tudn quen biét. Chung t6i can 1am rat nhiéu tht; vi
thé, & mét vai linh vuc, ching t61 cong tac vd1 nhau, nhung c6 nhitng thi
chtng t6i phai giai quyét nhanh chong. Chiing t6i thiét 1ap lich trinh chung
va lién lac v6i nhau subt qua trinh. Mic du chung t6i khong chinh thirc ban
bac vé cach thirc tiép thi cting nhau, hay chia vai tro va nhiém vu rd rang,
nhung hai ching t6i ludn tran trong nhau. Mbi quan hé 4y dién ra mot cach
tu nhién va hitu co hon nhiing gi hai ching t6i nghi dén.

C6 mot thar ma t6i s& lam khac di néu c6 co hoi 1a danh nhiéu thoi gian
hon cho viéc 1én ké hoach tir trudc va ting cuong su phoi hop giita toi
(lanh dao diéu hanh sales) va Hunter (truéng doi sales). Chung toi di qua
tap trung 1am tot nhiém vu cla timg bén ma khong danh du thoi gian ban
bac vé ké hoach tuong lai cing nhau. Ching toi phai ty tim ra diéu do,
nhung chung t6i lai thé hién v&i doanh nghiép c6 thé danh thém mot chut
thoi gian 1am viéc cing nhau hay di 4n ciing nhau mdi tuan mot 1an dé cung
1én ¥ tuong va dam bao rang chiing toi thong nhat véi nhau, thi c¢6 18 chiing
t6i dd phdi hop an y hon. Néu c6 thé 1am lai mot diéu thi c6 18 toi sé danh
thém nhiéu thoi gian nghién ctru nhitng ¥ tudng cla anh ay, dé ching t6i co
thé théng nhat quan diém nhanh hon.

Brian: Diéu gi theo anh 13 quan trong nhét gitp anh nhanh chéng dat
duoc nhitng thanh cong khi dan dat doi ngii diéu hanh sales & HubSpot?

David: T6i da timg trai qua mot qua trinh tuyén dung gat gao, vi thé toi
biét dugc nhiing thir thach va khé khan cha yéu chiing toi gap phai khi toi
gia nhap HubSpot. Nhung trudc d6 t6i dd c6 mot vai suy nghi vé cac giai
phap. Nhitng ¥ tuéng d6 duoc xay dung dua trén nhitng kinh nghiém cua
t6i va nhitng dong luc ma theo t6i 1a can thiét dé chung toi phat trién nhanh
hon. No6i cach khéac, budc dau tién cia moi thir 1a “danh gia nhu cau”. D6 1a
viéc hiéu rd nhu cau ciia HubSpot, nhitng kho khan can giai quyét, ciing
nhu nhiing gi61 han. Sttc manh trong viéc kinh doanh cua HubSpot ca bay
gid va thoi diém d6, chinh 1a ludng khach hang inbound tiém ning 1on
manh, 6n dinh va phuong phéap inbound sales, da gitip cho doanh nghiép
thanh cong va tré nén doc nhat, vi thé chung toi khong mudn 1am hong né.
Thay vi thay doi mé hinh hoan toan theo xu hudng ban hang qua dién thoai
va outbound, t61 lam viéc vo1 doi ngil dé tan dung duogc diém manh cua
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inbound va dan dat cong ty voi sy phan chia sau sic hon, chién lugc khu
vuc, tiéu chuan hoa qua trinh huan luyén nhan vién méi va quy trinh sales.

Piéu cudi cung, va gan nhu 13 quan trong nhat 1a cach toi t6 chirc doi
ngil sales va huan luyén ho. Thay vi phan chia ho theo timg chirc niang (vi
du nhu ngudi nay lo bao céo, ngudi kia thiét ké quy trinh sales), ching toi
két hop voi nhau. Piéu nay cho phép mdi thanh vién cdng tic vdi cac lanh
dao sales va thuc su hiéu nhu ciu cta doanh nghiép. Vao thoi diém do,
ching t6i c6 tir bon dén nam phan khic khac nhau, va chung t6i dd mo
rong nhanh chéng ra toan cau. Viéc ndy giup chiing toi hiéu nhiing sac thai,
su khac biét cua cdc phan khic khach hang va thi truong da dang. Mdi
thanh vién déu dam nhéan chic ning bao cdo va thuc hién quy trinh toan
cau, diéu nay giup ting cudong su hop tac va phu thudc 13n nhau gifta cac
nhom.

Co thé coi d6 1a nhan tb hang dau ma mot doi ngii can c6 dé co duoc su
tin nhiém, 1ong tin voi quan 1y sales va nhan vién ban hang. Dé viéc diéu
hanh sales c6 nhiing tac dong manh mé, can tap trung vao doi ngli ding
dau, t1m kiém thanh cong sém, roi dan dan két ndi cac doi ngii Vao mot quy
trinh on dinh va dinh ky hon. Do tu’ng 1a mot trong nhitng yéu t6 quan
trong bi thiéu vao giai doan dau cua diéu hanh sales tai HubSpot.

Trudce day, khi to61 lam viéc cung do1 ngli diéu hanh sales duogc to chirc
phan chia theo cac chirc ndng chinh — bdo c4do va quy trinh — n6 da khong
hoat dong hi€¢u qua. N6 khong tuong thich vdi mdt nhu cau cu thé nao cla
doanh nghiép. Khi d6i ngii diéu hanh sales duogc t6 chirc theo cach do, ho
khong thé luong trude nhitng thay doi sé anh hudng téi cac doanh nghiép
khac nhau nhu thé nao. Khi trién khai thay d6i, ho nhén ra réng minh co
trinh @6 ung dung thap, vi vay ho nghi: “T6i phai diéu chinh viéc nay cho
phan khic doanh nghiép nhé”. Nhung khi ban lién tuc diéu chinh ma vin
dua trén quy trinh kém, ban chi két thiic vi mot loat cac bao cdo, hé théng
va quy trinh kinh doanh chir khong giup tinh hinh kinh doanh di 1én dugc.

Brian: Anh c6 16i khuyén nao cho nhiing ngudi giéng anh, hay nhiing
giam doc diéu hanh, nhimg nha quan 1y sales dang xay dung d6i ngii diéu
hanh sales khong?

David: T6i nén bat dau tir dau nhi? Budc dau tién 1a hiéu duoc van dé
ban dang cO ging giai quyét. Ban dinh thay d01 phat trién hay bién doi
hoan toan doanh nghlep ctia ban? Ban c6 dang cb gang mo rong quy mo len
gap ba dén nam lan khong? Hay mét diéu gi khac? Cac van dé ban dang cb
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gang giai quyét s& quyét dinh loai nhém va cach té chic doi ngii diéu hanh
sales ban can xay dung. Néu ban dang tim cach mé rong quy mé to chuc tir
ba dén nim lan, ban can ai d6 co6 nén tang chién luogc tdt, déng thoi hiéu
biét vé viéc diéu hanh sales va ho nén thuc su, thuc su yéu thich viéc tao ra
nhiing quy trinh bén viing va dinh ky.

Thir hai 14 tim nhitng nguoi giéi nhat va tai niang nhat co thé. Co rat
nhiéu ngudi thuc sy thong minh ngoai kia s& cam thay phan khich khi ho
nghe vé loai cong vi¢c nay, dac biét 1a khi ho nhan ra ré“mg no s€ anh hudng
mot cach tich cuc dén cach thic va hoat dong diéu hanh kinh doanh. Khi
ban tuyén dung nhan tai, ban nén tim nhitng ngudi quan tdm sau sic dén tac
dong ma ho co thé tao ra 1én mét ngay cua khach hang, cua mot dai dién
tuyén dau, ctia doi tac hodc giam doc sales. Hay tim nhiing ngudi thich giai
quyét nhitng van dé phirc tap lién quan dén dit liéu, nhung dong thoi ciing
cam thiy thoai mai dé nhan ra nhiing gi can thyc hién va thay d6i hanh vi
trén tién tuyén. Dé ho nodi vé kinh nghiém cua ho tir goc d6 con nguoi, hoac
gbc do khach hang, hodac goc do ddi tac. Néu ban co thé tim nhirng nguoi
c¢6 chién lugc, 6c phan tich dir liéu va cé kinh nghiém vé quy trinh kinh
doanh, r6i sau do truyén cho ho su cam két va niém dam mé gitp do khach
hang, dai dién sales, quan 1y, va cong ty, ban s¢ khong thé ngan can ho.
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Chuong 11
TUONG LAI CUA SALES

ict béi Derek Wyszynski, c6 van hdi dong quan tri tai
—\?alesTribe va CEO cua RealSalesAdvice

Trong chwong cudi cung nay, téi da nho chuyén gia sales hién
dai va ciing la nha twong lai hoc vé sales, Derek Wyszynski, dam nhiém.
Mic dii téi ¢ y kién riéng vé twong lai ciia nghé sales, nhung téi nghi sé cé
gid tri hon néu dé ban nghe mét quan diém tir bén ngoai. Derek la mét nha
lanh dao sales va mot tac gia xudt sdc. Dac biét, toi khuyén khich cac ban
doc bai viét ciua anh trén LinkedIn c6 tiéu dé la “John Henry, the
Salesperson”, d6 la bai bdo da truyén cam hirng cho téi nho anh dy viét
chwong nay. Téi hy vong ban sé thich thii khi doc quan diém ciia anh dy vé
twong lai cua sales.

Dia diém: San Juan, Puerto Rico

Nam: 2037

Ngay 27 thang 8 nam 2037, 180 mét phia trén khu vyc Avenida Juan
Ponce de Leon va Pai 16 De Diego, Pat md mat ra khi toan b khong gian
d6t nhién tran ngap tiéng nhac.

Tir chiéc vong canvas dugc mua vao Prime Day 2035 véi gia 1.359 do-
la, Pat dung day. Luc d6 1a 7 gid sang va nhac phim tir bo phim 72 tudi
duoc phat ra tir dc tai dién tir cua Pat - giong hét cao vit cua Julie Andrew
v6i ca khuc “The Hills Are Alive” dugce luu trit trong bd nhd ddm may ca
nhan cua Pat.

Sau mot cai nhan nut, giong hat cua Julie Andrew va nhimng giai diéu
tan bién. TAm nhin ctia Pat dugc bao phu b&i mot man hinh thuc té 40 tang
cudng (AR) da duoc diéu chinh - c6 vé nhu viée cay ghép giac mac Intel da
c6 sy cai tién tot. Khong con 1a nhimg dong chir mo ao. Pat chép mat va
tim kiém - mot to lich xuat hién. Pat c6 ba cudc hop ngdy hém nay. Mot
ngay ban ron.

Budc nam budc dén bén cira so, Pat suy ngdm. Vi dién tich khoang
bén muoi mét vudng, cin ho ciia Pat 1a mot trong nhitng cin ho rong nhat
trong toa nha. R4t nhiéu gia dinh song trong cin hd nhé hon nhiéu. Pat
khong c6 gia dinh, vi thé trong can hQ nay, chi c6 minh Pat. Qua rong cho
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mot nguoi. Néu minh nhdn dwoc mot niken cho méi dnh nhin xdu xa tir
nhitng nguwoi hang xém trong thang mdy, Pat nghi, thi minh sé cé ca tn.

Pat nhan dugc nhimg anh nhin x4au xa d6 phan 1én bai vi nhitng nguoi
hang x6m ghen ti. V&i mot 1y do t6t. Khong gidng nhu hau hét nhiing
nguoi khac vao nam 2037, Pat khong song phu thudc vao thu nhap co ban
pho quat. SO tién 5.000 d6-la cho mdt tuan it 6i ma chinh phu gui vao tai
khoan ghi ng ctia nguoi dan, Pat tham chi khong them dung vao.

Pat c6 mot “cong viéc”. Va cong viec dd cho Pat mdt “thu nhap kha
dung”, do d6 Pat c6 chd & sang trong, vuot xa nhirng th ma hang xém
quen thudc.

Pat nhin ra thanh ph6 San Juan va nhd vé nhiing gi 6ng noi di timg noi
— mot trich dan tir mot chuong trinh truyén hinh cti — “Co tam tri€u cau
chuyén khac nhau ¢ thanh phd Naked”. Pat cudi. Chuong trinh Ay noi vé
New York, bay gio di 1a mot thanh phd véi hon 40 triéu ngudi, mot nira s6
d6 1a tré em. San Juan, c6 khoang 4 triéu nguoi (3 triéu tré em theo lan tinh
gan day nhat), da c6 da nhitng cau chuyén khac nhau.

Va hau hét chung déu budn.

Nhung khong c6 ai ding bén cira s6 — khong ai trong s 4 triéu cu dan
xuat hién. Tat ca nhimg gi Pat nhin thay 1a dudong chan troi San Juan, day
nhitng toa nha giéng nhu tdoa nha ma Pat dang dung. Va trong nhiing toa
nha do, rat c6 thé c6 ai d6 ciing dang nhin ra bau troi.

Nhung day khong phai 1a tit ca. Pat ciing nhin thay nhiing can cau kim
loai khong 16 va con tau 16n — tat ca déu dé xay dung nhiéu tda nha hon.
Nhung diéu Pat thay nhicu nhat 1a bot. R4t nhiéu bot. Bot bdn rén xdy dung
nhitng toa nha lon, Pat ngh.

Chi hai muo1 nam trude day, 180 mét bén dudi vi tri Pat dl'rng vao sang
nay, & goc nay 1a mot ctra hang ruou nho ky la (Wow, nghi dén chuyen duwoc
uong ruou, Pat ngh~) Bay gid n6 da tro thanh mot toa nha 75 tang, chira
hang van nguoi, hau hét déu khon kho.

Pat quay ra tir cira s6 va chop lay thir gi d6 mau xam, vudng virc tir trén
ké. Gibng nhu hang triéu nguoi SanJuaneros khac sang nay, Pat c&i quan
40, md cira va budc vao mot nha tam stir dung séong am di dong san xuat &
Amazon. Tdi thtt Sau, Pat c6 mot cudc hen vGi Chris va khong c6 1y do gi
dé lang phi muoi lit nude ndng nao trude do ca.

“Vo1 hoa sen”, Pat noi.
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Trong vong 1,5 gidy, mot ty song am vo hinh nhe nhang dap vao co thé
ctia Pat, loai bo di bui ban ctia mot ngay.

D6 1a mot phat minh tuyét voi. Nhitng ngudi nhu Pat khong biét chinh
xac vé khoa hoc, nhung ho biét néu khong c6 no, nén van minh sé sup do
sau cudc khung hoang nuéc ngot trén toan thé gidi vao nim 2028. Trong
vong chua didy mudi nam, da co 15 ty voi hoa sen str dung séong am duogc
str dung trén khap thé gidi — bot lich st trén CNNMSNFOX cho biét né
vugt qua cad cudc cach mang di¢n thoai thong minh trong giai doan 2007 —
2020.

Pat, cling nhu hau hét nhimg ngudi sit dung né hang ngay, ghét no.
Dung 1a n6 “lam sach” ho, theo ca nghia den va khoa hoc. Nhung khong c6
ai thuc su cam théy sach s€. Chi c6 nudc ndéng, xa phong va viéc ky co méi
lam con ngudi cam thay sach sé.

Tuy nhién, nudc néng chi danh cho nhiing nguo1i giéu cO, nhu Pat. Va
voi hoa sen séng 4m nay tot hon nhiéu viéc mot nira thé g101 dang chét khat
chi @ cho nhiing nguoi glau co mot it nudc nong dé tam rira moi ngay. It
nhét 13 Pat nghi vay. Mot 1an nira, Pat rat may man, hau hét hang xom co 1€
da khong dugc tim nudce trong it nhat mot thap ky.

Trong lac “tam”, d6i mat ciia Pat nhin 1én va rdi di, man hinh AR xuat
hién lich hen dau tién trong ngay.

Pam phan hop dong — Alice-Bot.9283 tir Datadyne — 11 gio dén 11 gio
15.

Yeesh, Pat nghi, nhitng 15 phut cho cuoc hop nay? Ho dinh dam phadn
cdi qudi gi thé? Dai hién chu’(mg w? Va Alice-Bot.9283 la mot bot kho chiu.
Cuodc dam phan gan day nhat cua Pat véi ¢é ta dwoc 1én ké hoach la tam
phiit nhung cudi ciing mat dén gan muwoi hai phut’

Mueoi hai phiit cuée doi ciia minh khéng thé ldy lai dwoc, Pat nghi trong
khi xoay 360 do trong phong tam.

Pat di “tam rra” xong va budc ra khoi bé, dong voi hoa sen va dit nd
tré lai trén ké. Budc bay budc dén phong khach/ti quan do/bép, Pat kiém
ché bat cuoi — dung, phan nan vé Alice-Bot.9283 that nuc cudi. Cong ty
ctia Pat 1a mot trong nhirng cong ty str dung lao dong 16n nhét trong toan
bang Puerto Rico, hon 125 nguoi duoc nhan vao lam, toan thoi gian! Va
minh may mdn la mét trong sé ho, Pat nghi.

Khi chuan bi thay quan 4o, Pat goi d6 an sang — banh mi nudng bo va
latte caramel s& sin sang trong bon phat. Ban bé ludn cudi rang thtr do
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udng nay di lac hau — dong nghiép ludn to ra kho chiu khi Pat “xép hang”
cung voi nhitng ngudi “toc xanh” tai Starbucks ¢ quan San Juan dé udng ca
phé nhu:ng Pat thich caffeine dang uéng dugc hon 1a dang huong dang rat
pho bién ngay nay.

Mic quan 4o va dn sang xong, Pat dwa mat sang phai va chap nhan cudc
hop véi Alice Bot. Cudc hop thir hai xuat hién trén man hinh AR khong tbt
hon cudc hop dau tién — mot con bot dang ghét khac va muoi hai phut dia
nguc.

Nhung dé la cong viéc, Pat nghi, va bdt ky ai la con nguwoi déu phdi lam
né. Mot l1an nira, Pat dua mat sang phai.

Piéu tuyét voi, ma dbi voi Pat nd nuc cuoi nhiu hon 1a gio khong ¢o
viéc lam nao nira. Cudc cach mang bot nhitng nam 2020 thuc sy da lam suy
giam nganh cong nghiép lao dong trén toan thé giéi. Nhiing tién bo trong
thé gidi dién toan va thuat toan, cung tat ca nhiing thir cong nghé ma con
nguoi khong con hiéu dugc nita trd nén phd bién sau phat minh ngdn ngir
1ap trinh BBot (BrainBot) vao nam 2020.

Lan dau tién, ma duoc viét cho mot bot vuot qua bai kiém tra Turing —
lam cho sy tuong tac gitta con nguoi véoi bot khong khac gi su tuong tac
gilta con nguoi véi con nguoi. Trong khi tr ban than n6 mang tinh cach
mang, né dién ra cing v6i nim IBM hoan thién viéc ghi dit liéu & cép do
nguyén tir (vé co ban 1a viét 1 va 0 trén cac nguyén tir) dé ma thir nghiém
Turing c6 thé sir dung bo nhd gan nhu khong gidi han cho dit liéu — vuot xa
kha ndng cua bd ndo con ngu:(‘ri la 2,5 petabyte.

D6 1a mot con bao Gzong nhu bo phzm cii, Pat nghi. Va giéng nhu
trong phim, Pat biét rang rat it nguoi s€ song sot.

Sém hon bat ky ai co thé tudng tuong, tat ca tir bac si va ludt su cho
dén nhan vién bao vé va nhan vién dich vu thuc pham di nhanh chéng
duoc thay thé boi bot. Ngay ca cac lap trinh vién di viét ma bot gbc ciing
dugc thay thé, bai vi cac bot ty nhan thirc véi strc chita cua nédo khong gio1
han viét nhitng ma t6t hon ma ma con ngudi bam vao ban phim trong khi
an Cheetos va uéng Red Bull.

Pat biét rang lich sir Bac M§ tran day nhimng 10i phan nan ctia nguoi dan
vé “viéec lam” — khong c6 du viéc cho ho hay ho khong nhan duoc du
luong. Nhung trén hét, moi nguoi ludn phan nan vé “nhiing nguoi la mat”
da dén chiém viéc lam cua ho va nhitng céng viéc ma nguoi Bac My can da
dugc chuyén di dén nguoi dan & cac nudc khac. Nhitng 15i phan nan lan
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rong khap van héa dai chung, kinh té toan cau va nén chinh tri quéc gia.
Sau tit ca su On a0 va con thinh nd d6, hoa ra 1a nhirng 161 phan nan do6 da
dtng mot nira — ai d6 cudi cung di dén “chiém viéc lam cua ho”. Nhung
khong c6 bién gidi nao bi vuot, va khong co6 viéc lam nao bi chuyén di. Chi
mot vai nguoi ¢ Silicon Valley, gan bon triéu lit caffeine, hang ty do la dau
tu mao hiém, mot vai con s6 1 va 0, roi “dot nhién” céac cong viéc bién mat.

Céc chinh phu trén thé gidi ¢ gang dap ung nhu cau — nhimg ngudi
that nghiép can thu nhap, vi vdy thu nhip co ban phd quat di trd thanh
thong 1€ quéc té. Va trong mot hoac hai nam, no rét tuyét — that su tuyét —
gidng nhu toan bo loai nguoi dang di nghi. Boi vi san luong & muc cao
nhat moi thoi dai, moi nguoi déu c6 mot chut thu nhap, va co rat nhiéu thi
dé mua.

Nhung giéng nhu tat ca cac ky nghi, s& dén luc ban phai tra tién hoa
don khach san. Khong ai ¢ Silicon Valley timg nghi vé nhiing gi moi ngudi
s& 1am v4i tat ca thoi gian ranh néu ho khong phai lam viéc. Mot vai nam 1a
du cho ho va nhitng nguoi con lai, Pat nghi, dé nhan ra.

Dan s6 trén toan thé gidi bung nd. Trong ndm nim, n6 di tang gap doi.
Sau do la cudc khung hoang nudc.

Pat rii bo suy nghi d6. Chiing ta da vwot qua nhitng nam dé, anh ay
nghi. N6 rdt khé khén, nhung chiing ta da lam dwoc.

Pu xa khoi nhitng nam toi t&, diéu hai hudc nhat 13 trong tat ca cac
cong viéc ma bot co thé lam tot, c6 mot cong viéc ngd ngén chiing van
khong thé lam.

Va do 1a cong vigc cua Pat.

Cé6 vé nhu céac bot duoc lép trinh dé 1am tat ca moi thir - tom tat phép
ly, lay mot vién dan tir co thé ciia mot nguoi, tham chi viét tiéu thuyét hu
c4u va dién xuét trén truyén hinh. Nhung vi mot so ly do, khong mdt nguoi
nao - ngay ca ban than bot - c6 thé 1ap trinh mdt bot dé mua thanh cong mot
cai gi do cho a1 do.

Khoéng phai khong co ai ¢ ging thay doi diéu dé. Pat nhd lai nhiing
nam qua, Amazon, Google, Facebook, Microsoft va HubSpot (va mot triéu
cong ty nhoé hon) da tao ra cac bot mua saim. Y tudng co ban 13 con nguoi
o thé nhap vao moi nhu cau va mong mudn, sau d6 bot s& tim kiém thi tt
nhét cho “bat ct” diéu gi ma ban can hodc mudn. Va doé 1a mot sy that bai
tham hai. Cac lap trinh vién co thé 1ap trinh cho bot dé thuc hién phau thuat
tim ho trén thai nhi bay thang tudi - nhung khi thtr 1ap trinh né dé mua mot
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chiéc khan trai girong mau vang nhat, moi thu that bai, béi vi cac bot
khong bao gio ¢6 thé dugc 1ap trinh dé mua nhiing thtr ban than bot cam
thay khong can thiét hoic phi logic.

Gidng nhu hau hét nhitng ngudi di tot nghiép 16p muoi, Pat biét rang
néu lich sir loai ngudi cho thay bat cir diéu gi, thi sw khdng cdn thiét hoic
phi logic 13 hai diéu ma con nguoi lélm cuc ky tot va vo cung thuong xuyén.
Va trong vong Xoay tan khoc cia sb phan nhu thé vii tru 12 mot VO’ hai kich
cli dua trén mot sb tién dé vo cung 16 bich - nhu bay nguoi bi mac ket trén
mot hon dao hodc sau ngudi ban thiéu viée lam song ¢ thanh phd dat do
nhat thé gidi, dong co kinh té ma toan bo hanh tinh dudng nhu phu thudc
vao duoc xay dung chac chan trén sy mua hang khong can thiét hodc phi
logic cua con nguoi.

Va doé la cong viéc cua Pat. Khong phai l1a chon khan trai giudong, ma la
mua cac thir cho cong ty.

Pat 1a mot ngudi1 mua hang chuyén nghi¢p — lam viéc vaoi cac cong ty va
td chirc dé giip ho mua bat ky bot, hodc cong nghé¢, hoac cong cu, hodc
nhitng thtr ho can dé 1am bat cr diéu gi ho dang lam. Pat danh toan bo ngay
1am viéc bon gio dé lam cong viéc demo, dung thir va thir nghiém san pham
dé xem no6 c6 thé giai quyét bat clr van dé gi cong ty dang gip phai. Pat d6i
pho véi bot ban hang, bot demo va bot dam phén sudt ca ngay.

Pat c6 mdt cong viée toan thoi gian, hai muoi gio 1am viéc mot tuan —
va néu nhu gid ca cho mot chi phiéu khoéng c6 dong chit “bang Puerto
Rico” trén d6 thi Pat s& “vudt sang phai” ca ngay.

Nhung sau khi da chép nhan hai cudc hop dau tién, trén lich trinh con
mot cude hop cudi cing chua duge chap nhan dang giay vo Pat.

Devin — Cudc chia tay hwu tri — 17 gio 45 dén 18 gio 10, nha cong
dong & O’Shaughnessy.

Bdng vdy, Devin da nghi huu, Pat suy ngﬁm trong chop mat. Bo lich
hoi: “Bé chap nhdn cuéc hop nay, hdy danh mdt sang phai”.

Devin, luc lugng ngu:01 ban hang con sét lai cho Datadyne nghi huu.
Pat biét Devin 1 nguoi cubi ciing ciia mot dong doi dang sap suy tan. Hai
muoi nam trude, Devin da dugc Datadyne thué lam nhan vién ban hang.
Pat va Devin d3 lam viéc cung nhau trong nhiéu nim. Nhung ngay ca sau
moi quan hé 1au dai d6, Pat da budc phai yéu cau mot bot quan 1y tai khoan
ctia Devin mét vai nam trude. Devin lam viée tot, nhung Pat da mét moi
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v6i1 nhitng ndi1 dung do con nguoi tao ra va tu duy lanh dao cia con nguoi —
nhirng thtr d6 s€ khong gilr cho Pat lam viéc 1au dai.

Picu d6 khong co nghia 1a Devin khong phai 1a mot nguoi ban hang
gioi, Pat biét rang Devin 1a dinh cao néu noi vé thanh tyu cta con nguoi
trong linh vuc do. Van dé 1a nd khong thuc su cé y nghia nhiéu khi so véi
doanh sd trung binh cia mdt bot dugc ma hoa vao nam 2037.

Gim nhdm vai mau banh mi nudéng cudi cung, Pat nghi vé thuat ngi
“nhan vién ban hang”. Trong cudc cach mang bot nhiing nam 2020, mot
trong nhitng céng viéc dau tién bién mat 1a nhan vién kinh doanh truyén
théng. Khi Pat 1an dau tién bat dau cong viéc mua hang, 16n tudi hon, day
dan hon, nguoi mua s& ké nhitng cau chuyén vé “ngudi ban hang” ho da
lam viéc cung khi ho mudi bay, mudi tdm tudi va dau nhirng ndm hai muoi
tudi. Cau chuyén cta ho déu giong nhau: mot vai anh chang va cb gai giri
email yéu cau mot cai gi d6. Phién bdn ky thudt sé ciia viéc dwa ra chiéc
mii, Pat nghi.

Pat thAm chi d4 nghe nhimg cdu chuyén vé nhan vién ban hang goi dién
cho ngud1 mua qua dién thoai (dién thoai!) dé dé cap vé mét cudc gap g0.
Mot cach ngau nhién, khong hé biét ho cb tiép can voi ai — Pat an xong
mau banh mi va cudi — ho dang nghi gi vay?

Uéng latte, Pat nhd& lai trong cac cau chuyén c6 mdét vai thir duoc dé cap
dén nhu 13 “chi tiéu”, “hoa hong” va quy trinh sales. Nhung Pat khong thé
nhé nhitng thuat nglt 4y c6 nghia 1a gi. Nam 2037, nhiing tir d6 voi Pat
cling gibng nhu céc tir “dién bao”, “buu thiép”, va “trudong dai hoc” — chi 1a
nhirng thuat ngir lich str tr mot thot dai da qua.

Nhung Devin khong gidng nhu nhiing ngudi ban hang lau nim trong
nhitng cau chuyén d6. Két thic coc ca phé, Pat nhé lai lan dau tién gip
Devin nhiing nam vé trude. Pat ltc 4y dang tim kiém trén Internet (v6i ban
phim va mot man hinh) cho mot s6 phan mém kinh doanh. Nhung vi 12 mot
nguodi mua méi, Pat khong biét cai gi 1a thuc sy can thiét.

Pat khong phai 1a chuyén gia phan mém, Pat 1a ngudi mua hang. Vi vay,
Pat d3 lam thir ma tat ca ngudi mua da lam - nghién ciru.

Do 1a khi Pat doc duoc bai viét cua Devin trén mot sb trang mang xa
hoi cii. N6 rat hitu ich — cung cap thong tin va day cho Pat nhiing gi can
thiét dé mua va tai sao lai mua. Pat bat dau tim kiém va doc rat nhiéu ndi
dung cua Devin. M{t sb6 noi dung 1a van ban, mdt s6 1a video, mét s6 1a AR
— va Pat thay Devin 1a mot nguon luc tuyét voi. Vi vdy, Pat dd tim dén
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Devin va sau cudc hop trén mang kéo dai hai muoi phuat, Devin tré thanh
nhan vién ban hang cua Pat.

Va Devin di 1am tat ca — khong chi 1a ndi dung. Devin 13 mot nguoi thé
hién va nguoi trinh bay tuyét voi, luén diéu chinh cach tiép can véi cac
chan dung ctia ngudi mua va ngudi dung khac nhau (khi van con nguoi
dung).

Con customer success? Devin da lam diéu d6 rat tot. La nhan vién ban
hang phat trién thanh k¥ su vé trai nghiém khach hang, Devin 1a nguoi di
dau. Ludn di trudc mot budce. Cho dén khi khong con budc nao nita, Pat
nghi, nhin vao céac tir hién dang nhap nhay trén lich AR.

“Pé chdp nhdn cudc hop nay, hay danh mdt sang phdi.’

Devin 1a mot nguén luc tuyét voi trong nhiéu nam. Pat d3 tan dung cai
nhin sdu sic va kién thtrc cua Devin dé thyuc hién nhiéu giao dich mua,
nhirng giao dich dén vai ty do-la, thuc té, tat ca 1a vi Devin. Cho dén mot
vai nam trudc.

Pau tién, Pat nhan thdy Devin khong thé theo kip véi ndi dung — céc
phién ban, phat hanh va cac san pham méi dugc tung ra hang ngay, doi khi
hang gio. Bot ¢ thé viét, ghi lai, san xuat va xuat ban nodi dung ngay lap
tirc — ngay khi mot san pham hodc phién ban méi duoc phat hanh. Devin,
mat khac, mat gr?m mot ngay dé tao hodc lua chon noi dung moi dé chia sé
vo1 ngudi mua.

Piéu d6 lam mat di thoi gian dé demo, thuc hién customer success,
hodc tham chi thuong luong. Pat timg nghe tir mot dong nghiép tai mot
cong ty khac rang Devin di 1am viéc khong ngimg nghi ma vén bi tut lai
phia sau.

Rat kho dé tim viéc 1am. Va néu Pat khong mua dang thir, cong ty sé
giao viéc ctia Pat cho ngudi khac. Va nhu thé 13 tam blet can ho cao cap —
xin chao bén muoi mét vudéng va thu nhap co ban toan cau.

Pat nhin tin nhan nhap nhay va nhé rang Devin da rat thau hiéu. T6i can
céng viéc ciia minh, Pat d3 noi voi Devin, va t6i khéng thé cho anh tiéu
héa, viét hodc tao néi dung. Vi vy, Pat da yéu cdu mot bot — Devin that
vong nhung néi rang khong co gi dang ngac nhién.

Devin thuc chat di néi rang: “Khong hé oan gian”.

Pat nghi vé cudc trd chuyén cudi cing d6. Devin di c6 thé cam cu lau
hon hau hét. Chi con mot vai nhan vién ban hang con lai trén thé gidi. Bay
gio, da mat di mot ngudi.

)
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“Pé chdp nhdn cudc hop nay, hay danh mdt sang phdi.’

Po6i mat ciia Pat ludt qua trai.

Khong, minh sé khong di. Minh da khong noi chuyén voi Devin trong
mot vai nam, va thanh thdat ma noi, no qua té. Hon nita, minh chazng no
Devin bat cir diéu gi.

Pat ngoi xudng ghé va noi: “Lam viéc thoi”. Lich trinh AR bién mat va
toan bd vii tru tré nén séng dong trong mat va tai cua Pat. C6 hang ty bit
ndi dung va su nhin nhan sin sang dé dugc tim ra — va nhd cac bot ban
hang, noi dung ma Pat c6 thé sir dung trong mot vai phut dé quyét dinh mua
nhirng gi tham chi con chua duoc viét, ghi lai, hodc cong bo.

Mi mat cua Pat giat giat hai 1an. Muc tiéu mua hang trong ngay cta Pat
hién ra.

D3 dén luc.

Ngay 27 thang 8 nam 2037, 180 mét phia trén khu vyc Avenida Juan
Ponce de Leon va bai 10 De Diego, va chua déy muoi chin phut sau khi
thirc day, Pat ra 1énh “Tim kiém”, va bat dau cudc hanh trinh cua nguoi
mua — mot minh.

EEE

D6 c6 phai 1a tuong lai ctia nhan vién ban hang? Co6 phai tat ca chi 1a
“Pay la mii cua ban, day la 4o khoac cua ban, gi ma voi vang thé?”. Toi
khong biét.

Ban c6 thé noi toi 1a mot dtra tré cta nhitng nam cubi thap nién 1970
16n 1én voi nhitng bd phim tham hoa trén truyén hinh dém khuya, nhu
Soylent Green, The Omega Man va Planet of the Ape, diéu d6 dit ra cau
hoi: “Charlton Heston c6 lam bd phim phi tham hoa nao trong thap ky do
khong?”.

Ngay nay c6 vé nhu chung ta da trd lai diém xuét phat — ban khong thé
ném cuc da ¢ noi cong cong ma khong tring phai mdt nguoi nao d6 dang
dan mét vao “thiét bi xem ndi dung lya chon”, say sua xem mot bd phim su
khai huyén cua zombie, tac phém bd ba ma ca réng, hodc mot sd loai hinh
giai tri “d6 1a ngay tan thé cia ching ta”.

C6 18 ban cam thiy ban c6 thé 10 di nhitng phan trong tiéu thuyét vién
tudng cua toi. P6 ndé cho mot ngudi ndo d6 cb gang to ra that thong minh.
Cé 1€ tri tu¢ nhan tao s€ khong bao gio dugc nhan ra. Co I€ ban co thé
chbng lai sy d6i méi va cong nghé. Co thé ban nghi s& ludn ¢ nhu cau cho
nhan vién ban hang, phai khong?
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Nhung c6 mdt diéu toi khong nghi ban c6 thé chéng lai va d6 1a ban
chét con nguoi. Y t6i 13 sao?

Vang, day 12 mot s6 thong tin phi hu cdu cho ban. Ban ¢6 biét rang vao
nam 2018:

e Mot sd pho chu tich sales mua can nha ma ho tim théy trén RedFin
hoac Zillow?

e Mot sd giam ddc diéu hanh phy trach phong khach hang mua xe trén
TrueCar hoac Carfax?

e Mot sb dai dién phat trién sales mua ti lanh, tivi va may choi game
trén Amazon?

Tat nhién 1a ban biét.

Moi ngudi ¢ cong viéc trong B2B sales ngdy nay déu mua theo cach
d6. Ho sur dung Internet dé nghién ctru, hoac la dé giam bdt sy lya chon cua
ho, hoac thuc sy mua mot san phém hay dich vu.

Moi ngudi khong mua bat ctr thir gi ma khong dung Internet. Néu ban
di t&1 mot noi nao d6 mo1 cho bira trra ma khong nhin vao Yelp, co 1€ ban
1a (1) nguoi ngoai hanh tinh, hoac 1a (2) cha me t61. P6 1a thoi dai chiing ta
dang séng. D6 1a cach chung ta mua hang.

Chung ta xem phim trén Netflix khi dang mic db 16t, vi chung ta chon
su thoai mai hon 1a viéc mac quén dé 14i xe t&i Blockbuster. Chung ta doc
sach trén Kindles, vi chung ta mudn tai sach xudng thay vi mic quan va di
dén Borders. Chung ta mua thiét bi dién ti trén Amazon, boi vi ching ta
tha doi mot vai ngay van chuyén hon la mac quén va 14i xe dén Circuit
City. C6 mot diém chung ¢ ddy — va d6 khong phai 1 su cim ghét chung
ctia chiing ta d6i voi quan dai. D6 1a viéc chung ta dang lya chon hinh thirc
mua hang ca nhan ma khong can sy trg giup ciia nhan vién ban hang.

Va bay gio, ba cong ty ma toi da dé cap (Blockbuster, Borders va
Circuit City) khong ton tai nira boi vi chung ta da lya chon nhu vay. Ban c6
biét:

e 19.500 nhan vién mat viéc khi Borders dong ctra?

e 30.000 nhan vién mat viéc khi Circuit City bi pha san?
e 84.300 nhan vién mat viéc khi Blockbuster khong con nira?
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C6 thé ban khong biét, nhung chic chin ban ¥ thic duoc rang nhiing
nguodi ma ban ting twong tac, nhitng ngudi di gitp ban mua d6, da khong
con lam viéc ¢ do nfrta. Va tdoa nha ma ban tung dén thué phim hodc mua
sach bay gio 14 mot nha hang Trung Qudc hodc phong tap thé duc CrossFit
(cau chuyén co6 that).

Ban c6 thé nghi rang phan tng cta Pat d6i v4i viéc nghi huu cta Devin
trong cau chuyén nho cua toi 1a qua lanh luing va vé cam. Nhung hiy dé toi
hoi ban, 1a mot khach hang cli cua Blockbuster, hay Borders, hay Circuit
City, ban c6 roi giot nudc mét nao khi nhirng viéc lam tai do bién mat? Khi
ban mua d6 dién tir trén Amazon hodc xem Orange Is The New Black trén
Netflix, ban c6 luyén tiéc nhin lai nhiing ngay ban can néi chuyén véi ai d6
deo bién tén dé mua mot chiéc VCR hodc thué mot bod phim? Khong. Va t61
cling khong 1am thé.

Vi vay, khi ban doc dugc thong tin: “95% nhan vién ban hang s€ duogc
thay thé bang Al trong vong hai muoi naim”!, hodc 93% ngudi mua B2B
noi rang ho thich mua tryc tuyén hon 1a théng qua mot nhan vién ban
héngz, ban c6 con cho ré‘tng né 1a mot su so hdi vé van? Ban cd cam théy
moi ngudi s& ludn ludén mua tir con ngudi? Ban c6 nghi rang khach hang
ctia chiing ta s& chéng lai ty dong hoa, Al cting moi thir khic va dau tranh
cho quyén dugc nd1 chuyén véi nhan vién ban hang trude khi ho thuc hién
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Hinh 11.1 “Phan d6i Al! Téi thich nhan duoc nhirng cudc goi va noi
chuyén vd1 nguoi ban hang. Pung lam viéc ty mua vat dung cua t61 tré nén
dé dang.”

Nguén: Courtesy of Derek Wyszynski

Ban c6 thé cho rang t6i bi dién, nhung toi khong nghi rang “Gritty
Hustle & Hustly Grit” (thuong hi¢u dang cho xur 1y) s€ ctru ching ta. Co 1€
ban dang cam nhan giéng nhu nhitng nhan vién ¢ Blockbuster da timg cam
nhéan nhu thé vao nam 2003, rang céng viéc clia ho an toan vi diéu duy nhat
Netflix c6 thé danh bai ho 1a cho phép moi ngudi xem phim nguoi 16n
(cling 1a mot cau chuyén co that).

C6 thé ban lam viéc cho mot cong ty ky lan, va nhu Family Video, ban
da tim thay mot co so khach hang s& gan bé voi ban. Nhung trong bao 1au?

Chi ti€u tiéu dung & My (tinh theo tri¢u do-la)

Bang 11.1 Su phat trién tiéu dung, mua hang trén mang so véi mua
hang tryc tiép tai My, 2015 — 2016

Nguén: Digital Entertainment Group®

Bang 11.1 Su phat trién tiéu dung, mua hang trén mang so voi mua hang truc tiép tai
My, 2015 - 2016
Nguén: Digital Entertainment Group®

Mua hang tryc tiép Q12015 Q12016 YOY
Thué nqudi xay gach vatratvioa  $168,91 $140,20 -17,00%
Thué bao dién thoai $176,73 $140,70 -16,43%
Ki-6t $512,11 $409,45 -20,05%
Efﬁgnt;ég‘ag‘ggm - §1381,09 $125883  -8.85%
Mua hang qua mang Q12015 Q12016 YOY
Mua hang qua mang $483,71 $505,01 +4,40%
Video theo yéu cdu (VOD) $523,33 $561,48 +7,29%
Pién thoai tryc tuyén $1.188,98 $1.414,72 +18,99%
Tong s6 $2.196,02 $2.481,22  +12,99%
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D6 chinh 1a van dé — moi chuyén dang dién ra, va ching ta khong thé
phdt 16 n6 thém nira. Néu nhirng nguoi1 mua B2C dang thuc hién cac lya
chon mua hang ma khong can dén nhan vién ban hang, tai sao ching ta,
nhiing t6 chirc ban hang B2B van dau tu vao phuong thuc truyén thong,
gian doan va phuong thitc 1dy nhan vién ban hang 1am trung tim? Tai sao
ching ta ban theo cach chung ta khong mua?

Co6 18 tat ca luong caffeine toi da tiéu thu déu gdy ton thuong ndo cho
t61, nhung d6i vai cude sdng cua toi, toi khong thé nghi ra cach nao tot hon
dé tao ra mot chuong trinh ban hang hon 13 bat dau né bang viéc kiém tra
cach thirc moi nguoi mudn mua san phém va dich vu cua ban. Su sup do
cua Blockbuster, Borders, Circuit City va nhitng cong ty khac lam t61 nhan
ra rang 1a ngudi mua s& ludn ludn chon céch it rac roi nhat dé mua mot cai
gi do, boi vi to1 cling 1a mot ngud1 mua.

Trong mudi nam dau tién trong su nghiép chuyén nghiép cua toi, t6i da
¢ trong linh vuc CNTT va quan ly CNTT, t61 da mua hang chuc tri¢u do-la
cong nghé va phan mém qua nhiéu nam, tir nhan vién ban hang, d6i khi bat
chép ca nhan vién ban hang. Ban hoc dugc rat nhiéu vé nhan vién ban hang
¢ phia bén kia ctia chiéc ban, néu ban cham cht theo ddi. R4t nhiéu diéu tdt
va rat nhiéu diéu xau.

Vao dau thé ky, toi dd chuyén sang sales vi nhiéu Iy do, nhung khong
phai vi toi tin rang toi ¢ kién thirc ma nhan vién ban hang da khong doc
trong nhiing quyén sach “Lam thé ndo dé ban hang” cia ho.

Ban théy déy, to1 1a mgt nguo1 mua CNTT, vi vay té1 quanh qurfm voil
nhitng nguo1 mua CNTT. Toi gia nhip hoi nhiing ngudi mua CNTT.

T6i tim dén nhitng chuyén gia lién quan dén viéc mua CNTT. Chung toi
trao d6i nhitng cau chuyén vé cic nha cung cap va cac du an. Toi sé ké vé
chuyén toi da nho giam ddc CNTT ctia minh mua tat ca cac may tinh xach
tay méi va ai d6 s& hoi 1am thé nao dé ho c6 thé mua mot may fax chu.
Nghe c6 vé thi vi phai khong? Giong nhu mét bira tiéc & Hollywood sau
Oscar. Gan nhu vay (xem Hinh 11.2).
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Hinh 11.2 “Nhan nit nay dé tha nhan vién ban hang vao bé ca sau.”
Nguén: Courtesy of Derek Wyszynski

Vay dau 1a kién thirc siéu bi mat t6i c6 ma nhimg nguoi khac khong co?
Bi mat duy nhat 13 t6i biét dan CNTT thich mua CNTT nhu thé ndo. Toi
biét meo va mach nuéc cho Solution Selling, hodc SPIN, hoac Zig Ziglar,
nhung toi da tu tao ra bai thuyét trinh ban hang cta minh khi chi biét cach
mua hang yéu thich cua nguoi mua CNTT.

Nhung giéng nhu tat ca cac bi mat, bi mat cua toi khong con 13 “bi
mat”. B&i vi dan CNTT ngay nay khong mua hang nhu cach ho da lam vao
nam 2000. B&i vi ho van chua thué phim theo yéu cau va dit mua tu lanh
khi mic dd 16t ngéi trén chiéc ghé dai ctia ho vao mot budi tdi thir Ba.

Ban c6 mudn biét mot du doan ma ban c6 thé dit cuoc ca trang trai vao
n6 khong? Chung t6i, trong cong viéc ban hang B2B, s& hbi tiéc nhiing
ngay chung t6i bo mic cac dau hiéu cua su sup do khi bé qua cac bai hoc tir
B2C.

Bay gio ban c6 thé noi réng: “Anh ban Derek, t61 da doc toan bd
chuong nay, va toi tirc gian khi bai hoc chi 1a ‘ban hang theo cach ban
mua’. Anh viét rat nhiéu chir, nhung cubi cung lai khong néi cho tdi thir toi
chua biét”.

Do 1a toan bd van dé. Ban biét diéu nay. Ban biét cach ban mua do.
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Ban thay day, khong c6 mot thién thach nao roi xudng quét sach nhan
vién ban hang. Céac bot khong phai 13 thir hai chiing ta. Chiing ta bi “thuyét
tién hoa Darwin” déy ra khoi su t6n tai. C6 hai sy that ban can biét, tir mot
bai bao vao thang 7 ndm 2017 trén ShopifyPlus*:

e V2o cudi nim 2017, doanh sb thuong mai dién to B2C du kién sé& dat
2,4 nghin ty d6-la trén toan thé gidi.

e D6 1a mét con sb 1om. Nhung sy that 1a n6 it hon mdt phén ba doanh
sd thwong mai ctia B2B (dang phat trién) 7,7 nghin ty d6-1a.

Mot ngudi khon ngoan dd ting noi rang néu ban mudn nghe nhiing
diéu moi nguoi mudn ban nghi vé nhiing cai ho coi trong, hiy ling nghe
ho. Néu ban mudn biét nhirng gi ho coi trong, hay nhin vao cach ho ti€u
tién.

Khi Brian nho toi viét phan két nay, toi cam thay rat vinh du. Khi anh
ay gui cho toi ban in thir cubén sach cta anh 4y, tya phy dé anh iy da viét
mot cach tuong trung dap vao mit t6i nhu tia sang ctia dén neon chia d6i
man dém (cam on, Paul Simon). D6 1a:

Cdch thay doi phwong thike ban hang dé phit hop véi cdch thire mua hang

Cach moi nguoi mua. Khong phai 1a cach chung ta hoc dé ban. Hoic
cach chiing ta mudn ban.

Ngay khi doc né, toi da chay ngay dén may tinh cia minh dé viét mot
cai gi d6 xing dang véi cai nhin sau sac ay. Toi hy vong t6i di mang lai
cong bang cho anh ay. Boi vi t6i hoan toan dong ¥ voi Brian; tt ca déu 1a
vé ngudi mua.

Vao cubi cau chuyén nho cua t61, ngudi mua, Pat, bat ddu cudc hanh
trinh cta nguoi mua. Mot minh. N6 13 hu cdu, hay no sé& 1a twong lai ma
chung ta chua nhan ra? Mot 1an nita, t6i khong biét. Tat ca chung ta sé cing
tim ra, t61 nghi vay.

Nhung mot diéu cudi ciing. Ban rat ¢ thé da nghe thdy cum tir “living
in a bubble” (tam dich: “séng trong bong bong xa phong”).

Cau tra 101 hang dau trén Quora vé y nghia cta no 1a:

Song trong bong béng xa phong nghia la ban khéng ra khéi ving thodi
mdi ciia minh... [nhiéu] phan ciia thé gii nam ngodi ving thodi mdi ciia
ban. Nhung né khéng thodi mdi. Ban cam thdy so hdi, ling ting, mat di su
kiéu hanh, lo ld’ng5 )
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Theo kinh nghiém c4 nhan cua t6i, bong bong ngin chin cac quan diém
d6i 1ap, hodc y kién, hodc tham chi 1a sy that 1am cho chung ta khong thoai
mai. Chiing khién ching ta so hai, tw nghi ngo, tham chi 14 hoang loan. Co
bong bong chinh tri, bong bong xa hoi, bong bong chung toc, bong bong
quéc gia - tit ca cac loai bong bong. Réat nhiéu bong bong ma Lawrence
Welk tu hao (nhimg ddc gia dudi ba muoi co thé tim trén Google!).

Vay, bong bong ma nhan vién ban hang ching ta da chon dé séng trong
d6 1a gi? Sau rat nhiéu chit & chuong ndy, diém quan trong nhat ¢ dau? No
kha can ban nhung n6 day:

Chiing t6i, nhitng nhdn vién ban hang, tin rang moi ngwoi thich mua tie
CONn NgUoi.

Do, toi dd nodi nhu thé. Khong ai timg biét toi ¢6 thé noi rang toi khong
tu danh gia minh kha cao, nhung toi ciing du thong minh dé biét néu khach
hang cua toi c¢6 thé tim ra cach dé c6 dugc moi thir t6i co thé cung cap ma
khong can giao dich véi toi, mdt nhan vién ban hang 1a con ngudi, ho sé
chon no.

Khi t61 & Xerox, mdt don vi dao tao ban hang va quy trinh ban hang, c6
mot khach hang thudc thé hé Y hoi toi réng: “Derek, c6 cach nao dé tu
dong hoa qua trinh nay khong? Toi thich anh va tat ca moi thtr khac, nhung
viéc anh dén va ban cho t6i cong nghé nay thi phuong thirc nay da tré nén
lac hau roi. Tai sao toi khong thé mua no trén trang web?”.

Pay khong phai 1a mot khach hang chi di mua hang mot lan. Pay 1a mot
nguoi mua hang da tiéu hang triéu do-la cho thiét bi in san xuit & mot cong
ty nam trong nhém Fortune 500.

Khi t61 nhin quanh van phong, t61 nhin nhitng thir ma t61 c6 — may tinh,
ndi that, tic pham nghé thuat. O ting dudi c6 nhiéu do dac hon, c6 xe hoi
trong gara, thiét bi trong bép. Bén ngoai, c6 mot tim bat 10 xo khong 16 cho
con gai to1 va mot cai vong cho vo to1. To1 c6 mdt nha kho déy du cac cong
cu dé cit co, tia cdy. Khong gi trong s6 d6 dugc mua véi su giup d& cua
nhan vién ban hang.

Vay nén, sao toi co thé quén tat ca nhimg diéu d6 khi toi lam cong viéc
diéu hanh cta minh va cau xin nhan vién ban hang néi chuyén voi toi?

Cdch thay déi phwong thirc ban hang dé phii hop véi cdch thirc mua
hang

Brian néi dang. Lam n6 bong bong. Hiy thay d6i cach ban ban. Khong
thi ban s€ khong ban dugc trong bao lau nira.
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