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Loi gioi thiéu cho Loat sach Tinh
oon

Trong vai nam gan day, LEAN hay TINH GON trong quan tri san Xua't va
quan tri doanh nghiép khong con la mét thuat nglr xa la. Moi to chirc, moi
doanh nghiép hay moi linh vic kinh doanh twr san xua't dé€n dich vy, thwong
mai déu mudn dp dung triét 1y, nguyén tic va cong cu clia phwong phap
Tinh gon vao cac hoat ddng quan tri d€ tré nén hiéu qua hon va canh tranh
hon.

Loat sach Tinh gon do Eric Ries chu bién bao gom cac cudn: (i) Doanh
nghi¢p Tinh gon, (ii) Van hanh Tinh gon, (ii1) Xay dung Thwong hiéu Tinh
gon, (iv) Phat trién Khach hang Tinh gon va (v) Phan tich D li€u Tinh
gon. V&i nhieng nghién cteu ti mi veé tri€t 1y Tinh gon, nhém tac gia da
mang dén cho ddc gia nhirng cach thiec gan giii va don gian nha't d€ co the
van dung tri€t 1y Tinh gon kh&i ngudn tir nhirng hoat dong san xué' tai cac
nha mdy vao hau hét nhirng hoat dong kinh doanh ctia doanh nghiép.
Thong qua nhirng bai hoc quan ly dwoc cac tac gia ['dng ghép trong cac
cudn sach, ddc gia cé the' tha'y sirc manh ctia viéc dp dung tri€t 1y Tinh gon
t¢i thanh cdng clia moi mat trong kinh doanh.

V&i cudn Doanh nghiép Tinh gon, cdc ban c6 thé nim bit dworc céch thire
van dung tri€t 1y Tinh gon trén binh dién toan bd doanh nghiép d€ cai ti€n,
doi m&i hoat dong san xua't kinh doanh ciia doanh nghiép tw quan tri chién
lwoe, quan tri tai chinh, quan tri hoat dong tac nghi€p, quan ly danh muc
dau tw, d&€n quan 1y rui ro, tai cau tric bd mdy, hé thdng kinh doanh. Cac
tac gia da co ging xay dyng mot bo khudn miu va nhirng nguyén téic theo
tri€t 1y loai bo lang phi ctia hé théng, tap trung vao cic quy trinh mang lai
gid tri gia tang cho t0 chirc hay doanh nghiép. Tt d6, ho cling nhdn manh
rang thach thirc 16n nha't clia viée cai tién doanh nghiép khong ndm & hé
thong cong nghé hay thi¢t bj ma nim cha y&u & nhan thirc d6i méi tw duy
clia con nguwoi trong to chirc.



O’ mot gée d6 khdc, cudn Van hanh Tinh gon tip trung vio viée gidp cic
doanh nghiép sau kh&i nghiép c¢6 nhirng bwdc di ti€p theo tdi wu va hiéu
qua nha't. Thong qua cudn sich nay, cac ban c6 thé’ nhén thdy ro nét tw duy
bing Thoi Pi€m (Just-In-Time) dwoec dp dung nhw thé nao trong viéc trién
khai van hanh trong mdt doanh nghiép, nhat 1a nhirng doanh nghiép van
con dang chap chirng buwde trén con dwong kinh doanh méi cia minh. Van
hanh Tinh gon chi ra nhirng cach thirc ma cac doanh nghiép con non tré cé
the’ ap dung d€ trien khai cac K& hoach Kinh doanh ctia minh chi ti€t nha't
voi muc tiéu it tdn kém nhat va hiéu qua cao nhat, dong thoi cling gitp
cac doanh nghiép m¢i loai bd dwoe nhieng rli ro tiém an trong qua trinh
tri€n khai k& hoach kinh doanh @4y thach thirc nay.

Cudn sach Xay deng Thwong hi€u Tinh gon lai tip trung d€ cap dén viéc
trng dung tri€t 1y Tinh gon vao Xay dung Throng hiéu & cac doanh nghiép,
nha't 1a cdc doanh nghié€p khdi nghiép. Tri€t 1y Tinh gon dwore dp dung khi
cac doanh nghiép coi Thwong hiéu cling nhw 1a sdn pham, ludn khong hoan
hédo va can phai d6i mdi, céi ti€n dan theo thoi gian. Tw d6, thwong hiéu
ctia doanh nghiép m&i c6 th€ in sdu trong tw duy ctia khach hang hay doi
tac. Xay deng Thwong hi€u Tinh gon cho phép cac doanh nghiép du khong
dw gid veé tai chinh van c6 th€ xay dyng va phét trién thwong hiéu theo cach
riéng ctia minh — xay dwng thwong hiéu tir bén trong, tr nén tang cac gia tri
cOt 16i — theo céach ti€p can tranh l1ang phi, cha't lwong va hi€u qua cao.

Mot cudn sach ve tri€t 1y Tinh gon khéc trong loat sdch Tinh gon cling ra't
quan trong v&i cac ban 1a Phat trién Khach hang Tinh gon. V&i cudn sach
nay, tac gia da mang dén cho ching ta ciu tra loi t&i wu nha't vé viéc tim
hi€u mong mudn cia khach hang d€ phat trien nhirng san pham tdt nha't
cho ho ciing nhw phat trién dwgc cac moi quan hé bén virng voi khach
hang dya trén nén tang tw duy d6i m&i, cai ti€n lién tuc cua tri€t 1y Tinh
gon. Cu6n sich cling mang d€n cho cac doanh nghiép nhirng cong cu phu
hop nha't d€ kham phd, tha'u hi€u khach hang hay cach thirc t&i wu nha't d€
ti€p cén va tao deng niém tin tr khach hang, dac biét phu hop ddi véi cac
doanh nghiép kh&i nghiép.

Khéc v&i cac cudn sach trén, cudn Phén tich D liéu Tinh gon dé cip dén
mot khia canh rd't quan trong va ciing ra't cu th€ cia doanh nghiép, dé la
phan tich, danh gia nhitng dir liéu kinh doanh d€ tir @6 dwa ra cac quyét



dinh chinh x4c va phit hop nha't, PUNG THOT DIEM nha't. Triét 1y Tinh
gon dwoc 4p dung & diy dwa doc gid dén viéc gin két tw duy cai tién, tw
duy ding thoi di€m v&i cac con s6 kho khan, nhirng s6' liéu k& todn kho
doc nhwng lai ham chira nhirng thong diép then chdt cia doanh nghiép.
Né&u cac doanh nghiép bié€t cach phan tich va st dung dir liéu ctia ho mot
cach thong minh, khéng lang phi, khong dw thira va ding thoi di€m thi loi
ich ma céc dir liéu nay mang lai 1a v6 cling to 1on.

Loat sach Tinh gon s€ gitip cdc ban ¢6 th€ thdy rd hon cach thirc van dung
tri€t 1y Tinh gon khong chi cho mot linh viec hay mdt nhém doanh nghié€p
ma con cho thay triét 1y Tinh gon néu thye sy dwoe thau hi€u va ndm
virng thi ¢6 the tré thanh chia khoéa gitip doanh nghiép, dic biét 1a doanh
nghiép kh&i nghi€p hay con non tré, thanh cong!

Nguyén Danh Nguyén

Vién trwong Vién Kinh té¢” & Qudn ly, Dai hoc Bdch Khoa Ha Noi



Loi twra

Ngay nay, y twdng clia Steve Blank noi ti€ng d€n mirc mot s6 nguoi trong
chiing ta khong biét rang vao Tan dAu ong tw xui't ban cudn The Four Steps
to the Epiphany (B&n bwdc chinh phuc dinh cao), nhirng gi 6ng néi déu bi
phét 1o, Steve, ngudi ma tdi may mén dwoc 1am viéc cling trong vai trd
nha d4u tw, ngwoi ¢6 van va la mot ngwoi ban, da can dam kéu goi van
dung mot 161 ti€p can chat ché vEé phat triéh san pham vao bd phan kinh
doanh va marketing ctia cic cong ty khéi nghiép — ra't 1au trwede khi cac
doanh nhan va nha dau trr mao hi€m bit tay vao viéc dé; qua d6, 6ng da
truyén cam hing va khién ra't nhiéu ngwoi trong chiing toi phai suy nghi
lai V& niém tin trong khé&i nghiép. Ong goi d6 1a 1y thuyét Phat trién Khach
hang.

Gio day, nhirng ¥ tedng nay da veot Vinh San Francisco, tré thanh mét
phéan khong th€ thi€u ctia phong trao Khdi nghiép Tinh gon, va da dén lic
nhin lai ching d€ chia sé mot s6” cau chuyén thanh cong, 101 khuyén va thu
thudt dén twr d6. Vwra hay, Cindy Alvarez, mot nguoi truyén ba Khéi
nghiép Tinh gon tw nhirng ngay dau, da st dung kinh nghiém lam viéc cia
minh tai nhirng cong ty khéi nghié€p giai doan dau cling nhw nhém Fortune
500, gan day nha't 1a vi tri Gidm d6'c bd phan Trai nghiém Ngwoi dung cia
Microsoft tai Yammer, d€ viét nén mot hwedng dan chi tiét va can thiét cho
mot thé hé doanh nhin mai.

Tw “doanh nhan khéi nghiép” ¢6 th€ khoi ggi hinh danh m6t nhém sinh
vién md mam mot vai ky thuit mdi trong mot gara, nhung tdi diing né theo
mot nghia hoi khac. M6t cong ty kh&i nghiép ¢6 th€ 1a ba't cr doanh
nghiép nao tao ra san pham hodc dich vu m&i trong nhirng diéu kién cuc ky
bap bénh, va doanh nhan kh&i nghiép 1a ngwoi nhan 187y viée 14p ra nd
trong tinh canh lién tuc thay doi d6. Du ho tao dwng mdt cong ty trong gara,
lam viéc cho mdt cong ty khdi nghiép cé von ter quy dau tw mao hi€m hodc
cd cheo 14i viéc cai ti€n mot doanh nghiép hay t6 chirc phi lgii nhuén, di€m
chung cuda ta't ca cac doanh nhan nay la ho can mot quy trinh bi€n nguyén
liéu tho 1a y twedng thanh thanh cong that sy.



Céc cong ty du 1o'n di nhd déu dugc dinh hwedng ti€p can linh hoat hon,
twong tac cao hon d€ cai ti€n va tang tredng, nhwng ho nhanh chéng phat
hién ra ring viéc d6 ddi hdi mot cach thirc trong tac khic véi khach hang
hién tai va teong lai ctia ho. Muc tiéu ctia ba't cir cong ty khéi nghiép nao
la tim ra ding thir ¢an tao ra nhanh nhat c6 th€, va Khéi nghiép Tinh gon la
mot tap hop quy tic gilp cic doanh nhin ning cao ty 1& thanh cong clia ho.
Bing cdch nao ta biét dwgre minh dang di ding hwéng? Mot nhém lién
chirc nang nén lam viéc cung nhau nhw thé nao? Lam sao d€ gitr chan
nhtrng ngwoi ¢6 kha nang chiu trach nhiém? Pheong phap Khéi nghiép
Tinh gon dwgc ki€n tao d€ tra 1oi nhirng cau hoi nay.

Phat trién Khach hang khac v&i cac phwong phap nghién cliru marketing
truyén thong. Trong khi nhirng ky thuat truyén thdng gidp ching ta hieu
nhu ciu va thi hi€u ctia khach hang, @6ng thoi di sau vao trai nghiém
ngwoi dung d€ cho ta thd’y cach khach hang st dung mot san pham hodc
dich vu thi Phat trién Khach hang di xa hon mét budc — st dung thi
nghiém mang tinh khoa hoc d€ ki€m tra nhirng gi chiing ta thu nhan dworc.
Muc ti€u cua ching ta khong chi don gian 1a hi€u hanh vi khach hang, ma
con d€ hoc céach thay doi hanh vi khach hang va xay deng doanh nghiép
bén ving.

Qua trinh nay bao gom viéc thyc hién nhi€u bai ki€m tra & quy moé nhd d¢’
khéi dong ¢ may ting trirdng, nho d6 cong ty khéi nghiép c6 thé dat
dwore siéu tang tredng. Mot trong nhirng nguyén nhan khi€n phwong phap
nay nhw mot thach thirc 1a: né doi hdi moi ngwoi lam viée theo 161 lién
chirc néng d€’tong hgp nhirng gi ho da hoc dwgre. C6 nghia la lam viéc sat
sao v&i dong nghiép tr bd phan marketing, ky thuat, van hanh dén dich vu
khach hang — néi cach khéc 1a véi ta't cd moi ngwoi. Céac ky sw, nha khoa
hoc khéng ¢6 nén tdng marketing va ban hang truyén thong gio’ phai truc
tiép ldng nghe diéu ma khach hang nghi vé san pham. Nhan sy thudc doi
ngili ban hang, nhirng ngwoi von chi gidi thiéu sdn pham cudi cling nhan ra
rang phan h'6i ho nhin dwoc trong cic cudc chiao hang cé gid tri to 16n doi
v&1i qud trinh cai ti&€n. Nhan sy tai cdc vi tri ho trgr khdch hang dworc trao
quyeén d€ dap wng doi hdi ctia khach hang hon 1a chi c6’ chira chay.

Nhung sau khi da chuan bj tredrc d€ néi chuyén vai khach hang hodc khéach
hang tiém nang, nhiéu ngwoi mdi ti€p cdn phwong phap Khéi nghiép Tinh



gon van c6 thic méc: “Lam cdch nao tdi thuyét phuc dwoc moi ngwdi danh
thoi gian néi chuyén véi minh vE mot san pham ma ching tdi con chwa
hoan thién?”’; “Lam cach nao ching t6i c6 dwore thong tin ti nhirng khach
hang t6t nhat ma khong khi€n ho xa lanh chung t61?”; “N€u mot khach
hang khong th€ dit hang, lam sao chiing t6i danh gia dwoee liéu minh dang
di ding hwdng?”

Khong chi dwa ra cau tra 1o cho nhirng céu héi nay, Cindy con cung cap
nhtrng k¥ thuit gitp cdc doanh nhan bam sét thyc t&, k&' ca trong giai doan
khé&i dau ctia qua trinh: thay vi dwa vao nhirng gi khach hang néi v&i ching
ta v€ di€u ho sé lam trong twong lai, c6 cung cap cac chién lwge d€ tim ra
diéu khach hang sé thwe sy 1am. “Viéc thay doi hanh vi, chi tién hay hoc
thém diéu ma&i déu cd cdi gia ctia nd,” ¢6 giai thich. “Ban cén tim ra di€m
khéc biét gitta mudn va s€, va viéc boc tadch chiing doi héi tinh ky luat
trong cach ban néi chuyén v&i cac khach hang muyc tiéu.”

Diéu nay thwong dong nghia v&i viéc ban phai sang tao trong cach bién
mdt cudc phong van kham pha khach hang thanh mét thir nghiém. Khi mot
ngan hang 16n ludn hdi di héi lai khach hang ring: “Ban c6 quan tim dén
bao mat thdng tin tai chinh khéng?”, ca 10 ngwoi dwgrc hdi déu tra loi
“C¢”. Cindy nhan thdy di€u nay khong cho c6 mot cai nhin thau sudt can
thi&t nén cd da chuyén hwdng bang cich néi véi mot khach hang ring anh
ta s€ nhan ngay 50 do-la tién tra nwd'c néu anh ta cung ca’p tén thoi con gai
ctia me va s& An sinh Xa hoi (SSN) ctia ba. “Khdng chén chw, nguoi dan
ong v&i 187y chi€c bt bi va 16i tor gid'y cua toi lai,” Cindy viét. “Toi ngan
lai triedre khi anh ta kip viét ra ba't cir thong tin gi, nhwng t6i da tim dwoc
diéu can tim. Ho ra't lo ngai v€ tinh bdo mat... cho d&n khi can nhic vé&i 50
do-la.”

Mot canh bdo v&i ba't cir ai bwdc vao hanh trinh Khéi nghiép Tinh gon:
N&u cho ring minh biét diéu gi 14 quan trong v&i khach hang, ban sé nga
ngtra khi bi€t sy that d@’y. Du ban lam viéc & doanh nghiép 1on hay cong ty
khé&i nghiép nhé 1€, du doanh nghiép cia ban dang hy vong tao dung tam
voc mai hay cong ty khéi nghiép ciia ban dang hoc cach dat siéu tang
tredng, du ban xay dung cac wng dung dap ng doi hoi clia ngwoi dung
hay cdc cd may cong nghiép 1on, thi khé khiin chung da gin két ta't ca
chung ta lam mot.



Qua trinh Khé&i nghiép Tinh gon khdng cho ban tat ca ciu tra 101, cuén
sdch nay ciling vay. Thay vao d6, ching t6i hy vong nhirng ky thuét nay s€
giip ban nhin nhén lai nhtrng gia dinh cda minh nhanh nha't c6 thé€ d€ xay
dwng dworc mot cong ty bén virng va khi€n khéach hang hai 1ong.

Eric Ries

San Francisco

Ngay 14 thdng 4 nam 2014



Loi noi dau

Chiing toi ¢6 nhitng phdn dodn vé cdi gi tot cho ngwo'i diing, nhiwng hiu
hét chiing déu sai. Bat ké’ban gioi dén ddu, ban gan nhw ludn sai.

— ADAM PISONI, GIAM POC CONG NGHE CUA YAMMER

Trong mot cong ty khoi nghiép, khong ton tai sw thdt nao, chi co cdc quan
diém.

— STEVE BLANK

Nam 2008, tai cong ty khdi nghi€p ma toi lam viéc, vi quan 1y dat 1én ban
toi cudn B6n bude chinh phuc dinh cao ctia Steve Blank. Ong néi: “Co
phai doc cudn sach nay. N6 thit xuat sic, chiing ta ¢An hoc hdi tir né.”

Blank viét vé cac tha't bai (va thanh cong) 6ng da trdi qua trong hai thap ky
v&i tam cdng ty cong nghé. Bing kinh nghiém ctia minh, 6ng nhin ra mot
quy trinh ma cac cong ty khéi nghiép da bo qua, d6 1a “phat trien khach
hang”. Khi doc cudn sich, téi nhan ra ca sai JAm minh ttrng méc phai 13n
sai [am ma tdi quan sat dwgrc & cac cong ty xung quanh. Ching t6i da
khong xac nhin xem thir minh dang tao dwng ¢4 phai la thir khach hang
mudn mua hay khong. Thwong thi ching t6i dung hi€u biét vé nganh va
san pham cta minh thay cho thong tin tw khach hang.

T6i cling nhan ra mot s6” ky thudt trong sach bdi toi ting dung trong cdng
vi€c ciia minh — khong phai vi téi thong minh nhw Steve Blank, ma vi diéu
dé 1a thiét y&u voi cong viéc chuyén mon cia tdi tai cac cong ty khong
may vieng chic, khong c6 ngan sach va khong cé doi ngil riéng.

V&i Bon budc chinh phuc dinh cao trong déu, téi da gdp go mot trong
nhirng khdch hang d4u tién cta ching toi. D6 1a mdt cude hop dé chiu, ho
thich ching tdi va gt dau dong y khi quan 1y cta toi néi vé viéc ra mét sin
pham sip t&i. Khi sip hét thoi gian, moi ngwdi vay quanh ban hop véi
nhitng ctt chi quen thudc khi khép lai mot cudc gip mit: tit laptop, thu x&p
gid’y to’ va trao nhau danh thiép.



To1 da dat mét cau hoéi: “Ching tdi da cho cac ban thd’y nhirng gi s€ xua't
hién trong T4n ra mat t&i — nhung t6i cling ban khoan... N&u c¢6 the, ching
toi nén thém gi d€ san pham trd nén htru ich va c6 gia tri hon véi cac ban?”

T6i1 da khong that sy trdng cho mot clu tra loi.

Quan 1y dy 4n bén nhém khach hang nging lai va néi: “O... tién ich ma
cac ban @€ xuat gidp nhiéu ngwoi tham gia hon, nho nd, chiing t6i thu vé
nhiéu tién hon. N6 rat tuyét. Nhung khdng phai trang nao trén website cla
chiing toi ciing tao doanh thu bing nhau. Mot vai trang c6 gia tri gdp 10
dén 20 Tan, va ching t6i c6 dau tw riéng veé lwot xem cho ching. N€u c6
th€ gitp ching t6i quang ba cac trang nay, cac ban s€ gilp chiing tdi thu vé
nhiéu tién hon nwa.”

Khi chiing t6i rosi phong hop, quan 1y cha tdi néi: “To6i khong the tin 1a
ching ta da lam viéc v&i ho gan mdt nam ma chwa ting héi cau do.”

Trong hai tuan sau do, t6i da néi chuyén v&i nhiéu khach hang hon. T6i
1ang nghe khi ho miéu ta cdch ho 1am viéc v&i cdc doi tac kinh doanh,
nhtrng gi mang lai cho ho doanh thu, va nhirng ai da quyét dinh mua hang.
Nhirng diéu t6i hoc dwore tir cac cude ddi thoai nay da thoi thic toi thay doi
san pham va ting gid gap ba Mn.1

I Khong tuyét sao né€u giai thoai nay két thic voi viée cong ty dat dén
thanh cong khong the€ ngo? Khong hé. Sy chuyén hwdng chién lwgrc san
pham nay sinh tr cudc hoi thoai nay da truc ti€p ting doanh thu va thu hat
thém khach hang, nhung né tha't bai trong vi€c hi€u md hinh kinh doanh va
cudi cung da hay hoai cong ty. Gid h'6i d6 t6i doc dwgrc cudn sach nay! Co
18 t6i s& nhan ra rang chiing tdi d phu thudc vao mdt ddi tac chii chdt — cac
cdng ty quang cdo — c6 th€ ho da tha'y dwee tha't bai can K€ thi treong clia
ho triedre ching toi. (TG)

Cudc ddi thoai ngin nay 1a mot vi du tuyét voi vé phat trién khach hang
tinh gon. Chi mot cau héi dwgc dat ra cho khach hang, chi mdt sw chuyén
hwdong géc nhin — tor hwdng dén viée xay dyng san pham t6't hon sang xay
dung khéch hang thanh cong hon. N6 din dit ching tdi theo mot hudng di
moi, gitp ching toi ti€t kiém thoi gian va mang lai doanh thu cao hon.


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-1

D6 1a mot cong thire don gian. Hay tim hi€u thie khach hang can va ding
hi€u bi€t d6 d€ tao ra chinh xac thir ma ho san sang chi tién mua.

CUON SACH NAY DANH CHO AI?

Né&u ban l1a ngroi sang 1ap mot cong ty khéi nghiép trong khu vire Vinh
San Francisco, cu6n sach nay khong danh cho ban.

Tai sao? B&i vi c6 the’ ban khong chi doc The Lean Startup (Khai nghiép
Tinh gon) cta Eric Ries va B6n budc chinh phuc dinh cao ctia Steve Blank
(hodc it nhat la teng lwdt qua nd), ma con nhi€u cudn khac trong loat sach
Tinh gon ctia O’Reilly. Quan trong hon ca la ving vinh d4y nhitng dién
gia, blogger va nhirng ngwoi cling vi thé” da ti€n hanh viéc thay doi va trai
nghiém. Tham chi d&n cac khach hang twong lai cia ban ciing ¢6 thai do
c&i m& hon mic trung binh véi cdi moi.

Cu6n sach nay danh cho nhitng doanh nhan khong & trong méi treong day
da céac diéu kién nhu vay.

C6 thé’ ban da doc cudn Khdi nghiép Tinh gon. Ban dang nghi: “Nghe tuyét
dd’y — nhung lam cach nao thyc hi€én day?”

Ban ¢6 th€ dang lam trong mot cong ty khéi nghiép hodc mot td chire 1n —
va ban nghi minh s€ khong phai dung dé€n nhtrng chi€n thuat hi€u qua danh
cho cédc cong ty khdi nghiép.

To6i xy dung sy nghiép & vung vinh, nhwng phan 1on thei gian t6i lam
viéc v&i nhitng ngwoi nhw ban. Toi da lam trong cac cong ty khdi nghiép
ma khach hang cia ho kha bao thu hodc trong nhirng nganh cong nghiép
ngai thay doi nhw tai chinh, xud't ban, y t&’, luat phap hay xay deng. Nam
2012, cong ty t6i lam viéc, Yammer, dwo'c Microsoft mua lai. K€ twr d6, toi
da va dang truyén giang vé phwong phdp tinh gon va dao tao doi ngii nhan
vién ctia Microsoft cach thich (rng v&ri mét van héa nhanh nhen hon va
dwore dinh hwdng béi cac gia thuyét nhiéu hon.

No6i cdch khéc, tdi cdm nhin dwoe ndi khd sé& clia ban va tdi cé thé chi cho
ban cach ap dung nhirng chi€n thuat nay, ba't k€ ban dang lam trong mot
cong ty khéi nghiép hay mot doanh nghiép on dinh.



Cud6n sach nay danh cho nhirng ngwei chid trong vao san pham trong linh
vire cong nghé, kinh doanh tryce ti€p, kinh doanh dich vu, cac cong ty 1on,
nhrng nganh cong nghiép bao thu, va ca nhirng nganh cong nghi€p dwoc
di€u ti€t manh. Cudn sach nay danh cho:

e Nha quan 1y san pham, nha thi€t k& va cac ky sw mudn tang co’ hdi
thanh cong cho san pham ti€p theo ctia minh.

e Nhitng nguoi chd trong vao san pham trong céc td chirc 1on, nhitng
nguwoi dang vat 1on d€ gidp to chirc ti€n nhanh hon va van hanh théng
minh hon.

e Nhirng doanh nhan dang tim cach ki€m tra tinh kha thi cia mot y
twdng V€ san pham va thi trrong tredre khi dau tw thoi gian va tién
bac d€ tranh tao ra mot san pham khong ban dworc cho ai.

Trong cudn sach nay, t6i da cung ca’p nhiéu vi du d€ cac ban hinh dung
dwore hoat dong phat trien khach hang trong thyce t€. Cac vi du ra't da dang,
tw nhirng cong ty khéi nghiép t&i cac cong ty da on dinh. Cac san pham
dwoc nhic dén cling da dang: san pham danh cho ngudi tiéu ding, san
pham danh cho cac doanh nghi€p, san pham phan mém, dich vu va ca thuc
pham.

B&i cach ti€p can hoat ddng phat trien khach hang don gian ma t6i trinh
bay c6 th€ gidp ich cho ban bat k& san pham ma ban tap trung la gi hay quy
mo to chirc cuia ban & mirc nao, té6i @€ nghi ban doc tat ca cac vi du, khong
chi nhitng vi du gidng v&i nganh ciia ban. Nhitng nguyén tac ma ban hoc
dwgc ra't dang d€ ban bo thoi gian.,

AI CO THE THUC HANH PHAT TRIEN KHACH HANG?

Ban céin nhirng ki€n thirc nén tang va ky ning nao d€ thyc hanh phat tri€n
khach hang? Ta't ca g6i gon trong ba pham cha't sau:

Khat khao theo duoi viéc hoc hoéi

That khong dé chiu khi dit ra nhirng cAu hdi c6 thé€ chirng minh ban (hoic
quan ly ctia ban) sai [am. Nhung né khong thé thi€u d€ thanh cong.

Mé long véi sy khong chéc chin



Phat trién khach hang 1a viéc khong th€ dodn trwde, ban khong bi€t minh s&
hoc dwoc gi cho dén khi bdt tay vao thuc hién. Ban s€ can dén sy sang
su0t va kha nédng thich ¢ng nhanh khi kham pha ra nhitng thong tin mai.

Cam két chap nhian va mé rong — mot kieém thw thuwee t&

Mot s6° gid dinh ma nhém cta ban dwa ra s€ dwoc chirng minh 1a sai. Ban
can thuyét phuc moi nguoi thay doi quan di€m va k& hoach cia ho dwa
trén nhirng gi ban hoc dworc.

Néu ban c6 ba pham cha't nay, cudn sach nay s€ cung ca’p cho ban nén tang
d€ bat dau thue hanh phat trién khach hang ngay 14p tirc. Ban ciing s& thu
nhin nhirng kié€n thirc tdm 1y hoc xa hdi phia sau nhirng chién thuit ma t6i
dwa ra (Vi du: Tai sao ching c6 hiéu qua). B&i véi mdi cong ty va moi
treong hop cu the, ban s€ phai chon cach van dung nhirng ky thuét trong
sdch sao cho hi€u qua nhat. Viéc bi€t dwore tai sao ching c6 hi€u qua sé
cho ban nédng lyc lam diéu do.

C6 the ban sé bin khoin ring minh ¢in bao nhiéu ngwdi d€ thyc hién viéc
phat trién khach hang. Thyc t&, chi cdn mot ngwoi ciing ¢6 th€ lam nén sy
thay doi.

Néu ban la nguoi sang 14p mot cong ty khéi nghiép, nguoi d6 c6 the la
chinh ban.

Theo kinh nghiém cua tdi, ngay ca trong nhirng t6 chirc ¢6 nhi€u ngwoi
thwe hanh phét trién khach hang, van ¢in ¢6 mot ngwdi it vai trd phdi i
hop va cling c¢& nhirng gi ma ngwoi khac hoc dwge. B6 1a 1y do t6i s€ thang
thin chia sé v&i ban xuyén sudt cudn sich nay.

CUON SACH NAY KHOP VOT LOAT SACH VE TINH GON CUA
O’REILLY NHU THE NAO?

Cudn sach nay 1a mdt phéan trong loat sach dwgc truyén cam hirng boi
cudn sach Khéi nghiép Tinh gon ctia Eric Ries. Mdi cudn séch s€ mé rong
mot ¥ twdng trong cudn sich cta Ries va cung cap céc chi dan sdu hon d€
thire hanh nhirng y twéng nay.



Ban khong can phai doc qua Khéi nghiép Tinh gon hay ba't cir cuén nao
khéc trong loat sach tredc khi doc cudn nay.

TINH GON LA GI NHI?

Thuét ngir “tinh gon” (lean) bit ngudn tir linh virc sdn xuit, cu th&1a tr
Toyota. Tinh gon nhan manh viéc loai bd sy 1ang phi khoi quy trinh va dam
bdo san pham cudi cung la thir ma khach hang mudn.

Phat tri€n khach hang c6 the’ dwgre xem la mot phidn ctia san xua't tinh gon,
b&i néd gitp tao nén mot quy trinh phat tri€n san pham hop 1y va dam bao
rang ban tao nén thir ma khach hang muén.

B&i phat trién khach hang 1a mot yé€u td” ¢6t 16i cia khéi nghiép tinh gon
nén ban sé& thi'y né dwoe nhic dén trong nhitng cudn sach khac thuoc loat
sdch nay. Tuy nhién, Phét trieéh Khich hang Tinh gon la cudn sich duy nhat
tap trung hoan toan vao cich d& bét tay ngay vao thwc hanh phat trién
khach hang. N6 cling 1a cudn sach duy nha't hwdng dén ca cong ty khoi
nghiép va cong ty da van hanh On dinh, bd&i thyce t&, cac chi€n Iwore tinh
gon dwoc st dung trong cac cong ty thudc moi quy mod va loai hinh. Khong
chi cac cong ty khéi nghiép méi sit dung cudn sach nay, cac hang 1on ciing
c6 the s€ can dén n6 nhiéu hon!

LY DO NAO KHIEN TOI VIET CUON SACH NAY?

Phat tri€n khach hang 1a y&u t6 quan trong d€ thanh cdng nhung thwong bi
xem nhe. Dudi day 1a bon 1y do chinh:

e Chung ta thwong thién vEé bao vé nhirng y twdng tuyét voii cia chinh
minh.

e Chiing ta cho rang nhitng hi€u biét vé nganh cdng nghiép cia minh
cho phép chiing ta bd qua viéc xac nhan nhirng y twedng nay va nhay
ngay t&i bude tao san phim.2

e Ching ta khong bi€t lam cach nao tim khach hang truedc khi c6 mét
san pham.

e Cho dén nay, hau hét thong tin vé chi dé nay da phan xoay quanh
viéc tai sao ban can phat trieén khach hang, nhwng khong néi gi nhiéu
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vé cdch thuc hién né. K&t qua 13, hau hét moi ngwdi khong biét bt
dau tw dau.

2 Khéng thi¢u nhing san pham thit bai dwoc 1am ra béi nhitng doi ngil
tuyét vori, ting dat nhiéu thanh tyu va thong thao nganh cong nghiép cta
ho. Nhu Ries ndi: “Rat c¢é th€, ké hoach kinh doanh ctia ban dwoc nhao
nin ttr nhitng quan di€ém va dy dodn, réi ric 1én mot chit tAm nhin va hy
vong.” (TG)

T6i khong mudn tha’y thém nhiéu cong ty pham phdi sai [am twong ty nhw
toi va ra't nhi€u cong ty khac da mac phai.

Cuo6n séch nay cho ban bi€t chinh xac diéu nén lam, cdch lam va tai sao lai
nén lam nhw vy, nho’ d6 ban s€ giam thi€u dweee rii ro va ti€n bwdce trong
qua trinh di tw y twdng dén lgii nhuén.

BAN SE HOC PUOC GI?

Cudn sach nay cung cdp mdt chwong trinh dao tao thwe hanh vé phat trien
khdch hang. Hinh P-1 minh hoa tOng quan tirng bwdc va chi ra moi budc
dwoee trinh bay & phéan nao trong cudn sach.

Chuwong 1, “Tai sao ban can phat trien khach hang”, trang bi nhirng thuyc t&
can thiét d€ ban vugt qua tré ngai ban dau tw phia to chirc ciia ban doi voi
viéc thyc hién phat trien khach hang.

Trong Chwong 2, “T6i nén bét dau tir dau?”, chiing ta s& xud't phat v&i
nhtrng gid dinh tao 14p ban sdc, vi€t ra mot gia thi€t van dé va 1ap ban d6
h'6 so khach hang muc tiéu cta ban.

Chwong 3, “T6i nén néi chuyén vdi ai?”, mé ta cach tim dwore khach hang
muc tiéu ctia ban va khi€n ho néi chuyén v&i ban.

Chwong 4, “T6i nén hoc hoi di€u gi?”’, lam rd nhirng loai cau hoi gidp ban
29

xac dinh chinh xac hanh vi hién tai, nhtrng “di€m dau”= ctia khach hang,
ddng thoi gidi thich tai sao nhirng ciu hdi nay c¢6 tac dung.
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3 Pain point — mot van dé hay sy khé chiu ma khach hang dang gdp phai.
(BTV)

Chuong 5, “Bwdce ra khdi van phong”, gitp ban biét cach d6i dap nhanh d€
c6 nhtrng cudc phdng van khach hang thanh cong. Ban s€ hoc dwoc cach
gi¢i thiéu ban than, bit chuyén va vurot qua rao can d€ c6é dwoc cic cau trd
lovi chi tiét, cing v&i nhirng sy that tha'u sudt vé hanh vi va nhu cau cta
khach hang.

Chuwong 6, “Di€u gi cho tha'y mot gia thi€t dwoc xdc nhan?”, cho ban thdy
cach tong hop nhirng hi€u bi€t gia tri ma ban thu nhan dwgec va van dung
ching vao viéc dinh hinh san pham va ra quy€t dinh kinh doanh.

Chwong 7, “T6i nén xay dyng loai sdn pham kha thi t&i thieu (MVP)
nao?”’, md ta nhirng loai MVP khéc nhau va nhieng tinh huéng thich hop
cho mdi loai.

o]

Hinh P-1. Phdt trién khdch hang la mot quy trinh noi tiép dé’ hoc hoi va xdc
nhdn cdc gid thiét ciia ban

Trong Churong 8, “Lam th& nao d€ phat trien khach hang khi ban da c6
khach hang?”, ban s€ khdm phé ra cach diat nhirng ky vong hop ly va tran
an khach hang. V&i nhitng ngwoi 1lam viéce trong cac hang 1on, trong nhirng
nganh cong nghiép bao thu, dwore diéu ti€t, hodc bi han ch& bdi chu ky ban
dai, chworng nay s€ tran an ban b&i ban ¢6 the ap dung viéc phat trien
khach hang hi€u qua trong to chirc ctia minh.

Chwrong 9, “Khdng ngirng phat trién khach hang”, cung cap cho ban cac
chién lwgre @€ khdp ndi viée phat trién khach hang vao nhirng cong viéc
hing ngay va di kém céc twong tac khach hang hién tai &€ khong ngtng
thau hi€u ho. Cudi chwong nay, ban sé ¢é nhirng y twedng mdi cho viéc tao
nén nhiéu co’ hdi hon nira d€ tro chuyén véoi khach hang.

Phu luc, “Nhirng cau hdi hiéu qua” cung cap nhirng cau hdi da-thi-va-
ding d€ van dung va mo ta thoi di€m dung d&€n moi cau hdi d6, dong thoi
cho bi€t nhirng gi ban c6 the€ ky vong hoc dwoc tir viéc dung nd.



LOT CAM ON

Trudc hét, xin cdm on nhirng ngwoi da tin twdng to6i sudt nhiéu ndm qua,
cung toi thir nghiém ta't ca cac chi€n thuat va cau hdi trong cudn sach nay
voi khach hang: Hiten Shah, Peter Hazlehurst, Tim Sheehan, Jim Patterson
va Pavan Tapadia.

Justin Lin 1a nguoi da ¢6 anh hwedng ra't Ion vi ludn hdi thiic t6i ti€p tuc
Vi€t sach. Serena Lin thi hoi thang: “Khi nao me m&i viét xong?”

Xin cam o'n Maureen Be, Vanessa Pfafflin, Grace O’Malley, Jamie Crabb
va Priya Nayak — nhém nghién ctru tuyét vori cda tdi tai Yammer — nhirng
nguwoi da tinh chinh va st dung nhirng y twdng nay d€ khién ca doi ngi va
san pham cta ching toi t6t hon.

R4t nhi€u ngwoi da gitp do toi theo nhiéu cach khéac nhau: viet 1o gidi
thiéu, dwa ra gori y, danh gid ban thao, kiém tra cac tai liéu tham khao cua
t0i, va moi tdi tham gia cac budi néi chuyén, gidp truyén cdm hing cho toi
Vi€t cudn sach nay. Cam on ta't ca cac ban, dic biét 1a véi Henry Weid,
Trevor Owens, Bhavik Joshi, Andrew Wolfe, John Petito, Eugene Kim,
Sarah Milstein, va td't nhién, Eric Ries va Steve Blank. Xin cam on cac
bién tap vién: Mary Treseler, ngwoi tham dinh cu6n sach nay, va Deb
Cameron, ngudi dinh hinh, sdp x&p nhitng y twdng va cic chi thich 16n
x0n cua toi. Xin cam on nhirng ngwoi da doc duyét gidp toi, Tristan
Kromer, Marcus Gosling, Robert Graham, Phillip Hunter, Chuck Liu,
Matthew Russell, Tom Boates, va ddc biét la Lane Halley. Nhung dé xud't
va phé binh tha'u ddo ctia cac ban da gitip cudn sach nay dwoc hoan thién
theo mot huwong tuyét vori.



Chwrong 1Tai sao ban can phat
trien khach hang?

Thdt ddng ho’then khi thdy cdc chuyén gia té thé’nao trong viéc ddnh gid
gid tri ciia cdc tinh ndng (ké cd chiing t0i). Mdc du da nd lec hét sikc va
chinh swra cdc y twong, hdu hét chiing toé ra khong may gid tri khi dwoc
ddnh gid trong nhigng thir nghiém dwoc kiem sodt. Cdc tai liéu tran ngdp
trong nhitng bdo cdo rdng ty 1é thanh céng ciia cdc Y twéng nganh phén
mém la dwoi 50%. Kinh nghiém ciia chiing tdi & Microsoft ciing khong
khdc gi: chi khodng mt phin ba cdc y twong cdi thién dwoc cdc chi s&
dwoc dwara.

— RONNY KOHAVI, KIEN TRUC SU POI TAC CUA MICROSOFT

Tao hoa chi ban cho con ngwoi mot cdi lwoi nhwng nhirng hai cdi tai, vi
thé chiing ta co thé’nghe dwrgc tie ngwo'i khdc nhiéu gap doi nhwng gi ta
noi.

— EPICTETUS
Khéch hang la nhan t6" lam nén mot sdn pham thanh cong.

Néu khong c¢6 nhirng khdch hang sin sang mua, thi mot sadn pham c6 tot,
tan ti€n, dep d€ hay gia ca hop 1y d€n dau cling s€ that bai.

Do d6, s& 1a vO nghia khi ching ta danh hau hét thoi gian va nd lwc d€ tdi
wu hda qua trinh phét tri€n san pham. Vay con phat trieén khach hang thi
sao? C6 nén khong khi ching ta dau tw it thoi gian nha't cho viéc hi€u
khéach hang, cac nhu cau va diém dau cta ho, cling nhw cach dwa gidi phap
dén cho ho?

Phat trién khach hang 1a mdt cach ti€p can d€ giai quyét nhirng van dé do.

D6 1a cdch gidm rii ro kinh doanh bing viéc thach thirc nhitng gia dinh sin
c6 vé doi tegng khach hang, nhirng gi ho cén, 1y do va cach thirc ho mua



hang.

Bing viéc 4p dung phrong phéap khoa hoc d€ tim hi€u vé khach hang, ban
¢6 th€ xac dinh xem minh dang di diing hwdng d€ ti€n t&i mot mod hinh
kinh doanh hiéu qua va mé6t san pham ma moi ngwoi muén mua hay
khong.

Ly thuyét nghe thi tuyét voi, phai khong?

Nhung 1y thuy€t s€ tr¢ nén vo6 ich néu ban khong thye hanh né. b6 1a 1y do
toi Vi€t cuén sach nay — bdi to6i da lam viéc, tw van va néi chuyén véi hang
trim cdng ty yéu thich nhitng ¥ twdng va nguyén tic clia san xui't tinh gon
nhwng ho van chat vat d€ sit dung ching hiéu qua.

THACH THUC PAU TIEN NAM NGAY TRONG CONG SO
Phat trién khach hang 1a mot thay doi Ion d6i véi hdau hét cac to chire.

Ddi véi nhi€u nguoi, viée phat tri€n khach hang twong ty nhw: “Nay! Anh
biét vEé kién thirc chuyén sdu ma ching téi da tich 1ty qua kinh nghiém
trong hang thap ky, hang ta san pham va hang triéu khach hang chi? Hay
cA't nd 1én gid va bit dau tir budc phac thdo.”

T4t nhién d6 khdng phai 1a nhirng gi ching tdi dang néi. Nhwng voi twe duy
thuc dung, tdi nhan ra rang that khé d€ stra lai mot &n twong dAu tién sai
Tam. N&u nhom cia ban khong hi€u phat trién khach hang 1a gi va n6 tang
cwong (thay vi thay th&) niing lyc clia ban ra sao, thi sé ra't khé d€ bit dau.

Phat tri€n khach hang dwore thira nhén 1a ké sinh sau. Trong khi moi ngwoi
déu biét vé vai trd clia phat trién sdn pham, marketing, hd tror khach hang
va ca nghién ctru ngwoi ding trong mot t6 chirc nhwng phat trién khach
hang van 1a diéu khién ban doi chit hoai nghi.

Néu nhom ctia ban chwa ting ti€p xic voi cac hdi thao khéi nghiép tinh
gon hodc tac pham cua Steve Blank, cé thé ban s€ phai rao giang viéc phat
tri€n khach hang cho t& chirc treedre khi thye sy bat dau.



Chwong nay nhw mot bwde lti, lam nhi€m vu gidi thich phat trien khach
hang la gi (va khong 1a gi), tai sao ban can nd, va ai cé the’ lam viéc d6. N6
cling dwa ra phan h'6i cho mdt s6"y ki€n phan ddi pho bi€n.

PHAT TRIEN KHACH HANG LA GI?

Hay dung lai mot phit d€ néi vEé cac dinh nghia. Phat tri€n khach hang 1a
gi? N6 thay thé cai gi? N6 khong thay thé cai gi?

Khdi niém phat tri€n khach hang dwgc dat song song v&i phat tri€n san
pham. Trong khi moi ngwoi d€u cé phwong phdp luan cho phat tri€n san
pham thi gan nhw khong ai ¢6 phwong phdp luan cho phat trien khach
hang. Va sy that 1a, n€u ban khdng tim hi€u nhu cau thyc sy ctia khach
hang thi rai ro ban xay dyng thir khong ai mudn mua la ra't cao.

Phat tri€n khach hang 1a mot cach ti€p can dya trén gia thi€t d€ trd 1ovi cac
cau hoi:4

4 Neu ban da doc cudn Bdn bwdre chinh phuc dinh cao cua Steve Blank,
ban s€ nhan ra day khong phai la dinh nghia cta 6ng vEé phat trieh khéach
hang. Blank xac dinh b6n budc d6 1a kham phd khach hang, xac nhan
khach hang, tao ra khach hang, va xay deng cong ty. Nhwng B6n buoc
chinh phuc dinh cao dwgc viét riéng cho cac cong ty khdi nghiép, va Blank
néi ra't rd ring “mot cong ty khéi nghiép khong phai 1a phién ban nhd clia
mot cong ty lon”. Pa lam vigéc hon mot thap ky trong cédc cong ty khdi
nghiép va gio 1a trong Microsoft, t6i hoan toan dong y. Chiing khac han
nhau!

Bd&i viéc phat trién khach hang ¢6 hiéu qua ca v&i cong ty khéi nghiép 1an
nhtrng hang 1&'n nén tdi da dwa ra mdt dinh nghia rong phu hop cho cac
cong ty & moi quy md va moi giai doan tredng thanh. (TG)

e Khach hang cua ban 1a ai?

e Nhirng van dé va nhu cau cua ho la gi?

e Ho dang cw x& nhw thé nao?

e Khach hang sé tra tién cho nhirng giai phap (ngay ca khi san pham
chua duoc xay deng hodc hoan thanh) ch?
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e Lam thé& nao d€ cung cap cac gidi phap phtu hop voi cach khach hang
cta ban quy€t dinh, lya chon, mua va st dung?

Co6 th€ ban da c6 nhirng y twdng hoac cam nhan vé tat ca cac van dé nay.
Gio hdy xdc dinh ré nhirng van @€ nay chinh xac 1a gi: 1a cac phan doan.
Co6 1€ nén goi chiing theo cach khac thi tdt hon, cac gia thi€t. Nhirng gia
thi€t nay c6 thé€ xoay quanh viéc tao 14p mot cong ty mdi, tao ra mot san
phd&m ma&i, hodc thidm chi 1a thém céc tinh nang hodc kha niang méi vao
mot san pham hién co6.

Moi diéu ban 1am trong khau phat trien khach hang d€u xoay quanh ki€m
nghiém cdc gia thiét.

PHAT TRIEN KHACH HANG TINH GON LA GI?

Co6 th€ ban da nghe n6i d€n phat trien khach hang. Vay “phat tri€n khéach
hang” va “phat trién khach hang tinh gon” khac nhau nhw thé nao?

Toi goi cach ti€p can viéc phat tri€n khach hang cia minh la “phat trien
khéach hang tinh gon”.

T6i dang dung tr “tinh gon” nhu mdt tir dong nghia véi thye dung, dé tiép
can va nhanh chong.

Phat tri€n khach hang tinh gon st dung cac y twdng c6t 16i ciia Steve Blank
va dwa ching vao mot quy trinh don gian c¢é hi€u qua cho ca cac cong ty
kh&i nghié€p va cong ty virng manh. D6 1a nhirng gi t6i viét trén blog, néi
trong cac sw kién cong nghé cao va giang day khi Iam c& van cho céac cong
ty.

Viéc phat trién khach hang tinh gon c6 th€ dwgrc thye hién bdi ba't cir ai néi
chuyén v&i khach hang hodc nhirtng ngwoi ¢6 ti€ém néng tré thanh khach
hang. N6 hiéu qua ba't k€ ban 1a ngwoi sdng 1ap mot cong ty khéi nghiép
khong san pham, khong khach hang, hay lam viéc trong mot cong ty virng
manh v&i nhiéu san pham va khach hang. T6i vira giai thich quan di€m cua
ban than vé phat tri€n khach hang tinh gon, tw diy vé sau, toi s€ chi ndi vé
viéc phat trien khach hang.



Theo kinh nghi¢m lam vi€c tai nhi€u cong ty va tw van cho cic cong ty
khé&i nghiép, mdi gior danh cho viéc phat tri€n khdch hang da tiét kiém 5,
10, hodc thdm chi nhiéu gio’ hon cho viéc ghi chép, viét code va thiét k&
(Hinh 1-1). Chwa k€ nhirng chi phi khé do lwong hon nhw chi phi co hoi,
14p trinh thir nghiém phirc tap, va tinh than lam viéc cta d6i ngi bj gidm
stit khi do’c strc cho cac tinh nang ma cudi cung khong dwoc st dung.

E59)
Hinh 1-1. Viéc trao doi voi khdch hang gip tiét kiém thoi gian va tién bac

Phat trién khdch hang bit dau ttr mot thay doi trong 187 tw duy. Thay vi gid
dinh ring cdc y twdng va tric gidc clia ban 14 chinh xdc va bit tay vao phat
tri€n san pham, ban s& tich cyc thir tim ra 16 hong trong cdc y twdng cla
ban than, chirng minh minh sai va loai bd cac gia thi€t ciia minh.

MObi gia thiét bi loai bd thong qua céc cudc ddi thoai vai khach hang twong
lai s€ gitp ban tranh lang phi thoi gian vao viéc xdy deng mot san pham
khong ¢6 ngwoi mua.

Viéc phat trién khach hang tinh gon dwore hoan thanh trong nam buwdc sau:

e Dinh hinh mét gia thiét

Tim khach hang ti€ém nang d€ néi chuyén

bat ra nhirng cau hdi ding

Hi€u y nghia cta cac ciu tra loi

Tim ra nhitng gi can xay dyng de’ti€p tuc hoc hdi

N&€u gia thi€t cua ban la sai hodc chi sai mot phan, ban mudn nhanh chong
phat hién ra di€éu d6. Néu khong the tim ki€'m khach hang, ban can diéu
chinh céc gia thi€t cia minh. N&u khach hang khong nhw nhirng gid dinh
cta ban, ban ¢an stra doi gid thi€t. Nhitng chinh sira nay s& dan dén viéc
x4c nhan mot y twrdng ma ban biét ring khach hang mudn va sin sang chi
tién mua.

PHAT TRIEN KHACH HANG KHONG LA GI?



Hi€u am veé nhirng gi khong phai la phat trién khach hang cling nhiéu nhw
hi€u Tam ve€ viéc phat tri€n khach hang la gi. Hay lam r6 ching ngay bay
gio.

Phat trien khach hang khong chi ¢in cho cac cong ty khéi nghiép

Nam 2009, thoi diém Khai nghiép Tinh gon dwgc xud't ban, nhiéu cong ty
da chdm ndm bét nhirng ¥ twdng ma cudn sich dwa ra. Ho ddp: “Ching toi
khong phai 1a mdt cong ty khai nghiép.”

Mic du Eric Ries st dung tt “khéi nghiép” trong tiéu d€ cudn sach va
Steve Blank d3 viét cu the vé phat trién khach hang gin 1ién v&i cdc cong
ty khéi nghiép, nhung d6 khong phai la cac cong ty duy nha't hwdng loi tw
viéc phat tri€n khach hang. D1 nhién, cac cong ty khdi nghiép ¢ mirc do
khong chic chén cao hon cdc cong ty da 6n dinh; ho van dang tim ki€m
mdt mo hinh kinh doanh, mdt chi€n Iwgc phan phdi va mot nén tang khach
hang.

Nhung cdc cong ty 1on hon, 6n dinh hon cling khong the mic dinh ring
cac mo hinh cda ho s€ khong thay doi khi thi treong va cong nghé lién tuc
thay doi. Ngoai ra, cic cong ty 1&'n hon thweong gap khé khan trong viéc
chuyeén sy chi y va ngudn lgc khdi dong loi nhuan ctia doanh nghiép d¢
khdm pha céc thi treong va linh viee méi — d€roi qud tré d€ pha cdch.
(Kodak, hing ma tdi nhic t&i trong Chirong 8, tin hwéng hon 100 nim
thanh cong tredrc khi d€16° chuyén tau anh ky thuat s6 va tuyén b6 pha san
vao nam 2012.)

Phit trién khach hang, bing viéc tip trung vao hoc hdi tir nhitng phat hién
nhd va tim cach xac nhén, c6 th€ thic day sy doi méi ndi bd. Chang han
nhu Intuit, hdng d4 ra mét nhiéu san pham nho st dung phat trién khach
hang — bao gom SnapTax va Fasal. General Electric cling dang st dung
nhirng nguyén tic tinh gon. Toyota, S& Gido duc New York va chwong
trinh nghién citu sinh d6i m&i ctia Tong thdng & Nha Tring ciling vAy.

Phian 1é'n ndi dung trong cudn sach nay c6 th€ dp dung voi doc gia lam viéc
tai cac cong ty khoi nghiép giai doan dau, cdac cong ty 1on vieng manh, va
ba't cr cOng ty nao thudc khoang gitra. Khi m6t muc nao dé htru ich cho
mot bd phan doc gid cu the nao hon, tdi s€ ghi chi ro.



Phat trien khach hang khong phai la phat trién san pham

Phat tri€n san pham tra 1oi cho cdu héi “Khi nao (va nhirng gi) ho ¢6 the
mua?”’

Phat tri€n khach hang tra 1oi cho ciu hoi “Liéu ho ¢6 mua n6?”

Phat tri€n san pham la qua trinh xay deng mdt san pham hay dich vu moi,
va (hy vong) dua né ra thi tredng. Bit dau v&i mot ndi dung, xdc dinh cic
yéu cau, xay dyng céc yéu cau, kiém tra san pham gan cudi, tinh chinh va
cho ra mét.

Lam th& nao d&€ ban phat triéh mot san pham ba't dong siu sic véi phwong
phdp ma td chire ctia ban di theo (vi du, mo hinh thac nwdc — Waterfall, mo
hinh phét tri€h phan mém linh hoat Agile, quy trinh quan 1y va ki€m soat
Scrum,...). Biém chung cida ta't ca cac phwong phdp phat tri€n san pham la
két qua dwore khao khat: mot san pham hoan chinh cho khach hang mua.

Nhwng s€ ra sao n€u san pham ban xay deng khong phai 12 mdt san pham
ma khéach hang s€ mua? Liéu “san pha&m” c6 phai 1a nguy co’ 1on nhat ma
do6i ngli ciia ban phai d61 mat? Con rdi ro thj treong thi sao? Nhw Marc
Andressen néi: “Thi treong 1a quan trong nhat. Khong mot doi ngii xud't
sdc nao, khong mot san pham tuyét voi ndo ciru nguy dwore mot thi tredng

X4u.2

> http://web.archive.org/web/20070701074943/,
http://blog.pmarca.com/2007/06/the-pmarcagu-2.html

V&i viée phat tri€n khach hang, ban dang xay dwng nén tang khach hang
trong khi van dang x4y dung mot san pham hay dich vu gidp giai quyét
van dé cu th€ cua ho. Phat tri€n khach hang khong thay thé& phat tri€n san
pham; d6 1a quy trinh thir hai dwgrc 1am song song v&i phat tri€n san pham.

Néu thye hién phat trién khach hang cling véi phat tri€n san pham, ban
khong can chor d&n khi san pham ctia ban ra mét d€ biét liéu khach hang c6
mua khong. Ban biét trrdc, bdi ban da c6 khach hang cho phién ban ding
thtr, nhirng evangelisté, va khach hang dang chi tién.
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6 Nha truyén gido, & ddy ding d€ chi nhimg nhém ngwdi tng ho tich cuc
cho mdt san pham nao do, sau do6 thiét 14p cac ti€u chuan thi treong [...]
Mot evangelist thiic day viéc st dung mot san pham hoac cong nghé nao dé
thdong qua cac buoi ndi chuyén, bao chi, blog,... (BTV).

Phat tri€n khach hang va phat trien san pham la hai hoat dong doc lap, va
ca hai d€u can thi€t d€ t6i da hda co hoi thanh cong ctia cong ty ban.

Phat trien khach hang khong thay thé” quan ly san pham

Mot s& ngwoi phan doi rang: “0O, thé  thi cdc nha quan 1y san pham con viéc
gi d€'lam ntra?”

Phat tri€n khach hang khong thay thé” tdm nhin vé san pham. Trao d6i v&i
khach hang khong ¢6 nghia 1a hdi ho mudn gi va ghi nhén ta't cd. Viéc quan
1y san pham doi hdi mot cach ti€p cén cé ky luat d€ thu thap thong tin tw
nhi€u ngu6n khac nhau, quy€t dinh thong tin nao can lwu tam, va tim ra
cach dit vu tién cho chung.

Phat tri€n khach hang chi thém vao hai viéc: mot 1a dwa ra va thach thire
cac gia thi€t, hai la dao sau hoc héi cac van d€ va nhu cau cta khach hang.

Phat tri€n khach hang khong gidp tra 1o td't ca cac cau hdi. Miac du né ¢6
th& thay th& nhiéu gia dinh bang thong tin thuc t& nhung né van doi hoi
mot nha quan 1y san pham c6 ky luat d€ quyét dinh cac thong tin can lwu
tam, cach dat wu tién cho ching, va cach dwa nhtrng gi hoc dwo'c vao mét
tinh nang, san pham hodc cong ty.

Phat triéh khach hang khong phai 1a nghién ctiru ngwoi ding

Cong ty ctia ban ¢6 th€ dang ti€n hanh nghién ctru nguoi ding. Piéu d6
khong c6 nghia la cdc ban dang thyc hanh vi€c phat trieh khich hang.

Phat trién khach hang vay mwon nhiéu ky thuit ma b6 phan nghién ctu
ngwoi dung st dung hiéu qua sudt hang thap ky qua. Nhwng tuy vao bdi
canh, ngwoi thye hién va lya chon thoi gian 1a rd't khac nhau.



Céac chuyén gia nghién ctru ngwoi dung md ta cong viéc ctia ho 1a “cong
hi€n cho ngwoi dung”. Rui thay, nhiéu cong ty van xem nd nhw 1a viéc tuy
chon, mot viéc ma ban nén lam vi n6 lam hai long khach hang.

Phat trién khach hang 1a “cdng hi€n cho doanh nghié€p”. N6 khong phai 1a
viéc ma ban nén lam vi né khi€n khach hang vui long. P6 1a viéc ban phai
lam d€ xay deng mot doanh nghiép bén virng, khi€n moi ngwoi ma vi va
tra tién cho san pham hodc dich vu cta ban.

TAI SAO BAN CAN PHAT TRIEN KHACH HANG?

H4au hét cac san pham (va cac cong ty) méi déu tha't bai. Khoang 75% céc
cong ty khéi nghiép c6 von tr quy dau tw mao hidm tha't bai.Z Khoang 40-
90% san phim md&i khong dugre thi tredng chap nhan & mice dang k&8
Cac con s§ nay dang chdng lai ban.

7 C6 th€ ban da nghe nhiéu s6 li€u khac nhau. Ch:fing han, Hi€p hoi Pau tw
mao hi€m Qudc gia wdoe tinh chi 25-30% cac cong ty khdi nghiép ¢6 von
dau twr mao hiém tha't bai hoan toan. Nhwng sy khéac biét c6 thé'1a do ho
dinh nghia sy that bai khac nhau. Giang vién lau nam Shikhar Ghosh cta
Treong Kinh doanh Harvard wére tinh rang 30-40% céc cdng ty khéi
nghiép c6 tiém nang cao két thic v&i viéc thanh 1y ta't ca tai san — mot tha't
bai theo moi dinh nghia. Nhwng n€u tha't bai cia mdt cong ty khdi nghiép
dwoc dinh nghia 1a khong mang lai 1ot nhuén dy ki€n trén dau tw thi c6
dén 95% cac cong ty c6 von dau tw mao hi€m la tha't bai, nhw Ghosh néi.
(http://www.inc.com/johnmcdermott/report-3-out-of-4-venture-backed-
start-ups-fail.html). (TG)

8 S&'liéu 12 khdc nhau giita céc loai san phim. S& lidu cho cdc san phim ¢
tinh cai ti€n cao tham chi cyc t&€. Xem thém tai:
http://www.cob.unt.edu/slides/paswan/MKTG4320/freepdfgrab.pdf. (TG)

Nhung hin nhién, chiing ta s& nghi ring minh 12 ngoai 1&. Ching ta thich
nghi vé viéc xay dung san pham nhr mot nghé thuat — mot viéc dwoe dan
181 bdi sw sang tao, tryee giac va tri tué ctia ching ta. Ching ta déu biét
ring c6 nhitng nha quan 1y san pham t6t (ciing nhw nha thiét k&, ky sw va
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nha chié€n lwgc tdt) va nhirng ngwei tAm thwong. C6 1€ d6 1a diéu dwa dén
st khac biét gitra moOt san pham tha't bai va mot san pham thanh cong?

Rui thay sy that khdng phai vay.

Mot cach pho quét, don gidn la ching ta déu khong gidi trong viéc xay
dyng cac san pham va cong ty ma chi dya trén sy sang tao, trwc giac va tri
tué. PB6 khong chi la van dé€ cia mot cong ty khéi nghi€p, ma con clia cac
cong ty dwoc chon d€ tinh chi s6" S&P 500 — nam 1937, tudi tho dw kién
trung binh ctia cac cong ty nay la 75 nam, gan diy con sd dé da giam

xudng chi con 15 nim.2

? Chuyén gi di x3y ra vay? Bac thay khéi nghiép John Hagel III cho ring
cac cong ty My va lanh dao cia ho vé co’ ban khdong dwoc chuan bi cho
buwde chuyén tr mot md hinh doanh nghiép “kho tri thire” (knowledge
stocks) — phat trién mot budc dot phd san pham déc quyén, sau d6 phong
chdng viéc cac cong ty ddi thu c6 dwore i thé céi tién d6 cang lau cang
tot — sang mo hinh kinh doanh c&i mé va mang tinh hop tdc hon ma dng
goi 12 “dong chay tri thire” (knowledge flows). Ong néi: “Van dé nay ndy
sinh do ban cha't canh tranh kinh doanh ngay cang tang trén toan cau, gia
trj ciia mot bwdrc dot phd hodc phat minh déc quyén 1én bj x6i mon nhanh
hon nhiéu so v&i hoi gitra the ky XX,
(http://knowledge.wharton.upenn.edu/article.cfm?articleid=2523). (TG)

Trén quy md nhd hon, chiing ta ciing khong gidi nhv minh nghi. Hau hét
cac y tedng cua ching ta khong lam ting gia tri cho khach hang hoac cong
ty — Microsoft wéc tinh ring chi c6 khodng mot phian ba cic y twéng cia
ho cai thién dwoc nhirng s6 li€u ma né nhim vio. Amazon d3 ki€m tra moi
tinh nang va it hon 50% trong d6 c6 hiéu qua; s6" li€u cua Yammer cling

g4n bang. Netflix va Intuit cling khong c6 ty 1é thanh céng cao hon A0

10 C4c so'lieu 12y tir mot bai bao Microsoft ThinkWeek
(http://ai.stanford.edu/~ronnyk/ExPThinkWeek-2009Public.pdf). (TG)

S thit 1a ba't k€ cac cong ty nghién ctru bao nhiéu, 1én k& hoach t6t thé’
nao, bd ra bao nhi€u tién, hodc nhan vién cia ho thong minh dé€n dau, ty 1&
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cwoe rang ho s€ tranh dwoe nhirng sai Tam 1on con khéng bang xdc sua't
dong xu lat mat.

KHONG CHI PHAN MEM

C6 thé tdi nhic nhiéu d&n cdc cong ty phan mém, nhung v&i cdc doanh
nghiép khdc, lgi ich vé giam thi€u rdi ro va diéu chinh ding hwdng di con
16n hon. Viéc 1ap trinh thwong dé dang thay d6i va ton it chi phi hon 1a 13p
dat nha mdy san xudt, thay doi cac hgp d6ng cung cap va viéc tuan tha
nhirng thay doi da dwoc cha’p thuan.

Khong ¢6 nhiéu co’ hoi d€'18y lai long tin vé mot dich vu da 1lam khach
hang tha't vong, va khong c6 co’ hdi nao de€ thay the’ mdt san pham htru hinh
khi n6 da & trong tay khach hang.

DPdi v&i nha san xud't thit bo khd Krave, diéu quan trong 1a hi€u dinh nghia
cta khach hang vé m6t moén an nhe cao cd’p (khéng c6 nitrat, khdong chira
thanh phan nhan tao) trwdc khi 4p dung mot cdng thirc va bit dau san xuit
hang loat.

Dbdi voi Romotive, mot cong ty san xud't robot di dong thdng minh phuc vu
viéc hoc, diéu quan trong 1a hi€u dwg'c mdi trrong ma trong d6 robot cia
ho s€ di chuyén. Chuyén gia marketing Charles Liu n6i: “Robot phai c6 kha
ning di chuyén va kéo di trén tham, san ciing hoic trén ludi sit. Va trén
bt c thir gi bon tré rai ra! Nhirng di€u ching t6i hoc dwoe vé cach cac
robot nay hoat dong da anh hwdng d&€n khong it quy€t dinh vé phian cirng
cuia ching t6i.”

LAM THE NAO CHUNG TA NANG CAO PUQC TY LE THANH
CONG?

Chiing ta cai thién ty 1é thanh cong mot phan bang cich di theo ¥ twdng
rang viéc xay dygng san pham 1 mot qu4 trinh Liip lai va c6 tinh hé thong.
C6 nhirng c6ng cy ma ban cé the st dung — ba't k€ cong ty ban Ion hay
nho, virng manh dén dau hay thudc nganh cong nghiép nao — d€ gidp tang
co’ hoi thanh cong. Phat trien khach hang la mot trong nhirng cdng cu do.



Bing cach thye hanh phat triéh khach hang song song va k&t hop v&i phét
tri€n san pham, ban c6 the’ t6i da hda nhirng gi hoc dwgec va giam thi€u rai
10.

.3

Hinh 1-2. Vong lap phdn hdi Xay duwng-Do lwong-Hoc hdi ma Ries mo td
trong cuén Khoi nghiép Tinh gon (trdi) va chu ky Suy nghi-Tao dwng-Kiém
tra ma Janice Fraser mo td theo suy nghi cia cd vé Trdi nghiém ngwoi
dung (UX) tinh gon (phdi)

Né&u ban da doc cudn Khéi nghi€p Tinh gon, ban sé nhan ra so' 6 bén trai
cta Hinh 1-2 1a vong phan h'6i Xay deng-Do lwong-Hoc hdi. N6 md ta
cach t0 chirc ciia ban nén hoc hdi va thich ng khéng ngirng dya trén cac
thong tin m&i ban nhan dwoc twr két qua do lwong va hoc hdi twr khach
hang. So' @6 bén phai, vong Suy nghi-Tao dyng-Kiém tra 1a mot bién the
duwoc dwa ra bdi Gidam doc Biéu hanh cia LUXr — Janice Fraser.

C6 gi khdc biét & day? La & di€ém khéi dau. Ban khdng c¢An phai bit dau ti
giai doan Xay dung — trén thyc t&, d6 theong la cach thi nghiém ton kém.

Phat tri€n khach hang 1a mot phian quan trong cua giai doan Suy nghi. N6
cho phép ban kham phd va lap lai trong giai doan it ton chi phi nhat cia
viéc phat trien — khi chwa c6 ba't ky dong 1énh nao dwoc viét hay mo hinh
nao dwoc tao ra. Phat tri€n khach hang cung cap cho ban nhirng thong tin
can thi€t d€ xay dywng phan doan dau tién t6t nha't ¢ the, di€u ma sau do
ban s€ xac nhan.

T6i da ndi veé viéc hoc hoi thém va giam rii ro — nhirng diéu dang de' bd
cong dat duegrc, nhwng chung d€u khé nhan ra. Liéu con diéu gi ma ban thu
dwore tir viée thie hanh phat trién khach hang?

e Ban s€ c6 dworc mot birc tranh rd nét va chi ti€t hon vé khach hang va
ddi tha canh tranh (khdng chi cac cong ty va san pham ma ca cac thoi
quen va cong viéc hang ngay)

e Ban sé kham pha nhirng co’ hdi mdi d€ tao sw khac biét

e Ban s€ giam thieu duoc s6 san pham can xay dung



O, ding th&’ d&y: ban g4an nhw chic chin sé& viét code it hon! Va day 1a mot
loii ich chéc chén c6 dwoc ma toi nghe tir cdc nhém phat triéh: kha ning
lam cho san pham kha thi tdi thi€u (MVP) ctia ho tham chi con nhé gon
hon nira. Bang c4ch néi chuyén v&i khiach hang, ban s& tha’y rang khéch
hang thuwong thwe sy mudn chi hai trong s& nam tinh ndng ma ban nghi
rang san pham cin c6 (va ho ¢6 th€ mudn c6 thém mot tinh ning ma ban
khong nghi dén).

MOI PIEU BAN BIET PEU SAI

0, cling khong hén. Nhung ching ta dé hinh thanh rat nhiéu thién kién
nhan thirc (cognitive bias): ndo bd tao nhirng 157 tat ngan can ta nhin ra
chan twdng cua thé gidi nay.

Ta theong hanh x@& nhw thé€ minh luén ding, ta 1y gidi nhitng da'u hiéu
trung 14p hay mo’ h'6 theo hwdng chiing ting hd diéu ta tin hon la thach
thirc né. Piéu nay dwoc goi la thién ki€n xac nhan (confirmation bias),
chinh né chju trach nhiém cho phian 1én that bai kinh doanh.

Thién ki€n xdc nhan l1a xu hwedng ban ning ctia con ngwoi, nd khién ta chi
y hon d€n nhirng thong tin gitp xdc nhan diéu minh tin.* Ching ta thién
v€ hudong bd qua hay ha thap vai tro ctia nhirng sy that d6i nghich véi diéu
ta tin, hay ly gidi thong tin chti quan theo cdch ting hd diéu ta mudn tin.

Chung ta lam th& khdng phai vi ¢6 y xau hay ty cao; ma doé la thién hwdong
cta ndo bd. Khong may, diéu nay lai d4n ta @&n viéc tw hily hoai chinh
minh: phdt 1o nhibng ngwei ma phan h'6i ctia ho d6i nghich véi mét trong
nhtrng gia dinh chinh cua chiing ta, bé qua ho hoac coi ho nhw ga khach
hang ngd ngan vi khong hi€u hay coi trong san pham cia ta.

Vuwot qua nhirng thién ki€n nhéan thiec ra't khé. Nhwng ¢6 mot viée hiru ich
d6 1a ctr thé vigt ra moi thit. Bing cach khich quan ghi lai nhirng gia dinh

cta minh, cling nhw céc thong tin ta nhian dwoce tw khach hang, chiing ta sé
dé nhin ra sy ba't d6ng hon va Iwu ¥ khi c6 da'u hiéu cho thA'y minh d3 sai.

* http://en.wikipedia.org/wiki/ Confirmation bias



http://en.wikipedia.org/wiki/Confrmation_bias

Nim 2009, t6i khd may mén khi dwoc tham gia vao mot cong ty khéi
nghiép c6 t€n KISSmetrics ma Eric Ries dwo'c moi lam ¢ van.
KISSmetrics tieng khong thanh cong voi hai phién ban trede ciia mot san
pham phan tich web. V@i ca hai san pham, cong ty déu da danh nhiéu
thang phat triéh, d& r'di tung ra thi trwong va nhan ra rang san pham cfia ho
khong xt& 1y van dé ma khach hang can xu 1y.

Giam doc Biéu hanh cia KISSmetrics la Hiten Shah da thué t6i tao dwng
phién ban thit ba cho sdn phdm bing viéc 4p dung cdc nguyén tic khéi
nghiép tinh gon. Lic d6, ho mudn tao mot phi€n ban cho phép nhém thu
dwoc tdi da phan h'6i ctia khach hang v&i it cong sire nha't. Nhiém vu dau
tién cua t6i la: tim ra thir can c6 trong san pham kha thi tdi thi€u do.

T61 danh thang dau tién cho viéc goi dién thoai, nhén tin va udng ca phé
voi moi nguoi. Toi rat sdc khi nhan thay:

e RAtnhiéu nguwoi sdn 10ng ndi chuyén voi mot ké hoan toan xa la, k&
ca khi ngwoi d6 khong ¢ ba't clr san pham nao

e Nhitng di€m ma da s6” yéu cau tham vong hon ra't nhiéu so v&i hanh
vi tieu dung hién tai

» Chiing ta c¢6 th€ lwgre chire ndng san pham di mot nira khi tung ra ban
dung thir dau tién

Phién ban tht ba cia KISSmetrics duoc tao ra trong mot thang AL N6 bd
qua v6 s6 dieém va thém vao nhiéu cau l€nh khién Giam dd'c Cong nghé
cta chuing toi e de. Nhung thé cling du gia tri voi khach hang va da d€
ching t6i t6 rd sy tha'u sudt gia tri dinh hinh hwdng di teong lai cla san
pham nay.

1 Hiten Shah, Gidam d&'c biéu hanh ctia KISSmetrics, da néi vé nhirng tha't
bai trong hai phi€n ban dau ti€n ctia KISSmetrics ¢ hoi thao Cac bai hoc
Kh&i nghiép dau tién (gior day dwoc goi 1a Hoi thao Khéi nghiép Tinh
gon): http://www.slideshare .net/hnshah/kissmetrics-case-study-about-
pivots. (TG)

PAP LAI NHUNG QUAN PIEM POT LAP THUONG GAP
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Tbi sé gia dinh ring ban tin chic vao gid tri clia viéc phat trién khach hang
va da doc vé né twr 1au. Nhwng lam sao ban d6i dap dwgrc véi nhirng nguoi
khong ma’y tin vao n6? Bang 1-1 chi ra cdc chi€n thuét de’ dap lai nhirng
quan di€m doi 14p thwong gép.

Bang 1-1. Bap lai nhirng quan di€m doi 1ap thwong gap
o4
LAM SAO CHO VIEC NAY CO HIEU QUA

Trong chin chwong ti€p theo, to1 s€ cho ban bi€t chinh xac cich ti€n hanh
viéc phat trién khach hang. To6i sé dwa ra céc bai tip, cong cu va miu hinh
cu th€, cling nhw ciu héi mau cting nhitng phwong phép ma ban c¢6 the dp

dung 1ap tic. T6i s€ cung ca’p mdt s& ki€n thirc nén tang can thiét vé kinh
t€ hoc hanh vi va tam 1y hoc xa hdi — khong phai vi téi wa 1y thuy€t, ma vi
viéc hi€u dwore tai sao mot ky thuat cé hiéu qua sé gitp ban diéu chinh né

cho phiit hop v&i nhu cdu cia ban than va doi hdi cua to chirc.

Ban hoan toan khong can phai c6 kinh nghiém trong nghién ctru thj treong,
nghién ctru nguoi dung hay thim chi trong viéc néi chuyén v&i khach hang
— tA't cd nhirng gi ban can 1a mdt tri éc c&i mé va tAm thé sn sang thach
thirc nhirng y twdng chia ban than d€ khi€n né vieng manh hon.

BUOC TIEP THEO: BAT PAU!

Nhu t6i da dé cip & phan dau cia chwong nay, moi diéu ban lam trong
khau phat tri€n khach hang déu xoay quanh viéc kiém nghiém céc gia thi€t.
Va gior 1a ldc bit dau xay dyng nhitng gia thiét d6. Trong Chwong 2, ban sé
buwdre vao cdc bai tip gitdp xac dinh cac gia dinh cta ban, vin dé€ ban dang
gidi quy€t va doi teong khach hang.

NHUNG PIEM CHINH CAN NHO'

e MO0i gior danh cho phat tri€n khdch hang gitp tiét kiém 5 gio, 10 gio,
hodc thdm chi nhiéu hon, thoi gian danh cho ghi chép, viét code va
thi€t k€.



Muc tiéu cta ban la d€ bd qua nhirng gia dinh ctia ban than vé nhirng
gi khach hang mudn, do d6 ban c¢6 the tap trung vao viéc xay dung
nhtrng gi ho s€ that sy mua.

Phat tri€n khach hang c¢6 hiéu qua v&i cac cong ty thuéc moi quy md,
khong chi nhirng cong ty khéi nghiép.

Phat tri€n khach hang khong thay th& phat tri€n san pham. Ban dang
xay dwng co’ s& khach hang cuia ban trong khi dang xay dyng mot san
pham hodc dich vu gidp giai quy€t cac van dé cu the cta ho.

Viéc phat trien khach hang dwoc bdo cdo cho bd phén quén ly san
pham, noi sau d6 quy€t dinh s€ di theo thong tin nao va dat wu tién
nhw thé nao.

Ban phdi nd lyc bdc bd nhitng gid dinh ctia ban. Thién ki€n xdc nhin
khién ban c6 xu hudng chi thd’y diéu ban mudn thd’y (diéu xac nhan
nhtrng gid dinh cta ban) va bép méo nhirng gi ban khong mudn thdy
(nhirng gi khién cdc gia dinh ctia ban khéng cé céin ci).



Chwong 2T6i nén bat d4u tw dau?

Qud néng can khi nghi rang chiing ta hiéu khdch hang qua tat cd cdc cudc
gap mdt, nhitng cudc dién thoai va cdc bdo cdo ma chiing ta doc dworc vé
ho.Dé hieu sdu vé cdch moi ngwo'i thit sw st dung cdc sdn pham cia ta,
chiing ta cin di to'i noi ho lam viéc, no’i ho vui choi va noi ho song.

— BRADEN KOVWITZ, TRUONG NHOM THIET KF TAI
GOOGLE VENTURES

Toi khong viét ra de’ sau nay nho, toi viét dée’ nho ngay liic nay.
— SLOGAN CHO NOTEBOOK FIELD NOTES

Lwong cong viéc phat trien khach hang ban 1am s€ phu thudc vao viéc ban
dang c& ging d& xdc nhan mot y twdng kinh doanh hoan toan md&i, ra mat
mdt sin phdm m&i v&i mot cor sé khach hang sin c6, hay don gidn 12 bd
sung hodc thay ddi c4c tinh ning ctia mot sin pham da ra mit.

Nhung du ban 1én k& hoach danh mét vai gio hay mot vai tuén cho viéc
phat trién khach hang, ban s€ st dung thoi gian hiéu qua nha't khi bat dau
voi mdt nén tdng virng manh.

B¢ c6 dwgc nén tadng do, t6i mudn ban va ddi ngii ctia ban 1am ba bai tap
sau, ching chi mat tong cong chwa d&€n mét gior € hoan thanh (Hinh 2-1):

e Xac dinh céc gia dinh cta ban
e Vi€t gia thi€t van d€ cta ban
e Phéc thao h'6 so’ khach hang muc ti€u cia ban

T6i dé xua't ba bai tAp nay vi ching kh4 dé d€ khién cdc thanh vién trong
doi ngii ciia ban tham gia, ba't k€ ho ung hd viéc phat tri€n khach hang hay
hoai nghi ra mdt. Khé ma tranh ludn v&i nhirng ngueoi tuyén bo: “Hay dam
bdo moi ngwdi hi€u nhitng gi ching ta dang c¢d” ging dat dwoe va cach thyc
hién dréu do.”



D&i voi mot s6 ngwoi, cac bai tdp nay ¢ vé nhw thwra thai. Nhung li€u ¢6
chic chéin ring tA't cA moi nguwdi trong ddi ngii déu biet nhitng gia dinh
dang van hanh va diéu chiing ta dang c& ging dat dworc khong? Ban s&
ngac nhién khi biét rang cau tra 1o 1a khong, ngay ca v&i nhirng doi ngii cé
tinh hop tic cao.

Nhirng bai tap nay 1a mot cach nhanh chong va hiéu qua d€ dinh hinh cac
gia thi€t ban dau veé cach cac ban dang cung cap gia tri, ki€m ti€n va doi
tong cdc ban dang heéng dén. N&u mudn chit ché hon (va sidn sang dau
tw nhiéu cong stirc hon) ban ¢6 th€ mudn hoan thanh mdt Khung md hinh
kinh doanh (Business Model Canvas) thay cho hodc thém vao cac bai tap
(xem muc “Khung m6 hinh kinh doanh” & phéan sau ctia chwong nay de
bi€t chi ti€t).

.5

Hinh 2-1. Tdt cd nhitng gi ban can dé’trd lo'i cdc cdu hdi nay la mot
khodng tho'i gian va mét cdi gi do dé’viét ra

BAI TAP 1: XAC PINH CAC GIA PINH CUA BAN

bi cung nhirng y twedng san pham la hang ta cac gia dinh. C6 nhirng di€u
ma ban tin 1a ding vé cach khach hang ctia ban suy nghi va hanh x, kha
ndng cda ho va cich ho ra quyét dinh. Cé nhirng di€éu ma ban tin la ding
V€ cach ban s€ san xud't sdn pham, cdc ngudn tai nguyén va nhirng doi tac
ban c6 th€ cling 1am viéc va cach san pham cda ban dé€n dwoc voi khach
hang.

Ban nén danh thoi gian d€ xac dinh cdc gia dinh cda ban than, cho du ban
dang tao dueng mot cdng ty hoan toan mdi, tung ra mot san pham mai cho
cac khach hang hién ¢, hay thém tinh nang vao mot san pham da tung ra.
Né&u chi m&i bt dau, ban c6 th€ cam thay céc gia dinh nay 13 phan dodn tl
mu; n€u dang lam viéc trong mdt doanh nghi€p on dinh, ban c6 the ty tin
ring cdc gia dinh ctia minh 14 chinh xdc. Dii bang c4ch nao, ban ciing phai
xdc dinh 10 cac gia dinh cfia ban than d€ c6 th€ xac nhan chiing mot cach
chéc chén.

Ban da sdn sang? Chuah bj xong xudi roi chit? Bit dau nao!



Hiy 14y vai cdi biit, gid’y ghi chd va hen gior 10 phit mot, sau d6 bit dau
Vi€t ra, cang nhanh cang tdt, nhirng gia dinh cta ban vé khach hang, san
pham va cac d6i tac. N&u ban dang 1am bai tdp nay theo nhém (va t6i hy
vong nhw vdy), ding dung lai va hay thdo luén trong 10 phit d6. Mau chot
khong phai l1a d€ viét ra nhirng gi ban cho la ding; ma la d€ ban nhin r6
nhtrng gid dinh méc nhién trong dau minh.

Du¢i day la danh sach cac gori y gidp ban boc tran nhirng gia dinh cua
minh:

e Khach hang c6 van dé
e Khach hang san sang dau tw de giai quy€t van dé nay
e Céc bén lién quan tham gia vao viéc st dung/mua san pham nay la

o Cac d6i tac tham gia vao xay dwng/phan phdi cac san pham nay la

e Tai nguyén can trong xay dgng/duy tri san pham nay la

e Né&u khach hang khong mua/stt dung san pham cua ching ta, ho sé
mua/stt dung

e Né&u khach hang da/dang st dung san pham ctia ching ta, ho sé dat
duoc

e Van d€ nay anh hwdng dén khach hang cua ching ta

e Khach hang dang st dung cac cong cu nhw

e Quyét dinh mua hang cua khach hang bi anh huwdng boi

e Khach hang la [chirc danh] hodc [ban sdc x4 hoi]

e San pham nay s€ hiru ich voi khach hang vi

e Mirc d6 don nhan ctia khach hang v&i cong nghé 1a

e Mirc do don nhan ctia khach hang v&i sy thay doi la

e S€ mat de’ xay dyng/san xud't san pham nay
e SE mat de€ c6 dwore X khach hang hodc X% st dung

P4y 12 danh sich goi mé d& ban bét dau. Mot khi ban da x4c dinh céc gia
dinh ctia minh, nhirng niém tin khac trong ban (V€ cach ban lén k& hoach
xay dung, thi€t k&, phan phdi va tao ra gia tri sin pham) s€ hién ro hon.

C6 the ban nghi ring minh khong thé biét chéc vé co’ ci'u chi phi hay cic
ddi tac chu cho't chi trong mot ngay. Biéu nay cé the’ khdng sai. Steve
Blank wa trich dan 1¢i vo si quyén anh Mike Tyson V€ céc chién lwgc



tredre tran da'u: “Moi nguoi déu ¢6 k& hoach cho dén khi ho bi an ddm vao
7’2

miéng.
12 cau nay nghe hai hwdc hon ciu goc cua Blank: “Khong k& hoach kinh
doanh nao sdng so6t sau Tan lién hé dau tién vori mot khach hang”
(http://bit.ly/1iXUUjB). Cau ndi ctia Tyson dwoc giai thich & day:
http://bit.ly/1iXUY2C. (TG)

Khong quan trong chuyén ding hay sai; quan trong la ban viét ra cac gia
dinh ctia minh. Viéc @6 nhv mét 1oi nhac nhé quan trong rang ban chwa hé
chirng minh hay bac bd chiing.

Sau khi hoan tat, n€u da thyc hién theo nhém, ban hay danh thém 10 phut
de€ phan nhom cac ghi chid theo ndi dung. Vi du, x&p ta't ca cac ghi chi
dang “Khéach hang c6 van dé X” lai v&i nhau. Thwong thi ban sé thd’y cac
gid dinh mau thuin v&i nhau, ngay ca trong mot nhém nhd. Viéc tim ra
nhirng diem khong dong nha't trong ndi b nay s€ gidp ich cho viéc xay
dyng san pham ngay ca tredrc khi ban néi chuyén véi khach hang!

Ban s€ mudn nhin lai cic gid dinh ctia minh trong sudt qua trinh phét tri€n
khéch hang — triede tién nd nhw mot chi dan cho viéc tim ki€m khdch hang
va nghi ra cac cau hdi, sau d6 la d€ ghi chd lai khi ban thu thidp dwoc ching
ctr xac nhan hodc bac bd chiing.

Gio thi trong dau ban da day nhirng gia dinh, da dén lic ti€n dén mdt gia
thi€t don gian va c6 th€ chirng minh.

KHUNG MO HINH KINH DOANH

Mot cong cu khéc c6 th€ gori m@ d€ ban xac dinh cac gia dinh cia minh 1a
Khung M6 hinh kinh doanh (Hinh 2-2).

Céc sinh vién tham dw mot trong cac 1op kinh doanh cuia Steve Blank tai
Stanford, UC Berkeley, hodc hoc tryc tuyén tai Udacity bit dau bﬁng viéc
phac thao ra mot khung md hinh kinh doanh cho y twdng kinh doanh cua
ho, va cip nhat né mdi tuin da trén nhitng gi ho da hoc dworc.
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H#au hét cac to chirc ma t6i trng ndi chuyén déu st dung khung mo hinh
nhr mot ngudn cdm hirng hon 14 mot céi gi d6 d€ cip nhat mdi twan theo
ki€u ton gido. N&u ban m&i lam quen v&i viée phat trién khach hang,
khung m6 hinh 1 mot 16 nhic nhé hiru ich ring ban thwdong dit gia dinh
vé mot s& linh vire vieort khédi san pham va khach hang chinh cida ban.

1. Ban c6 th€'tai cac anh mo hinh d€ in co poster tai trang
http://www.businessmodelgeneration.com/canvas. Ciing cé cdc phién ban
thay th&". Ash Maurya, doanh nhan va Ia tic gid cu6n Running Lean (Vén
hanh tinh gon), da k&t hop cac tic pham cta Alex Osterwalder va Yves
Pigneur d€ tao nén phi€n ban ciia minh, khung mo hinh tinh gon
(http://practicetrumpstheory.com/2012/02/why-lean-canvas/ ). Ban c6 th€
tim th8y Khung mo hinh tinh gon tai http://leanstack.com/.
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Hinh 2-2. Khung M6 hinh kinh doanh, ttr cu6n sach Bussiness Model
Generation (Tao 14p md hinh kinh doanh)ﬁ cua Osterwalder va Pigneur

13 Cudn sdch da dwoe Alpha Books mua ban quyén va xud't ban tai Viét
Nam. (BTV)

BAI TAP 2: VIET RA GIA THIET VAN PE CUA BAN

Tiép theo, ban s€ vi€t ra gid thi€t van d€ cua ban. Pay la gia thi€t ma ban
sé xac nhin hodc (c6 thé) xem lai va stra doi.

Hay viét gia thi€t ca ban theo mau sau:

To1 tin rﬁng [loai do1 twong] gap phai [loai van d€] khi l1am [loai nhiém
vu].

hodc:

To1 tin rﬁng [loai d&1i twong] gdp phai [loai van d€] vi [gidi han hodc han
ché].
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Hay nhin nhan gia thi€t ciia ban ky lwong hon. N6 can dwgrc xem xét theo
nam cau hoi mang tinh bdo chi: ai, cdi gi, bao nhi€u, khi nao va tai sao.

Ki€u nguoi gap van dé d6 1a ngwoi ma ban can néi chuyén cung. Ki€u van
dé ma ho dang gap phai la cac cau hoi céi gi, bao nhiéu va khi nao ma ban
¢an tim ra céu trd 1o1i. Loai nhiém vu hodc han ché — 1a cau hdi tai sao ma
ban s€ can phai hicu.

TU SAN PHAM QUAY LAI GIA THIET

Ban da c6 mdt san pham? Vay c6 th€ ban can truy nguoc cac gia thi€t cua
minh. Hay nghi vé nhirng gia tri ma ban dang cung cap, nhitng ngwoi ¢
kha nang nhan dworc gia tri d6 va tai sao ho can né. S€ htru ich khi nhin vao
cac gia thi€t dwore dat ra cho cac san pham hién c6 (nhirng diéu ma t6i phai
thwra nhan 1a t6i da dit ra ldc déu, t6i khong biét liéu day c6 phai 1a cach
ma nha san xud't cac san pham nay tao dac treng cho chiing):

e T6i tin rdng [cdc do6i ngii cdng nghé] gip van dé vé [lang phi thoi gian
va ngan sach] khi [dy dodn viéc dung bang thong mang cho cac cong
ty dang phat tri€n cta ho]. (Amazon S3)

e Toi tin ring [cdc doanh nghiép nhd] gip vA'n dé 12 [khong c6 kha ning
phat trien doanh nghiép ctia ho] vi [cdc nén tang e-mail marketing
truyén thong qua tdn kém va phtc tap]. (MailChimp)

e T6i tin rang [cha me] ndy sinh [lo s¢ V& sitc khde ctia tré so’ sinh] khi
[dat tré ngu]. (Halo SleepSack)

e T6i tin rang [cdc quy 6ng] lo 1ing vé viéc [c6 th€ roi vao tinh hudng
dang x4u ho] vi [ho khong c6 thoi gian d€ mua d'6 16t mdi khi d6 cii
bi rong hodc rach]. (Manpacks)

Né&u ban ¢6 mot san pham va nhiéu khach hang, cach tryc ti€p nhat 1a quan
sat khach hang cua ban!

Trang web du lich Hotwire bt d4u v&i cdc khoang nghe don gin, tam bor
— dyng trong mdt phong hdi nghi tai chd va s dung Skype d€ giao ti€p voi
ban be¢ cia cac nhan vién Hotwire. Biéu d6 cho phép ddi ngii cia ho xac
dinh cac di€m dau 1&'n nha't véi trang web hién c6. Hotwire st dung cai
dwore goi 1a “ddt phong an” — khach hang tra mdt mic phi thdp hon, nhwng
tén ctia khach san khong duwoc cung cap. B&i khach hang khong chéc chin



ho s& & khach san nao, diéu déc biét quan trong 1a ho phai bi€t khach san
do nam & dau.

Viéc moi ngwdi vat 1on véi trang web cia Hotwire dd cho tha’y & ring ho
dang vat 16n v&i viéc xac dinh vi tri dia 1y. “Ho khong biét dia di€m d6
ndm & dau trén ban d'0”, nha thigt k& twong tac Karl Schultz gidi thich. Cac
khach hang hi€u bi€t hon da m¢& GoogleMaps trong mot ctra sO trinh duyét
khéc; nhirng khach hang ti€ém néng it hi€u bi€t hon chi don gian 1a bo qua
trang web.

R4t dé d& doi ngil ctia Hotwire dit ra mot gia thiét ban dau: [Khach du
lich] khong thé€ [cam thd’y dua ty tin d€ hoan thanh viéc dat phong khach
san] vi [ho khong tim thady khach san ho ddt s€ nam ¢ dau].

Ban mudn mdi chu trinh hoc héi cang nhanh cang t6t. Moi [An mac sai
Tam, ban s€ hoc dwgc them mot chit vEe 1y do ban sai, diéu giup ban dwa ra
phén doan c6 cor s& hon vao Tan tdi.

Vi€t ra cac gia thi€t ciia ban va Iwu ching lai, ban s€ con dé cap dén ching.
THU HEP PHAM VI

Co6 mot meo nhanh: Ta't cd nhirng gi dang n6i vE cac gia thi€t sai ¢ the€ goi
y rang ban nén bat dau véi mot céi gi d6 rong va chung chung. Suy cho
cung thi, n€u ban chwa bi€t nhiéu, tai sao ban lai loai trir ba't cr diéu gi
chi?

N6i ngan gon 1a van dé td'c do. Cang thu hep trong tam, ti€n do xay dung
san pham cang nhanh.

T61i mudn néi vé diéu nay r6 rang hon bédi né ngwore voi diéu ma hau hét
moi ngwoi ky vong. C6 theé ban ban khodn rang “né&u t6i bat dau voi mot
h'6 so’ cu the, kha nang dy dodn sai c6 the€ sé cao hon?”

bung, nhung di€u do6 cliing khong sao.

N&u bit dau vé&i mot pham vi rd't rong, ban s€ thd’y cé khac biét 1o gitra
cac ca nhan. Ban c6 th€ két thdc vdi viée thye hién 20, 30 hodc nhiéu cudc



phdng van hon ma van khdng chic minh cé dang di ding hudng hay
khong.

Hay nghi vé né theo cdch nay: viéc di d&n bac bd ¥ kién rdng meo thich
nwde ¢ nhanh hon bac bd chuyén dong vat thich nwdc khdng?

BAI TAP 3: VACH RA HO SO KHACH HANG MUC TIEU CUA
BAN

Khach hang cia ban c6 dic di€m gi, ban bi€t gi vé kha nang, nhu cau cta
ho va m6i treong khi€n ho ¢6 xu hwdng mudn mua san pham cua ban?

Co6 thé’ ban khong bi€t chinh xac khach hang cua ban la d6i twong nao.
Ngay cd khi ban d c6 khdch hang, van that khé d€ biét doi twong nao khéc
cling 1a mot phién trong thj treong muc tiéu cda ban.

Hay bét d4u bang cach dit ra nhirng cau hoi nhu:

e Vinde la gi?
e Aidang gap van dé nay?

Ban ¢6 th& xdc dinh mot do1 twong chung chung, ching han cdc ba me hay
cac chuyén gia. Ho dai dién cho doi tworng ma dan dan s€ quan tim t&i san
pham cta ban. Nhung ba't ctr ai da quen v&i chu trinh dp dung cong nghé
déu biét rang khong phai td't cd nhitng ngwdi niy déu sin saing mua hodc
stt dung san pham trong ngay mot ngay hai. Nhirng ngay dau, ban can tim
va tip trung vao mdt nhém ngwdi, ho nim & bén trdi cia chu trinh 4p dung
cai ti€n (Hinh 2-3).
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Hinh 2-3. Chu trinh dp dung cai ti€n: chi nhitng nguwoi tién phong va nhirng
ngrdi don nhan sém mdi sén sang thir céc gidi phap chwra hoan hao hay
chua hoan thién _ nhirng ngwoi cho mot giai phap dang tin cdy khong phai
la d61i twong phong van hiru ich cho viéc phat trien khach hémgM

14N guon: http://en.wikipedia.org/wiki/File:DiffusionOfInnovation.png
(TG)
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Khi 1am viéc v&i mot s& ddi ngili san xudt, tdi nhan tha’y rang thwdng thi
that khé d€ biét phai bt dau tir ddu. Mot bai tip hidu qua 1a vé ra cdc dic
diém d61 nghich trén mét pho rong (Hinh 2-4) va dat ra hai cau héi: dac
tinh nay cé lién quan khdng? Va n€u nhw viy, khach hang cua ta s€ & dau
trén pho nay?
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Hinh 2-4. Phé ddc diém cho thdy méot mdu cdc ddc diéim ¢ thé’tich cuwc
hodc tiéu cwc dnh hwong dén mirc do san sang ciia khdch hang trong viéc
gidi quyét van dé cua ho bang gidi phdp cua ban

Mot dac di€m la quan trong khi né tac dong dé€n quy€t dinh mua cta khach
hang. Vi dy, n€u ban tin ring khach hang muc tiéu cta minh coi trong gid
ca thi viéc dwa ra mot san pham day da tinh nang v&i mie gid cao 1a khong
phu hop.

Loi thé€ cua cac phd dac tinh 1a né trge quan. Toi khuyén ban nén viét
chiing 1én mdt tAm bang tring cling cd nhém va dé nghi moi ngudi cling bd
sung. Theo kinh nghi€m cua t6i, vi€éc nay gitp dwa vao qua trinh mét tap
hop 161 tw duy da dang hon. Céc ky sw, nha thi€t k€&, va nhan vién ban
hang, nhirng ngwoi ¢ the khong doc ndi mot tai liéu dai, sé€ tham gia mot
bai tip ngin trén bang tring.

Céac danh sach sau day s€ goi mé cho ban, sau d6 ban c¢6 the thém tiéu chi
cu th€ cho nganh cdng nghiép hodc nganh doc ctia minh.

N€u dang chon khich hang muc ti€u, ban c6 the bt dau v&i mot vai dic
di€ém sau:

» Gid ca hay thoi gian

e Chéap nhan quy€t dinh hay ra quyet dinh

e Kiém soat t6t hon hay thuén ti€n hon

o It hifu biét vé cong nghé hay am hiéu cong nghé
e Thay thé thwong xuyén hay dung lau dai

e Ua mao hi€m hay mudn biét truedc

e Thich thang tram hay wa sy O0n dinh



N&u dang nham vao khach hang doanh nghiép, ban cé th€ mudn bat dau
vl mot so” dac diém sau:

o It hi®u biét vé cong nghé hay am hiéu cong nghé

e Tinh ty chu thap hay tinh ty chi cao

e Vin héa doanh nghi€p bao thu hay cap ti€n

e Ua rti ro hay khong wa rlii ro

e Giwr nguyén gid trj hay c¢6 khd nang thu h'6i gia tri

e Thich cdc giai phap 14p tirc hay thich giai phdp t&'t nhat

Ban c6 thé tao mdt h'é so’ khach hang muc ti€u chi ti€t d&€n dang ngac nhién
chi bang cach st dung nhirng dic di€m ddi nghich nhw thé nay. D& hoan
thién nd, ban cling c¢6 the’ dat ra mot vai cau hdi chung:

e Nguoinay lo ldng diéu gi nhiéu nhat?

e Nhirng thanh cong hay phian thwdng nao tao dong lwc cho ngwoi nay
nha't?

e Chtrc danh hay vai tro ciia nguoi nay 1a gi?

e Nhirng ban sic x4 hdi ma ngwdi ndy sé st dung @& mo ta chinh minh
la gi (thi€u nién, ba me, nguoi theong xuyén di cdng tac, huu tri, van
dong vién,...)?

Mot s& nguori s& tw hdi tai sao phai 1am ta't cd nhitng viéc nay trwde khi bt
d4u noi chuyén v&i moi ngudi. Nhitng ngwdi khéc sé tw hdi tai sao van
phai néi chuyén v&i moi ngwoi khi ma ta ¢6 th€ dé dang ty minh tim ra h'o
so’ khach hang hop ly!

H'6 so ndy chi cung cAp mdt sd cau tric cho cdc hoi thoai sip t&i ctia ban.
Khi da trai qua mot vai cudc phdng van, ban ¢6 the€ nhin vao mdi gia dinh
va n6i “di€u nay c6 vé ding — va day la Iy do” hay “diéu nay c6 vé khong
ding — 1y do 1a day”.

THONG TIN NHAN KHAU HOC KHONG PHAI LA THONG TIN
VE KHACH HANG

Ban s& nhin tha’y ring t6i khong hé dé cap dén céc thong tin nhan khau
ctia marketing truyén thdng nhw tudi tac, gidi tinh, chung tdc, thu nhap gia
dinh, hodc tinh trang hon nhan.



B&i cac thong tin d6 khong the thay cho diéu ma ban that sy mudn biét: d6
la li€u ¢6 ai mua san pham nay khong? Ho 1a ai? Cac y€u t6 nao trong cudc
song thic day ho mua san pham nay?

Duncan Watts, nha nghién ctru chinh tai Microsoft, viét: “Khi cac chuyén
gia marketing nghi vé cac thong tin nhan khau hoc, ho dwng nén nhirng cau
chuyén vé cdc ca nhan [gia twdng]. Trén thyce t&, cac thong tin nay cho ban
mot nhém ngwoi da dang, ¢ moi loai nhu cau va muc dich, ho cling dang
twong tadc v&i nhau theo nhirng cach khé ma dy doan dwoe. Nhirng ciu
chuyén [gia twdng] 1ap 1li€m di ta't ca sy phirc tap do, thay thé hiéu qua
toan bo hé thong v&i mot “cd nhan dai dién” duy nhat, sau d6 cd ging dua
ra ly do cho hanh vi ctia ngwoi d6 nhw th€’ d6 1a mdt ngwoi ¢6 that. Bo 1a
mot 10i 1om.”

Khi ban da c6 mét san pham va dang giao di hang nghin hoac hang triéu
don vi san phdm, thong tin nhan khau c6 th€ tiét 16 mot s6” hinh mau thd vi,
nhung con xa m&i dén lic do.

Hay chdong lai thoi thic tim ki€'m lwong 1on cac thong tin chung chung,
nhu nhirng bdo cdo phéan tich, s6" li€u diéu tra dan s6 hodc céc cudc khao
st thi treong. Thit s& gidp ban xdy dyng mdt sdn pham tuyét voi bt dau
v&i cdc thong tin rat cu the, chi ti€t va dwoc quan tim cao — v&i sd lwong
nho.

BUOC TIFP THEO: TIM KHACH HANG MUC TIEU CUA BAN

Bay gio ban dd c¢6 mot h'd so khdch hang muc tiéu, ban di sin sang d& bét
d4u tim dén néi chuyén v&i ho. Chwong 3 s€ gidp ban kham pha ra ho 1a
ai, ban c6 the tim ho & dau va lam thé nao de’ti€p can ho r'6i Ién lich phdng
van.

NHUNG PIEM CHINH CAN NHO'

e Lam viéc theo nhém d€ viét ra cac gia dinh, sau d6 c6 thé xac nhan
hoic bac bd chiing. Ngay ca khi ban nghi ring moi nguwdi déu c6 cic
gia dinh dong nha't, thi sy that khdong phai vay.

e Viét ra gia thi€t vin dé ctia ban: T6i tin rang [loai d61 twong] gip phai
[loai van dé] khi lam [loai nhiém vu].



e Hay vi€t ra cac gia thi€t cang cu th€ cang tdt. Cang thu hep pham vi
xem xét, ban cang nhanh chéng chirng minh dwg'c né ding hay sai.

e Tao mdt h'd so khach hang muc tiéu ciing v&i nhém bang cich st
dung nhitng dic di€m theo chudi.



Chwong 3T6i nén noi chuyén voi
ai?

Chiing toi dén Sonoma, trung tam tw duy am thwc tinh té, va da dén buoi
bdn dau gid rwou vang. Chiing téi da mua mot gian hang. Gian hang bdn
thit bo khé KRAVE ciia chiing t0i ndm ngay canh cdc gian bdn rwo'u vang
cao cap. Do héan nhién la mot diéu gdy soc! Nhwng moi ngwoi déu to mo va
da bwoc dén noi chuyén voi chiing toi.

— JON SEBASTIANI, GIAM POC PIEU HANH CUA KRAVE

Moi nguwoi déu mudn cdm thdy gdn két. Khi moi ngwori biét rang ho dang
thiee sw gitip phdt trién mot sdn phdm, rdng chiing ta mudn ho trdi nghiém
nhirng diéu tuyét nhdt co the, diéu do khién ho thdt sw hao hikng.

— DAN LEVINE, GIAM POC CONG NGHE CUA STYLESEAT

C¢ I€ ¢ hai dréu khién ban ban khoan ngay luc nay, d6 1a ban khong biét
lam cach nao tim ding khach hang d€ néi chuyén, va ca khi ¢6 the tim ra
ho thi ho ciing s€ khong danh thoi gian cho ban. Néu da c¢6 san pham va
khéch hang, ban vin thd’y viéc lién hé tryc ti€p vdi ho khé d&n khong ngor.
Néu ban khong c6 san pham nao, thi tai sao ai d6 lai muén danh thoi gian
noéi chuyén v&i ban vE mot san pham chwa ting t6n tai?

Churong nay s€ gidi quy&t ti't cd nhitng ndi s¢’ d6. Ban s€ hoc dwge cach st
dung cdc k&t nd1 cd nhan, phwong tién truyén thong xa hdi, cac trang web
d€ tim ra nhitng ngwdi hwdng loi tir sdn phadm ma ban dang cd” gdng xay
dyng. T6i ciing sé thao luin vEé cac y&u t6 thic day moi nguoi chia sé va
hop tac. Bing cdch hi€u mot s kién thirc tim 1y x4 hdi co ban, ban ¢ the
thuy€&t phuc moi nguoi gidp ban va khi€n ho cam tha’y hanh phic hon vi
da lam di€u d6. Chung ta s€ ban dén:

e Tam quan trong cia nhirng nguoi tng hd som (earlyvangelist)
 Chi ti€t vé viéc tim ngwoi cing néi chuyén



e Cac phrong phap phdong van va cong tac chuan bi d€ ddm bao cudc
phong van dién ra thuan loi
e Viéc can lam khi ban khong th€ tim dwoc ngwoi mudn tro chuyén

V€ hiéu qua, n€u ban nghi vé cac cudc phong van phat tri€n khach hang
v&i cdc cau hdi ai, cdi gi, & dau, nhw thé nao, va khi nao, thi chwong nay sé
gitp ban tim ra chinh xac ngwoi ¢an néi chuyén, cach néi chuyén véi ho
(gdp truc ti€p, qua di€n thoai, hay néi chuyén tryc tuyén), noi ban sé thuyc
hién phong van (du la mét dia di€m cu theé hay khong gian ban thyc hién
cudc goi hay phong van tryc tuyén), va khi nao (cu th€ vé viéc 1én lich va
khoang cdch gitra cic cudc gap). (Chwong 2 da giai quy€t cau héi tai sao
ban s€ thuyc hién viéc phong van.)

Chuong nay khong ban dén cac cu hdi ma ban nén dit ra cho nguoi dwoce
phong van. Trén thyc t&, s€ 1a sai [am khi nghi vé cac cau hdi trong phat
tri€n khach hang. Biéu ban thyc s can quan tdm la ban hoc dwoc diéu gi
tw cac cudc phong van. Chiing ta s€ ban dén diéu d6 trong Churong 4.

DPén cudi chrong nay, ban da c6 kign thirc d€ bat dau viée tim d&n cic
khach hang twong lai ngay 1ap tirc. Cang som guwi di cac dé€ nghi, ban cang
dén gan hon v&i viée xac nhéan céc gia thi€t caa minh.

LAM THE NAO TIM PUQC KHACH HANG KHI TOI CON CHUA
XAY DUNG bUQC MOQT SAN PHAM?

Pay 1a mét trong nhirng cau hdi dau tién ma moi nguwoi dit ra, va cau trd
loi caa toi ludn 1a:“Lam cdch nao ban 1én k& hoach vEé viéc tim ki€m ho
sau khi da xay dgng mot san pham?”’

bay khong hin 12 mot cau trd 101 1du ca — vi ban s€ dung d€n nhiéu ky
thuat teong ty nhw khi ban da ¢6 mot san pham. Hay twdng twong ban
chwa tirng doc cu6n sach nay va ban da bd ra sau thang d€ xay dung san
pham. BAy gio’ ban da sn sang d€ ban né. Ban s& 1am gi ldc nay?

e Ban s€ tim d&n nhirng noi phtt hgp d€ quang cdo.
e Ban s€ tim nhitng ngwoi ¢6 th€ ¢6 quan tim dé€n san pham cua ban va
thuy&t phuc ho, dwa cho ho ban dung thir hay miu san pham.



e Ban s€ tim d&n noi ma nhitng ngwei ¢6 ti€ém nang thanh khach hang
cta ban thwong lui dén va cd gang dwa san pham ctia ban ra truedc

mat ho.
e Ban s€ hgp tac v&i cdc san pham hodc dich vu bd sung d€ quang cdo
chéo.

e Ban s& x4y dyng mot trang web va theo doi céc kénh dan moi nguwdi
dén v&i trang web clia minh.

Moi phwong phap k€ trén déu c6 th€ thue hién trede khi ban viét ra ba't cir
dong code hay phac thao ra ba't cir ban thiét k& (wireframe) nao.

Va khi lam vay, ban ¢6 thé’ ngan chan viéc phai thém vao cac gach dau
dong dang bu'on nhw theé nay:

e Ban ban khodan liéu cé phai Google Analytics da ngirng hoat ddong
khong, vi n6 khong hién thi bat ci ai truy cdp trang clia ban.

e Ban nhin vio gara ddy san phdm va lo so’ ring ban s& phai bd bot di
bang cdch dem ti thién.

Vay thi — vi ¢c& gi ma ho néi chuyén vi t6i chir?

Trude khi di chi tiét vao ky thuat tim ki&€m khéach hang, hay x 1y ndi hoai
nghi trong ban tre¢e dd. Ban c6 the nghi: “Vay 12 cd dang néi vi tdi rang
moi nguwrdi sdn sang danh thoi gian néi chuyén véi ngwoi ho khong quen va
cling khdng ¢6 san pham nao cho ho xem sao?”

T6i nhan thdy khong ai tin rang viéc nay ¢6 gia tri. Moi ngwoi déu ban ron.
Ho ghét cac cudc goi marketing, quang cdo va tin rac. Viéc nay thi cé khac
gi?

b€ c6 th€ tin rang moi ngwoi — nhirtng nguwoi gitp ich cho ban — s€ mudn
ndéi chuyén v&i ban, ban c¢an hi€u nhirng ngwoi ma minh dang tim ki€m.

TAM QUAN TRONG CUA CAC EARLYVANGELIST

Khi bit dau, ban s& tim ki€m nhitng khdch hang tiém niing nhiét tinh nhat,
quan tdm nhat. Pay la nhitng nguoi ¢d ddng lwe 1on nha't d€ giai quyét
van dé caa ho.



biéu nay khong cé nghia 1a ban muén cé “nhirng ngeoi ding soém”, nhirng
ngwoi ludn voi vang mua cac thi€t bi moi nha't va ty hao voi viéc may mo
san pham hodc kham phd tat ca cac tinh ning tién ti€n. Nhitng ngwoi dung
s&'m s&n sang dung thtt ba't cit thir gi! Diéu d6 sé khong gitip ban xdc nhan
hodc bac bd céc gia thi€t ctia minh.

Ban can tim nhirng ngwoi gdp phai van dé cu the ma san pham cta ban
dang cho giai phap. Ho thwong khong phai 1a nhitng nguoi dung som, déc
biét am hi€u vé cong nghé hay ham hoc hdi di€u mai, ho chi can giai
quy€t van dé ctia minh.

Mot cach khac d€ nhin nhan di€u nay la ban dang tim ki€m nhirng ngwoi
phai chiju khd sé& nhi€u nha't vi van dé do.

Steve Blank goi nhirng nguoi nay 1a “earlyvangelist” — nhirng ngwoi sén
sang chap nhan rdi ro khi dung san pham chwa dwoc ki€m nghi€ém va chwa
hoan thién (Hinh 3-1).

Céc earlyvangelist s€ cung cap cho ban ta't ca cdc thong tin chi ti€t vé van
dé, nhu ciu va moéi treong. Ho s€ thir ban dung thir xa'u xi, tryuc trac cla
ban, r6i khdong can dwoc yéu cau, ho gii cho ban nhirng e-mail dai chi ra
iy 16i va néu céac dé xud't, roi sau d6 ho gidi thi€u ban v&i tAt cd nhitng ai
ho quen biét. Cac earlyvangelist lam di€u nay khong phai nhw mdt dac an
danh cho ban. Nhirng khach hang nay cé mot van dé€ da khi€n ho né€m trai
da vui mwng, tha't vong hay tirc gidn. Ho xem ban va san pham tiém nang
cua ban la nhirng gi c6 the gitp giam nhe van dé doé, vi vay, viéc cho ban
ta't ca cac thong tin ban can d€’ dwa ra mot giai phdp s€ mang lai lgi ich
nhiéu nha't cho ho.

#.9

Hinh 3-1. Dinh nghia earlyvangelist ciia Steve Blank; ngoai cdc ddc diém

trén, cdc earlyvangelist con c¢6 chung tdm nhin vo'i ban!2

15 Nguon: http://steveblank.com/2010/03/04/perfection-by-subtraction-the-
minimum-feature-set/
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N&u ban dang tiép cAn nhitng ngudi bin khoin rang lidu viéc néi chuyén
v&i ban ¢6 phai 1a mot ganh ning, vay thi ban dang gdp nhdm ngwoi roi.
Diéu ban dwa ra nén la mét cach d€ moi ngwoi dat dwore lovi ich ma ho dang
tim ki€m, bﬁng viéc néi v&i ban diéu ho biét.

BA PIEU TAO PONG LUC CHO MOI NGUOI

Sau nhiéu ndm lam viéc ndy, t6i van ludn ngac nhién bdi s& ngwdi ddp lai
dé nghi xin ho danh thoi gian. Nhwng mat khac, khi nhan dwore yéu cau
phong van phat tri€n khach hang cho san pham ctia nhirng ngwoi khac, toi
cling thyc sy ky vong & ho. Tai sao vay?

Moi nguwoi mot khac nhung tAim 1y con ngudi ¢6 chung quy luit phd quit.
Chiing ta d€u dwoee thic day béi nhirng mong mudn sau:

e Ching ta muén gitp do ngwoi khac
e Ching ta mudn té ra thong minh
e Chiing ta mu6n chinh stra moi thir xung quanh

Gitp do ngwoi khac khién chiing ta hanh phic

Nhirng khuynh hwédng nay gidp ich ra sao khi ban mu6n néi chuyén véi
khach hang tiém ndng v€ y twdng ciia minh?

Ban gtri di mot e-mail tir dia chi dia chi cd nhéin cda ban t&i chi mot ngwoi
nhan. Ngwdi nhan d6 tha’y né va ghi nhan rang: ai d6 dang ¢in minh gidp
do.

D6 1a mot trong s6 it co’ ché” tdm 1y phd quat toan cau — né ¢6 & ba't cir nén
van héa hay mic thu nhap nao, chiing ta thu vé niém hanh phtc tt viéc
d4u tw ngudn lye chia minh d€ gitdp d& ngwdi khdc 18 B&i ban da néi 16 1y
do ban mudn néi chuyén voi dich danh ho, nguoi nhéan s€ ¢6 cam giac ho
c6 quyén lam chi. Ho khong the phdt 16 né ma ty nhil rang ai d6 khac s&
lam viéc d6.1Z

16 http://www.apa.org/pubs/journals/releases/psp-104-4-635 .pdf
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17 Xu hwéng gia dinh mot ngudi nao khic s& xi Iy mot van dé duwoce goi 1a
“phén tan trach nhiém” (diffusion of responsibility). C6 mot hiéu &ng
twong tw, goi l1a “y lai tip thé€”, tinh trang moi ngwoi trong nhém lam viéc it
hon so v&i khi ho 1am viéc ddc 14p. Téi nghi ngo ring hiéu tng sau chiu
trach nhiém cho ty 1€ h'6i ddap thap va nhirng cau tra 101 qua loa ma moi
ngwoi dwa ra trong cac cudc khao sat. (TG)

Duwong nhw chiing ta ddc biét thich danh thoi gian cho nhirng diéu phut hop
v&i ban séc riéng ciia minh A8 Vi vay, khi ban giri di mot e-mail yéu cu ai
d6 gitip d& ban biang viéc néi vé chuyén ma ho von quan tim, d6 1a mot dé
nghi ma doi bén cung co loi.

I8 Khi dwoe @@ nghij 1am tinh nguyén vién, moi ngwdi thwdng s& nghi dau
tw thoi gian d€ thu lai tién bac thi hon. Tuy nhién, moi nguoi s€ hanh phiic
hon (va hao phong hon) khi dwg'c @€ nghi c6ng hi€n thoi gian thay vi tién
bac (xem http://www.escholarship.org/uc/item/8j02n364). (TG)

Chiing ta mudn t6 ra thong minh

Nguwdi nhan h'di d4p va hira hen trd chuyén véi ban. Khi bat dau cudc tro
chuyén, ¢an nh& rang & day ho la chuyén gia. Ban mudn hoc tt kinh
nghiém cta ho.

Viéc td ra thong minh that ra khong mang tinh ty ton nhw ta twdng; chi la
chuing ta ¢6 cam giac dwoe twdng thuedng khi nhan dwore sy ton trong clia
ngwoi khac. Nha tim 1y hoc Abraham Maslow dinh nghia diéu nay nhw
long ty trong (thanh tich, ton trong ngwoi khac, dwoc ton trong) va dwa nd
vao thang nhu cau ctia dng.12 Khi tdi cdm on ai d6 vio cudi cudc phong
van phét trién khach hang, thuong ho sé dap lai bang nhitng cAu nhu:
“Khong dau, cdm on anh! T6i rd't vui vi ¢6 thir hiru ich d€ chia sé!”

19 http://en.wikipedia.org/wiki/Maslow%?27s_hierarchy_of_needs

Theo t01, hau hét chung ta 1a cac chuyén gia khong dwgrc cong nhén trong
nhirng viéc ta 1am mdi ngay — du 1a chdm lo chuyén dn udng trong gia dinh,
stra 18i code hay diéu phdi cdc cudc hop 1&n. Sy 1ing nghe tir mot ngudi
khong nhan ra diéu d6 1a mot thay doi tha vi.
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Stva chira moi thir xung quanh cho ta cdm gidc s6'ng cé6 muc dich

Khi ngwoi dwge phong van k€ lai ndi tha't vong clia minh, ho s& triit bo tat
ca va cé cam giac phan chan. Nhwng quan trong hon, khi ban dat ra cac
cAu hdi di sdu hon sau d6, ban cho ho cam gidc ring moi thit ¢6 the tré nén
tot hon. Nhwng dé khong phai nhirng gi ching ta da lam:

Chung t6i cam tha’y bat lwc va v vong voi viée giai quy€t cac khi€u nai
tiéu dung, d&€n mirc 95% nhirng ba't man trong ti€u ding chwa dwoc gidi
quy€t b&i ching to6i khong phan nan vé ching mot cach hiéu qua...

Chiing t6i tin rang viéc dwa khi&u nai ctia ching toi t&i nhitng ngwdi chiu
trdch nhiém s& gy ric r&i hon la c6 ich, viéc d6 s& khong din d&n mot gii
phép lam hai long chiing tdi va c¢é the€ con lam cho tinh hinh t6i t€ hon. Tuy
nhién, bang cach theo dudi thanh cong viéc khiéu nai, ching tdi c6 the
khang dinh anh hwdng ctia minh trong cac mdi quan hé va/hodc bdi canh
xa hdi cua ching t6i, va cam tha’y minh ¢6 kha nang hon, c6 tham quyén

va dugre trao quyeén nhiéu hon 2

20 http://www.psychologytoday.com/blog/the-squeaky-wheel/201101/how-
attain-real-personal -empowerment

Né&u chinh ching ta chwa tirng trai nghiém nhirng vdn @€ ma ching ta dang
cd gang d€ giai quy€t, khé cé the€ mong khach hang s€ hdo hirc tro chuyén
VO ta.

Hay cung t6i d&n Co’ quan quan 1y cac phwong tién cor gidi (DMV) mot
chuyén

Hay nghi vé mot tinh hudng khién ta't cd moi ngwoi bue boi. O My, mot
chuyén di d&€n co’ quan quan 1y cic phrong tién co gidi d€ gia han gidy
phép 1ai xe 1a mdt vi du kinh dién.

Khi gdp mot nhém ngwoi khong quen (c6 th€ 1a trong quan ca phé hay &
tram xe buyt), td't cd nhitng gi ban cin lam chi 1a néi rang ban vira d€n
DMV, va thé€ 1a nhirng nguoi quanh ban sé 14p tirc bat dau tro chuyén vé
no:
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Oi troi, Tan treede t6i da x€p hang doii hang gior Iién nhwng khi dé€n dwoc
ban dang ky thi nhan vién & d6 ndi t6i da dién sai mau!

Anh nén dit lich tric tuy&n véii DMV — Tan triedee t6i da 1am thé va chi mat
¢6 10 phut la xong viéc!

T6i dung thoi gian d6 d€ doc tai liéu lién quan dén cong viéc, thé nén it
nha't thi toi cling lam dwoc viée gi d6 hiéu qua trong ldc chor.

{t ¢6 truomg hop nao ban lai chd’ xe buyt ciing nhitng ngwdi thing thin bat
thwong nhw vay. DMV 1a con dc mong chung dén ndi né ty nhién khoi day
y mudn gidp do, chia sé hi€u biét va goii y d€ cdi thién.

DPing vay, ban dang dé€ nghi moi ngwoi danh thoi gian cho minh trong khi
nhiéu nguoi rat ban ron. Nhwng ban cling dang cho ho mot co hoi t6t d€
tré nén htru ich, td ra thong minh va lam th&” gidi t6't dep hon, chi trong 20
phut tro chuyén.

LAM CACH NAO TOI TIM PUQC KHACH HANG?

T&'t ca nhirng ngwoi ¢6 kha nang s€ mua san pham cua ban & dau d6 ngoai
kia. Nhwng néu 1a mot thi trrong ngach ma ban khai thac sau, that khé dé€
biét ban s€ tim dwgc ho & dau. C6 nhiéu cach khac nhau d€ tim nguoi, va
c6 the’ s€ ma't vai an thir sai d€ tim ra ngwoi ¢an san pham cda ban.

D¢ nghi ngwoi quen gidi thiéu

bi€m dwrng dau tién cta ban nén 1a vong k&t ndi ban be va dong nghiép
san c6. (C6 1& ban dang c& ging gia nhap mdt thi tredng ma ban va nhitng
ngwoi quen bi€t da cé doi chidt hi€u bi€t; né€u mang lwdi ca nhan cda ban
hoan toan khong li€én quan, cé 1€ dé la mot da'u hiéu cho tha’y ban dang c6
géng gia nhap mot thi tredng ma ban khong chiit hiu biét, mot y twdng
kh4 t¢ day.)

Ta nén bit dau th& nao? Ban c¢6 500 ngwoi trong danh sach lién hé khong
¢d nghia l1a ban nén giri mdt e-mail cho ca 500 nguoi.



Ban khong c6 thoi gian d€ phdng van mot loat ngwoi ma rd rang khong
lién quan dé€n van dé ban dang giai quyét, va ban cling khdong c¢6 von xa
hoi (social capital) vo tan d€ thir qua ta't ca.

Ciing khong nén dé nghi s€p cii ciia ban, huan luyén vién béng dé ctia con
ban va di ctia ban thyc hién phong van (dwong nhién, trie khi ho gép phai
van dé ma ban dang c¢6 gidi quy€t). Khi da bi€t mdt s6”khach hang tiém
ndng, nhi€u kha ndng ban s€ tim tha’y ho trong vong k&t n6i cap hai rong
hon. Ban ¢an @€ nghi nhitng nguoi trong vong két ndi gidi thi€u ban voi
ban b¢, d6ng nghiép va cac thanh vién trong gia dinh ho, nhirng nguoi gép
phéi van d€ ma ban dang cd gidi quyét.

Ban c6 th€ gidi thiéu t6i véi ban bé minh khéng, nhirng nguoi...?

Mot nguyén tic mau chdt 1a: ba't ¢t ai ma ban nho gidi thiéu nén hidu ly
do ban hai dich danh ho. Khi ban @€ nghi nhitng ngwoi ban cung choi the
thao két ndi ban voi cac van dong vién nghiép dw, hay dong nghiép cii lam
trong nganh y k&t ndi ban v&i céc y td, thi @€ nghi d6 ¢6 vé hop 1y va lam
ho hanh dién.

Ban bé va dong nghi€p mudn gitip ban, nhwng ho ciing canh giac. Ho phai
chiu trach nhiém xac nhan rang ban ding tin cdy va dwa ban be, dong
nghiép cta hg vao mot tinh huéng khong rd rang.

D€ md khoa vao mang lwdi ciia ban be va dong nghiép, ban c¢an néi rd
rang vé nhirng gi ban dang d€ nghi. Ban sé phai dy dodn va gidi quyét cac
lo ngai 1'n nha't ctia ho: thoi gian, cam k&t, bdo mét va ndi dung. Ban ciing
s€ can phai lam cho viéc ho két ndi ban v&i nhitng ngweoi 1lién quan ma ho
bi€t cang dé dang va khong phién ha cang t6t.

Céch ti&p can it phién ha nhat 12 md t4 miu ngwoi ban ¢An néi chuyén va
thuy€t phuc ban be¢ cho thong tin lién lac d€ ban c6 the'ti€p can tryc ti€p.
Du vy, cach nay hi€m khi cé hi€u qua. Ban be cua ban s€ khong thoai mai,
tri khi ho van 1a ngwoi trung gian. N&u ho chuyén tiép e-mail thi viéc ho
dang bao ddm cho ban ciing 16 rang hon. Biéu nay nang cao kha nang

dwoe hoi ddp va ngwdi dwoe phong van cling cam thay thodi mai 2l
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21 vigc nay ciing gidp tin nhin ctia ban khong lac vio muc spam trong e-
mail cia ngwoi nhan. (TG)

XIN LOT GIOT THIEU

Nhirng thong tin sau nén dwoc dwa ra trong thw giri ban be va dong nghiép.
To6i ludn giri nhirng d€ nghi nay qua e-mail, ngay ca khi t6i da n6i qua dién
thoai hodc trong cudc gap tryc ti€p v&i nguoi do.

Pirng cd tiét kiém thoi gian bang cach gt e-mail hang loat. Mot thw c4
nhén soan riéng cho thd’y ban dang can mot sy gitp do riéng tw; mot e-mail
chung v&i thong bdo ¢6 nhiéu ngwoi nhan an 1a mét thw spam dé dang bi
bd qua.

Ban nén soan riéng thu nay sao cho ngwoi ban két ndi cé the dé dang gidp
ban nha't ¢6 the. Ho nhanh chéong chuyén ti€p thw ctia ban, chinh stra né
theo ¥ ho, hodc tém tdt né qua kénh giao ti€p khac:

e Viét ngin gon trong 5-10 tir, néu rd van d& ma ban dang xt ly

 Néu Iy do ban tin ring ngwdi ban lién hé c6 th€ gidp do

e Hodi xem ho c6 sin sang chuyéhn ti€p thw cho ngwoi phit hop ma ho
quen bi€t khong

e Ghi nhin ring ngudi duwoc lién hé s& gidp ich cho ban ra sao

 NG6i 16 dé nghi chuyéh ti¢p tin nhén ctia ban

e Thém vio mdt thw viét sin d€ chuyén tiép, gidi thich diéu ban dang
tim ki€m, khoang thoi gian ban ¢in, va cam két ddm bao quyén riéng
tw

Du¢i day 1a mot thre miu:

Toi dang cd tim hiél thém vé cdch cdc ddi ngii k§ sw dang nim bét nhirng
phwong phép k§ thuat nhanh hon. Toi biét ring & vai trdo mot nha tuyén

dung, ban c6 vd s6 k€t ndi v&i cac quan 1y tuyén dung ky sw! Liéu ban cé
thé gitip t6i bang cach chuyén thw nay d&h mot vai ngudi phit hop khdng?

V&i nhitng ai h'oi ddp, tdi s& lién lac d€ sip x&p mdt cude goi 20 phiit hdi
veé quy trinh k¥ thuat hién tai ctia ho.



Cudc néi chuyén nay khong c¢an phai chuah bi tredre; chi riéng viéc 1dng
nghe trai nghi€ém cda ho cling da gidp ich ra't nhi€u cho dy 4n ma t6i dang
thyc hién. To6i cé thém vao ddy mot ndi dung thw ma ban c6 the dung de€
chuyeén ti€p:

Tén to6i la , t01 mudn tim hi€u thém vEé cach cac doi ngi ky sw
dang thtr nghiém nhirng phwong phap phat tri€n nhanh, viéc nay phuc vu
cho mdt dy 4n ma t61 dang thyc hién.

S€ cuc ky gitp ich cho tdi n€u dwgc nghe ban chia sé vE€ trai nghiém cta
ban va hdi ban mdt vai cau hoi. Viéc nay s€ gbi gon trong 20 phit va khong

can phai chuan bj tredre gi ca.

To61i c6 th€ dat lich cho mot cude goi voi ban vao hdm nao d6 trong tuén toi
khong?

Cam on ban ra't nhiéu,

[Tén va thong tin li€n hé]

Thw dung mot mang lwéi rong hon

V&i nhiéu ngwoti, cdc két ndi ca nhan va qua gidi thiéu trye tiép khong dan
dwore d&n nhirng nguwoi that phit hg'p. Nhiéu kha nang, ban sé phai thi
nhi€u céach ti€p cén d€ tim ra cach c6 hiéu qua.

Tim ngwei trén LinkedIn

LinkedIn thwong 1a ciach dé nha't d€ tim tha’y nhitng ngwoi lam viéc trong
mot nganh cu the€’ hodc gitt mét chirc danh c6ng viéc nao d6. LinkedIn ciing
cho phép ban thu hep pham vi tim ki¢m bang diéu kién k¥ ning va chuyén
mdn.22 (T4t nhién, chitc danh cong viéc va kinh nghiém thwdng lién quan
nhiéu d&€n nhirng san pham cho doanh nghiép hon la cac san pham tiéu
dung.)
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22 pg biet thém 1o khuyén cho viéc sk dung Linkedin, hiy doc bai viét
tuyét voi trén blog cia Mark Horoszowski, Giam dd'c Diéu hanh cta
MovingWorlds: http://customerdevlabs.com/2012/06/24/anybody-that-
knocks-linkedin-does-not-know-how-to-use-it/. (TG)

Ban c6 th€ tim th&’y it nhdt mot vai ngwoi phtt hop v&i tiéu chi cia minh
va thudc vong két ndi cap mot hodc cap hai. P6 c6 the'la ta't cd nhirng gi
ban can d€ gieo hat cho bwdc tim ki€m ban dau: mot hodc hai ngwoi chap
nhan dé nghi ¢6 th€ gidp ban xac dinh dwgc thém nhi€éu ngwoi ma ban nén
noi chuyén.

Ban c6 th€ giti tin nhin tryc tiép d&n nhitng ngudi trong vong k&t ndi cap
mdt cia minh, ¢ the thong qua hé thdng tin nhén riéng ctia LinkedIn hoiic
bang cach tim dja chi e-mail clia ngudi d6 trong h'd so'. (Ban ¢én ding
nhap vao LinkedIn d€ xem h'd so day dd ctia ho.) N&u ngwoi dé thude
vong k&t ndi cap hai, LinkedIn cho phép ban dé€ nghi ngwoi ban chung
chuyéh ti¢p tin nhin d&n ho (Hinh 3-2).

T61 khong khuyén ban nén chuyén ti€p thu cho mot ngwoi thude vong két
ndi ca’p ba trén LinkedIn. Khi cdch biét hai ca’p, gid tri ddm bao da giam
ra't nhiéu. Néu mudn ti€p can v&i nhirng ngwoi thude vong két ndi cap ba
va t61 da hoa ty 1€ nhan dwgc phan h'6i, ban nén nang cdp 1én tai khoadn cao
cap (premium) tredre va st dung LinkedIn inMail d€ tryc ti€p lién hé voi
nguwoi do.

w10

Hinh 3-2. Khi gi¥i tin nhdn cho mot ngwoi thudc vong két noi cap hai, hdy
thém vao mot doan soan san de’ chuyén tiép sao cho ngwo'i ban lién hé dé
dang gioi thiéu ban hon

LinkedIn cap quyén gii e-mail cho cac tai khoan tra phi. B&i phai tra tién
d€ gri dworc nhirng thw nay di, ngwoi nhan sé it kha niang xem ching nhw
thw rac. Thw gii chi dwoc tinh vao tong phi khi ngwoi nhan chap nhén thw
ctia ban — vi th& ban ¢6 theé’ lam mdt s meo de tra it phi hon cho cac thw
d6. Mot tai khoan cao ca’p ¢6 quyén st dung céac b loc bo sung — thir cling
c6 th€ gidp ban tim nguwoi.



Trong mot s& treong hgp, tim ki€m trén LinkedIn 1a mot cong cu phat
trién khach hang it hiéu qua. Ban c6 the thdy ring tim ki&m nang cao két
hgp gitta mot chirc danh cdng viéc va nganh cu th€ khong cho ra nhiéu két
qué nhw ban ky vong — néi cach khéc, thi treong muc ti€u cia ban ¢ the
qué nho.

Mot thach thire khi st dung LinkedIn 1a ban dang canh tranh v&i cac nha
tuyén dung, mot s& ngudi trong d6 nhidm mat 1am bira ma tiép cin bat cr
ai khép voi mot s6” tir khéa tim ki€m mo h'6. Lam thé nao d€ phan biét ban
v&i ho? Hay néi cu thé, cd nhan héa va ngin gon.

GIOT THIEU BAN THAN QUA LINKEDIN

Tin nhén trén Linkedin gi¢i han trong 1.000 ky tw, vi viy ban c¢an trinh bay
muc dich va phwong phép ctia minh that ngin gon. Dudi day 1a cic thong
tin can dwa ra:

. Khaalng dinh tai sao chinh ho chir khong phai ai khac c6 th€ gidp ban

e Néu ro vin dé ma ban dang tim cach xt 1y trong 5-10 tw

e Néu r6 thoi gian td thi€u ban ¢in & ho (vi du, mo6t cudc khao sat voi
ba cau hoi hodc mot cudc goi dai ndm phuit)

Ban c6 th€ viét theo mau nay:

Xin chao, t6i tén la , va toi dang c& gang d€ tim hi€u thém vé
cach céac cong ty nhd chon cac san pham phan mém dich vu (SaaS). Ban ¢6
th€ vui 10ng danh ra hai phut d€ trd 1o ba ciu hoi khéo sat nay khong?

[dwong dan]

R4t cdm on ban da danh thoi gian, va toi rd't vui n€u dén dap dugrc bang
ba't clr cach nao co the?

Cam on ra't nhiéu,

Khao sét khong duoc ding d€ thay thé cdc cude phdng van khach hang. O
day, ban khao sat phuc vu hai muc dich. N6 cho phép ban dat ra mot vai



cau hoi sang loc d€ dam bao day 1a mot khach hang muc ti€u thich hop, va
quan trong hon, né l1a bwde quan trong d€ ti€n dén thi€t 1ap cac mai lién hé
dau tién. B&i viée lién hé qua LinkedIn c6 phéan xa céch, ban sé can lam
sao cho dé nghi ban d4u cang dé chju cang tdt d€ dwoc h'di ddp. Khi ban da
bit d4u trd chuyén v&i ai d6, nhiéu kha niing ho s& dong y trd 10 cic cau
héi chi ti€t hon hay mot cudc phdng van dai hon.

Tim ngwoi trén Quora

Quora la m6t cdng cu hiéu qua d€ tim nguwoi cho céd cac san pham tiéu ding
va san pham cho doanh nghiép, du trang web nay van hoi thién vé phia
nhirng ngwoi quan tam dé€n cong nghé va am hi€u Internet. (Quora ban dau
dwoc gia nhap chi bang 161 moi; cong ddng méi dau tap trung chi y&u &
cac vong k&t nd1 trong linh vyc ky thudt tai San Francisco va New York.)

Quora c¢6 mdt co’ s& nguoi dung nhd hon nhiéu so voi LinkedIn hay
Twitter nhwng ¢6 xu hwedng thu hit nhirng ngwoi dam mé va danh ti€ng
hon. Téi cho rang day 1a Iy do cho viéc t6i thwong gip may hon khi két
ndi v&i moi ngudi thong qua Quora. (THi cling nhan thy rang c4 nhan t6i
thwong trd 1o tin nhin giri d&n hop thw Quora nhiéu hon 1a tin giri d&n hop
thw LinkedlIn.)

Néu st dung Quora, tredre tién ban can lam mot s6 bai tdp. Ngwoi dung
Quora kha bao vé cong dong ctia ho. Hay dong gép chir dung chi nhan.
Ban can ddm bdo nhirng di€u co’ ban sau: dang anh, dién thong tin ca nhan
va theo doi cac chu @€ lién quan. Hay danh mot chit thoi gian doc cau hoi
va cau tra 1o trong cac chii @€ c¢6 lién quan dén linh virc san pham cua ban.
Hiy cd ging trd 161 mot s& cAu hdi, hoic it nha't 12 binh luin mot s§ cAu tra
lo’i, theo cach dong gdp gia tri ma khong tw quang ba ban than.

Phian thwdng thém cho ban khi thye hién bai tap trén ¢ th€'la y twdng d€
dat ra cac ciu hodi khac. Bi€m kh&i dau t6t ¢6 the' 1a nhirng ngwoi da dat
cau hodi hodc dwa ra y ki€n vé cac chi d€ ma ban dang theo doi. Ho da tw
tao duyng tw cdch nhu nhirng chuyén gia, nhirng ngwoi san sang tiép tuc néi
chuyén vé cac chu dé d6. Nhwng ngay ca nhitng nguwoi theo déi cau hoi
cling th€ hién mrc @6 quan tdm cda ho va c6 th€ la kha nang dén nhan cac
tin nhén cta ban (Hinh 3-3).
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Hinh 3-3. Ngwo'i theo doi mdt cdu hoi trén Quora — “Phdt trien Khdch
hang: Lam thé nao ban kiem tra va tién hanh mot gid thiét?”

Lwu y, dwng nén kéu goi tham gia khao sat phat trién khach hang trong mot
cha dé trén Quora. Cau hdi ctia ban sé nhanh chéng bi phan d6i va lam
phién b&i chinh nhirng ngwoi ma ban dang hy vong s€ hoc dwgrc tw ho.

Thay vao d6, ban nén soan tin nhin riéng cho mdi ngwdi. Khi ban tim thay
mot ngwoi thd vi, hdy nhadp chudt vao tén ho d€ dén trang cd nhan cla ho.
Trong trang c4 nhan clia ngwdi ding, c6 mot dwong dan d€ giri tin nhin
triee ti€p cho nguoi d6 & cot bén phai. (N6 hoi khé thd'y, xem hinh 3-4).
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Hinh 3-4. Trong cit bén trdi trén trang cd nhdn cia mot ngwo'i dung, ban
cO thé siv dung dwong ddn Message dé giri cho ho mot tin nhan cd nhén

Hiy bt dau bang cach giri mdt vai thong diép tiep can d&n ngudi ding
Quora va chd xem tin nhén ctia ban c6 hiéu qua hay khong. (Khdng nén
gtri cho tA't ca nhitng ngudi tiém ning, vi biét dau tin nhin cfia ban van cin
chinh stra.) Ban ¢6 th€ phai cho’ mot vai ngay d€ nhan dwore phan h'6i néu
ngudi dé tit chitc ning thong bdo qua e-mail khi c6 tin nhin c4 nhan.

Tim ngwoi trén cac dién dan va cong dong trwe tuyén kin

Ban dang tim nhirng nguoi ¢6 con nhd, nhitng ngwoi dam mé BMW,
nhirng nguoi sdOng chung voi cac can bénh man tinh, ngeoi an kiéng hay
nhirng ngwoi sanh regru vang? Kha nang ban tim thay ho trén cdc trang
web cOong dong c6 cdc mdi quan tdm chung chung nhw Quora s€ thap hon
1a trén mot dién dan theo chli dé, danh sach thw, hodc cong ddng thanh vién
(membership-based community).

Ban c¢6 the ty tim ra nhiéu cdng dong dang nay nhwng cach hiéu qua d€ tim
ra noi tot nha't 1a hdi mot khach hang muc tiéu rang: “Néu mudn tim
nhtrng loi khuyén tdt nha't [cho mot chid dé nao dd] thi ban sé tim & dau?”



Pung xem cdc cong d6ng nay nhr mdt noi d€ khai thac do'i twong phong
van cho hoat dong phat tri€n khach hang — hay ton trong van hda va tinh
cdng dong da duorc thi€t 1ap. Chi viéc doc qua cac cudc hoi thoai 1a ban da
c6 phwong phap don gidn d€ xac nhén gia trj ctia cic y twdng — ban s€ thay
ngay chu d€ nao thu hit hang td h'6i dap va cha dé nao bi ngé lo’. Piéu nay
cling cho thdy ngay di€m dau va dong lyc & cac khach hang tiém nang ctia
ban!

Ciing nhwr v&i Quora, diéu quan trong 12 phai bit ¢au bing cdch déng gép
cho céng ddng. Hay an minh va doc cudc hoi thoai triedre, sau d6 dwa ra
mot s& cdu trd 1o (cdc cu trd 1o thwong an toan hon 1a néu y kién). Hay
str dung tw cdach thanh vién nhw mot cach d€ két ndi voi sd it cd nhan thay
vi guri di hang loat dé nghi tham gia phdng van.

Tim ngwoi ngoai thé gioi mang

Po6i khi cach don gidn nha't @€ tim ki€m khach hang tiém nang Ia tryc ti€p
dén chd ho. Ban khong th€ thd'y & diu c6 nhiéu ngwoi chay bd hon cudi
mot cudc chay dua dwong dai Skm hay ban marathon; ban s€ khong bao
gio’ tim tha’y nhi€u chuyén gia nha khoa hon trong ctra hiéu Starbucks doi
dién mot hoi nghi nha khoa 1on.

Dot ngdt ti€p cin nguwoi khac trong the” gidi thwe ¢6 thé' 1a mot viéc nhay
cam hon vi ban s€ phdi xen ngang ho. Bi quy€t 1a ngh xem c6 nhirng viéc
ma khach hang tiém nang cfia ban ¢in hoan thanh (x&€p hang, trao doi voi
mdt doi tac kinh doanh tiém ning, xin s& clia co gai dé thwong gan d6,
thanh todn) — va dwng ti€p cin cho dén khi ho da hoan thanh ta't ca nhirng
viéc do.

Ban ciling thwong gép kho khin veé thoi di€m (ngwoi chay ¢6 th€ qua mét
va khat nwde nén khdng néi chuyén dwoe 1au, nha si ¢6 th€ voi va tré vé de
khong bd 16 phién hop ti€p theo). Pwng 1én k& hoach cho mot cudc phdng
van chi ti€t. Hay chi tdp trung vao mdt cau hdi hodc nhanh chéng dwa ra
van dé€ va xin thong tin li€n hé de’lién lac sau.

Cac hoi nghi cung cdp nhirng co hoi tai trer, nhwng néu teng dang ky mot
gian hang hoi nghi, ban s€ biét rang s6 nguoi tim dé€n néi chuyén véi ban
qua it, d&n mac dang tha't vong (trtr khi ban dang h&i 16 ho bang nhirng



moén @6 Ivu niém thye sy hdp dan hodc tro bo'c thdm tring thiedng). Ban s&
can phai chi dong ti€p can moi ngwoi d€ dat cau hdi hodc chia sé thong tin

lién lac. 23

23 Toi 1a mot c& van trong 1&p cha Steve, vi vay toi dwoe nghe tiéh trinh
cap nhat trng tuan cia KRAVE. Truedc khi khéa hoc két thiic, t6i da c6 the
mua thit bdo kho KRAVE tw ctra hang Safeway trong khu phd nha t6i, mén
dé qua la rat tuyét. (TG)

TIM PEN NOT KHACH HANG TIEM NANG XUAT HIEN
Thit bo kh6 dung cung rwou ngon?

Jon Sebastiani, Gidam d6'c Piéu hanh cta Krave, néi: “Thit bo kho thwong
dwoc xem nhw mot mén an it gid tri, nhe moén an vat danh cho nam gidi ma
ban ¢6 th€ mua & mdt tram xang.” Nhung Sebastiani nhin thd’y xu hudng
chuyén sang ch&” dd an giau protein va cac loai thyc pham htru cor, sau d6
dwa ra gia thiét ring nguwdi tiéu ding da sin sang cho mét lya chon “sanh
an”. Ong bin khoin: “Viéc thay d6i nhan thitc ctia cd mot bd phan ngwdi
dung c6 phai l1a thach thirc qua 1on? D6 1a cau hdi ban d4u chia ching t6i.”

Sebastiani kh&i dau tai Sonoma, noi ma 6ng goi dua la “trung tam tw duy
ctia am thuyc tri thirc, noi ma moi ng11’0’1 gan nhw hoan toan ki€u ngao veé
cdc lra chon thye phaim ctia ho.” Ong da di thang dén noi1 cac khach hang
ti€m nang ctia 6ng xua't hi€n: si€u thi Whole Foods va sy kién dau gid
rworu hang nim tai dja phrong.

D6ng thoi, Sebastiani da ghi danh vao khéa hoc Lean LaunchPad cua
Steve Blank trong chwong trinh MBA diéu hanh & Berkeley-Columbia.
MObi tuAn, Ong lai chia sé trén 1op nhitng gi da hoc dwoc va nhan dworc
phan h'6i tw Blank.

Doi KRAVE da ra't ngac nhién trede sy nhiét tinh cla céc khach hang tiém
nang khi khang dinh céc gia thi€t cta ho. “Nhu thé ching t6i d@ mé khéa
cho nhu ciu tiéu ding thit bd kho bj kim gitr cia ho. Moi ngwoi van Am
thdm thich thit bo khd va ho mudn bi€t noi ban loai ngon.”
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Sau khi x4c nhan nhu cau dung thit bo kho cao cap ctia khach hang,
KRAVE can dam bdo ring san pham ctia ho c6 the d4p ng nhitng ky vong
nay. Sebastiani hoi cac khach hang tiém nang vé cach ho chon san pham,
ho nhin vao thong tin dinh dwong nao, lam cich nao ho xac dinh mot mén
an vit 1a ty nhién, lanh manh. Thyc pham chira nitrat va thanh phan nhan
tao da bi loai. “V€ mat dinh dwong, chiing toi that sy ba't ngo’ véi nhirng
ti€éu chuan ma chiing t6i phai hwdng toi d€ dwgc xem la mot san pham cao
cap,” Sebastiani noi.

Ta't nhién, nhu cau cdia khach hang chi 1a mdt nira phwong trinh. D€ ti€p
can duwoc cdc khach hang muc tiéu, KRAVE c4n c6 sin trén cdc ké hang.
V&i cac nha ban 1€ va nha phan phdi, cac san pham maéi 1a mét rai ro. “Co
ra't nhi€u do1i thu canh tranh trong vié€c gianh dwoc moét vi tri trén ké hang.
Mbi centimet vudng déu ma't phi. Vi vay, ho dwa ra quy&t dinh dwa trén xu
hwdng tiéu diing — ho ¢an tin rang khach hang s& chi tién cho san pham
d6.” Sebastiani da c6 the’ mang céc k&t qua phdng van khach hang cta
minh d€n Safeway, nha ban 1€ da chi cho 6ng don hang tri gid 500.000 do6-
la d4u tién'. “Chiing t6i chirng minh dwoc ring khach hang da sin sang,”
Sebastiani n6i. Ong da st dung di¥ liéu ban hang tir Safeway d€ gianh chién
thing & cudc da'u vao siéu thi tiép theo.

KRAVE hién da ¢6 mat & hon 15.000 ctra hang tai My va Canada, ban ra
hon 12 triéu d6-la san pham trong nam 2012. Nhung dung tim KRAVE
hoac thit bo kho Sweet Chipotle canh Slim J imsZ — ban s€ tim thdy n6 canh
Clif Bars, Odwalla, PopChips va céc liya chon khac & day thwc pham tot
cho strc khoe.

1 http://www.nytimes.com/2013/02/177/business/krave-jerky-seeks-to-
upgrade-a-snacks-image .html

2 Mot thuwong hidu @6 in vit ciing c6 san phdm thit bd kho. (ND)
Sw dung cac bai viét trén blog

C6 th€ khong nhiéu ngwoi quan tim de€ viét hin mot blog chi vé mang ma
ban dang kham ph4, nhwng n€u cé mét blog nhu vay ton tai thi né chdc


https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.nytimes.com/2013/02/17/business/krave-jerky-seeks-to-upgrade-a-snacks-image.html
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chin dworc viet bdi ngudi ma ban can két noi! Sau day 1a mot vai blog
tong hop nhiéu chu dé:

e Alltop.com
e Blogarama.com
e Blogs.com

T4t nhién, cac blog chuyén sdu vé mdt chit @€ cu the' rat it so v&i sd bai
dang don 1& vé chu dé d6. be'tim cac bai dang don 1& vé mot chu dé cu
th€, ban khong cAn mot website tOng hop dwong dan, ban chi ¢An mot ¢b
may tim ki€m.

Nhiéu T4n tim ki&€m 161 thi-sai, voi sw kién nhan va ra't nhiéu ctra so trinh
duyét, cudi cung cling thu duoc két qua. Cé mdt meo nhd: néu dung
Google Search, hay nha’p chudt vao nit Cong cu Tim ki€m va thay doi tuy
chon “Bat cr lic nao” (Any time) thanh “Nam trwedc” (Past year) (Hinh 3-
5). Ban cén tim nhirng ngwoi moi gap phai vain dé ma ban dang giai quyét,
khong phai tw tdn nam 2005.
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Hinh 3-5. Hay s dung bé loc “Past year” (Nam trwoc) cia Google dé’loc
bo cdc két qud tim kiéim qud cii khi sdn tim cdc bai viét trén blog

Sw dung Twitter

Twitter 1a mét trong nhirng cach khé hon d€'két ndi truc ti€p véi moi
ngwoi bdi mang xa hoi nay khdng cong khai thong tin lién lac. Ban c6 the
@mention mdt ngwoi cu the, nhung sau d6 ban chi ¢6 it hon 140 ky tw d€
trinh bay mot dé nghi hodc gidi thiéu ban than. Twitter thwong hiru ich hon
cho c4 nhan hoic cdng ty von di dwgc quan tAm. Khi c6 sdn m&i quan hé
voi nhirng nguoi theo déi ban, ban ¢6 th€ giri mot dé nghi don gidn voi
mot dwong dan dén ban khao sdt va ding né d€ thu thip thong tin lién lac.

P& voi da s& ngeoi dung, kng dung hiéu qua nha't caa Twitter chi don
gian la d€ tim cac hashtag c6 li€n quan ma khach hang muc tiéu st dung
hodc d€ doc céc bai vi€t ma ho chia sé. Vi du, cac nha quan ly san pham
thwong thém #prodmgmt vao cac dong tweet cia ho; cha me cia tré tw ky



c6 th€ danh dau cac dong tweet bang tag #autism. Tim ki€m hashtag 1a
cach tot d€ tim cac bai vi€t ma ngwoi ding muc tiéu cia ban quan tdm,
cling nhw cac dia di€m thwc nhw cac hdi nghi hay sy ki€én ma ho cé thé xua't
hién.

Bat k&€ dang huong dén loai khach hang nao, ban c¢6 th€ ti hdi xem ho
dang lam gi r'oi. Ho tirng mua cac san pham va dich vu nao? Ho thwong st
dung nhirng website nao? Ho danh thoi gian cho nhirng noi nao? Khi nao
ho phai chi mét khodn 16n, ho nghién ctru né nhw thé nao va tim 1oi
khuyén tw ai?

Khong sir dung Craigslist

To61 sé gidp ban ti€t kiém thoi gian viét mot bai dang va gy chid y: dung st
dung Craigslist d€ tim ngwoi d€ phong van. Cé mdt lwgng 1on cdc bai dang
Itra ddo mdi ngay va dé nghij trd chuyén cua ban trong sé ri't ddng ngo.
Nhirng ngwoi ban can tim sé€ khong Iwdt qua mot loat tin chao hang d€ tim
ki€m co hoi dwore phdng van. Viéc ban dé xua't tra tién chi 16i kéo dwoc
nhirng ngwoi tuyét vong va tha't nghiép.

Nhuwng cling ¢6 th€ khach hang muc tiéu ctia ban van dang giao dich trén
Craigslist. Van dé ban dang tim cach gidi quy€t c6 lién quan dén ba't dong
san, hen ho, tim viéc, thw tin hay sw kién dia phwong? Néu cé, khach hang
muc tiéu cda ban c6 the’ da tim ki€m trén Craigslist.

P&i v&i nhidu ngudi, ki€ lién lac nay 6 the rit ngin thoi gian. Mot anh
chang dang tim ki€m mot can hd than thién cho ché c6 thé chinh 1a ki€u
ngwoi ma ban mudn néi chuyén, nhwng ban dang tré thanh ké lwa ddo khi
gtri e-mail cho anh ta (tri khi ban ba't ngo ¢6 thong tin vE cdn ho mét
phong ngt tuyét voi ngay d6i dién mot cong vién). N&u ban chon theo cich
nay, hay than trong va chuan bj tinh than cho 11 budc tdi lam phién.

TRA TIEN HAY KHONG TRA TIEN?
“T6i nén tra cho ngwoi dwgc phdng van bao nhiéu?”

Cau trd 1oi méc dinh cda t6i la: Khéng mot ddng nao.



Puwng hi€u diéu nay theo nghia ban dang loii dung moi ngwoi hodc danh gia
thap gid tri thoi gian clia ho. Hoan toan ngwoc lai. Ban bu dip cho ngudi
dwoc phdng vamn bﬁng céach cho ho thoi gian, sy chd y va nd lic ban danh
de gidi quy€t van dé lam ho khé chiju.

Ban dang thyc hién viéc phat trién khach hang vi ban ¢an xac nhan rﬁng
nhirng ngwoi nghiém tdc véoi van dé cu theé nay thye sy ton tai. Truedc khi
dau tw thoi gian va tién bac d€ phat tri€én mot giai phdp, ban cin rat ty tin
ring sn pham ciia ban s& c6 ngudi mua. N&u ai d6 sin long dau tr mot
cudc tro chuyén 20 phit khong vi dong co ti€n bac thi kha nang ho s€ chi
tién cho ban trong 6 thang t&i 1a bao nhiéu?

Puwong nhién, di€u nay khong c¢6 nghia ban nén chi nhdn ma khdéng cho.
Trong khi ban dang hy vong s€ hoc héi nhirng diéu nha't dinh, ban phai d¢
cudc tro chuyén phat tri€n theo hwdng phti hop v&i nhirng gi ma khach
hang mudn néi dén. D6 1a ton trong tinh cd nhan, va la dang thirc tra thu
lao gia tri hon. Khi néi chuyén v&i khach hang hién tai, ban dang ngam
trich tir quy thoii gian twong lai ctia ban cho ho.

Nhwng khong phai la ban khdng nén chi xu nao cho cac khach hang tiém
nang. N&u ban dang ¢6 tim nguoi phong van & Starbucks, ban nén tra tién
ca phé cho ho. N&u ban dé nghi mot ngwoi danh thoi gian ngoai gio lam
cho ban, ban cé th€ tang ho mot mén qua cam on. (Tai Yammer, ching t6i
cho khach hang chon noi d€ chuyén mét khoan dong gdp twr thién nhd. Vay
1a da khién moi ngudi cam gidc ring ho da lam dworc viée tot thit hai trong
ngay.) P6 la dieém mau ch6t — nhirng gi ban dwa ra nén the hién sy tran
trong d6i v&i thoi gian ho bo ra hon 1a khoan thanh toan cho nd.

Sw dung mét trang dich (landing page)

XAy dung mot trang dich va st dung Google AdWords d€ huwdng nguoi tim
ki€m dén trang do la chi€n thuit phat tri€n khach hang dau tién. Eric Ries
da vi€t vé nd, nhiéu doanh nghiép (bao g6m ca KISSmetrics) da dung
phrong phéap d6. Nhung khi s& doanh nghiép bit dau st dung AdWords
ngay cang nhiéu, thi gid cho mdi mdi ci nhap chudt ngay cang dét. Chi phi
bd ra d€ c6 dwoe lwgt ghé thim bang AdWords c6 the cao d&n mirc ddng
ngai, tree khi ban tham gia mét thi treong hep.



Tuy nhién, n€u ban s& hiru mdt trang Twitter ¢6 nhiéu ngwoi theo doi, mot
trang blog ndi ti€ng hodc mot co sé& khach hang s&n ¢6, ban ¢6 the ¢é lwot
truy cap trang dang k€. Ban c6 the ty xay dung hodc dung mot dich vy
hosting nhw LaunchRock (http://www.launchrock.com), trang cta ban s¢€
dworc hd tro' quang cdo qua Twitter. Uu diém clia viéc st dung mot trang
dich 12 n6 dé dang k&t hop mot cudc khio sit ngan véi viéc theo ddi va
lién hé v&i moi ngwoi d€ thwe hién mot cude phdng van dai hon (Hinh 3-
6).
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Hinh 3-6. M{t cudc khdo sdt ngdn giiip ddnh gid khdch hang tiém ndng ma
khong lam ton hai dén ty 1é twong tdc ciia ban, chii y thu thdp dia chi e-

mail d¢’tiép tuc ket noizt

24 Ban ciling ¢6 thé tao mo6t cudc khao sat doc 1ap ma khdng dung trang
dich, hay dung mot cong cu mién phi nhir SurveyMonkey hoic Wufoo (t6i
wa dung Wufoo hon). Nhuoe di€m cia mdt cude khao sat doc 1ap 1a nd it
tin cdy hon 1a mot trang dich, b&i vay ty 1€ phan h'6i s€ thap hon. (ND)

TOI NEN TIN HANH PHONG VAN NHU THE NAO?

Phwong phap td't nha't d€ thwe hién cac cudc phdng van phat trien khach
hang 1a m6t phwong thirc thuin tién nha't cho ca ban va khach hang muc
tiéu. Mdi céch tiép can lai ¢6 wu va khuyét di€m riéng, nhung sé 1a va'n dé
khi ban mat qué 1au d€ thong nha't thoi gian hodc chinh ban lai tri hoan hay
thay doi lich phdng van. T6i s€ trinh bay mdt vai phwong phap va giai
thich 1y do né c6 th€ hodc khong th€ hiéu qua v&i ban.

Ghé tham nha hoidc van phong cua khach hang

Intuit goi viéc d&n tham nha hodc van phong cua khach hang la “Follow
Me Home”; cdc nha nghién ciru dung né nhw mé6t cudc phong van dan toc
hoc hay mot chuyén thye dia. Phwong phédp nay ¢6 tredc phong trao khéi
dong tinh gon hang thap ky 2


http://www./
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25 Intuit di tién phong v&i Churong trinh “Follow Me Home” vao nam
1989. Chrong trinh k€u goi mdt nhan vién ti€p can ctra hang may tinh dia
phurong cho dén khi ai @6 mua phan mém Quicken. Nhan vién nay s€ dé
nghi di cing ngwoi mua d€ tror gitp ho khi gap kho khién trong viée cai dat
san pham. Anh ta sé im lang theo ddi qua trinh, ghi chd lai moi thi tw viéc
10p gid'y boc ¢6 khé béc khong cho dén dong hwdng dan nao khi€n nguoi
dung mé&i phai boi r61.

(http://www.inc.com/magazine/20040401/25cook .html). (TG)

Viéc quan sat cac khach hang trong moéi trieong ho thay tw tin nhat 1a
phwong phap phat tri€n khach hang ¢6 d6 trung thwe cao nha't. Ban s€ tim
hi€u cac y&€u t& nhw mirc d6 ti€ng on, khong gian ¢6 gon gang hay khong,
khach hang c6 khong gian riéng tw hay lién tuc bi lam phié€n, anh ta la
ngwoi lac hiu hay am hi€u cdng nghé, va c6 ai d&n néi chuyén v&i anh ta
khi ban & d6 khong. N&u ban hoi khach hang veé cach ho lam mot viée gi,
ho s€ cho ban tha’y thay vi chi m6 ta lai.

Tro chuyén mat-ddi-mdt mang tinh cd nhan hon. Khach hang c6 thé quan
sat vé mat va ngoén ngtr co’ th€ cia ban, diéu nay gidp tao deng mdi quan
hé voi earlyvangelist tiém nang nay. Ban cling ¢6 th€ gdp go nhirng nguoi
khéc tai nha hodc noi 1am viéc d€ dit ra céc cAu hdi nham theo ddi qua
trinh.

Céc cudc phong van tai chd (Onsite interview) 1a tinh hud'ng khé diéu phoi
nhat. Nhitng lo ldng vé& van dé bdo mat thong tin c6 the ngin nhan vién
dwa ngwoi ngoai vao van phong cta ho, hay it nhat 1a ho phai yéu cau
ngwoi d6 ky vao thoa thuan bdo mat (NDA) triede. VE phia cac khach
hang, nha ctra bira bon hodc viéc thanh vién gia dinh lam gidn doan c6 th€
lam ho e ngai tredc d€ nghi ctia ban. Viéc ban can dwoc cho phép hoac
d6ng y tredre ¢6 the din dén sw tri hodn hodc cudc hen bj hily vao phuit
cudi.

Phong van tai chd ¢6 hiéu qua trong céc treong hop sau:

Céac cong ty da c6 san pham va khach hang (xem Chwong 8)
Cac van dé ma moi treong xung quanh c¢6 tac dong

Cac van deé lién quan d€n nhi€u bén

San pham dworc st dung tai nha.



Gap mat true ti€p & mot dia diém trung gian

Mot phwong phap ¢6 do tin cdy cao khac cho cac cudc phdng van phat
tri€n khach hang 1a gdp mat truc ti€p & mot noi cong cdng. K€ ca ban
khong biét gdc lam viéc "0n ao hay nha bép bwra bdn ciia khach hang tiém
ning trong ra sao, ban van c6 th€ quan sat ngdn nglt co’ the va vé mit clia
ho khi ho miéu ta lai tinh hudng cé van dé. bong thoi khach hang cling ¢
the’ quan sat ban nén phwong phap nay c6 the gilip ban xay deng mdi quan
hé v&i khach hang.

Nhwoe di€m cta phwong phap nay ciing giong véi phwong phap phong
van tai chd. Ban ¢An x4c dinh dja di€m phu hop. Khi da chon dwoc noi hen
gdp, khdch hang ctia ban phai dén dwoc d6, tim dwoc noi dd xe va (gid sk
cac ban chwa tirng gdp nhau) nhin dién dwoe ban. Téi nhén thdy phuong
phdp nay khong thuén lgi cho viéc ghi chd (thwong c6 ti€ng on xung
quanh, va doi khi thi€u mot b€ mat de’ dat gid'y vi€t 1én).

Phéng van tryc ti€p tai mot dia diem trung gian ¢6 hiéu qua trong cac
treong horp:

e Cudc phdng van thyc hién voi hai ngeoi trd 1én, va ddm bao khong
c6 ai trong s& ho bi thanh vién gia dinh hodc dong nghiép (vg/ch'dng
hodc @61 tac kinh doanh) xen ngang.

e San pham cta ban 1a cac san pham tiéu dung, d6i twgng phong van
khdng chuyén biét. Ban c6 th€ sip x&p nhiéu cudc phdng va'n trong
mdt quan Starbucks hay chon mét noi cdng cong khac cho Tan phdng
van lap lai sau.

Noéi chuyén qua dién thoai

DPay la phwong phap ma toi thwong xuyén stz dung cho cac cudc phdong van
phat trién khach hang.

T6i khong nhin dwgc bat cir thdng tin thi gidc nao, nhwng ¢6 the biét dwoc
nhiéu diéu qua ngt diéu va cic khoang dirng. (Tbi ciing cho rang moi
ngwoi co the thanh thwe hon vé diéu khién ho bdi rdi hay buc bdi khi
khong phai giao tiép bang mét.)



Quan trong hon, tdi ¢6 the ti€n hanh cac cudc phong van nhanh d€ thu thap
thong tin nhanh hon. Ty 1€ h'6i ddp cho dé nghi tro chuyén qua dién thoai
ludn cao hon. Viéc 1én lich ciing d€ hon béi khong ai phai tinh toan thoi
gian di lai va khong cin sy cho phép clia nhitng nguwoi khéac. Téi ¢6 the ghi
chu ky lwdng hon béi viée go 1én mady tinh lic nay khong cé vé gi 1a bat
lich swr.
Céc cudc phong van qua dién thoai cé hi¢u qua trong céc tinh hudng sau:

e K&t ndi voi nhirng ngeoi ban ron
N6i chuyén voi khach hang hién & noi khac va khac mii gior
Can thye hién nhiéu cudc phdng van nha't c6 the€ trong mot khoang
thoi gian ngén.

Tro chuyén qua video hoic goi trirc tuyén va chia sé man hinh

Tro chuyén qua video ¢6 chung hdu hét wu va nhwoe di€m vai tro chuyén
qua dién thoai. Bén canh d6, ban van c6 dworc lgi ich cia viéc nhin thd’y nét
mat va ngoén ngtr co’ theé’ cuia khach hang, va ca nhirng gi xua't hién trén man
hinh mdy tinh ctia ho. N&u khach hang muc ti€u cuia ban am hi€u cong nghé
(hodc dwdi 20 tuoi) thi day 1a mdt lwa chon tuyét vori. NEu khong, hay than
trong khi dung cach nay. Sau 5 phut ¢6 tim cach dung video chat, khach
hang bd1 r6i ciia ban sé khong theé cung ca’p thong tin tdt nha't trong 15
phut con lai.

Tro chuyén qua video c6 hiéu qua trong cac treong horp:

e Nguwoi nghe am hi€u cong nghé va dé dang thiét 1ap mot cude goi
video.

 Viéc nhin thd'y man hinh mdy tinh cia ngwoi dung trong qua trinh
phong van 1a mau ch6t d€ hieu nhirng di€m gay khé chiu cho khach
hang khi dung san pham.

Nhin tin nhanh (Instant Messaging — IM)
Tbi phai thira nhan rang: nhin tin nhanh khong phai 1a c4ch ti&p cn tdi wa

duing d€ phdng va'n khach hang. Céc cudc hdi thoai chi bang tin nhin cung
ca’p ra't it thong tin va rai ro hi€u sai la ra't cao. Hau hét ching ta gdp kho



khin trong viéc hiéu ¥ dinh hoic thai dd sau nhirng tin nhin vin ban 26

Thong qua nhi€u dy 4n nghién ctru ngwoi ding trong sudt nhiéu nam, tdi
cling nhan ra rang moi ngwoi ty y thirc nhi€u hon va thwong ¢6 xu hwdng
ty cat stra nhiéu hon khi viét so v&i khi noi.

26 Khi dwoe dé nghi xdc dinh xem mot tin nhn 12 nghiém tic hay mia mai,
chi 56% nguwoi doc xac dinh ding giong diéu cua mdt e-mail (so vori 75%
khi nghe bang ghi 4m). “Email la lya chon 6n n€u ban chi mudn trao doi
n6i dung chir khong quan tdm thai d6.” Thong tin chi ti€t xem tai
http://www.apa.org/monitor/feb06/egos.aspx. Trong Chwong 4, ban sé hi€u
ring thai do 1a y&u t& ma'u chot d€ danh gid thong tin, do d6, vé co ban, toi
khong khuyén dung phwong phap nay. (TG).

Tuy nhién, d61 khi viéc tro chuyén b?mg vin ban 12 lwa chon sin cé tot
nha't. Cac rng dung tro chuyén tryc tuyé€n cho phép ban tro chuyén véi
ngwoi dang truy cp trang ctia ban. N&u khong tro chuyén ngay 1ap tirc voi
khach hang tiém nang dé, ban s€ khong ¢6 cach nao lién hé véi ho veé sau.
Ban ciing ¢6 thé' Ién lich tro chuyén qua IM néu lo ngai vé chat lwong am
thanh — khi phong van khach hang ma & qudc gia ho s6ng, hé thong truyén
giong ndi qua giao thirc IP khong dang tin hay khi ngtr Am cta ngwoi dwoc
phdéng va'n khién ban khé nim bt.

IM c6 hiéu qua trong cac treong hop sau:

e Khéch hang tiém ndng khong thodi mai khi néi chuyén (ho nhut nhat,
ngtr Am kho nghe hay mudn ki€m soat nhirng gi ho chia sé).

e Cic cudc tro chuyén ma viéc trao doi cdc d liéu nhw dwong dan,
doan ma la quan trong.

THEO SAT

C6 1& ban di nhan thdy ring miu tin nhin gidi thiéu ban dau khong c6 kém
lich hen. Ban cén gtri di mot tin nhan ngan gon néu khong quen biét ngwoi
nhan.

LAap k& hoach bd sung hai ho#ic nhiéu cau khi&n tin nhin ctia ban cé trong
lwong hon. Céc tin nhan qué dai s€ khong dwoc h'oi dap; ho s€é dep n6 qua
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mot bén cho dén khi ¢6 thoi gian doc (va diéu d6 ¢6 nghia la khong bao
gio).

TINANHKN CUA BAN CO THE POC PUQC TREN PIEN THOAI
KHONG?

Luu ¥ rang ngwdi nhan ngay cang c6 xu hwéng doc tin nhin bang dién
thoai. Litmus cong b6 rang 51% e-mail dwgc mo trén dién thoai di dong,
thong tin dwgrc dua ra vao thang 12 nam 2013.1

Hay th ty giri cho minh mot ban sao cuia e-mail d6 trwdc tién va xem né
trén dién thoai cuia ban (xem Hinh 3-7). Liéu c¢6 ai phai kéo xuéng méi doc
dworc thong tin chinh? N€u vay, hay cdt got tin nhan cho ngan gon hon.

1 https:/litmus.com/blog/mobile-opens-hit-51-percent-android-claims-
number-3-spot
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Hinh 3-7. Day la mot e-mail qud dai trén dién thoaqi cua toi; phidn mdu chot
cia tin nhan — diéu ban mudn toi lam, thoi diem noi chuyén — thi toi phdi
kéo xuéng mo’i thay

Lén lich phong vin qua dién thoai

Mot khi ban da nhian dwg'c mdt phan h'6i xdc nhan to mét ngwoi, hay tiép
tuc voi nhiéu chi ti€t chién thuit hon. Viéc cia ban la 1am sao cho nguoi
d6 dé dwa ra cam két danh thoi gian néi chuyén nhat.

Cam on ban da sdn long gitp toi!

T6i mudn sap x&p mdt cude goi 20 phiit @& hoc hdi tir ban. Ban khdng can

chuan bi gi triedre; chi riéng viéc nghe kinh nghiém cua ban vé
, ttr gbc nhin cda cd nhan ban, cling da gitp ich rad't nhiéu cho

tO1 r'01.

Liéu trong nhwng khung gio’ sau, ¢6 gio’ nao ban ranh khong?


https://litmus.com/blog/mobile-opens-hit-51-percent-android-claims-number-3-spot
https://litmus.com/blog/mobile-opens-hit-51-percent-android-claims-number-3-spot

Thir Hai, ngay 8 thang 7, Iic 09:00
Thir Hai, ngay 8 thang 7, luc 11:30
Thir Ba, ngay 9 thang 7, ldc 07:00
Thir Nam, ngay 11 thang 7, lic 14:00

D&1 voi mdt cude goi, ban nén dwa ra ba hodc bén lira chon, khong triing
ngay trong tudn hogc tring gio’ trong ngay. Hay néi that rd rang, chinh xac
veé khodng thoi gian ma ban dé xuit.

T6t hon hét, hdy tim hi€u tredc xem nguwoi dwge phong van ¢6 sdng trong
mui gio’ khac khong va @€ xud't thoi gian thich hgp. Mot cude goi lic 9 gior
sang khong phai 12 mot dé nghi dang can nhic néu ban s6ng & New York
va nguoi dwgre phdng van & Los Angeles.

Néu ban st dung Gmail, t6i khuyén ban nén tai vé ti€n ich Rapportive
(http://www.rapportive.com). Khi ban gd mot dia chi e-mail, Rapportive
truy xud't ra cac dwr liéu lién quan dwoe cong khai tr LinkedIn, Twitter,
Google va hién thi chiing trong mot sidebar bén canh ctra s& soan tin nhin
ctia ban. Dt liéu dwa ra ¢6 th€ bao g6m anh, vi tri, chirc danh va cac bai
dang gan nha't trén mang xa hoi (Hinh 3-8).
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Hinh 3-8. Rapportive hién thi cho ban mét sidebar chika thong tin ma
ngwoi ban tim kiéin da chia sé trén mang xa hoi: dnh dai dién, vi tri, chiec
danh cong viéc

Néu str dung Outlook trén Windows, ban c6 the s dung Outlook Social
Connector (http://www.linkedin.com/static?key=microsoft outlook) d¢
xem céc thong tin lién quan trén LinkedIn khi soan tin nhin. Khong phai
ngwoi dung nao cling ¢6 h'6 so’ LinkedIn, nhwng hdau hét cac doanh nhan
hodc nhan vién trong nganh thong tin d€u c6 mdt h'd so’ cho bi€t it nha't la
vi tri va chirc danh c6ng viéc cda ho.

Lap ké hoach phéng van true ti€p


https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.rapportive.com
https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.linkedin.com/static%253Fkey%253Dmicrosoft_outlook

Vi tri tot nha't cho cac cudc phdng van tryc ti€p la noi thuén tién cho ca di
chuyén bing 6 t6 riéng va phrrong tién cong cdng, khong gian rong rii, va
khong qua noi ti€ng d&€n mirc ban khé ma tim ra mét ban tr6ng hay mot
khu vyce yén tinh. T6i thwong d€ xud't gdp mat & Starbucks; noi nay phu
hop cho nhirng cudc hen mang tinh cong viéc va c6 WiFi manh. Céc khich
san cO hanh lang rdng va yén tinh cting la mdt lya chon tdt.

Dudi day 1a mét vi du toi da st dung tai KISSmetrics:

Xin cdm on ban da dang ky danh sdch diing thie KISSmetrics. Toi rdt mudn
co diwgre nira gio tro chuyén voi ban & mot qudn ca phé. Liéu co dé xudt
nao dwoi day ma ban co thé’ chdp thudn khong?

09:30 Thwr Ba, ngay 10 thdng 5 tai Greenhouse Cafe o West Portal
15:00 Thir Nam, ngay 12 thdng 5 tai Farley’s Coffeehouse ¢ Potrero Hill
11:30 Thir Sdu, ngay 13 thdng 5 tai Starbucks gan Metreon

Ban cir dé nghi mot thoi diém khdc néu nhitng dé xudt trén khong thudn
tién cho ban. To6i co the’ gdp mat ban ¢ bdt cie ddu trong San Francisco
trong khodng 09:00-16:00.

Cdm on ban!
Cindy

Birc th nay mang dé€n cho ngwoi nhén ti't ca cac thong tin ma ho cén d€'ra
quyét dinh: khoang thoi gian ¢an bd ra, lich dv kié€n, thdng tin vé di€m

hen ,ﬂ va khu vire (nho d6 ho s€ khong dé xud't mot cudc hen & tin dau kia
cua thanh phd).

27 Toi thwong givi kem ca dwong link trén trang Yelp trong e-mail — né
gitp ngwoi phong va'n dé dang truy cap thong tin vé tén di€m hen, dja chi
kém ban d'6, diéu d6 gitip ho dé dang nhan dwoc chi din dwong di néu ho
c6 mot chi€c mdt dién thoai thong minh. (TG)


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-27

Viéc gtri di mot tin nh&n kém nhiéu lya chon kha nang cao sé loai trwr viéc
phai trao d5i qua lai bing nhiéu e-mail d& cht lich hen. Nhwng ngay ca khi
ngwoi dwore phdng va'n khong th€ chdp thuin cac dé xué't cua ban, ban
cling da thiét 1ap mot s6 thong sd” d€ ho dé dang dua ra lya chon thay thé
kha thi.

Khi ngwoi dwore phdong van da chon thoi gian hen gap, ban nén gii di mot
loi moi qua lich va ca s6 dién thoai ciia minh. Mot viéc htru ich khac 1a giri
di mot e-mail nhic nhé vao trudce ngay hen, hodc vao budi sang tredc cude
hen chiéu.

Phan tach cac cudc phong van

Hau hét cdc ban s& khong roi vao tinh canh cd ging sip x&p cdc cudc
phdng van v&i hang ta khach hang tiém nang — nhirng ngwoi 14p tiee nhan
lo’i tro chuyén v&i ban. (N€u ban gdp phai tinh huéng d6 thi xin chiic
mung! P6 1a mdt dd'u hiéu tdt.) Nhung ¢ th€ ban sé ¢ y dinh danh riéng
ntra ngly va cd gdng ng'di nhét vao khodng thdi gian d6 cang nhidu cudc
phdng van cang td't. Ngay t ddu, di€u dé da khé ma thanh cong.

Ban c¢an thoi gian d€ chuan bi, d€ thye hién cdac cudc phdng van, d€ xem
lai cac ghi chu ngay sau cudc phong van va rut ra nhieng di€u quan trong
nha't. Sau d6, ban ¢an vai phiit chuan bi cho cudc phong van ti€p theo.
(Khodng thoi gian ¢an ¢6 gilra cdc cudc phdng van s& riit ngén ra't nhanh
sau khi ban da cam tha’y thodi mai hon trong viéc thyc hién ching, nhung
lic m&i d4u, ban can nhirtng quang nghi.)

Chinh vi vy, t6i dé nghi ban bit dau bang viéc sip x&p mdt cude phdng
van dai 20-30 phidt mdi gior (Hinh 3-9).
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Hinh 3-9. Ban cé thésdp lich phdng van nhw trén, ban cén danh ra cdc
khodng thoi gian triwoc cudc gdp dé’chuan bi va sau do dé’tom tat cdc ghi

chii — toi sé noi thém vé viéc nay trong Chwong 6

Tai sao nén lam nhw vay?



e P& chic chin ban thuc sy c6 dwore 30 phiit n6éi chuyén néu cudc
phdéng va'n bit diu mudn mot vai phiit.

« P& dm bao rang n&u cudc tro chuyén dién ra t6t dep, ban cé the kéo
dai cudc tro chuyén dén 45 phut (trong Chwong 35, t61 s€ n6i ro 1y do
tai sao to6i nghi rang cdc cudc phdng van dai hon mitc d6 lai khong
gitp ban thu nhan thém diéu gi).

o D& c6 mot khoang thoi gian ngay sau cudc phdng van nham sodt lai
cac ghi chu va stra lai cac di€m quan trong nha't ma ban hoc dworc.

e D€ty cho minh mét khodng thoi gian gidi lao tredrc cude phdng van
ti€p theo.

Dan dn, ban c6 the sip x&p cic cudc phdng vAn gan nhau hon. To6i
thueong sdp x&p hai cude phdng van 20 phiit trong cting mdt gicr. Gior thi
toi da thanh thao viéc phong van hon nhi€u, t6i ¢ thé' tdi da hoa thong tin
nhan dwoce tor ngeoi dwore phdng van trong 20 phiit dau. Viéc chuyén doi
nglr canh tw cudc goi nay sang cudc goi khac ciling khéng con lam khé toi.
Cang thyc hién nhiéu cudc phdng van, ban cang thd'y moi viéc dé dang
hon!

KHAC PHUC SU CO PHONG VAN

Theo kinh nghiém ctia t6i, ban s& ngac nhién khi thA'y moi chuyén dién ra
thit t6t dep. Tuy nhién, n€u m&i 1am quen voi Vlec phong van phat trien
khach hang, hin ban s& c6 mot vai cau hdi. Hay ndm bét nhirng va'n dé c6
the xay ra va cach xw 1y ching.

Phai lam gi khi khong ai h'6i dap?

Sau khi ban gtri di yéu cau tro chuyén ban dau, hay cho loi h'6i dap it nhat
vai ngay. Dd1 v&i khach hang doanh nghiép, t6i thwong cho dgri mot tuan.
Sau khodng thoi gian d6, toi sé givi lai 10 @& nghi v&i mot 101 nhin bd
sung nhu: “T6i van rAt mudn nodi chuyén vdi ban. N&u tun nay ban cé
thoi glan hay cho t6i biét de’ t6i c6 the’ x&p lich hen nhé.” Khoang 20% s&
ngwoi dwore phdng van trd 101 e-mail ki€u nay, sau d6 chung t6i 1én lich va
hoan thanh thanh cdng mot cudc phdng van. Néu van khong c6 h'oi dap,
ban khong nén theo dudi ngwoi d6 thém nira. Pung tré thanh nhan vt gy
phién nhiéu.



Néu ban da giri di mot s& dé nghi ma khong ai tra 1oi, hdy nho’ mot nguoi
ban hoic d6ng nghiép doc tin nhin cfia ban va gép y. Hay stta tin nhin sao
cho ngén gon va rd rang hon, hoic ta't ca nhitng gi ban ¢An 1am c6 thé'1a
thay doi giong di€u.

Phai 1am gi khi ma ban da nhan dwoc gép ¥ vé tin nhin, ci thién nd va gi
di it nhat 10 1o @& nghi ma van khong mot ai tra 161? Cha, hiy cin nhéc
chuyén gia thi€t dau ti€n cua ban la sai [am. Hodc ban dang ti€p cén sai
ngwoi hodc chi @€ ma ban dé cip khong tao dwoe sy quan tim. Néu vay,
ban nén quay lai Chwong 2 va stra lai gia thi€t ciia minh.

Nguwoi dwec phong van khong xuit hién

Theo kinh nghiém cua t6i, 5-10% nhtrng cudc phong van ban 1€n lich s€ bi
hiy hodc ngwoi dwgc phdng van khong xua't hién.

Khi thye hién ki€m tra tinh kha dung, t6i rit ra quy luat 1a ¢ 10 nguoi
tham gia s& c6 mot ngwdi ving mit. Chinh vi vdy, téi thwong x&p lich hen
ma khong c6 khodng nghi. (C6 nghia la khi ho d€n day du t6i phai bd bira
trura.)

Nhung phat trién khich hang c6 xu huéng vang mit thadp hon ki€m tra tinh
kha dung. Tdi nghi d6 1a vi phat tri€n khach hang st dung céach ti€p can ca
nhan d€ chon ngwoi tham gia; viéc 1am phat 1ong mo6t ngwoi ban da quen
biét s€ kh6 hon 1a mot nha tuyén dung nghién ciru ngwoi ding vo danh.

Néu mot ngeoi dwore phdng van hily hen hodc khong xua't hién, hay cho
sau mot hai ngay roi giri di mdt tin nhin dé nghi sdp x&p mot cudc hen
khéc. Thwong thi ngwoi dwgc phong van h'di ddp va ban c6 the€ dit lich hen
thanh cong, nhwng néu khong dwoc h'oi dap, hay bd qua.

BUOC TIEP THEO: SAN SANG CHO CAC CUQC PHONG VAN
PHAT TRIEN KHACH HANG

Gio déy, ban da cé cac cong cu d€lién lac voi khach hang muc tiéu, ba't k€
ho & diu. Ban c6 th€ khéng can dung dén ta't ca cac phwong thirc dwgrec mo
ta trong chwong nay. Khi da thir mot vai trong s& dé, ban s€ nhan ra cac
phwong thirc hiéu qua nha't d€' ti€p cin nhitng ngwoi dau tién (nhirng



ngwoi ma, dén lwgt ho, s€ dwa ban dé€n v&i nhiéu ngwoi dwge phdng van
ttém nang hon). Chwong ti€p theo s€ ban vé nhirng gi ban sé hoc dworc tw
nhtrng khach hang muc ti€u nay va cac cau hoi can dat ra de’khai thac dwoc
nhtrng hi€u bi€t gid tri va kha dung nhat.

NHUNG PIEM CHINH CAN NHO'

e Hay tim dén nhitng nguwoi gdp van dé & mirc nghiém trong nhat; ho
néng long giai quy€t né va co the tré thanh nhirng earlyvangelist.

e Moi nguwoi s€ ndi chuyén voi ban vi ta't ca ching ta d&u mudn gidp
do ngwoi khac, mudn td ra thong minh, mudn stra chira moi thir va
mudn than phién.

e Hay dé nghi nhirng ngwoi quen biét gidi thiéu ban véi ban be cta ho.
Giai thich vi sao ban dé nghij ho chir khong phai ai khac.

 Tim ngwdi qua mang bang cich dung LinkedIn, Quora, Twitter, cic
nhém thao luan, dién dan — nhung khong dung Craigslist.

 Tim ngwdi ngoai doi thye bang cach di d&h noi ma khach hang muc
tiéu thweong lui toi.

e Trong thong diép tiép cin ban d4u, hdy rd rang, ngin gon va 1am sao
d€ nguoi dwoc phong van dé tra 1o1.

e C6 quang nghi gitra cac cudc phong van d€ dé phong treong hop
cudc tro chuyén kéo dai, nho’ @6 ban ¢6 th€ xem lai cac ghi chd truedc
cudc phong van ti€p theo.



Chwong 4T6i nén hoc hoi diéu gi?

Phidn kho nhat trong viéc tim ra diéu khdch hang muén la nhdn ra rang ban
cdn tim ra no.

— PAUL GRAHAM, NGUOT SANG LAP VA PONG SO HUU CUAY
COMBINATOR

Hay danh tho'i gian tim hiéu tat cd cdc khia canh cua dinh vi gid tri khdch
hang. Hay tw hoi: tai sao khdch hang nén mua sdn pham cua ban? Lam
cdch nao sdn pham cua ban hop voi nhitng yéu to"khdc trong thé gioi cua
ho? Diéu gi dnh hwong dén quan diém cia ho vé gid tri sdan pham? Sdn
phdm ciia ban thay thé thir gi — moi sdn pham déu thay thé thir gi do — va
tai sao khdch hang ctia ban lai nén mao hién thay thé?

— GARY SWART, GIAM POC PIEU HANH CUA ODESK

L'an dau thyc hién cac cudc phong van phat trien khach hang, t6i dd mat
nhiéu gio’ d€ nghi ra mot danh sach dai gom céc cau hdi hoan hao soan
riéng cho khéach hang va san pham cua t6i. S6 cau hdi tdi vi€t ra con nhi€u
hon nhirng gi tdi ¢6 the thye hién trong 30 phidt phdng van, d€ chuan bi
cho moi hwdng c6 the€ cia cudce tro chuyén.

Nhuwng t6i nhanh chéng nhén ra rang nhi€u trang ghi chud sau cudc phéng
van lai d&n tw s6 it nhirng cau hodi co ban dau tién.

Trén hét, nguy cor 1on nha't dén tir mot trong hai 16i thong thwong sau: ban
khong the giai quyét van dé€ cua khach hang, hodac giai phap cua ban khong
dd thu hidt @€ khach hang chon né.

Chwong nay bét dau v&i nhitng ciu hdi co' ban ma toi st dung trong hau
hét cac cudc phong van. Ching c6 hiéu qua voi nhiéu ki€u khach hang va

nganh hang khac nhau.

Cac van dé dwoc ban dén khac la:



e Tai sao khach hang khong bi€t ho mudn gi
e Ban nén ling nghe va khoi goi diéu gi
e Nhén dwoc ciu tra 1o chil quan twe cAu hodi khach quan

Phian thir hai ctia chwong nay dao sau vao tam ly xa hoi, nhwng né khong
hoan toan 12 1y thuyét: nim bét dworc cdch moi nguwdi suy nghi s& gitip ban
dat cau héi hiéu qua. Chiing t6i sé néi vé cach d€ pha bd cac gioi han va
thién kién tw nhién ctia moi ngwoi (bao gom ca chinh ban).

HAY BAT PAU VOI NHUNG CAU HOI PHAT TRIEN KHACH
HANG SAU

T6i khong thay doi nhiéu kich ban phdong van khi chuyén tir dy an nay
sang dw an khac hodc cdng ty nay sang cong ty khac. Toi c6 the’ thém vao
mot cau hdi hoan toan riéng hodc diéu chinh giong diéu cho phu hop voi
ngwoi nghe, nhwng di sao toi van tuin theo mot khung co’ ban.

CAC CAU HOI PHAT TRIEN KHACH HANG CO BAN

e Hay cho t6i bi€t cach ban lam ngay hom nay.
e Ban c6 st dung ba't ky [cOng cu/san pham/ting dung/thu thuit] nao d€
hoan thanh viéc ?

e N&u ban c6 th€ vay ciy diia than va lam bat ctr viéc gi ma lic nay ban
khong the thi viéc d6 sé 1a gi? Pung lo rang viéc d6 kha thi hay
khong, ban c6 thé nghi dé€n bat cr viéc gi.

e [’3n cudi cung lam , ban di 1am gi ngay trede khi bét
dau? Khi da xong, ban da lam gi ngay sau d6?
o Co di€u gi khéac vé ma toi nén dat cau hdi khong?

Neéu ghi chu trén laptop, ban ¢d the’ lvu mot mau ghi chd ¢6 khodng 8 dong
trong sau mdi cAu hdi va god thang vao do.

DPung cd soan mot mau ghi chid chin chu hon, ban chi ¢An ghi ra cang
nhi€u thong tin cang tot.

C6 th€ ban dang bin khoin ring 1am céch nao ma chi nim cau hdi cling
ma't d&€n 20 phit phdng van. Cac cau hdi dé khong phai 1a ta't ca, nhwng



ching 12 nhirng cau dwoc soan sdn. (Xem Phu luc d&€ biét thém veé cac loai
ciu hdi khac va diéu ban hoc dwgc twr ching.)

Khi khach hang ndi, tdi sé dap lai bang nhirng cau hoi mé dao sau vao diéu
ho vira néi. Tuy vao cudc tro chuyén, d6 ¢6 th€'la cac cau nhu:

Ban c6 th& cho t6i biét qu4 trinh d6 dién ra nhw thé nao khong?
Ai tham gia vao vi€c dwa ra quy€t dinh do?

e L4n cudi ban lam , ban da ma’t bao lau?
e L’an gan day nha't ban da mua & dau?

Toi ¢6 the hoi tai sao ban da di dén két luan dé khong?

Hay xem day la nhirng 101 gori mé hon 1a cac cau héi. Ban c6 the dung
ching d€ khach hang ti€p tuc chia sé hodc d€ hwdng ho sang mdt cha dé
khac gén voi diéu ho dang ndi. Néu ban qua ban viét ghi chu va khdng theé
hodi nhirng cau nay thi d6 cling 1a mot dd'u hiéu t6t. N6 cho tha’y khach
hang dang chia sé!

KHACH HANG KHONG BIFT HQ MUON GI!
“Viéc cuia khdch hang khong phdi la tim ra diéu ho mudn.”
— STEVE JOBS

Phai lam sao khi khach hang thwong khong bi€t ho mudn gi? Cé mét sy
trai ngwoc ro rang gitra diéu khach hang mudn va diéu ho can. Ban c¢6 the
hoai nghi vé viéc khach hang c6 the’ ti€t 16 nhirng di€éu ma cac nha xay
dung san phadm (nhitng ngudi danh cd ngdy ddm minh trong mdt cong
nghé, mdt nganh cong nghi€p, mot mod hinh kinh doanh) chwa biét.

“Khach hang cuia chiing tdi ro rang 1a khong c6 nhirng y twedng t6t.” To6i da
hon mot Ian nghe thdy diéu do, va toi that long dong v voi diéu do.

H#au hét ching ta déu tung c6 trai nghiém dién r'6 khi xay dwng thir gi d6
dwa trén gép y ctia khach hang, viéc dé chi d€ ching ta nhan ra l1a khach
hang van khong hai 1ong (hodc sau cing ho van khong mua san pham). Sau
vai ['4n nhw vy, nhiéu cong ty k&t luan rang khach hang khé tinh, that
thwong hodc khdng hi€u gi vé diéu ho dang néi. Phan h'6i y ki€n ctia khach



hang (Voice-of-the-customer — VOC) tré thanh th phai ti€p nhan vi trach
nhiém va roi hau hét bi bd qua.

Vi trong tén sach c6 tir “Khdch hang”, chic ban dang nghi c6 th€ tdi s& kich
liét phan d6i di€u d6 dén thé nao. Pung bd qua nhirng gi khach hang cta
ban noi.

Nhung cling nén bd thoi gian d€ dao siu tim hi€u xem tai sao nhirng gi
khach hang cho rdng ho mudn c6 lai khic véi nhitng gi ma ho s& mua. Toi
s€ dung tw “ching ta” khi n6i vé van @€ nay — b&i ca ban va tdi déu 1€
thudc vao nhirng di€m han ché nay.

Khong ai bi€t ro vé thé gidi cia khach hang hon chinh ban than ho. Nhwng
diéu d6 khong c6 nghia la ho ¢6 thé néi ding trai nghiém ctia minh.

Khach hang biét ki€u vin hoa, thoi gian va nhirng kho khan vé ngudn luc
nao anh hwdng dé€n ho, nhwng ho khong the tw néi ré6 nhirng di€u do.

Mot khi da quen vé&i céac gidi han, ching ta dung dat cau hdi hay thadm chi
khong con chu y d&n ching. Khi nghi vé cdch moi thir dién ra, chiing ta
khong dé cip dén céc gidi han. Cac nha xa hdi hoc goi ddy la cac giad dinh
mac nhién.

Khéach hang bi€t nhirng gi 1a khong hiéu qua theo kinh nghiém twng trai
qua nhung ho s€ khong nhé ra d€ néi cho ban.

Naio cda ching ta ¢6 thién hwong nghi d€n nhirng gi xay ra gan day. Ching
ta thwong khong nhic d&n nhirng thi't bai trong qua khir khi dang dé xuat
giai phdp mdi. Néu da bd qua mot qua trinh hay céng cu, ta ¢6 the’ khdng
14p tirc nh¢é ra nhizng phan nao trong giai phap do 1a ¢6 hiéu qua.

Khéach hang (it nha't 1a phan nao) nhan thirc dwore kha nang va han ché cta
ho, nhung c6 1€ ho s€ khong tinh nguyén noi ra.

Ho bié€t minh diuing t6t phwong phédp nao vao viéc gi cho ¢6 dwong 167
nhung gip virdng méc khi thye hién. Ching ta thwong khdng tinh nguyén
ndéi ra nhirng ky ning hay qud trinh ma ching ta con y&u kém.



Khach hang thanh thao viéc dung céc cong cu va quy trinh cia ho, nhwng
diéu d6 khong cé nghia 1a ho hi€u cach né hoat dong.

Sw thanh thao khong doi hoi ta phai hiéu cach hoat dong ciia mot cong cu
hay quy trinh. “B&t cr cOng nghé twong doi tién ti€n nao ciing khé ma
phan biét v&i phép thudt,” theo 101 tdc gia truyén khoa hoc vién twdng
Arthur C. Clarke, va diéu d6 khong khac 18m so v&i cach ma hau hét moi
ngudi nhin nhan nhitng san pham ho diing hiang ngay. Viéc toi ¢6 the hdi
chiéc iPhone ctia t6i mdt cdu hdi va nhan dwore mot cau tra 1o hop 1y gan
nhw 1a chuyén than ky véi téi. Nhwe nhitng ngeoi xay dyng san pham,
chiing ta d&m minh trong th& gi&i cia chinh minh. Chiing ta quen v&i
nhirng gi ma cong nghé va qua trinh tw ddng hda c6 the’lam. Khach hang
cuia ching ta c6 thé di sau chiing ta d&n 10 nam.

Khéch hang la chuyén gia, nhung diéu d6 khong cé nghia la ban c6 the
ng'oi lai va lang nghe diéu ho mudn néi. Thay vi vay, ban phai hudng cho
ho bt khoi nhirng céu tra 1osi & mirc bé miit.

Ban can din dét cudc trd chuyén va dit ky vong, nhung cling ¢an d€ khach
hang chia sé kinh nghiém. P& veeot qua sy cang thang, hdy hoéi nhirng cau
khong c6 ddp an ding sai ro rang. Hay dit cau hoi khach quan nha't c6 th€
va hwedng khach hang dwa ra ciu tra 1o toe goc d6 ca nhan, chd quan cha
ho.

Khéch hang c6 theé’ khong bi€t ho muén gi, nhwng ho khong the che gidu
nhu cau cda minh.

Viéc cua ban la boc tach ra nhirng gi ho can. Ban can thu thap cac thong tin
chi ti€t d€ tw d6 suy luén ra ly do vi sao céc giai phdp tredc d6 khong ¢
hiéu qua. Ban can khién ho thoai mai du d€ ho chia sé thanh thyc nhirng
diéu d6 voi ban.

VAN PE THUC SU KHONG NHU BAN NGHI
Swra lic 1a gi?

Nghi sira lac 12 hdn hop kem, sira va hwong liéu nhan tao 13 nghi theo 18
gidi phap. Cach nghi d6 khong cho ban bi€t vé van dé ma khach hang dang



cd giai quyét.

La nhirng ngwoi xy dwng san pham, ching t6i nghi vé chidng tir géc nhin
lori ich tao ra. Ching t6i mudn minh la lya chon t6t nha't trong loai mat
hang ctia minh. N&u dang bén sita 14c, chiing t6i ¢ the nghi vé hwong liéu,
do dac, dinh dwong hodc gia ca.

Clayton Christensen, tac gid cu6n The Innovator’s Dilemma (Th& lwong
nan cda nha cai ti€n), gido sw cia Treong Kinh doanh Harvard, da k€ cu
chuyén vé mot chudi cira hang thirc An nhanh c& ging ting doanh s& ban
stta 14c. Cong ty d6 nhin vao dir liéu ban hang va thdng tin nhan khat hoc.
Ho d€ nghi cac khach hang muc tiéu miéu ta loai stra 18¢ 1y twdng va nd luc
ddp tng céc tiéu chi d6. Nhung doanh s6” van khong ting 1én.

Christensen d4 mo td nhitng gi xay ra khi chudi ctra hang thirc dn nhanh
thué mot nha nghién ctru ti€p cén theo cach cua khach hang d€'tim ra cach
ban nhiéu stra lac hon.

Nha nghién ctru d6 phat hién ra ring 40% stra lic dworc ban vao budi sing,
b&i nhirng nhan vién c6ng s& mua mang di. Ong phdng van nhirng nguoi
mang stra lac ra khdi ctra hang, hoi xem ho mua né dé’lam gi.

1. http://hbswk .hbs.edu/item/6496.html. Ban nén bd ra 4 phit d€ xem
Christensen tw k€'lai cau chuyén nay: http://www.youtube.com/watch?
v=s9nbTB33hbg.

“Ké&t qua 14, hau hét ho mua [sira 14c] d&€ 1am ciing mot viéc,” dng viét.
“Ho phéi di mdt ching dwong xa nham chéan va ¢éan thir gi d6 1am tay ho
béan rén hon, gitp quang dwong tré nén thi vi hon. Lic d6 ho chwa doi,
nhwng dén 10 gior sang ho sé d6i, ho mudn dung thir gi d6 c¢6 the’lam diu
con déi cho dén trira. Hoan canh cua ho kha han ch€” ludn gd'p gép, dang
mac d6 cong s& va chi ranh mét tay.”

C6 th€ that ky cuc khi di hdi ai d6 rang ho mua sira 1ic d€ 1am gi, nhung
ciu hdi d6 thanh cdng trong viéc chuyén gbc nhin tir viéc tip trung vao san
pham sang ly do khach hang mua san pham dé.


http://hbswk.hbs.edu/item/6496.html.
https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.youtube.com/watch%253Fv%253Ds9nbTB33hbg
https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.youtube.com/watch%253Fv%253Ds9nbTB33hbg
https://translate.google.com/translate?hl=vi&prev=_t&sl=en&tl=vi&u=http://www.youtube.com/watch%253Fv%253Ds9nbTB33hbg

Viéc nhin van dé tr géc nhin ctia khach hang mé ra nhirng co’ hdi maoi.
Khéng cé nhigu lra chon khi ban ¢&” san xud't loai sita 1ac c6 kha niing ban
tot hon, nhwng c6 ra't nhi€u Iya chon khi ban xem xét ta't ca cac cach cé
th€’ d€ giam bot sy khé chiu cho mot ngwoi dang d6i, budn chéan va chi
ranh mot tay.

Ban c6 th& ban thém nudc ép qua, ca phé 1ac hay ba't ci loai thye pham
nao c6 th€ dyng trong coc va dé dang cAm chi bang mot tay. Ban c6 the
ban thé mua tra tred'c cho phép moi ngwei mua hang nhanh hon. Khi d6
ban s& thdy 16 rang rang mot vai thay d5i c6 th€ khong mang lai hiéu qua
nhu tdng thém hwong liéu, do déc, gidm gid hay quang cdo trén truyén
hinh.

BAN NEN LANG NGHE PIEU Gi?

D€ nhan dwore nhiéu thong tin nha't tw ndm cau hoi phat trieén khach hang
co’ ban, ban phai bi€t di€u minh can nghe. Du¢i day la cac y€u t& khach
quan va cht quan phan biét khach hang ti€ém ning va khach hang s€ mua
hang:

e Cach cw x& hién tai cua khach hang (di€u d6 dy bao cach ho cw xi
trong twong lai)

e Cac han ch& anh hwdng dén Iya chon va hanh dong ctia khach hang

e Dréu gi lam khich hang tha't vong va diéu gi tao dong lwc cho ho

e Khéach hang ra quy€t dinh, chi tién va x4c dinh gia tri nhw thé" nao

D61 voi mdi yéu td trén, chiing ti s€ trinh bay cdch ching dnh hwedng dén
viéc ra quyét dinh va cdch ban dinh hinh céc cAu hdi din dét d€ khai thic
dwoc cac chi ti€t hiru ich nhat.

CO NHAT THIET PHAI PHONG VAN?

D&i vai hdu hét cac cong ty thi co day.

Phong van la cach thiec nhanh nhat, ré nhat d€ tim hi€u thém vé nhitng gi
khéch hang cua ban dang 1am va nhirng van dé ho dang phai d61 mat.



Nhwng khong nha't thi€t n€u ban da cé khach hang, san pham va nén tang
d€ nhanh chong thye hié€n va danh gia cac thay doi.

Dan Levy, Giam d6'c mang Doanh nghiép Nho ctia Facebook, giai thich:
“Chung t6i c6 the€ phat tri€n mot san pham ra’'t nhanh va ching toi c6 du
lwong twong tac d€ danh gia tinh hiéu qua ctia né chi trong 15 phiit, bao
g0m ca viéc bi€t dwoe ai ding né va & mirc do nao. Dya trén cac thong tin
do6 ching t6i c6 the'lam lai san pham &Yy.”

Facebook cung cap tinh nang Promoted Posts cho phép nhan vién quang
cdo cua doanh nghi€p nho ting lwgng xem mdt bai dang trén trang
Facebook ctia ho. Tinh ning nay lam lwong quang cdo ting hon mot nira.

Promoted Posts ban ddu 1a mot cong cu rat hi€u qua... nhung lwgng ngwoi
dung giam di nhanh chéng. Facebook khdng can néi chuyén véi khach
hang d¢ dwa ra mot gia thiét ring cdc nhan vién quang cdo cta doanh
nghiép nhd dirng treéc qud nhiéu lIya chon va ho so' méic sai [Am, vi vdy ho
tw bd cong cu nay.

Levy bit dau bing cach di chuyéhn lga chon mua Promoted Posts tir mot
muc riéng d&n madt 6 chon don ngay trong trang Facebook ctia khach hang.
“Moi ngwoi déu da bié€t cach tao post — gior thi tdt ca nhirng gi khach hang
phai lam 1a cho ching t6i bi€t ho mudn chi bao nhi€u ti€n. Chiing t6i da
gidm do phtrc tap cho khach hang tr 50 quy€t dinh phai dwa ra xudng con
mot quyet dinh.”

K&t qud la gi? Lwong quang cdo mdi tang hon ga'p doi trong nam 2013, va
62% trong s& d6 1a qua kénh Promoted Posts.

Levy cho biét thém rang sy Lip lai 12 rd't quan trong: “Mot truc chuyén
hwong chién lwoec duy nha't 1a khong da; giao dién twong tac van khong du
chinh xac. Préu khong ai ngo’ 1a sau khi dwa ra giai phdp ban dau, ching
toi con xay dyng rd't nhi€u ti€n trinh nra. Ching toi ti€p tuc véi mot loat
lya chon t61 wu hda di kém gitdp ting thém tinh hi€u qua cta gidi phdp. Moi
ngwoi chd y dén cac thay doi mang tinh 16t xac, nhung khong nhén ra cé
thém bao nhiéu lra chon t&i wu hoa va tién ich di kém mdi ngay.”



Moi thir khong tot dep ngay tw Tan ddu. Ban hdy nhé diéu d6 khi ty thay
minh dang ¢6 xu huwdng bd qua cac cudc phong van va chi chi tdm xay
dyng san pham. V&i nhi€u doi ngii, cac ban ¢6 th€ xay dwng mdt phién ban
rut gon trong mot hai ngay. Nhung:

e Ban mi't bao lau d€ phién ban d6 d&€n dwoe voi hang tram (hay hang
nghin) khach hang?

e Ban c6 xac dinh dwo'c mot cach hi€u qua viéc khach hang cé dang
dung phién ban d6 hay khong?

e Né&u khach hang khong st dung nd, ban ¢6 the tim ra 1y do khong?

e Sau d6 thi ban ma't bao 1au d€ xay dwng phién ban ti€p theo?

V&i tdc dd cia Facebook, ho ¢6 th€ ki€m tra nhiéu gia thi€t chi trong vai
ngay. Piéu d6 1a ba't kha do1 véi hdau hét céc td chirc. Tuy nhién, loai bd
nhi€u gia thi€t thong qua phong van khach hang trong vai ngay la diéu kha
thi cho ba't ky doi ngti nao.

Khach hang da lam nhtng gi?

Tim hi€u nhirng gi khach hang dang lam la trong tam cta viéc hi€u van dé
ma ban dang tim cach giai quyét.

Nhirng gi khach hang cia ban dang lam hém nay cho ban biét:

e Ho c6 kha nang lam gi
e Ho cam th@y thodi mai khi lam gi (va tai sao)
e Ho dang dwa ra nhirng quy€t dinh nao

Hanh vi hién tai cia ho 1a nhtrng gi ban phai dau tranh. Khong can bi€t
hanh vi d6 hi€u qua hay khong hiéu qua — d6 1a diéu ho da quen va né cé
hiéu qua (& mot mirc nao do).

Ban c6 th& biét dwoc cach cw xt hién tai cia khach hang bing cach hoi:
“Xin cho t6i bi€t ban lam thé nao d€ ” hodc “Phién ban cho t6i xem

cach ban dung 7

Khii quat héa 1én mét mwre



Nhirng diéu ban dién vao cdc chd trong trén ra't quan trong. NG 1a ma'u
cho6t d€ xac dinh van dé & mirc rdng, nhor @6 ban khdng sdm han ché&’
nhirng gi khich hang tiém néang s€ ndi. N&u ban nghi minh dang giai quyét
mot van dé cuy thé, hdy c¢d ging khéi quit héa 1én mot mirc va hdi khach
hang vé van dé da khai quat 1én do.

LUUY

Viéc khai quat hda 1én mdt mirc cho phép ban nhin xa hon chir khong chi
dirng & nhirng cdi tién ting budc dé sao chép va gitip ban tha’y dworc
nhtrng co hdi thay doi dot pha.

Chaalng han, dwng hdi ai d6 vé viéc ho dat mua hang tap héa qua mang nhw
thé nao; hay hdi xem cd &y lam sao d€ 1o cho btra com gia dinh. Pung héi
ai d6 xem ho dang tdi va chia sé tap tin nhw thé€ nao; hay hodi vé an cudi ho
lam vi€c trén mot tai lieu va can mdt dong nghiép thém thong tin.

Né&u TiVo phdng van khach hang vé cach ho chay cac dau bang VCR, c6 1€
ho da nhan dwoc phan hdi din d&€n hanh ddng don gidn hoa viée ki€m sodt
chwong trinh va €16 ma't con thuyén dwa dén viéc tao ra ca mot nganh
cong nghiép thu hinh ky thuit s&. Trén thyc &, d6 1a nhitng nd Iyc ban dau
d¢& cai tién VCR.28

28 Mot cong ty tén Gemstar tao ra mdt san phim goi 12 VCR+ nhim thiét
dit cho mdi chwong trinh truyén hinh mot ma 4-s&’. Thay vi tie nhap mot
kénh va thiét dit thoi gian — viéc nay bit budc ban phai dit gio chuah cho
thi&t bji VCR (mot viéc qud ric roi) — khach hang c6 the tim ki&€m chwong
trinh ho mudn trén TV Guide hodc muc gidi thiéu chwong trinh truyén
hinh trén bédo dia phwong va nhip ma s&
(http://en.wikipedia.org/wiki/Video_recorder_scheduling_code). D6 1a mot
cdi tién — gia s ban khong vo ¥ quang ma't to’ danh sach chwong trinh
hodc khong tim ra ma 4-s6 hay don gian 1a quén nhip ma tredre khi roi nha
di lam. (TG)

So sanh viéc d6 voi viéc hdi khach hang vEé Ian ho bd 16 10 phit cudi trong
tap cudi cia Twin Peaks hoic tran chung két Super Bowl — dé dang tudng
twong ra khach hang sé that nhanh chéng (va diet khoat) k€ cho ban nghe
van dé ma s€ goii cho ban y twdng vEé viéc tam dwng chwong trinh truyén
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hinh, ghi hinh bing tén chwong trinh thay vi khung gi¢’ chi€u va bd qua
nhtrng doan quang cdo.

KHONG CHI LA VE SAN PHAM

Viéc phit trién khach hang c6 th€ tiét kiém thdi gian va tién bac bang cich
gitp ban thich rng v&i cach khach hang dang hanh xi thay vi gia dinh rang
ho s€ hanh xt theo 167 khac.

Theo 101 doanh nhan va nha quan ly san pham Jason Shah: “Ching t6i da
gia dinh ring mang xa hdi s& 12 mot kénh phan phdi hiéu qua cho chiing tdi
dwa trén SEO va PR.”

Shah da xay deng mdt phan mém dich vu (SaaS) dwa ra giai phap t6t nha't
cho van d¢€, san pham d6 1a TechPolish. Shah da c6 dwgrc nhirng phan h'6i

khich 1& vé san pham — cac cong ty nho khong c6 thoi gian dau tw vao céc
giadi phap cong nghé dang tim ki€m céc loi khuyén d€ lya chon.

Nhwng san pham d6 chi la mot phan cia mo hinh kinh doanh. Shah giai
thich: “Cé6 vé qud ro rang xa hoi sé thic day viéc st dung va nhan thirc lip
lai. Do d6, chiing t6i thim chi khong hdi ba't cit ai rang liéu ho c6 chia sé
mdt dé xua't cia TechPolish 1én Facebook, LinkedIn hodc Twitter hay
khong. Ching t6i khong hdi xem ho chia sé cdc thong tin cdp nhat vE cac
san pham trong quéa khir bang c4ch nao. Chiing t6i da danh ra't nhiéu thoi
gian k&t hop véi cdc cong cu mang xa hdi, nhung chi d€ nhan ra ring hiu
nhw khong ai st dung ching. Chiing t6i dd@ ma't ra't nhiéu thoi gian cho
viéc thir nghiém ta't ca nhirng thir ma ba't ctr ngwoi ding nao ciing s€ noi
ring n6 12 mot kénh phan phdi khong hic¢u qua.”

Tap trung vao cac buéc, khong phai cac két qua

C6 th€ ban cam tha’y thoi thic mudn hdi ngay veé cac sy ki€n quan trong
nhu mot giao dich, dang ky hay viéc hoan thanh mt phan viéc quan trong.
Viéc dat ra mot cau hoi triru twong ki€u: “Ban ¢6 the€ cho toi bi€t 1am cach
nao...” ¢6 vé nhw con xa mdi gitp ban hi€u dwgc cac di€m chot quan trong
dwa d€n thanh cong.



Nhwng quyét dinh ctia khach hang dwoc dwa ra trong ma tran phirc tap
trong mdi trrong ctia ho, ngudn lyc ho c6 sén va kha ning ciing nhw kinh
nghiém qua khi cta ho. Khi ban hi€u dwoc cac nhan t6” danh huwdng dén
quy€t dinh ctia khdch hang, s& dé hon ra't nhiéu cho ban trong viéc dit wu
tién cho twng viéc V€ san xud't, marketing va ban san pham.

Bing cach dit cau hdi vé cdc bude, ban titng budc khoi goi khach hang k&
céu chuyén cta ho. Pay la cach d€ ban kham pha cach ho hi€u veé thé gidi
cta chinh minh. Ho c6 xu hwdng bd qua cac chi ti€t hay vo tinh bd qua cac
gia thiét co ban. Khi c6 diéu gi d6 vo 1y, hdy nhic ho giai thich.

Vi du, khach hang c6 thé thwong st dung “t6i” va “chiing t6i” thay thé& cho
nhau. Khi hg dang n6i vé viéc thyc hién cac cong viéc hodc dwa ra cac
quy€t dinh, ban hay bi€t chac trr “chiing t6i” ma ho néi la chi ai!

Khach hang: “Vao t61 Chu nhat, ching tdi xem lich va Ién k& hoach cho
tuan toi...”

Ngwoi phong van: “Xin 181, khi ban néi ‘chiing t6i’ 12 ban mudn néi
dén...?”

Khach hang: “O, vang. Ch'dng tdi, téi va con gdi 1én cda tdi. Con bé hoc
trung hoc r'oéi, vi th€ né ty minh theo déi nhi€u hoat dong cia nd.”

Nguwoi phdng van: “Cam on ban. VAy 1a ca ba ngwoi ciing xem lich va...”

Ban can chu y dé€n cac hoat dong cu thé ctia khach hang, nhung nhirng diéu
khéc cling khong kém quan trong la nhirng y€u t& nhwr nhw thé nao, tai sao,
khi nao va v&i ai. D6 1a nhitng nguyén nhan gdc ré d€ san pham dwoc ra
doi hodic bi hily bd. Khi khidch hang néi, hdy sin sang d& ddp lai bang
nhirng cau hdi mo.

Tap trung vao hién tai thay vi twong lai
Khi hdi mdt ngudi rang: “Trong twong lai, liéu ban ¢6 1am...?”, ban s&

nhan dwoc mét ciu tra 101 khong chinh xac. Mot s& nguoi s€ vi lich sy ma
khong bao gio n6i khong. Nhirng ngwoi khac s€ trd 1o theo ki€u lac quan



hodc mang tinh xa giao. (Ban c¢ hdi ba't cir ngwoi hit thudc nao xem anh
ta thwong xuyén néi véi ngwoi khac rang minh dy dinh bd thu6c thi biét.)

Cac Iya chon ma chiing ta dwa ra ngay 14p tirc khac véi nhirng gi ching ta
lam trong twong lai; ddc biét 1a khi, ta nghi vé twong lai ciia chinh minh
theo huwong dao dirc hon. Trong mét nghién ciru dwoe thire hién tai Pai hoc
Illinois & Urbana-Champaign, khi moi ngwoi dwgrc hdi vé bd phim ho chon
xem trong twong lai, ho da chon nhirng phim ndi ti€ng mang tinh tri thirc
hay van héa nhw Schindler’s List (Ban danh séch cua Schindler) hay The
Piano (Dwong ciAm). Nhung khi dwore hdi rang ho chon bo phim nao d&
xem ngay t0i nay, thi ho chon nhirng phim it mang tinh tri thirc hon nhw
Mrs. Doubtfre (Bdo mau gid danh) hay Speed (Td'c d0). Khong khé d€
nhén ra chinh chiing ta cling ¢c6 nhirng hanh x& ki€u nay. Ching ta tra tién
phi thanh vién nhung khong dé€n phong tip gym; chung ta chon mot chiéc
burger cho bita t&1 nay va nghi rang diéu d6 hop 1y vi minh sé chi in salad
trong bira trra mai; chdng ta hira sé tra hét no’ ky thuat22 trong T4n ra mét
phéan mém ti€p theo.

29 Tech debt (ne ky thuat) 1a mot thuat ngit dwoe st dung trong k¥ thudt d&
chi c4c cdch di tit hodc quyét dinh khdng t&i wu thic hién trong qu4 trinh
vi€t code. Nhirng cdch nay thwong la d€ dap ¢ng thoi han dit ra. Ciing nhw
no tién t€, ham y cda thudt ngtr nay la s€ c6 hau qua né€u cac khoan ng
khong dwoee trd trong twong lai. (TG)

O Yammer, mot nhém nhd khéach hang thwong 1én tiéng doi hoi ching t6i
cling cd chirc nang loc chi dé (gidng viéc dung hashtag trén Twitter hodc
Facebook). Nhwng khi nhin vao dir li€u phan tich, ching t6i ¢6 the xac
nhan rang chi c6 mot ty 1& ra't nhd ngudi dung tirng ddnh da'u chi @ hodc
nha’p chudt vao chi dé trong bai ding ctia nhirng ngwoi dung khac (Hinh
4-1).

w18

Hinh 4-1. Mot s6 khdch hang yéu cdu cdi tién thé chu dé trén Yammer
nhirng rdt it ngwoi dung s dung tinh nang nay

Chiing t6i dd c6 nhiéu cd ging d€ ting lwong dung thé chii dé thong qua
thi€t k& hinh dnh va céc thay doi trong chirc ning nhwng hanh vi ctia khach
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hang van khong thay doi. Du khdch hang htra hen gi vé hanh vi twong lai
ctia ho (chang han “Néu tinh nang chu d€ dworc cai ti€n, ching toi sé co the
t0 chirc dwore mang lwdi Yammer ctia minh! Né&u ¢6 th€ s dung cac chu dé
nhiéu hon, moi ngwoi cé theé nhor @6 ma xay dung nén tang ki€n thirc trong
chii @& d6!”) thi tinh hinh thyc t& cho thay rang hau hét moi ngwdi khong
c6 dong lwc st dung tinh nang nay.

D€ c6 duge ciu tra 1o chinh xdc nhé't toe khach hang cia ban, hay dat cau
hédi vé céc sy ki€n hoac nhirng quy€t dinh cu the va tap trung vao hién tai
hodc qua khir gan nhat. Bang 4-1 cung cap mot s6” vi du.

Bdng 4-1. Cdch dat van dé ddn dén nhitng cdu trd loi vé ¥ mudn va cdch
dat van dé dan dén nhikng cdu trd loi vé lwa chon thwe té

=19

Khi ti€n hanh cac cuéc phdng van phat trien khach hang tai KISSmetrics,
toi da ndi chuyén véi nhiéu nha khéi nghiép, nhirng nguoi ¢6 nguyén vong
cao trong viéc st dung dir li€u theo cach nao d6 d€ tim ki€'m cac mo hinh
va chay th nghi€ém d€ tdi wu hda viéc kinh doanh. Th& nhung, nhiéu
ngudi trong s& ho thira nhan rang hién tai ho khong thu thap thém bat ky
dtr liéu nao ngoai dy liéu tir mot cai dat Google Analytics ti€u chuan.

Cau hoéi “Hay cho toi biét hién tai ban lam thé& nao d€ do lwong cac s’ liéu
veé doanh nghiép ctia ban” budc ho méd td moi treong va kha nang hién tai

ctia ho mét cach trung thyc. Viéc nay cho phép chiing t6i tap trung vao mét
sO it cac tinh nang s€ mang lai nhi€u gia tri nha't cho nhém khach hang do6.

Khach hang dang gap phai nhing han ché nao?

Khi thay khdch hang gip vA'n dé khong thé gidi quyét, ta thwong nghi rang
ho khong bi€t d€n san pham ho céan (“chi la vi ho khong cé san pham nay
tho1”) hodc thi€u dong lyc (“la vi ho khong nghi dén chuyén dung n6”).
N6i cach khéc, ta cho rang, néu khach hang c6 trong tay san pham gitip ho
giai quy€t van dé thi khong con gi phai lo nghi ntra. Hay né€u khach hang
cé y thirc du d€ thach thirc hién trang va tim ki€m mot giai phap, anh ta da
c6 the tim ra ngay.



Trong thyc t€, khach hang chju anh huwdng bdi nhi€u han ché€’. Khdng phai
han ch& nao ciing 1a khich quan, nhung diéu d6 khong lam giam tic dong
cta ching. Ban can phai hieu cac loai han ch& 1am khé cho khach hang bdi
ching quyé€t dinh cau héi thdm do nao c6 gid tri, loai gidi phap nao s€ thu
hit ho va loai giai phdp nao sé c6 hiéu lyc trén hét.

Theo quan sat cda t6i, cac han ché pho bién bao gom:

Van dé khong dueoc nhin nhan

Khong bi€t d&n cac kha nang vé mat cong nghé
Ngu6n lyc gidi han (moi treong, thoi gian, ngan sach)
Céc ky vong ve€ van héa, xa hoi han ché hanh vi

Hay do xét ting van dé & trén d€ hi€u tai sao ho gip van dé va biét cach
dan dat ho nhin ra diréu do.

Van d'€ khong dwoc nhin nhan

Moi nguoi thweong c¢6 xu hwdng tap trung vao cac nhiém vu va quy trinh
ma ho quen thudc nha't. Khi c6 mdt nhiém vu phai hoan thanh, ching ta tap
trung vao vi€c hoan thanh né thay vi t61 wu héa cach chung ta hoan thanh
n6. Chuing ta khong ki€m nghi€m céc gia dinh cia minh. Biéu nay dwoc
goi 1a tinh ¢6 dinh chirc nang (functional fixedness), dwgc nha tim 1y hoc
xa hoi Karl Duncker mo ta 1a “mot rao can tam tri chd'ng lai viéc st dung

mot doi twgng theo cach méi d€ giai quyét van de.30

30 http://en.wikipedia.org/wiki/Functional_fixedness

Ban c6 th€ da nghe dén nhirng thi nghiém kinh dién vé tinh c¢& dinh chirc
ndng. Nhirng nguoi tham gia dwoe dwa cho mot hop dinh, mot ngon nén,
cting mot hop diém va dwoc yéu cau gin ciy nén Ién twong sao cho sip
khong nhd giot xuéng san nha phia dwdi. B tim ra giai phap ho phai nghi
lai vé cach dung cac vat quen thudc d6. Bo dinh ra khéi hdp va dung dinh
d€ gdn hop vio twdng, 1am thanh mot “gid d6”, sau d6 st dung mot chuit
sap nén 1am chat dinh gin ngon nén vio ké.

Chiing ta khdng gidi nghi khdc di. Trong cudc sdng hang ngay, kha ning
nhin nhan mdt vat hay mot quy trinh chi c6 mot muc dich gitdp ndo ban lam
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viéc hiéu qua hon. Nhung kha nang d6 khi€n ching ta khong cé kha nang
dwa ra giai phdp m&i la cho cac van dé phire tap.

Trong thi nghiém nén va hop, nhitng ngudi tham gia biét ring ho c6 mot
van dé cu the phai gidi quyét. Ho dwoc biét rang c6 gidi phap cho né — van
dé chi la ho phai tim ra dwge gidi phap do. Trong cudc s6ng, khong phai
ldc ndo chiing ta ciing nhén ra rang c6 modt van dé. Ngay ca khi ching ta
tha't vong hay thi€u th gi d6, ching ta khong nhén ra diéu d6 té dén thé’
nao trwe khi ta ¢ gi d6 d€ so sanh. Trén thyc t&, nhw tac gid Daniel Pink chi
ra, thdm chi viéc cung cd’p dong lyc rd rang d€ “tw duy vuot gidi han”
(think outside the box) cling khong ich gi Al

31 http://www.ted.com/talks/dan_pink_on_motivation.html

L&y vi du vé viéc mua giay tric tuy€n. Nhiéu ngwoi s€ khong mua giay
ma khong thir tred'c vi nhw thé€” that kho d€ ¢6 dwoc doi giay vira chan — k€
ca khi ban dang mua cing mét hang va cung kich ¢ ma ban da di trong
nhiéu nam. Shoefitr 1a mot cong ty dat tai Pittsburgh st dung hinh dnh 3D
d& do kich thude bén trong cta doi gidy.22 Khach hang ¢6 thé nhin vao céc
s& do cua mdt chi€c giay ma anh ta chon va so sanh v&i doi giay anh ta
dang di.

32 Theo Running Warehouse — nha ban 1€ giay chay tryc tuyén — 65% s6
giay dwore g tra vi khong vira chin. Trong hai ndm déu tién st dung
Shoefitr, s6 hang bi trd vi khong vira gidm 23%, gitp tang 2,5% lgi nhuén.
(http://www.runblogrun.com/2012/05/shoeftr-use-of-online-ftting-
application-increases-rate-of-returns-decreases-release-from-shoeft.html).
(TG)

Khi nha nghién ctru ngwoi ding Grace O’Malley néi chuyén véi khach
hang, ho da dwa ra cac chién lwoe khac nhau d€ cé dwoee kich thwde giay
ding. O’Malley néi: “Mot s6 ngwoi s€ mua nhiéu doi co kich c¢o khac nhau
va tra lai nhirng d6i khong vira chan. R4t nhiéu ngwoi s€ 1am cho né vura,
bang cé4ch 16t trong hoic céc cich thil cdng khic. Ho khong ngai xt Iy
chuyén d6. Mot s6” tie chdi mua giay tree tuy€n. Nhuwng khong ai yéu cau
mot gidi phap gitp ban tim dwoc doi giay vira chan treedre khi mua.”
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Ban ¢an khach hang nhéan ra ho gap van dé d€ tir d6 ho c6 th€’ danh gia giai
phdp. Mot trong nhirng cach d€' 1am dwoc di€u nay la lam sao d€ ho suy
nghi sdu hon vé nhirng hanh vi da tr¢ thanh théi quen.

Vi duy, khi t6i lam viéc tai Yodlee, hang cung cap gidi phap ngan hang truwc
tuyén, toi da danh ra't nhi€u thoii gian suy nghi vé nhirng va'n dé xung
quanh viéc thanh todn héa don trirc tuy€n. Mot diéu to61 nhin thd’y la moi
ngwoi thwong xuyén gdp chung céac viéc va coi d6 1a mot: chdng ta dung
cum “thanh todn héa don tryc tuy€n” d€ chi mot tap hop cac hoat ddng c6
th€ bao g0m viéc khoanh tron ngay dén han trén to lich, can doi s6 dw, xac
nhan cac hda don da tra, dat lai mat khau cting nhw viéc nhanh chéng xac
nhan tai khoan thanh toan va nhap chudt vao nit Submit trén trang web ctia
ngan hang.

Tony McCaffrey, Giam do'c Cong nghé ctia Innovation Accelerator, st
dung thir ma éng goi l1a “ky thut tach thanh ph‘ﬁn”.ﬁ “Chia tdch mdi do1i
tweong thanh cac phan va dat ra hai cau hdi,” McCaffrey néi. “Viéc do6 cé
the’ dwoe chia nhd hon ntra khong? Nhirng gi ban md ta cé bao gom viéc
stt dung khong? N&u cd, ban ¢6 the’ mo ta né khai quat hon khong.”

33 http://blogs.hbr.org/cs/2012/05/overcoming_functional_fixednes.html

Theo kinh nghiém cua t6i, khi khach hang néi vé thanh todn héa don tryc
tuyén, ho hai long v&i lwong thoi gian phai bd ra cho hoat dong nay. Khi
ho phan tach hoat dong quen thudc d6 thanh cdc phian, viéc nay khi€n ho
dung lai va dit cau hoi vé legng thoi gian va nd lyc ho bd ra cho viée do.

Khi khach hang cia ban m6 ta hanh vi ctia ho, ban mudn ho nhén ra ring
moi hanh dong va gia dinh theo théi quen that sy 1a mot quy€t dinh ma ho
dang thyc hién — va rang c6 thé€ ton tai Iya chon tdt hon.

Mot cach khac d€ vach tran van dé khong dwoee nhin ra la tao ra nhirng
phép so sanh ngam gitra cudc sdng ctia khach hang bay gio’ va trong twong
lai, khi van dé cua ho dwoe gidi quyét. Piéu nay khdng c6 nghia I1a ban nén
noi Vé tinh chd't sdn pham! Thay vao d6, ban hdy dao sdu vao ndi khé chiu
ma van dé gy ra cho khach hang. Anh ta c6 tiéu t6n dén 1 gio déng h'd
ma dang ra nén danh cho gia dinh minh hay khong? Viéc d6 c6 t6n mdt
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khoan tién twong dwong vdi tién d6 xdng mdi tuan khong? N6 ¢d tao ra va
cham xa hdi nao lam ton thwong mdt mdi quan hé khong?

Khong biét dé€n kha ning vé mat cong nghé

Nhirng van d€é ma gidi phdp cho né khong dwoe bi€t dén trong c6 vé nhw
la diéu hi€n nhién chir khong phai van dé. S€ khong c6 chuyén moi nguoi
phan nan vé diéu gi d6 n&u ho tin rang khdng c6 cach nao d€ khic phuc né.
Céc giai phdp ching ta dwa ra bit ngudn tir nhirng gi ching ta cho 1a ¢é
kha nidng. Pay la ly do tai sao khach hang c6 xu hwdng dé xua't cac cdi tién
tirng bwdre thay vi nhirng thay doi cor ban.

LA nhitng ngwdi xay dung san pham, ching ta ddm minh trong thé gidi clia
chinh minh. Chiing ta quen v&i nhirng gi ma cong nghé va qua trinh ty
dong hoa c6 the' lam. Nhwng khach hang thi khong.

Hay nghi vé mot giai phdp nhw Siri. Chi mot vai nam truedrc, hau hét cac
trdi nghiém ctia moi ngwoi voi chire ndng nhan dang giong ndi chi gidi han
trong nhtrng con 4c mong, khi ma ban chi thd’y minh dang hét 1én “1,
ENGLISH, NO, 3, TALK TO OPERATOR, OPERATOR, OPERATOR!”
vao di€n thoai va r'oi bd cude trong chan ghét. Lam thé& nao khi mot khach
hang doi héi ba't ctr thwr gi twong ty nhw Siri n€u d6 1a kinh nghiém duy
nhat ctia ho v&i qud trinh xr 1y va nhan dang giong néi?

Ngay cd khi mdt khach hang c6 th€ nghi d&€n mot giai phap ma hién khong
£on tai, ho cling thwong khdng néi ra vi s ring diéu d6 nghe that ngu
ngdc. Chiing ta khong mudn thtra nhan rang chiing ta khong the phan biét
gitra diéu khé khan va diéu khong the. C6 ai lai mudn chiu sy xau hd khi
vo tinh yéu ¢Au mot diéu ngé ngan chir?32

34 N&i so hi nay duoc dién ta tuyét voi trong bd phim Austin Powers
(Piép vién bam dai), khi Ti€n si Evil du hanh xuyén thoi gian tré lai nim
1969 va dang de doa Tong thong: Ti€n si Evil: “Tong thdng, sau khi t6i
pha hity Washington, D.C... t6i s&€ pha hiy mdt thanh phd’ 1on khéc sau
moi gio dong h'd. Trir khi ong dwa cho toi... [dirng lai ddy kich tinh] 100
ty do-la.” Yéu cu clia 6ng ta vo 1y d&€n ndi ngwoi nghe, thay vi co minh s¢
hai, thi phd 1én croi vao mét ong ta: “Tién si Evil, ddy 1a ndm 1969! S¢


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-34

tién d6 tham chi con khong ton tai! Chang khic nao anh vira néi ring toi
mudn c6 mot kajillion bajillion d6-1a!” (TG)

Khong dé d€ khach hang suy nghi vieot khoi nhirng gi ho biét 1a ¢ thé,
nhung viéc d6 1a cé the.

C6 mot cau hdi ma tdi s& nhic d&n trong sudt cudn sach nay, d6 la: “Hay
quén di chuyén c6 th€ hay khong the€. N&u ban c6 thé vay cay diia than va
giai quyét ba't cr diéu gi, ban s€ lam gi?”

Cau hoi ciy dia than gidi phong khach hang khoi mét ganh ndng ra't 1om.
N6 néi rang ho khong phai lo vé tinh kha thi. Khdng c6 cau tra 1o sai &
day. Khi ban xay dgng cudc phdng van theo cich nay, ban s€ nghe dwoc
nhirng ciu nhw: “Vang, diéu nay that ngd ngan nhwng...” sau dé la cac van
dé hop phdp va nhirng y twdng sang tao. Cac y twedng ma khach hang dé
xua't thwong khong kha thi hodc khong thiee t&, nhwng ching ¢6 the dan
ban d&n v&i nhirng ¥ twedng kha thi.

“T6i wore toi c6 the ng'6i trén vai moi ngwoi — giong nhw ma quy trén vai
ho — va hdi ho ‘Tai sao?’ ngay khi ho bd dung trang web cua t6i. Cau trd 1o
cho cau héi cay diia than d6 da giip KISSmetrics thi€t k&’ KISSinsights,
mot cong cu khdo st ngay trén trang web. N6 ndm bét hoan hio ndi that
vong ma khach hang cua ching t6i da cadm thaYy.

Ngu'on tai nguyén gidi han

Doi khi khach hang bi han ché bdi méi treong ma ho dang lam viéc hodc
sinh s6ng. Nhirng nguoi sdng trong ky tic xa hodc can ho hoac lam viéc
trong cac 0 ngan cach khong thé€ tan dung loii thé ciia mot giai phap doi héi
ho phai thay d6i khong gian. Cha me c¢6 con nhd khong the€ dwge i tr mot
gidi phap can dén ca hai tay hay sw tap trung chuyén chu. (Nha thiét k& san
pham Anne Halsall viét: “Trong ba tuan dau tién tw khi con trai tdi chao
doi, to6i da khong dung dé€n mdt chi€c mdy tinh ma tdi khdng the st dung
bang mdt tay... mot chiéc iPad nhd ngay 14p tirc da trd thanh mdy tinh
chinh ctia t6i.”)3

35 Pay 12 mot cAu chuyén hay, vi vay t6i mudn trich din thém: “Diéu toi
nhén ra la trede khi 1am me, t6i chwa bao gio’ thye sy nghi vé nhirng ngwoi
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chi c6 the’dung mét tay. T6i dang néi d€n nhirng ngwoi ma vi cong viée
hodc hoan canh, khong ¢6 nhiéu cor hdi d€ st dung bat ¢ thi€t bi nao can
dén hai tay. Mot khi ban bit dau d&'y tim nhirng ngwdi nay, ban s& tha’y ho
& khip noi... Ho khong st dung c4c thiét bj cam tay, trir khi chiing @i nhd
va nhe d€ ding dworc bang mot tay. Cha me c¢6 con nhd chéc chén thudc
nhém nay. P& twong khac cling thudc nhém nay la nhirng ngwoi lam cong
viéc thwong phai dirng hodc di chuyén trén dwong.
(http://contextsensitive.quora.com/Seeking-the-one-armed-man). (TG)

Nhiéu han ch& vé moi truong chi mang tinh tam thdi. Chang han tiéng on,
thoi ti€t xdu, khong gian dong dic, dwong truyén Internet khong on dinh
hodc khoang cach gitra cac diem A va B. Chi can thé€m chiit can tré, cling
du d€ gidi han hanh vi cda khach hang.

T4t nhién, hau hét khach hang phai d6i mat véi mét vai han ché” vé ngu6n
lyc. Bréu quan trong 1a hi€u dwgc ngudn lwe nao khan hi€m. M6t phu
huynh ban rén v&i cong viéce it ¢6 xu hwdng danh doi thoi gian d€'tiét kiém
tién bac; nhung mot sinh vién dai hoc thwong ¢6 khuynh hwdng nguwore lai.
Tai KISSmetrics, nhi€u khach hang ban dau cta ching t6i c6 ngu'on lyc ky
thuat han ché&”. Biéu niy c6 nghia rang ho sin sang ddnh d6i quy trinh ci
dit va thigt 1ap ngén hon cho mot quy trinh dai hon ma hau hét nhitng
nguwoi khong phai ky sw déu ¢ the thye hién.

Cac ky vong vé van hoa, xa hoi gioi han hanh vi

Tai Yammer, chiing t6i thwong gap nhirng ngwoi dung tw thiét dat mét bo
quy tic vé cach ho st dung san pham clia ching t6i: “T6i doc tat cd, nhung
chi trd loi cau hdi né€u né 1la do mot trong nhirng ngwoi dong cap cha toi
dat ra. To6i khong thad’y thoai mai khi trd 1o cac quan 1y.”

Ban than phan mém khong c6 gidi han. Tham chi khong cé chuyén cong ty
ctia ho ¢6 quy dinh thanh van trong viéc ai néi chuyén vi ai. Chuyén doé
khong quan trong. M4t van héa lam viéc theo ca’p bac c6 th€ anh huwdng
dén hanh vi, ngay ca khi cac quy dinh dé hoan toan khdong dwoc néi ra.

Liéu khach hang cia ban c6 cdm tha’y rang ho s& bi danh gid tiéu cuc néu
ho thir dung giai phap ctia ban va khong thanh cong? Néu vay, ban lam thé’
nao d€ gidm cam giac mao hi€m cda ho trong viéc ra quy€t dinh? Liéu



khach hang ctia ban ¢6 cam thdy ring ho cin dwoc cip phép trude khi thay
doi hanh vi? N&u vay, ban s€ mudn tap trung nhiéu vao ddi twong lién
quan khdc, ngwdi ma ho cho rang s& cAp phép cho ho. (Xem muc “Khéch
hang cda ban ra quyét dinh, chi tién va xac dinh gia tri nhw thé nao” &
phién sau trong chwong nay.)

Mot tré ngai van hda khac 1a mot san pham c¢6 th€ xung dot véi cach khach
hang mudn nhin nhan ban than ho.

Mot vai ndm trede, toi da lam viéc véi mot doi ngd khdi nghiép mudn giai
quyé&t vain dé ctia nhitng ngudi bi ma't cdc mén &6 dit tién. Ho hdi moi
ngwoi trong mang lwdi cd nhan xem ho ¢6 bi€t ai hay bj ma't d6 khong. Ho
nhanh chéng tim thd’y hang chuc nguei thwong xuyén bi ma't iPhone,
laptop, thiét bj trwot tuy&t va cdc mén @6 dit tién khdc. Ngwdi dwoc phdng
van thira nhan rang ho tiéu tdn hang gio’ mdi twan va phai chi hang trim
hodc thdm chi hang nghin do6-la d€ thay thé cac mén d'6 bi mat.

Nhung khi nhém nghién ctru bit dau diéu tra xem cdc khach hang tiém
ning nay s&n sang chi cho mot gidi phap bao nhiéu, phan tng clia ho 1a twr
chdi. Mt khach hang cud’i cing da thwa nhan: “Toi da quen voi viée 1ap
ngan sich bd sung d€ thay th& nhirng thir ma toi chic chin s& bj mat. Toi
tha’y cach d6 on.”

K€ ca khi, mdt cach khach quan, ban bié€t minh bj ma't laptop thang trudc
va ma't chia khéa hai T4n trong tuan nay nhung ban van khong nghi minh la
mot ngwoi ba't can. Viéc mua mot san pham d€ tranh ma't d6 chang khac
nao thira nhan rang ban 12 ngwdi nhw the”

Pay 1a mot vi du tuyét voi vé di€m ma so d6 earlyvangelist ctia Steve
Blank trong Chwong 3 s€ khi€n ban phai trung thyc. Nhirng khach hang
nay cé vé 1y twedng, nhwng ho khong tich cye tim ki€m mdt gidi phap. ba
dén ldc chuyén hwedng va tim mdt muc tiéu khéc.

Cac gidi han x4 hoi va vian héa khdng phai ldc nao ciing dwgrec khach hang
nhan thirc r5. Pdi khi khdch hang hoan toan nhan thitc dwoc ring ho khong
mudn, hodc s€ khong thoai mai, voi viéc sit dung san pham cfia ban.
Nhwng ho thwong khong phai vdy. Hay thir yéu cau khach hang tw hinh
dung cach ho x& ly van dé, va theo doi ngdn nglr co’ the hoac thay doi



trong giong néi ctia ho. Ho c6 giai tda hay phan khich v&i vién canh gidi
quyét van dé d6? Hay ho c6 vé do dy hodc mau thuan?

Nhung tha't vong (hay dong co’) cia khach hang la gi?

Con ngwoi khong phai ldc nao ciing 1y tri. Quyét dinh ctia chiing ta khong
chi don thuan dya trén logic — tinh kinh t&". Chiing ta chon nhitng thir dit
tién hon b&i chiing trong hop nhan hon; chiing ta bac bd nhirng gidi phap
tiém nang vi ¢6 cdi gi d6 vé chung lam ta kho chiu.

Khi khich hang tiém ning md td nhitng gi ho dang 1am hién tai, hiy ling
nghe can than d€ bi€t nhirng gi khi€n ho tha't vong va nhirng gi thic day
ho.

Tai sao?

Khong ¢An biét san phadm hodc dich vu ctia ban hiéu qua dén diu, ban van
can ¢6 nd lyc va khodn d4u tw tir phia khach hang. D& duy tri nd lyc va
khoan dau tw d6, khach hang can c6 phan h'di tich cyc. Pi€u thic day mot
khach hang nay c6 thé'lai 1am ma't dong lwc & khach hang khac. Ban can
phdi tim ra nhitng gi khuyé&n khich khéch hang ciing nhw nhirng ndi that
vong nao ma ho xem la thir 1am hdong chuyén.

MGt trong nhirng di€u lam mat dong lwc 1on nha't ma t6i da gap phai, trong
nhi€u hoan canh, la sy khong chic chin. Viéc khong chic rﬁng dich vu van
hanh nhw thé nao, hodc lam thé nao d€ twong tac t6't nha't voi mot san
pham, tao ra ndi kho chju 16n dén ndi ¢6 the khién khach hang loai bd.
Van dé cu the nay dang dwore tim hi€u sdu bdi nd tao ra mdt ngan tré 1on
cho chung ta.

La nhitng ngwoi hinh dung va xay deng sdn pham mdi, chiing ta c¢6 xu
hudng thodi mai mot cach bat thwong véi s khdng chic chdn. Nhung
khéach hang cua ching ta thi khong.

“N6 hoat dong nhw the’ nao? Toi nén dung n6 thé nao? S€ theé nao n€u
t0i...?” La nhirng cu hoi dau tién ma moi ngwoi dit ra moi khi toi gidi
thiéu cho ho mot tinh ndng maoi.



Ban ciing can tim hiéu xem nhtrng gi khi€n khach hang c6 cam giac thanh
cong. Ho c6 dwgee thic day béi viéc lam chd mot cdng viéc, nhin tha’y tién
bd 10 rét, hay lam viéc hiéu qua hon cdc d6ng nghi€p cua minh?

Céc loi ich ban cung cap phai phit hg’p v&i nhirng gia tri ctia khach hang.
D&i voi khach hang wa canh tranh, viéc ¢6 dwgrc mot vi tri dau bang la
dong lwc. Nhung viéc d6 khdng c6 gia tri gi ma’y v&i cac khach hang coi
trong viéc nghe dwore 1oi cdm on twr ai d6 ma ho da gidp do.

Khéich hang cda ban ra quy€t dinh, chi ti€én va xac dinh gia tri nhw thé nao?

Nguoi stt dung san pham khong phai ludn ludn 1a ngwoi mua né. Voi d6
choi va quian do, ngroi dung 1a tré nhd va ngeoi mua la cha me. Thu6c va
thiét bi y t& dwo'c bénh nhan st dung, theo chi din ctia bac si, va (thwong)
do bao hi€m y t& chi trd. Nhwng md6i quan hé gitra ngwoi s&t dung va céac
do61 twong lién quan an khac — ngwei/to chirc ra quy€t dinh hodc ¢é anh
hwdong — phai Iic nao ciing rd rang.

Ban c¢an biét ngwoi hodc nhém nguwoi nao tree ti€p gap van dé nay va
ngwoi chiu tdc ddng lién doi. Néu khach hang khong dé cip dén bat ci ai
khéc, ban c¢6 th€ thir hdi xem nhirng ngwoi nao ¢ mat khi van dé xay ra,
hay nhirng ngwoi nao khac ma ho tim dén de’ thao luan vé van dé nay.

Nhirng d61 twong lién quan an thweong gap bao gom:

e Tré em va vg/chong (mudn giam thi€u xung dot)

e Mang xa hdi (mudn tranh phan xét)

e BAt cir ai gilt sO séc/thé tin dung/miu yéu cAu mua i

e Nhirng nguoi cé cac ky nang hi€m va cén thié€t, chang han nhw 1a mot
doi ky thuat hoac c¢6 van phap 1y i

e Nhirng ngwoi dam bao sy tuan thd, chang han nhw bao mat IT, tai
chinh hodc tw vin phap ly

e Nhirng nguoi st dung cac san pham voi khach hang (461 véi céac san
pham céan dén sy phdi hgp hodc anh hudng theo mang lwdi)

NHIN NHAN KHACH QUAN CAC TIEU CHUAN CHU QUAN



To6i da dé cap dén mot sy mau thuln rd rang & phian tredre cia chwong nay:
ban cén phai dat ra cac cau hoi khach quan, nhwng ban cling can phai ggi
ra cac cu trd 1o mang tinh chd quan va ca nhan.

Diéu d6 khong c6 nghia 12 ban nén hdi thing vé cdc dic diém mang tinh cd
nhan. C6 th€' ban s€ xtic pham ai d6 n&u hdi vé mirc d6 am hi€u c6ng nghé
ctia ho, hoac hédi ho cé nhay cam vdi gia khong. K€ ca khi ngwoi dwge
phong va'n khong thd’y cAu hoi cta ban 12 tho 10 thi ho cling dwa ra mot cau
trd loi dwa trén nhirng gi ho biét vé ban than minh va mang xa hoi hién cé.
N6i cach khac, néu mot khach hang 1a nguoi duy nhé't trong s6 ban be ho
tap gym, ho s€ danh gia ban than la cé the' chat td't du cho ho khong the
hoan thanh mot dwong chay Skm.

Thay vi th&, hdy suy luén ra céc chi ti€t vé nhirng khach hang cta ban tw
cac di€m ho hé 10 trong cu tra 1oi. Vi du, ban c¢6 th€ suy ra di€u gi tw ciu
néi: “O vang! Tdi da thi ding mot ng dung d€ thye hién viéc d6.” Cau
néi do tiet 16 rang ho:

e C6 mét chi€c dién thoai thong minh

e Chuirng td sy chu ddng trong viéc tim ki€m cdc rng dung d€ gidi quyét
cac van deé cua ho

e C6 kha nang tim ki€m va tai cac ing dung

Nghe c6 vé nhw ban can c6 khad ning suy ludn ra't tot nhwng khi néi chuyén
voi nhiéu khach hang hon, né s€ tr¢ thanh ban néng. Ban s& bit dau chd y
d&n nhirng khéc biét tinh t& (chang han: “T6i da thir ding mot (rng dung
tror gidp” so véi “Cac con tdi da cai ng dung nay vao dién thoai gidp t6i”),
ching cho ban bi€t nhi€éu diéu vé khach hang ctia minh.

Trong Chwong 2, ching ta da néi vE viéc tao ra mot dai li€n tuc cac déc
di€m d€ loc ra nhirng chi ti€t vé dac di€m va hanh ddng cua khach hang.
Gio thi chiing ta hay suy nghi vé mot phién ban trong ctia dai d6. Vi cac
dac di€m & hai dau cda dai, loai hanh vi nao hay lya chon tr ngtr nao giip
chung ta suy ra nhi€u diéu hon vé khach hang nay (Hinh 4-3)?

Mot khach hang dé cip dén viéc bi mudn gio’, hodc c¢d danh thoi gian tap
the duc ¢6 th€ gan v&i cuc “coi trong thoi gian” trong phd déc di€m. Cau
néi “Toi ghét viec dong nghiép lam nhirng viéc ho khong dwoe yéu cau”



tiét 16 d6 1a mot ngwrdi sn sang hy sinh tinh hiéu qua hay dé st dung d€
doi 18’y kha ning dw bdo. Toi khong st dung cdc phd diic di€ém trong mdi
cudc phdng van nira nhung viéc nhin vao mot pho nhw vy ra't hteu ich khi
ban mé&i bét dau. Nhirng diéu c6 vé nhw chi 12 nhirng ciu binh luin v gid
tri lai 1a nhirng ti€t 10 that sy gia tri cho ban bié€t ddng lIyc dung thir va mua
hang cia mot ngwoi.

.20
Hinh 4-3. Mot phd’ ddc diem

BUOC TIEP THEQ: HAY SAN SANG PE THU'C HIEN CAC CUQC
PHONG VAN PHAT TRIEN KHACH HANG

bén day thi ndi dung chwong nay c6 the hoi ndng va nhiéu ly thuyét,
nhwng chiing ta s€ quay lai v&i cdc chién thuét ngay day. Trong chwong
ti€p theo, ching t6i s€ di vao phan phong van d€ gidp ban hiéu cach né
dién ra va nhirng gi ¢an chuah bi. Sau khi doc Chwrrong 5, ban s& sin sang
d€ buwdre ra khdi van phong.

NHUNG PIEM CHINH CAN NHO'

e St dung ndm cau hdi phat trién khach hang co’ ban d€’ tro chuyén véi
khach hang — sau d6 hdi chi ti€t hon vé cau tra 1o cta ho.

e Hay dit ra nhirng cau héi mé d€ khach hang suy nghi sau hon.

e Tim hi€u nhirng gi ho dang lam hié€n tai. Hanh vi hién tai ctia ho la doi
thu cda ban.

e Khdi quat hoa 1én mdt bac d€ cé cdi nhin toan canh.

e Tap trung vao cdc hanh vi thyc t&€ thay vi hanh vi mong mudn. Thay
vi hodi: “Ban s€ lam thé& nao v&i X?”, hdy khoanh ving ciu hoi ciia ban
trong qua khir gan (“Hay cho t6i bi€t vEé Ian cudi cling ban...” hodc
“Trong thang trwdc, c6 bao nhiéu 4n...*).

e Chu y dé&n céc rao can tdm tri cia khach hang (khdng nhan thirc dwoc
van dé, nghi ring van dé khong th€ gidi quyét dwoe, ngudn lyc gidi
han, c6 nhtrng ky vong han ch& hanh vi) va dat cau hdi gidp ho veot
qua nhirng rao can do.



e Tim hi€u xem c¢6 cac ddi twong li€n quan khac anh hwdng dén viéc ra
quy€t dinh hay khong (gia dinh, quan 1y, ban be,...).



Chwong 5Bwdc ra khoi van phong

Sau vai cdu gioi thiéu, t6i dd co thé’ chuyén [cudc phdng van] thanh cudc
tro chuyén chi hai ngwo'i qua dién thoai. Moi ngwo'i tro chuyén ldu hon dé
nghi 10 phiit, va cdch thiec nay givp toi hoc dwgc nhiéu diéu hon so vo'i
bat cw dang tro chuyén nao khdc.

— NICK SOMAN, GIAM POC PIEU HANH CUA LIKEBRIGHT

Nhitng sdn pham vi dai doi hdi sw dong cdm sdu sdc ciia con ngwoi, ban
khong thé’ gidi quyét van dé do néu khong noi chuyén voi cdc khdch hang
som va thwong xuyén. Ngbi phia sau mot bikc twong bang kinh va lam viéc
trén mot mdy tinh — tinh thwc 1€ cua diéu do nhw thé’nao? Chiing ta nén tro
chuyén voi moi ngwoi vé diéu do.

— KARA DEFRIAS, CHUYEN GIA POI MOT TAIINTUIT

Ban da vi€t ra cac gia thi€t ciia minh, tim thad’y ngwoi d€ néi chuyén, tim ra
nhtrng gi can hoc, nghi ra nhirng cau hdi d€¢’ c6 dwgrc nhirtng di¢u d6 va 1én
lich phdong van.

Gio thi hay ti€n d&n phén viéc kho6 khan: thye hién cudc phong van dau
tién cua ban.

Phai thd thuc ring t6i dd ra't sor hai khi thuye hién nhitng cudc phdng van
khach hang dau tién.

Néu t6i khdong hoc dwgre diéu gi htru ich thi sao? N&u né lai nhw mot cude
hen d4u tién toi t€ v&i nhitng khodng im ling kéo dai va khé xir thi sao? Sé
thé&" nao néu nguoi dugce téi phong van cam thad’y nhw t6i dang l1am lang phi
thoi gian cia ho?

Trong hang nghin cudc phdng van sau d6, tdi dd hoc dwoc ring ban phai
ki€m soat khong khi cudc tro chuyén. Khi ban néi chuyén ty tin, thi€t 1ap
nhirng ky vong hop 1y va bay to sy to mo vo tw, moi ngwoi s€ thodi mai tro
chuyén. Khi ban thanh tam trn trong ho, ban sé xay deng dwgc mot mo1



quan hé va ngueoi khdc s&n 1ong néi chuyén lai véi ban trong twong lai. Toi
van gitr lién lac v&i vai chuc ngwoi ma tdi gap qua cac cudc phdng van
phat trien khach hang.

Chwong nay cung cdp cho ban nhirng cong cu d€'tao ra cac cudc phdng
van thodi m4i va mang tinh xdy deng. Bing viéc binh luin titng budc trong
qué trinh phong van, ching t6i s€ trinh bay cac chi€n thuat hi€u qua va giai
thich tac dong cua chiing. Ban s€ hoc dwoc vé:

e Cach chuan bi trwde khi phdng van

e Bi quyét dang ngac nhién d€ khi€n moi ngwoi cdi md va thodi mai
chia sé

o Céach bién moi ngwoi thanh cac chuyén gia

e Tai sao nén bam sat chu dé dang néi

 Gid tri cia viéc cdam on moi ngwei va dung phwong phap dat-chan-
vao-ctra (the foot-in-the-door method)

Cudi chwong nay, ban s€ ¢6 ti't ca cac cong cu can thiét d€ bwde ra khoi
vin phong va hoc tr nhirng ngwoi ban phdong van mot sd” diéu dang ngac
nhi€n, sau sdc va ngoai mong doi.

CUQC PHONG VAN TAPDUQT

Moi cudc phdng van sau Tan d4u tién déu dé dang hon. Vi vay, tdi khuyén
ban nén tp dwot phdng van voi mdt nguoi quen, 1a mot trong nhirng
khach hang muc ti€u cda ban.

Mot cudc phdng van tap dwot khdng c6 gid tri xac nhan gia thi€t cta ban,
nhung né 1a co hoi d€ ban thir nghiém cac bwdc va ciung cd cac ky thuat
phdng van treedre khi ti€n dé€n cac cudc phong van thuce sy.

Cudc phong van tap duot ciing ¢ theé hiru ich né€u ban da ¢ mot san pham
va cac khach hang. Doi khi ban ¢an ra't can trong khi néi vé cac y twdng
chwra thanh hi¢n thyc voi nhirng ngueoi da chi tién cho ban, va s€ t6t hon
néu tip duot trede voi ai d6 hi€u van dé nay (chang han mot d6ng nghiép,

khong nén 1a khéch hang) .30
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36 Cong viéc phat trién khdch hang ¢4 thé thay d6i rd't nhiéu néu ban 1am
viéc v&i cdc khdch hang hién tai, nhung nguyén tic tdm ly hoc co ban d&
khién moi nguwoi chia sé thi khong doi. Chung t6i s€ ndi d&€n nhirng thay
doi va nguy co’ nay trong Chwong 8. T6i khuyén ban nén doc chwong nay
tred'c va nghi vEé cach ap dung nhirng gi hoc dwoc vao tinh huéng cua
minh.

Ban nén tap dwot phdng van voi ai? Vi cude phdng van thir khdng céan dap
trng ba't ky tiéu chuan cu th€ nao, nén td't nha't 1a chon ai d6 khong qua lién
quan dén y twdng ctia ban. C6 thé’ ban khé ma gitr dwgrc vé mat nghiém tic
néu phong van mdt cong sy hay ban than ctia minh. Mot dong nghiép xa
cach hon hay mét nguwoi moi quen trén LinkedIn ¢6 th€'1a lya chon to't
hon.

Tai Yammer, d0i ngii cda tdi thwong thit nghiém phdng van v&i nhan sy
mai, nhirng ngwoi chwra quen voi ngwoi phdng van hay san pham. Khong
c6 chi din dic biét nao dwge dwa ra, chiing toi chi bdo ho tra 1o cau hdi
dwa trén kinh nghi€ém va quan dieém cda chinh ho. Sau cudc phdng van,
ching t6i hdi xin gép y ctia ho vEé chinh cudc phong van. B6 1a mot y
tedng to't, bat k€ ban chon ai d€ tap duot.

CO NEN GHI AM LAI?

Ban c6 the’ban khodn: “Tdi ¢6 nén ghi am lai cudc phdng van khong?”
N&u nghi dé&n viéc ghi 4m, c6 1& ban dang lo rang minh khong ghi chép hay
d4dnh mdy dd nhanh d€ ghi lai nguyén vin céc ¥ kién, hoic ban cho rang
cudc trd chuyén s& c6 vé ky cuc vi ban cim cui viét thay vi giao tiép bang
mét v&i nguedi dwoc phdng van.

Du¢i day 1a mdt s6” wu va nhwgre di€m cua viéc ghi am lai cudc phdng van:
Uu diém:

e Ban s€ ghi lai dwg'c moi ciu néi ctia ngwoi dworc phdng van.

» Ban s khong v6 tinh ghi chu lai theo thién kién (viét lai 101 nguoi

dwoc phong van theo hudng gidm nhe hodc tém lwoc).
e Ban c6 th€ tap trung vao ngén ngtr co’ the’ va nét mat.



 Viéc bat lai doan ghi 4m céu ndéi cia mot ngwoi, chd y d&€n nhwng
khoang dung va nglr di€u thi c¢6 tdc ddng manh hon 1a chi chia sé
nhtrng cau trich dan nguyén van.

Nhwoc diem:

» Viéc dé nghi dugc ghi Am 1a mot khéi dau tao chwdng ngai cho cudc
phong van.

e Viéc ghi Am lam ting gdp d6i thoi gian danh cho mdi cudc phdng van
vi ban phai quay lai nghe Tan thit hai d€ ghi chd hodc trich xué't thong
tin.

o Nguoi degre phdng van cé the cah trong hon khi biét rang ho dang
duwgc ghi am. (Nhwng dwng bao gior nghi dé€n chuyén ghi 4m ma
khong c6 sw cho phép cia ho.)

e Nguoilao dong ¢6 thé bi ngan caA'm bdi nhirng quy dinh phap 1y cta
chu lao dong, k€ cad khi ho khdng néi vé san pham hay quy trinh.

o Ghi chép thi cong (bang tay hojc ddnh mdy) 12 mot cach khién ban
thic day cudc tro chuyén, khuy&n khich ngwoi dwore phdng van chia
sé nhi€u hon.

Dang thirc phdong van c¢é the anh hwdng d€n quyét dinh vEé cach thirc ghi
lai thdng tin ctia ban. T6i thwe hién hau hét cac cudc phdng van phat trien
khach hang qua dién thoai, tinh hudng d6 thi khong ai tha'y dwoc 1 mét toi
van dén chit vao man hinh laptop. Tuy nhién, toi lai khong thay thoai mai
khi g& mdy tinh trong mot cudc phong van trye ti€p. Khi vi€t cudn sach
nay, toi phat hién ra ring t6i khong th€ viét tay dt nhanh d€ ghi lai nguyén
vén cdc ciu néi. Tan sud't viét tay cda t6i khong du thwong xuyén d€ duy
tri toc do do!

Du ban ghi 4m lai hay ghi chd tha cong, ban van cAn danh ra vai phiit sau
mdi cudc phdng van d€tong hop cdc di€m ddng chi y nha't. Néu ban bd
quén cac ghi chi dén vai ngay thi du la 3 trang vi€t tay hay 30 phut ghi am,
ban ciing khé ma nidm bét dwoc cic di€ém chinh!

TUYET POI KHONG GHI HINH

T6i1 khuyén nghi khong nén quay video, du cach d6 thwong dwoc dp dung
trong cac cudc thir nghiém kha nang st dung. Mic du mét video clip ¢6



tinh thuyé&t phuc cao v&i nhirng dong nghiép hoai nghi nha't nhwng né dic
biét han ché€’. Viéc ghi hinh can d¢n mot dia di€m thuan tién, ma thwong thi
d6 khong phai 1a dia di€m tao dwgrc cam gidc thodi mai. V&i nhitng cude
phdng van tir xa, né doi hdi ngwoi dwgre phdong van phai c6 webcam va
biét cach st dung — mot viéc khé vai hdu hét ching ta. Va mot chuedong
ngai ro rang: ai cé the’ tha 1dng va cam giac minh la chuyén gia khi ma ho
con dang lo rang d4u téc minh trong c6 on khong trede dng kinh?

GHI CHU HIEU QUA

Viéc ghi chép trong cac cudc phdng van phat trien khach hang doi héi
nhtrng di€u ban dau c6 vé 1a ky cuc. T6i mudn ban quén ta't ca nhirng gi
ban biét vé ghi chi ti trerong hoc hay tw cdac cudc hop.

Né&u ghi chép theo cach d6, ban chi dang lang phi thoii gian. Khi ghi chép
trong mot budi thuyét trinh hay trong mot cudce hop, ban tém tit thong tin.
Ban than trong Iya chon mdt s6 diem, cd dong nhirng diem khac va dich
mdt s6 diéu nghe dwgc thanh diéu ban nghi 13 ngrrdi néi dang cd dién dat.
Néu ghi chi mdt cude hop cong viéc, ban cé the phéi chia sé nhirng gi
minh viét v&i dong ngwoi hon va theo dé6 ma bién chinh va lam cho né phu
hop v&i tinh huéng.

Khi dang thyc hién viéc phat trién khach hang, ban van chwa biét diéu gi 1a
quan trong. Ban s€ khong bi€t di€u gi 1a quan trong cho dén khi da hoan
thanh mot s6 cudc phdng van nha't dinh.

Piéu quan trong 12 ndm bét dworc cing nhiéu thong tin cang tdt — v&ri dd
trung thuce cao, chi ti€t, cdm xdc va cac di€m cam than. Néu ngwoi dwoe
phdéng van néi: “Viéc dung san pham X qua that 1a phian viéc t€ nha't trong
ca tuan cua toi,” khac vi khi ho néi “Khach hang khong thich san pham
X.”

RO rang 1a ban khong th€ viét lai ting tir. (Ma c6 1€ ban cling khong mudn
the’, vi du thé" nao ban cling phdi quay lai doc ta't ca cic ghi chi nay.) b€ di
ding hwdng, hily nhé rang ban dang diing nhitng gi hoc dwoc d€ xdc nhan
cac gia thi€t va hi€u hon vé van dé lam khach hang kho chiu. Khi nguoi
dwoc phong van néi, ban can chi y nha't d€n céc chi ti€t sau:



Nhirng diéu xac nhan gia thi€t ctia ban

Nhirng diéu cho thd’y gia thuyét cua ban khdng chinh xac
BAa't cr di€u gi khién ban ba't ngo’

Ba't cir diéu gi di keém v&i thai dd, cadm xdc 1o rét

Khi nghe dwgrc mot trong nhieng di€u trén, hdy nhan manh ching trong ghi
chu ctia ban. Khoanh tron, t6 dam hoac danh dau d€ dam bao chiing noi
bat. N&u ban dang ghi 4m cudc phdong van, hay viét lai thoi gian néi ra
nhirng di€m nay d€ dé dang xem lai sau do.

Moi nguoi thweong héi: “Tai sao cam xdc lai quan trong dén vay? Néu
ngwoi d6 chi dang phan nan vé diéu gi d6 khong lién quan dén y tedng san
pham cua t6i thi sao?” Cam xic — & day t6i mudn néi d€n cac bi€u hién
phan nan, tirc gin, nhiét tinh, ghé tdm, hoai nghi, bdi r61, tha't vong — 1a
diéu wu tién. N&u ban mudn biét diéu gi la quan trong véi ai do, dung yéu
cau ho liét ké thanh mdt danh sach, khi d6 ban s€ dueg'c nghe vé diéu ma ho
nghi 12 nén quan trong v&i ho vé mit tri tué. Thay vao d6, hiy ling nghe
cam xuc cua ho khi néi. P6 1a manh da't cho cac co hdi. K€ ca khi diéu ho
dang n6i dwong nhw khong lién quan gi dé€n y twedng san pham cua ban, nd
cling gitp ban hi€u thém nhiéu diéu vé khach hang muc tiéu ciia minh.

Mot théach thirc khdc caa viéc ghi chud 12 mdi cudc trd chuyén lai di theo
nhtrng hwdng khac nhau. (N&u cac cudc phong van cia ban khong nhw vay
thi tiec 1a ban dang khong d€ khach hang da chd dong trong cudc trd
chuyén.) Nhung cudi cung thi ban s€ can so sanh hang ta cudc tro chuyén
v&i nhau. Piéu nay dé dang hon khi ding modt miu chung d€ ghi chi cho
mdi cudc phdng van.

MaAu ctia ban nén du linh hoat @€ ding dwg'c cho mot loat cdc cudc hoi
thoai da dang, nhung ciing dwoc cd'u tric da d€ dam bao bao quat ba hoac
bon ciu hdi quan trong nha't véi mdi ngwoi dwgre phong van. Mot viéc hiru
ich nira 12 thém vao mAiu c4c cau nhic nhé nhitng gi ¢an 1am va khong nén
lam (xem Hinh 5-1).

Ho tén:

Ngay:



Noi cho toi biét hom nay ban lam bdng cdch nao?

Ban sir dung cong cu nao khdc hay co bi quyét hodc meo gi ddc biét?

Co diéu gi ddc biét ban luon thwce hién trwoc hodc sau khi lam
%

Néu co thé’vay cdy diia thdn va dat dwoc diéu ma ban khong thé’thwc hién
hém nay, ban sé lam gi? (Hay tam quén rang diéu do khong thé, du la diéu
gl di nita.)

- Cwori

- Ngirng noi, ban chi la ngwoi ghi chép

- Khong ddt cdu hoi ding/sai

- Tém tdt lgi nhigng diém thii vi cho ngwoi nghe
- Nhitng ngwoi khdc...

Hinh 5-1. Mdu ghi chii phdng vén ciia toi, trong dé cé mot sé” cdu hdi ma
101 thwong ddt ra, cdc cdu nhac nho ddat bén dwoi (vi toi thwong phong
véan qua dién thoai, t6i ¢ thé’ go trwc tiép vao mau)

Moi mot nguwoi lam ngwoi ghi chép

Tai Yammer, khi thwe hién cac cuéc phdng van phat trien khach hang,
ching t6i cai thién kha ndng tap trung cho cudc phdng van cua phdng van
vién bing cach m&i mot ngwdi thir hai ghi chép thong tin (xem muc
“Phdng van cap” & trang sau).

Viéc moi mot ngwoi khac ghi chép lai 1a mot cach tuyét vori d€ mot nguoi
trong doi ngli phdi hop lién bd phan giap gor khach hang! Ching t6i ¢
nhirng ddng nghiép khong bao gior dong y thwe hién mot cudc phdong van
nhung lai sdn sang gitp chiing tdi ghi chép. (Piéu ndy khong c6 nghia 1a
ban dau ho khong ngai ngan viéc d6. Ching t6i da can dén mot it banh quy
ty lam de’'16i kéo nhirng tinh nguyén vién dau ti€n. Nhwng sau khoang sau



thang, ching t6i hién c6 th€ d€ nghi it nha't mot gio’ tham gia ghi chép voi
moi ngwoi trong doi ngii sdn pham cua ching t6i.)

Chiing t0i st dung mdt mau ghi chd trie tuyén da mo ta cdc phan: xdc
nhin, khong xac nhan, di€m giy ngac nhién va cam xic. Ngwoi ghi chi
mang laptop vao phong va ddnh mdy triee ti€p vao mau. Theo céch nay, cic
ghi chu ¢6 dinh dang thong nhit, dé tim va khong ai ¢An ghi chd lai.

PHONG VAN CAP

Mot trong nhirng cach 1am hi€u qua nha't ma t6i st dung & Yammer va
KISSmetrics 12 ti€n hanh phdng van theo ciip. Mot ngudi dan dét cude
phdng van, dit ra cic cAu hdi va duy tri giao tiép bang mét trong khi ngudi
con lai tap trung ghi chu.

Ngoai viéc cé dwore nhi€u ghi chid toan dién hon va htru ich hon, phwong
thirc nay c6 ba lgi ich quan trong khac:

Cai thién cac cudc phong van

Khi ban dang néi, ra't khé d€ nhan ra khi nao ban dang néi qua nhiéu, hoéi
nhirng cau hdi dinh hwong cau trd 101 hodc két thic mot hwedng tro chuyén
qua sodm. Nhwng nhirng di€u do rd rang hon nhi€u voi ngeoi dong nghiép
nhén viéc ghi chd. Ho ¢6 thé gép y cho ban ngay sau khi cudc phdng van
k&t thic, diéu d6 gitp ban khong ngirng cai thién ky thuit phdng van cia
minh.

Giup thuyét phuc ngwoi khac phong van

Trong nhiéu treong hop, ¢6 th€ trong nhém ban c¢é thanh vién hoai nghi vé
gid tri cta viéc phat trién khach hang hoidc nghi ring né c6 ich loi nhung ho
khong mudn ty minh thyc hién. S& dé hon néu ban thuyét thuc ho tham gia
ghi chép trong ntra ti€ng thay vi dé nghi ho rén luyén mdt ky nang maoi.
Sau mot vai Ian ghi chép, t6i thwong s€ hdi mot dong nghiép 1a: “Vay, anh
¢6 mudn ty minh phdng van vao lan téi khong?”

Gidp dua moi nguoi vao déi ngii cia ban



Trong nhi€u cong ty, ¢ nhitng nguoi lubn qua ban ron, qua xa cach hoac
qua kho chju d€ c6 the' néi chuyén hiéu qua voi khach hang. Khong may 1a
day thwong la nhirng nguoi ¢an dwoc nghe quan di€m cia mot nguoi
ngoai nha't. N&u t6i chi ¢6 th€ ¢ 1 gior cia mot dong nghiép, cach hiéu qua
nha't d€'tdi c6 the€ st dung khodng thoi gian d6 1a 1én lich cho ho tham gia
ghi chép trong hai cudc phong van nira-gio. Viéc d6 khong té6n nhiéu niang
lwgng va khong doi hdi ho phai chuan bj tred'c, nhwng lai cho ho lgi ich
khi dwoe nghe trye ti€p twr hai ngwoi khac nhau khéng thudce van phong
cta ching toi.

NGAY TRUOC CUQC PHONG VAN

Hay lam quen v&i ngwoi ma ban chuan bj tro chuyén cting. N&u ban dang
hwdéng d&n mot ngeei dai dién cho mdt doanh nghiép, hay tim hi€u vj tri
cOng viéc cua ho, dac diém cda cong ty ho lam va nganh cong nghi€p ma
ho tham gia. N&u ban dang huwdng d€n mot ngwoi tiéu dung, hay xem ho
con ddc than hay da 1ap gia dinh va c6 con, sdng & viing ngoai 6 hay do thi,
am hi€u cong nghé hay khong. Hay danh vai phit d€ dat minh vao vij tri ctia
ho va nghi vé nhirtng dang thirc hoac nhirng thir ma ho s€ nghi dén hay lo
ngai.

Trong cudc ndi chuyén, ban thwong ¢6 nhirtng din chirng dic biét hodc 147y
céc vi du. Nguoi dwoec phdng van sé cdm tha’y thodi mdi hon nhiéu va sin
sang néi chuyén céi mé néu ho lién quan dén cdc din chirng d6.3L (Vi du,
mot anh chang ddc than sdng trong thanh pho thi khong mé’y lién quan dén
moOt dan chirng vé nhirng dira tré chay nhay quanh mdot chiéc SUV [mot
loai xe gia dinh v&i khung xe 1a khung xe tai nhe].)

37 Bo phan hd tro khdch hang ctia Zappos 1udn c& géng tao ra k&t ndi cam
xtic ¢4 nhin trong mdi cudc goi hd tre'. Viéc phan tuyén cudc goi theo khu
vue dia 1y gidp k&€t n6i ban v&i mot chuyén vién hd tr & cting khu vye d€
tang kha ndng c6 di€m chung gitra hai ngwoi. K€t ndi cam xic nay 1la mét
trong nhirng 1y do gidi thich cho con s& 75% s6 khach hang quay lai dat
hang. V&i cac ban, viéc nudi deong k€t ndi nay sé gidp mot s& ngwoi
dwore phdng van trd thanh ngwoi tng ho va nha tw van cia cac ban. (TG)
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Purng quén nhirng di€u co’ ban. St dung nha vé sinh. L&y mot ly nwée
udng. Co6 but dy phong va 18y gidy ra. Pién thoai cia ban nén dwoc sac
ddy va d€ im ling. Néu ban dang danh mdy, hay loai bd moi thir giy gidn
doan. Béng tng dung nhén tin nhanh, trinh duyét, e-mail va loai bd moi
thtr c6 kha niing gy gidn doan khdc. (T6i thuong ngat k&t ndi WiFi.) Hay
mé sdn mau ghi chd trede mit va sdn sang d&€ bat dau viet hodc danh may
1€n doé!

PHUT PAU TIEN

Khi ban goi cho ngwoi dwoc phong van hodc cho ho dén, c6 thé ban cam
tha’y lo lang d6i chut va khong chac chan minh mong doi diéu gi. Nguoi
ma ban sap phong van ciing vay.

H#au hét moi ngwoi chwra bao gior 1am ba't cir diéu gi ¢ vé gidng mdt cude
phong van phat tri€n khach hang. K€ ca khi ho ting tham gia ki€m tra tinh
kha dung hoac cac nhom marketing truyén thng, nhirng hoat dong nay
cling c6 dang thirc khd khac biét. Ki€m tra tinh kha dung va cac nhém
marketing tip trung cé khung ndi dung chit ché va ti€t ché” hon. Cé hai déu
cht y&u dwore dinh hwdng quanh san pham, dich vu hodc vat mau da c6. Vi
ban phai trinh bay dé nghj dwoc phdng van ban dau sao cho ngén gon, nén
ngudi dwoc phdng van khong hoan toan chic chin rang ho c6 the€' ky vong
diéu gi.

Viéc cta ban la, trong phit dau tién ctia cudc tro chuyén, lam dwoc ba diéu
sau:

 Khién ngudi dwore phdng van cadm thay ty tin ring ho s& gitdp ich cho
ban

e N6i o rang ban mudn ho chia sé

e Lam sao cho nguoi dwoc phong van chia sé (t6i s€ giai thich cach
lam)

Khéi dau va két thic cia cudc phdng van 1a nhirng di€m mau chdt ma t6i
khuyén ban nén tp dwot tredrc nhirng gi dinh néi. Viét ra tredre kich ban
cho phan m@ dau cta cudc phdng van gidp ban tw tin va dit ky vong hop
1y. Duéi diy 1a mét kich ban mé dau td't cho mot cudc phdong van qua dién
thoai:



Xin chao, toi 1a [Tén] t [COng ty]. Lic nay c6 thuin tién cho ban tro
chuyén khong?

Tuyét qua! Trudec tién, tdi muén cam on ban da néi chuyén véi tdéi hom
nay. That sy ra't htru ich cho t6i khi dwo'c nghe ban chia sé vé kinh nghiém
c4 nhan cta ban va vé cach moi thtt dién ra (hay gip vadng méic) trong th&’
gidi clia ban. Vi vdy, toi sé 1ing nghe ban 13 chi y&u.

Ban c6 th& bit dau bﬁng viéc chia sé cho t6i mdt chit vé cach ban dang
[thiee hién mdt cong viéc thdong thwong] dwoe chikr?

Nghe c6 vé co’ ban, nhing ¢é mot s y€u td ra't cu the khi€n cho mé dau
nay c6 hiéu qua. Moi I4n t6i di 1éch khoi nhitng di€m nay hodc lam viéc
voi mot cong ty gap van dé doé thi chd't lwong phan h'di déu gidam. Nhirng
y€u to nay bao gom:

Girr 1817 tro chuyén thoai mai

Néu ban dén tor mot nganh cong nghi€p bao thl, nhw nganh tai chinh hay
chim séc sirc khde, ban c6 th€ nghi rang phin gid¢i thidu niy qué thong tuc
va rang ban s& cin 4p dung mdt tong giong trang trong hon. Piéu tdi phat
hién ra 1a viéc st dung cac cum tw trang trong s€ khi€n cédc ciu tra 1o nhan
dwoce ngin gon va gitr k& hon. N&u ban dang néi chuyén v&i mot nhan
vién, diéu ban mudn nghe khdng phai la quy trinh chinh thirc ma la ta't ca
nhitng cAm ram va cdc cach gidi quyét bi mat ma moi ngwoi chép va lai d€
hoan thanh cong viéc. P6 1a nhirng chi ti€t ban can d€ xay deng mot san
pham dang kinh ngac. Hay néi chuyén theo cach ban s€ néi trong phong
nghi gitra gior, khong phai cach ban s€ néi trong mot budi thuyét trinh cta
quan ly.

Danh xung ca nhan
Khi n6i chuyén, hay dung “t61” thay vi “chung t61” hodc “cong ty”. Moi
ngwoi thweong mudn gidp ai d6 ma ho ¢6 k&t ndi thay vi gitip mdt “chiing

t06i” hay mot cong ty vd danh vo dién. Cac nghién ctru tAm 1y hoc xa hoi da
ching minh diéu nay.2%
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38 preu nay c0 1€ 1a do m&i quan hé giwra viéc tw bdc 16 va kha nang dwoc
yéu thich: nhirng nguoi ti€t 16 thdng tin ca nhan ctia chinh ho thwong dwoc
nhirng nguwoi khac yéu quy hon (http://
www.ncbi.nlm.nih.gov/pubmed/7809308). K& ca khi t't ca nhirng gi ban
ti€t 16 chi 1a tén ban va nhirng chi ti€t mang tinh ca nhan da d€ chirng minh
ban dang khdng doc mot kich ban, thi c6 1€ cling la du d€ tao thién cam.
(TG)

Nhan manh ca nhan

Viéc st dung cac cum tr nhw “kinh nghiém c4 nhin ctia ban”, “dic biét 1a
voi ban” hay “trong th& gidi ctia ban” ¢6 th€ khi€n ban cam tha’y hoi ling
ting ldc d4u. Tuy nhién, né gitp nhadn manh ring ngwdi dwge phdng van
1a chuyén gia va rang quan di€m va hanh vi cu the cta ho ra't c6 gi4 tri. Ban
thwong s& nghe moi ngwdi td vé ngéan ngai: “Oi, toi chi 12 mot... binh
thwong thoi, ban s€ khong tha’y ¢ gi dang quan tim trong nhirng gi tdi néi
dau.” Ban cén gitp nguoi dwoe phong van viegt qua cdm gidc ngai ngan
d6 d€ dwa ra nhirng cu trd 10 chi tiét.

Mién la ban ddm bdo nhitng y&u t& nay, ban c6 the (va nén) diéu chinh
phan m¢ dau sao cho phit hgp v&i phong céach tro chuyén ca nhan cia ca
ban va cong ty ban.

NHUNG PHUT TIFP THEO

Ban vira hoan thanh kich ban phan mé dau va hi€u tAm quan trong cta nd
trong viéc khi€n ngwoi dwoe phdng van — vi chuyén gia — chia sé moi diéu
ho biét. Biéu hi€n nhién s€ xay ra la: ngwoi dwore phong van khong mudn
doc chi€m quyé€n noi trong cudce tro chuyén (du cho ban ludén khuyén khich
ho 1lam vay!). Ho s& n6i mot hai ciu r'oi ding.

Lam cach nao d€ ban thuyét phuc ai d6 loai bo cac chuan muyc xa hoi da an
sau cua ching ta va ti€p tuc néi?

Ban chi im ling va ling nghe. Hay chi mé& dAu ngén gon, dit cau hdi cho
ho: “Xin cho tdi biét ban lam th& nao d€...” va cho. Ban nén nhin vao
dong h'd va khong n6i thém gi khac trong 60 gidy tron (Hinh 5-2).



w21
Hinh 5-2. Hay cho dui 60 gidy sau khi ban ddt ra cdu hoi dau tién

60 gidy la mot khodng thoi gian dai. Ban s€ mu6n néi gi d6 d€ pha vo sy
im lang hodc chuyén sang cau hdi ti€p theo. Ping lam vay. Néu nhay vao
qué voi, ban s& khién ngudi dwgre phdng van ghi nhan riang ho da néi da va
ban khong mudn nghe thém nira. Ho s& coi nd lyc phd vé sy im ling cda
ban 12 chi d4n cho ho rang chi mét hai ciu 12 mic thong tin chi tiét phi
hop va sé bét dau cho ban nhitng ciu trd 1&i ngén, nghéo thdng tin. D6
hoan toan khong phai la di€u ma ban mudn!

Thay vi néi xen vao, hiy ctr d€ khoang ling d6 dién ra.

G1n day toi tha'y mot ciu tweet goi y ring viéc bAm nit im ling trén dién
thoai gilp ngan ban n6i xen vao. To6i hoan toan khong khuyén khich viéc
nay: sé ra't dé nhan ra viéc dau day bén kia hoan toan im ling, va d6 c6 vé
nhw 1a dd'u hiéu ctia viéc ngrng cude goi. Ban sé khong mudn nguoi dwgce
phong van tw ngrng lai @€ hoi: “Alo? Anh con & d6 khdng? Anh c6 nghe
tha’y toi khong?” Hay gitr ti€ng thd nhe va d€ ho nghe thaYy.

Né&u ban gitr im lang, hau hét moi nguwoi sé ti€p tuc tro chuyénﬂ, va
thuwong nhitng chi tiét nay — chit khong phai ndi dung tém tit — chira nhitng
hiéu biét hiru ich. (N&u ngwdi dwoc phdng van khdng bit dau néi tiep,
hodc c6 vé that si khong thodi mdi, c6 the ban can khuyén khich ho bing
loi. Nhung thweong thi khdng can lam thé”)

39 Tbi chic chén ring c6 mot 1y do vé mit tim 1y xa hdi dwoc cong nhin
cho di€u nay, nhung thay vi th€’, t61 s€ trich dan mdt doan thoai trong phim
Pulp Fiction (Chuyén tao lao):

Mia: Ban co6 ghét diéu do khong?

Vincent: Ghét gi co’?

Mia: Sw im lang kho chiu. Tai sao chiing ta lai cdm thdy can noi ra nhirng
dieu nhdm nhi nhi? Ma chi dé’thay thodi mdi?


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-39

Vincent: Do la mot cau hoi hay. (TG)

Viéc budc ho ti€p tuc tro chuyén trong Ian dau dit cau hoéi gidp thi€t lap
quan hé. Ban cho thay minh that sy Iam nhw nhtrng gi da néi — cha y€u la
14ng nghe ho. Gi¢ thi ngwdi dwoc phdng van biét ring ho dwore khuyén
khich dwa ra nhitng dién ta dai va chi tiét.

DUY TRI POI THOAI

Sau cau héi dau tién: “Xin cho t6i biét ban lam thé nao d€...”, nguoi dwoc
phong van da thodi madi chia sé.

Ban ¢6 the’ hdi Tan lwot tirng cau trong danh sach cau hdi hodc danh 10 phut
cho chi m6t cau hdi vi ngwoi dwge phdng van khong the ngirng néi vEé nd.

Phian quan trong nhét la gitr cho ngwoi dwgc phdng van ti€p tuc ndi va
khuyé&n khich mot cach t€ nhi d€ ho néi chi ti€t hon vé nhirng diéu khién
ho phan khich nhat.

CANH BAO

Pung tiép tuc ap dung meo “im ling trong 60 gidy”. N6 ra't hiéu quéa d€
day cudc phdng van di ding hudng, nhwng s€ tao cdm gidc lanh ling hodc
ép budc néu ban lam dung. Gitr im lang d€ ddm bao ban khdng lam gian
doan hoic cét ngang ngwoi dwore phdng van 1a diéu tot, nhing ban khdng
th€ ti€p tuc im lang d&€n hai, ba gidy. Mot khi ban da dwore mdt ngwoi chia
sé¢, ban nén lam cho ho c¢6 cam giac minh la chuyén gia. Viéc d6 doi hdi ban
phai 1a mot ngwoi nghe chit dong — biét ngwoi d6 dang néi gi va dit cau
hoi cho ho.

Hay dit cau hoi d€ khai thac dwgrc nhi€u chi ti€t nha't ¢6 the. Ban nén
khuyé&n khich cac cau trd 101 dai hon. T6t nha't 1a dit ra cac cau hdoi mé va
khong th€ duoc déap lai bang mot cau tra 101 c6-khong:

Qua trinh d6 kéo dai bao lau?

Tai sao ban nghi ring diéu d6 s& xdy ra?

e Hau qua cua viéc doé la gi?

Nhung ai khdc c6 lién quan dé€n cac quy€t dinh nhw theé nay?



e Noi nao khac cuing gap loai sai Iam nay?
e [’an cudi ban lam viéc do la khi nao?

Viéc dat ra nhirng cau héi ki€u nay khong chi duy tri cudc tro chuyén, ma
n6 ¢6 the thay doi hoan toan cach trd 101 ciia ho. Hay xem xét sy thay doi
nay trong cu tra loi cda mot ngwoi dwgre phong van bdi KISSmetrics, mot
cOng ty phan tich trang web:

Khéch hang: Ching t6i da stt dung mot s& cong cu phan tich ma cac ky sw
cua ching t6i xay dung tuy chinh, va c¢6 vé chiing hoat dong t6t. Ching toi
c6 the€ tha’y nhirng chuyén doi va lwot ghé tham cling nhw nhan dwgc bao
céo khi can.

Nghe c6 vé nhw khach hang nay khong quan tdim dén san pham. Anh ta n6i
v&i tOi rang anh ta da ¢6 giai phap cho di€m dau cia minh. Anh ta khong
bdc 10 sw tha't vong, cling khdong phan nan vé nhirng di€u anh ta khong thé
lam.

Lic nay ta nén chuyén sang cau hoi ti€p theo? Pung voi. Ban nén hodi thém
it nha't mot cau d€ dam bao rang khong cé gi dang chd y & day:

Phdong van vién: Ban néi rang ban c¢6 thé nhan dwoc bdo cdo khi ban can
ching. L'an cud1 cung ban can mdt bao céo 1a khi nao?

Khach hang: Tuan trwede. O... ching t6i von da ¢6 th€ dung mot s& dix liu
tuan tredre, nhwng trén thye t€ky sw chay chwong trinh bdo cdo ban stra
chtra mot &' 16i 1o, vi vay t6i phai doii vai ngay mdi nhan duorc.

Phdng van vién: Viéc d6 c6 thwong xay ra khdng, y toi 1a viéc ban can mot
s& dir liéu nhwng phéi doii mot thoi gian méi nhan dwore?

Khach hang: A vang, viéc d6 da xdy ra trong tuan trede. Va 6 18 mot vai
Tan trong thang nay. Nhwng viéc quan trong hon véi cac ky sw 1a stra cac
10i 1 hodc céc tinh ning, chir khong phai 1a chay chwong trinh bdo cdo.
[Im ldng mdt luc] O... Toi nghi rﬁng that ra t61 da ra quy€t dinh dya trén
phong dodn dang tin nha't ctia t6i thay vi dya trén cic con s6.



Phdng van vién: Cac quy€t dinh dé quan trong d€n mirc nao? Hiu qua cua
viéc khong c6 cac s6 liéu do la gi?

Khach hang: Thanh that ma néi, cho d&€n nay thi nhirng gi ching t6i da lam
khong qua quan trong. Nhung chiing toi sip stta thye hién mot s thay doi
anh hwdng trye ti€p d€n doanh thu. N&u phan doén sai, ching t6i s€ ma't
tién. D6 13 hau qua truc tiép. Oi! Toi da quéd ban d&n mirc chwa the nghi
dén diéu nay, nhwng né qua that 1a cap bach...

Tranh nhirng ciu héi dan du

Hiy cah than v&i cdc cAu hodi dao sau thong tin. S& ra't dé xay ra chuyén vo
tinh hoi cdc ciu hodi dan du. Mot khi ban da dit ra mot cau hoi dang nay,
ban da khié€n cu trd loi cia ngeoi dwgre phong van bi thién 1éch. Cac cau
hoi dan du thwong c6 cd'u tric dang:

e Ban c6 nghi rang ?

e Co6 van dé gi khong néu ?
¢ Ban c6 d6ng ¥ rang ?

e Ban c6 vui long n€u ?

CAu tric nay thwong dan d&n viéc nguoi trd 10 phdng van bit dau cu tra
10 ctia ho bang tir “c6” hodc “khong”. Ban c6 the khong nhan ra ring minh
vira dit ra mot cau hdi dan du, nhwng néu nguwdi dwoc phdng van bt dau
mot cau trd 1o voi tir “c6” hodc “khong”, chirng td ban da lam th&”. Hay
d4nh dd'u vao cau tra 161 d6 d€ khi xem lai ghi chii ban biét ring c¢An hoai
nghi tinh xdc thyc cta nod.

T4&'t nhién, s€ c6 rat nhiéu treong hop ma ngwoi dwgc phdng van khong
néi bat ctr diéu gi dang chd y dit cho ban da thic ddy ho bang mot s& cau
héi khai thac thong tin. Khi d6 ding nén ép ho. Khong phai cau hdi nao
cling ¢6 hiéu qua v&i ta't cd moi ngwoi. Hay chuyén sang cau hoi hodc chua
deé ti€p theo.

Pao sau hon nra

DPén cu6i mot chudi cAu hoi dai, ¢6 thé ban nghi ring minh da hi€u tinh
hu6ng hay van dé cua khach hang. Theo ban ning, ban s€ don gidn Ia



dong y va néi “Vang” hodc “T6i hi€u roi.” Nhwng dirng voi lam vay.
Thuwong thi s€ ¢c6 mot & chi ti€t ma ban da hi€u nham hodc ngwoi dwgc
phong van da bd qua. Vi vay, hay d€ nghi ho lam rd. Mt cach néi hiéu qua
1a trinh bay diéu ban dang lam, tém tit nhitng gi ho néi bang 1&i ctia ban va
néi rd dé nghi rang ho hay sira néu ban hi€u nham. T6i khuyén ban nén
dién dat lai 1o clia nguoi dwgre phdng va'n mdi khi ho néi diéu gi do dic
biét thu vi (hay dang ngac nhién), cling nhw khi k&t thiic mot chudi ciu hoi
triedre khi chuyén sang mét chit @€ khac.

Viéc tém tét nhitng gi ho néi c¢6 th€ khién ban cé cdm gidc ngai ngling,
tham chi ha minh. (Viéc d6 goii nhd t&i cum tir “ling nghe tich cuc” gin
v&i ky tre Vé cdc gido vién mam non t6t bung hay nhitng vé hai kich ngén
Stuart Smalley thoi xwa trén chwong trinh Saturday Night Live.) Ban ¢6
th€ cam thd’y mu6n bd qua budc nay vi tha'y né khdng ma’y ty nhién. Tuy
nhién, viéc tong k&t nhitng gi ngwoi dwoc phong van néi kha dé dang, va
ban s€ tranh dworc ra't nhi€u hieu [am.

Du¢i day 1a vi du tor mot cudc phdng van gan day cha toi voi mot nguoi
dung Yammer:

Tbi: T6i mudn chic chin rang minh hiéu ré diéu nay: ban dang néi rang
ban guri cac tap tin qua e-mail vi that kho d€ dang nhap vao mot trang chia
sé tap tin ndi bd an toan, bdi vi giri chiing qua e-mail thi dé dang hon. Va
ban chia sé cac tap tin qua e-mail khoang 2 Tan mét tuan? Li€u t6i co hi€u
sai dréu gi khong?

Ngwoi dwoe phong van: Khong, v toi 1a, téi giap van dé voi viée dang
nhép, nhwng 1y do chinh t6i dung e-mail 1a cidc nhan vién ban hang cta
chiing t6i ludn ludn dang trén dwong va ho khong the truy cip vao mang
ndi bd, ho chi ¢6 theé’ dang nhap vao e-mail.

Vi vay nén ching t6i phai dung e-mail. Viéc nay xady ra khoang 2 Tan mot
tuan, ngoai trt dip cudi quy, khi tdt ca nhan vién ban hang phai chay dua
d€ cho't don, khi d6 thi ching t6i phai gwri di chung 20 tap tin qua e-mail
mdi ngay.

Trong cau tra 1o trén, ngeoi dwge phdng van thue sw da chi ra mot van dé
khéc quan trong hon! C6 cting nhan ra rang d6 khdng phai la van dé gap



hing ngy, né nghiém trong hon trong nhitng khoang thoi gian wu-tién-cao
cu thé.

Day chinh 1a loai chi ti€t ma nguwoi ta thwong sé khong tiét 16 trong cac ciu
tra 1o ban dau. Nguoi dwoe phdong van khong cd gang gite bi mét, chi la
ho di khong nghi vé né tir géc nhin cia mot ngudi quan sat. 2

40 Hoiic nhuw tat ca chiing ta, ho ciing chiu “l&i nguyeén tri thirc”. Nhitng
nguwoi xay dyng sdn pham da qud quen v&i céc san pham d6 dén ndi ho cho
rﬁng ta't cA moi ngwoi déu biét cach thye hién mdt tic vu hodc tim mot tinh
ning. Nhitng ngudi sir dung san pham thi cho rang ai ciing hi€u cic san
pham d6 c6 16i nhw thé nao va ching khong phu hop v&i cach 1am viée
thye t& cia moi ngwoi nhw theé nao. Nhw tac gia Cynthia Barton Rabe noi:
“Khi cac chuyén gia phai di chadm lai va quay lai cac van d€ co ban d€ mot
ngurdi ngoai bét kip, ho budc phai nhin thé” gi¢i ctia ho theo cach khéc, va
két qua 1a ho nay ra gidi phap m&i cho cac van dé ci” (Trich tw bai
“Innovative Minds Don’t Think Alike” (tam dich: “P34u 6c cai ti€n khong
nghi theo 161 thdong thwong”) ctia Janet Rae Dupree,
http://www.nytimes.com/2007/12/30/business/30know.html). (TG)

HAY KHEO LEO KHI PAT CAU HOI “TAI SAO?”

Puwoc phat trién tai Toyota: “S cau hdi tai sao” (5 Whys) 1a mdt ky thuat
dao sau vao cau trd 1o mang tinh bé mit d& tim ra nguyén nhan goc ré cia
van dé. Hau hét moi ngwoi, khi dit ra mot cau hdi déu tp trung vao ciu
trd loii dwore dwra ra sodm nhat. Cau tra loi d6 thwong chi néi vé triéu chirng,
va néu giai quyet triéu chirng d6, chiing ta dang bd qua co’ hdi 1'n hon d€
xw ly nguyén nhan sau xa.

Pay 1a mét vi du twr blog cua Eric Ries:

Chglng han ban nhén thd’y website ctia minh bj treo. R0 rang rﬁng, wu tién
ban dau cda ban la 1am sao d€ n6 hoat dong lai binh thwong. Nhwng ngay
sau khi khiing hodng qua di, ban phai nghiém tdc rit kinh nghiém, bat dau
b?mg viéc dat ra cac cau hoi tai sao:

¢ Tai sao trang web lai bi treo? Vi CPU trén ta't cd mdy chu front-end
da dwoee st dung 100%.
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e ¢ Tai sao cong sui't st dung CPU lai tang vot nhw vay? Vi ¢ mot
doan ma m&i chira mot vong 1ap vo han!
e Tai sao mi d6 lai dwge viét ra? Mot ai d6 da méic sai Tam.
e ¢ Tai sao 10i clia anh ta khong dwoc phat hién? Anh ta khong viét mot
ban thtr nghi€ém cho tinh nang nay.
* ¢ Tai sao anh ta khong vi€t ban thi nghiém? Anh ta l1a nhan vién m&i
va da khong dwoc dao tao ding cdch vé phat trién c6 thir nghiém. !
Sau ciu hoi tai sao d4u tién, c6 vé vAn @ ndm & phan cting. Sau cAu hdi
tai sao thit ba, c6 vé 10i thudc vé ngwoi ky swe. Sau ciu hoi thir ndm, rd rang
12 cdch @€ van dé khong lip lai 12 bu dip 16 hong trong qua trinh do tao
nhin vién moi.

1 http://www startuplessonslearned.com/2008/11/five-whys.html
KHI CAU CHUYEN PI THEO HUONG KHAC

Ban chd't m¢& chia cac cudc phdong van ¢6 nghia la ngwoi dwgc phong van
s€ danh thoi gian néi ca nhirng van @€ hodc tinh hudng ma cé vé khong
lién quan. Ban s€ ty hoi: “Tai sao anh ta lai n6i chuyén nay thay vi néi
chuyén ma minh héi?”

D6 1a mot ciu hdi dang suy nghi. Tai sao ngwoi nay lai néi vé mot cha dé
c6 vé khong lién quan? N&u mot ngwdi nhic d&n mdt cha dé, c6 kha niing
la vi n6 quan trong v&i anh ta. C6 th€ né cho thd'y mot van d€ khac nghiém
trong hon ma ban ¢6 the’ x ly. B6 ¢6 the'la mot diéu kién tién quyét can
thi€t ma anh ta can lo nghi tredc khi cé th€ nghi vé y twdng ctia ban. N6
cling c6 thé tiet 10 ring ngwdi nay khdng phai 1a ngudi ma ban nén néi
chuyén cung.

Thay vi hwdng ngwoi dwore phdng van trd l1ai cau hoi cua ban, t6i khuyén
ban nén danh it nhat 1-2 phdt d€ tim hi€u thém vé di€u ho dang néi. Dudi
day 1a mot s6” cau hdi cé the hiru ich:

e Ban danh nhi€u thoi gian cho [van dé khac] hon hay cho [y twdng
ban dau]?

e C6 bao nhiéu ngwoi tham gia vao/suy nghi vé/phé duyét/xi 1y [van dé
khac]?
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e [Van @€ khac] d6 dwoe wu tién & mirc nao tai noi 1am viéc/nha ban?

Néu ro rang 1a ngwoi dwore phdng van danh nhiu thoi gian hon va wu tién
van dé ho néi dé€n, ban nén dé nghi ho gidi thi€éu mot ngwoi khac. (Pung
xtic pham ngudi dwoc phdng van bang viéc hdi liéu c6 ai thich hop hon d€
héi chuyén — ban khong lwong trede dwgre khi nao ban ¢6 the€ mudn gap lai
mot ngwoi dwgc phdng van cii.) Dudi day 1a mot cach d€ dwa ra dé nghi
do:

Hién tai, k&€ hoach cua t6i 1a tap trung vao [y twdng ban dau] hon I1a [van
dé khac], vi vay t6i khong mudn lam ma't qua nhiéu thoi gian cda ban.
N&u sau nay toi tim hi€u sau hon vé [van dé khac], li€u t6i c6 th€' li€n hé
lai v&i ban khong?

T6i mudn hoi ban mot cau cudi cuing: n€u tdéi mudn tim hi€u thém veé [y
tweong ban dau], c6 ai d6 ban quen bi€t ma tdi ¢6 the’ tham van khong?

K€ ca ngay tir dau ban da nghi va'n dé khac d6 la khdng quan trong, ban
ciing khong ddm chéc diéu dé cho d&n khi ban néi chuyén v&i nhiéu ngudi
hon, du d€ tha’y dwgrc van dé chung. Khi tdi thye hién phong van khach
hang cho KISSmetrics, nhiéu ngwoi da doi hwong tir viéc phan tich sang
phan nan vé viéc ho gidp kho khan trong khi thye hién cac nghién ctru
nguroi ding va cac khao sat cha't lwgng. Chi ngwoi dau tién noi ra, c6 vé
anh ta chi 1a ké ngoai Té. Nhwng mot khi da ¢6 hon ndm ngwoi néi vé cling
mot van dé, va roi nhi€u hon ntra, thi d6 ré rang 1a mét co’ hoi. (Mot trong
nhtrng cau néi khac phd bi€n hon trong cac bai néi chuyén cua t6i 1a “Ne&u
chi mdt nguwoi néi thi ¢ the€ cho 1a anh ta dién r'6i, nhueng 10 ngwoi néi thi
khong th€ ¢6 chuyén ta't ca ho déu la ké ngd ngan.”) Van dé mdi dwgc dwa
ra d6 da 1a cam hirng cho mot san pham hoan toan mdi! KISSinsights, ma
bay gio dwore goi la Qualaroo, 1a san pham tip trung vao cac khao sat trén
trang va tao duoc twong tac cho hang nghin cong ty.

Thong theong thi mét van dé mdi nay sinh sé dwore trinh bay xong sau 2-3
phiit va ban c6 th& hdi ludn ciu tiép theo. N&u khong, ban chi cin cit
ngang va xin 161, sau d6 hoi ho xem ban ¢6 th€ chuyén sang ciu hdi tiép
theo khong.

TRANH NOI PEN UOC MUON



Mot s& ngwoi s€ trdn tranh cau hdi cia ban va néi: “Pay 1a nhieng gi t6i
mudn.” Ho s& bét dau k& ra céc tinh ning va lya chon; tham chi tdi con gip
nhitng ngwdi ng'di phdc thao ra mau méi ngay trong céc cudc gip & quin
ca phé!

Viéc nay c6 vé ra't tuyét: mot khach hang tiém nédng tryc ti€p vi€t ra nhirng
yéu cau vé san pham cho ban. Nhwng sy that khong nhw vady: hang nghin
san pham tha't bai dwoc thiét k& dira trén nhitng gi khach hang néi ring ho
mudn. C6 1€ ban cling tirng it nhdt mdt Tan c6 kinh nghiém vé chuyén
nély.4—1

41 C6 mot tap phim tuyét voii trong bo phim The Simpsons (Gia dinh
Simpsons) minh hoa diéu nay. Homer phat hién ra minh c6 mot anh trai
chung ntra dong mau bj tha't lac t 1au — Herb, 6ng nay la chu cua cong ty
Powell Motors hu cd'u. Khi Herb khuyén khich Homer thi€t k&€ mdt chi€’c
xe cho khach hang tAm trung & My, Homer dwa vao thi€t k& ca tham 16t
16ng, mot qua bong cho bon tré va ba cay keén choi bai “La Cucaracha” khi
dwoee thoi vao. Bwong nhién, khong ai thye sy muén mua mot chi€c xe
nhw th€’, va Powell Motors tha't bai tham hai
(http://simpsons.wikia.com/wiki/The_Homer). Thét hai hwde 1a mot doi
ngl that sy da xay deng chi€c xe Homer cho cudc dua 24-hours of LeMons
(http://techland.time.com/2013/06/27/finally-homer-simpson-designed-car-
the-homer-comes-to-life). (TG)

Ban khong céan tim hi€u nhirng di€u khich hang néi rang ho mudn; diéu
ban ¢an tim hi€u lahanh vi ctia ho va thr ho can. Néi cach khac, hay tap
trung vao van d€ cua ho thay vi gidi phap ma ho dé xuat.

Tranh néi dén cac tinh ning — Hay quay tré lai van d'é

Ngay khi mot ngudi bit dau néi d&n cic y twedng vé tinh ning hodc nhitng
gidi phdp cu the, hdy nhanh chéng chuyén huong cude hoi thoai. Viéc nay
can d&n mot chit khéo 1éo bdi ban khdng thé néi thang ring y twéng ciia
ho khong c6 gi hay. Cac y twdng dé trén thye t& co thé ra't tuyét, chi la
chiing khong phai thir ban ¢an ldc nay. Cach chuyén hudng quen thude cta
toi 12 hdi xem tinh nang hodc dic di€m dwoc dé xud't do sé gidp gidi quyéet
van dé cua ho nhw thé& nao:


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-41

Y ban 12 ban mudn [tinh ning]? Ban ¢ thé néi 16 hon vé thoi diém va
céach ban s€ dung n6 dwoc khong?

[Nghe céu tra loi cia ho, sau d6 chuyén hwdng tir tinh nang quay tré lai
van dé]

Vay thi, c6 vé nhw hién tai ban dang gap van dé veé . Pung khong
nhi? Vay ban ¢6 th€' néi thém cho t6i vé van dé€ nay dwoc khong? Toi
mudn chic ring toi that sy hidu vé van dé d6 d€ ching ta ¢ the cling tim
cach giai quyét no.

Viéc nguoi duwgc phong van cd dé xud't cac tinh nang sé khé d6i phé hon
khi ban da c6 san pham va khach hang. Nhirng ngwoi da tra tién cho ban va
ky hop dong cam tha’y ho ¢6 quyén dé xua't tinh ndng san pham. (N&u s&
phai chi du nhi€u, ho cling ky vong ban cho ho bi€t ma't bao lau d€ xay
dung va ra mét tinh ning d6.)

Céc nha d6i mdi trong kinh doanh thwong trich dan cAu néi dwge cho 1a
ctia Henry Ford: “Né&u tdi hdi xem khach hang ctia t6i mudn gi, cau tra loi
ctia ho s€ 1a mot con ngwra chay nhanh hon.”#2 Ban c6 th€ twdng twong
riang cudc phdng van phat trién khdch hang dé sé& dwoc chuyén huéng nhw
sau:

42 Khong c6 bang chitrng nao cho tha'y Henry Ford tirng néi cAu nay, mic
du nhiéu ngwoi, k€ ca chat ctia 6ng, da gan cau dé cho 6ng. Xem
http://quoteinvestigator.com/2011/07/28/ford-faster-horse/. (TG)

Khéch hang: T6i can mdt con ngya nhanh hon. Khi nao ban s€ tao dwoc
nod?

Nguwoi phdng van: Téi mudn ddm bio v&i ban rang ba't ci thir gi ching toi
xay dwng cling s€ that sy gidi quy€t van dé ctia ban. Nhung t6i mudn hdi
ban di€u nay, n€u ban c6 mot con ngyra chay nhanh hon ngay luc nay, viéc
dé sé gitp cudc song ctia ban dé dang hon nhw thé nao?

Khéach hang: T6i mudn c6 kha nang lam vi€c nhanh hon, deong nhién roi!

Cau héi cay daa thian
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Nhirng gi khach hang yéu cau bj han ché bdi nhirng gi ho da biét va dé
thwong khong phai 1a gidi phap t6t nha't. Ho tham chi ¢6 th€ cam thay xau
ho khi @€ cip dén cac y twdng ma ho khdng hiéu r6. Cach nhin cta ho 1a
cuc ky han ch€”. Cau hdi gitip khai mé tam tri ho la cau hdi cay diia thian:

Néu ban ¢6 thé€ vy ciy diia than va thay doi ba't cir diéu gi vé [van dé] —
dwng quan tdm n6 kha thi hay khong — ban s€ mudn diéu doé la gi?

Cau hdi nay c6 chiit ngé ngan nhung cé chi y. Viéc dé cap dén mot cay
diia thén 1a diéu ba't ngo’ trong cudc tro truyén gitka nhirng nguoi tredng
thanh — n6 lIam cho moi ngwoi mim cwei va tha 1dong minh hon. Mot cay
diia thn thi khéng can bi€t dén cac quy chuan, tinh t& chirc hay nhirng han
ch& vé cong nghé — chiing don gidn 1a bi€n moi thir thanh hién thyc. Trong
bdi canh tiéu dung, nhirng cay diia théan gitp gidi quy€t nhi€u han ché& co
béan cuia con ngwoi hon. Nhr mét ba tién do dau, nhirng cdy diia than
khong bi gidi han bdi thoi gian hay tién bac.

Bing cdch gidi phéng moi ngwdi khdi nhitng han ché’, cAu hdi ciy diia than
cho phép moi ngwoi néi vé nhireng di€m dau 1é'n hon va phirc tap hon.
(Ciing khong ¢6 gi la khi mot khach hang tiém nidng yéu cau mot thir hoan
toan ba't kha thi.) Viéc d6 1am cho ban ¢ thém nhiéu van dé hap dan @€
giai quyét.

Hay tao théi quen dit ra cau hdi nay. Ban s€ dung dé€n né nhi€u da’y. Moi
ngwoi déu bi tréi budc vao viéc dwa ra dé€ nghi va yéu cau mét giai phap cu
thé’ nhung khong miéu td van dé ctia ho. Phong cach ddt cau hdi nay khong
mang lai k&t qua 1a mot khach hang thi€t k& ra Model T4, nhung no sé
hwdng ho dén viéc nghi dé€n van dé ma'u chot.

43 Ford Model T 12 mdt miu 6 t6 dwoc sén xud't béi Ford Motor Company
ter ndm 1908 d&n nam 1927. (BTV)

Khi da dat ra cau hoéi cdy diia than, ban c6 the giai thich mdt chit vé diéu
ban dang c6 thyc hién:
Trong qua khir, chiing t6i da tw duy theo hwdng tao ra nhirng san pham lam

dwore viée gi d6 cu th€, nhwng ching khong gitp gidi quy€t van dé thuc.
Ching t6i dang ¢4 tranh diéu d6 va ddm bao rang ching t6i xay dwng dwoc
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thir gi d6 gitp ich cho tinh hudng ctia ban va giai quyét nhirng gi gy kho
khan cho cudc sdng cua ban.

D6 1a thong diép ma hdu nhw ba't cir khach hang nao ciing s€ hi€u — ti't ca
chiing ta déu trng mua nhirng san pham khéng mang lai dwoc nhirng gi
ching hira hen.

TRANH NOI CHI TIET VE SAN PHAM

S& the ndo n&u nguwdi dwore phdng van bit dau dit ra nhitng cau hdi cu thé
V€ san pham cda ban? Pac biét khi ho ¢6 dong lwc manh mé de€ giai quyét
van dé nay, ho s€ hdo hirc mudn thd’y nhirng gi ban dang xay dyng.

Ban c6 thé dang trong qua trinh xdy dwng sdn pham hoic vin chwra bit dau,
nhwng du trong treong hgp nao, tot nha't 1a khong trung ra cho ho san
pham cda ban hay néi chi ti€t vé né cho dén khi gan két thic cudc tro
chuyén. Tot hon 1a hay 1€n lich cho mdt cudc phdng van ri€éng d€ noi veé
cac giai phap.

Tai sao viéc dwa ra san pham cua ban vao ldc nay lai 1a mét y twdng t6i?
Ly do la nhirng hinh dnh hodc hién vat s€ 1am thay d6i moi thir ma ngwoi
dwore phdng van sé néi. Thay vi nghi vé cach ho 1am viéc va ndi tha't vong
ctia minh, ho sé& v6 thirc diéu chinh ciu tra 1o cia ho dwa trén sdn pham
ctia ban. (Pay 1a mot bién the clia nguyén tic “Né&u ban c6 mdt cdi bia,
moi thir déu tréng nhwr mot cai dinh.”4%)

44 Quan niém nay dwoc phd bién bdi Abraham Maslow, ngwdi da viet
trong The Psychology of Science (tam dich: Tam 1y hoc trong khoa hoc)
rang “T6i cho ring, néu cong cu duy nha't ban c6 1a mot ciy bia, ban sé&
Xt Iy moi thir nhw the€ nd 1a mét cay dinh.” T6i thich cach néi tredre d6 cua
mot dng Abraham khac hon. Abraham Kaplan néi: “Hay dwa cho mdt ciu
nhdc cdy bua, va anh s€ tha'y n6 tim cach dap 1én moi thi né gap.”
(https://en.wikipedia.org/wiki/Law_of_the_instrument) (TG)

Néu mét ngwoi dwgec phdng van hdo hirc mudn xem san pham ctia ban
hodc hinh anh vé né ngay ttr d4u, ban c6 the gidi thich ring ban mudn nghe
ho néi vé kinh nghiém va ndi tha't vong ctia ho tredrc d€ ho khong bi anh
hwdng béi nhirng gi ban dang ¢6. Ban Iudn c6 theé’ dé nghi 1€n lich cho mot
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buoi dung thir trong twong lai, nhwng mét khi da treng ra thir gi do, ban
khong thé hy vong cé dwoe nhieng phdn h'di chan thanh nha't tw ngwoi nay.

N€&u ban chwa c6 gi d€ cho ho xem, ctr néi thg’lng ra nhw vay. Ban c6 thé€ n6i
chang han: “Ching t6i dang tim cach giai quyét van dé quan ly tai chinh ca
nhan clia moi nguwoi, va d€'lam that to't viéc do, diéu dau tién la chdng toi

can hiéu chinh xdc nhitng gi moi ngwdi dang 1am va ho vedng méic & dau.”

QUA GIO

Ban d¢€ nghi néi chuyén v&i mot ngwoi trong 20 phiit, nhwng d6i khi ban
nhan thd’y rang ho van ti€p tuc néi mot cach ra't nhiét tinh du da qud gio.
(bo6 1a 1y do t61 khong khuyén ban [€n lich cho hai cudc tro chuyén sat nhau
moi nira gio'.) Khi ngwoi dwgre phdng van ¢d vé mudn ti€p tuc cude trd
chuyén, ¢6 kha nang ho da quén theo doi thoi gian. Ban khong nén giy bat
tién cho ho bﬁng cach vo tinh 1am ho mudn gio’ thye hién cong viéc ti€p
theo clia ho. N&u da gan hét 30 phiit va ho van say swa néi, t6t hon 1a lich
si xen ngang bang cau: “Xin 16i anh — Tdi ri't mudn dworc tiép tuc cude tro
chuyén nay, nhwng t6i khong mudn 18y mat qua nhiéu thoi gian ctia anh.”

T6i khong khuyén ban kéo dai cudc phong van qua 45 phit, ba't ke hai
ngwoi déu nhiét tinh d&€n mirc nao. Nhirng gi ban nhan dwoc s€ giam dan
va nguy co ban dang lgii dung thién chi ctia ngwoi d6 sé tang 1€n. Céch tiép
can td't hon 1a @€ nghi dwore lién hé lai véi ho d€hdi nhieng cau khac.

Ban thwong bi mong mudn c& gang dwa cang nhiéu thit cam dd trong cude
tro chuyén dau tién cang t6t. Nhung sé thé nao n€u day 1a co’ hdi duy nha't
t0i ¢ d€ ndi chuyén véi ho? Du ban thwong nghi ngwoe lai, nhung viéce
gitip ban mot I4n s& khién ho sin sang gidp I4n thir hai. Ban c6 tirng dé
nghi ai mot khoan quyén gop tw thién nhd, réi nhan dwgrc khoan 1on hon
vao Ian sau chwa? D6 1a ky thuat dat-chan-vao-ctra, va né hi€u qua hon

nhiéu so v&i viéc ban yéu cau “mot khoan to” ngay Tan gap dau tién 22

45 Bai viét trén Wikipedia vé chi dé nay mo ta ky thuat dat-chan-vao-ctra
nhw sau: “Khi ai d6 bay to sy ing hd d6i véi mét y twedng hay quan niém,
ngwoi d6 ¢6 xu hwdng duy tri thdi d6 nha't quan voi bi€u hién ung ho dau
tién d6 bang cach cam k&t tham gia vao né mot cach cy th€ hon.”
(http://en.wikipedia.org/wiki/Foot-in-the-door_technique). Vi du dwoc dan
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ra nhiéu nhat cho nghién ctru vé ky thuat dat-chan-vao-ctra c6 nguon goc
twr cac thir nghiém tam 1y xa hoi dwgc thye hién tir nhirng nam 1960. Mot
phan tich theo sau gan day veé cac k¥ thuat dat-chan-vao-ctra
(http://psp.sagepub.com/content/9/2/181) dit cau hdi vé sirc manh chia hién
twong nay.

Tuy nhién, t6i da thay dwoc hiéu qua cia nd. N&u khach hang tiém nang
cta ban khong trd 10 e-mail sau d6 cuia ban, t6i s€ khong cho 1a 1y thuyét
tam 1y hoc xa hoi da sai ma cho d6 1a dau hiéu chi ra rﬁng van dé ban dang
gidi quy&t khong di hap dan d€ ddm bao rang ho quan tAm né sau hon.
(TG)

Hay d€ nghi Ién lich cho cudc phdng van ti€p theo khi ban da hoc hoi dwoc
nhiéu hon ho#ic c6 mot s& phac thdo dau tién d€ trinh bay. Hay nhé ring
mot vai khach hang muc ti€u dau tién ma ban phdng van ra't cé the tré
thanh “nha truyén gido” twong lai cia ban — k& ca khi ban phai xay dwng
mot thi hoan toan khéc so v&i y dinh ban dau ctia minh.

VAI PHUT CUOI

Né&u nhw nhirng phit dau tién ra't quan trong d€ lam cho médt ngwoi chia sé
v&i ban, nhirng phit cudi r't quan trong d€’tao dyng mot m&i quan hé voi

ho. Ban han la khong mudén ngwoi dwgre phdng van hdi ti€c vi da danh cho
ban 20-30 phiit ranh rdi vira qua.

Trong vai phit cudi ciia cudc tro chuyén, ban phai lam ba viéc sau:

o D¢ xuidt danh khoang thoi gian riéng cfia ban cho ngwoi dwoe phdng
van

e Lam cho nguoi dwoe phdng van cam thd’y ho da thanh cong trong
viéc giup ban

e Cam on ho v&i twr cach cd nhan vi da danh thoi gian cho ban

Hay néi trén tw cach cd nhan va that chan thanh. Bay khong phai 1a két
thic cia mot giao dich kinh doanh ma la két thic ctia mot cude tro chuyén
voi ngeoi ma ban ¢6 the mudn gite két ndi trong twong lai. Ban c6 the
tham khao nhitng gi t6i néi dudi ddy, nhung hdy ddm bao rang nhitng gi
ban néi phit hgp v&i phong cach néi chuyén cua ca nhan ban:



[Tén], t6i nghi ring ban da tra 1&i tA't cA nhitng cAu hdi cia tdi roi. Liéu c6
diéu gi ma tdi c6 the gidi dap cho ban khong?

[Tam dwng, trd 101 cac ciu hdi néu cén]

Cam on ban rd't nhi€u vi da néi chuyén vi t6i hdm nay. That sy ra't htru
ich cho t61 khi dwg'c nghe ban néi vé [lap lai mot van dé hodc tinh huéng
ma ngwoi dwore phdng van ban ludn]. D6 chinh xac 1a cac chi ti€t ma t6i
khong bao gior biét dwoc néu khdng néi chuyén véi ding ngwoi da trai
nghiém no.

Liéu t6i c6 th€ gitr két ndi voi ban d€ ti€p tuc hoc hdi thém khéng? Néu co
thém cau hoi hodc khi t6i ti€n gan dén viéc xay dugng mot gidi phédp thyc
swr, liéu t6i ¢6 th€ lién lac lai v&i ban khong?

[Tam ngung]
MO0t Ian ntra cam on ban va chic ban mét ngay tdt lanh!

DAy 12 mdt (rng dung khdc cta k¥ thuat dit-chan-vio-ctra. Bang cich hdi
moi ngudi rang lidu ban c6 the'lién lac lai véi ho hay khong, ban dang
cung cd vai tro chuyén gia ciia ho. Ban dang d€ nghi ho gitip do’ nhwng ho
cam giac d6 nhv mét 1oi khen.

To6i thwong lién lac lai @€ hdi thém, hodc vao giai doan sau khi tdi nght
minh da phat hién mdt miu hinh va ¢in thém mot vai di€ém di liéu, hodc
khi t6i da c6 mot san pham kha thi t67 thi€u d€ cho khach hang xem.

KHACH HANG U? KHACH HANG NAO?

Ban c6 thé nhan thay ring toi da tranh dung tir “khach hang” trong cudc
hoi thoai vori ngwoi dugre phdng van. Khi néi chuyén vdi ai d6, téi khong
bao gio’ goi ho 12 mot khach hang hodic nhic d&n nhitng khach hang khdc.
Dbiéu nay c6 vé c6 chiit ky cuc d6i voi mot cudn sach vEé phat trien khach
hang?

Viéc nay khong hé vo ly: tdi khong mudn ngwoi ng'di d6i dién minh nghi
ho 1a mdt khach hang (ho rd rang chwa phai khach hang) béi diéu do dat



tam tri ho vao trang thai thwong thuyét. Ban da bao gio’ thwong lwgng d€
c6 gia t6t hon cho th gi d6 chwa? Khi d6 thi viéc bi€u 10 sy nhiét tinh
hodc chia sé qua nhiéu dworc cho 1a gy bat 1gii: néu nguoi ban biét ban
can thr gi, anh ta s€ it ¢6 xu hwdng ha gid. Khi theong legng, moi ngwoi
thuong c& ging néi cang it cang tot. RS rang 1a ban khdng mudn ngudi
dworc phdng van td ra nhw vay.

K€ cd khi ban khaalng dinh ring ban khong c6 san pham va khdng c& ban
thr gi, viéc goi ai d6 1a mot khach hang cling ngd'm ngéam dat ho vao tdm

thé”dam phan. Viéc dung nhirng ttr “ban”, “mot ngwoi” hay “mot s6
ngwoi” gite cho cudc tro chuyén duorc vo tu.

SAU CUOC PHONG VAN

Qua trinh phdng van nén la tirng bwdre nhd 1dp lai nhw qua trinh xay dyng
san pham. N6i cach khéc, ban khong the’'lam t6t ngay trong [an dau tién.
Ban can lién tuc danh gia nhtrng gi da lam xem né hiéu qua dén dau va tinh
chinh nhtrng phian khong hi€u qua nhw ban mong mudén.

Ngay khi cudc phdng van con Iwu lai r6 rét trong tri 6¢ ban, hay danh nam
phtt d€ ty hdi minh hodc ngwoi ghi chi gidp ban nhirng ciu hoi sau:

e Nhirng phit d4u clia cudc phong van c6 dién ra sudn sé khong?
Ngwoi dwoe phdng van ¢ 14p tire chia sé khong?

e T6i ¢ vO tinh @3t ra nhitng cAu hoi dan du hodc dwa ra mot quan di€m
ma c6 th€’ da 1am bién doi diéu ngwoi duwgc phdng van néi ra khong?
(Ban c6 the& s& khong dé phat hién ra diéu nay. Néu lam viéc cing mot
nguwoi ghi chép, ho ¢ kha nang s€ nhin thd’y nhirng ciu “16 miéng”
nay.)

e C6 cau hdi ndo cia tdi dwore dap lai bang mot cau tra 1o ra't ngdn hodc
nhat nhé€o khong? C6 cach nao d€'tdi stra lai né sao cho hiéu qua va
goi m& hon khong?

e T6i c6 dat cau hdi qua nhanh khong, hodc nguoi dwoe phdng van ¢
dwa ra ciu hoi hay y twdng nao ma to6i nén dwa vao maiu ciu hodi phong
van khong?

o Co6 diéu gi toi mudn tim hi€u nhwng da khong dat dworc khong? Lam
cach nao t6i c6 dworc thdng tin d6 vao Tan toi?



e DPau la lic ngwoi dwge phong van the hién nhiéu cam xic nhat? Cau
héi nao khoi gori dwgre h'di dap chi ti€t va nhiét tinh nha't?

Néu khong tra 101 nhanh nhirng cdu nay ngay sau cudc phdng van, ban sé
quén ma't ra't nhiéu chi ti€t nGi bat. Ban van con cdc ghi chd, nhwng cdm
gidc chi quan vEé diéu ban da lam t6t va khong t6t thi nhanh chéng mo
nhat di.

Pay ciing 1a lic hi€u qua d€'tap trung vao cac tiéu chuan cht quan ctia cudc
trd chuyén. Pau l1a cdm giac chi dao ma nguwoi nay bi€u 16? Tic gian, phamn
khich, tha't vong, xd'u hd, td mo hay hing thi? N&u ban phai nim bét dworc
tong giong clia cudc tro chuyén chi bang mot cau néi véi mot ngwdi ban thi
cau do6 s€ la gi? T6i sé tap trung hon vao viéc phan tich cac ghi chi cta ban
trong Chwong 6, con & day ching ta khong phan tich ma néi vé cam giac
bén trong ban. Hay viét n6 ra ngay truedrc khi né mo’ nhat di.

Hay danh chit thoi gian trede cude phdng van ti€p theo d€ diéu chinh
nhitng chd ¢4n ci thién. Va nh& 1dp lai quy trinh ndy sau do6!

LAM SAO PAY NEU CAC CUQC PHONG VAN KHONG SUON
SE?

To6i da do dy khi vi€t phan nay boi diéu mau chdt t6i mudn 1a gidp cho
ngudi doc nghi ring phdng van phat triéh khdch hang 12 viéc ban ¢6 the
lam dworc mdt cach hoan hao va thu dwoc két qua. Pa phéan cac cuéc phong
van clia ban s& 6n thda. Ban s& mic vai 16i nhung ngudi dwore phdng van
s€ tha thir hodc hau nhw khong d€'y t&i.

Tuy nhién t6i mudn chia sé mot s& meo go r6i, trong treong hop ban roi
vao mdt trong nhirng tinh huéng gy ling ting hi€m hoi nay. Téi da phong
van da nhiéu d¢ trai nghiém nhirng diéu nay ¢ géc dd nao do:

Nguwoi durge phong van té vé kho chiu
Ngay ca khi ban d3 1én lich &€ tro chuyén, t6i cling khuyén ring nén bét

d4u cudc phdng van bang viéc xdc nhan lai xem ddy c6 phai ldc thich hop
khong. Chuyén nay khong thwong xuyén xay ra nhwng doi khi ngwoi & dau



day bén kia dang ban hodc don gian la ho dang c6 mot ngay té hai, va toi
da dat lich d€' néi chuyén v&i ho sau.

Néu do khong phai 1a van dé thi nguyén nhan chu y&u cho sy ma't kién
nhén hay tirc giin cta ho 1a xung dot trong cac ky vong. Day 1a 1y do toi da
dwa ra cdc vi du cho e-mail gioi thiéu trong Chwong 3. Li€u ngwoi dwoe
phdéng van c6 ky vong mdt cudc goi ngdn hon, mot san pham da c6 hoic
tién cong cho viéc danh thoi gian cho ban? Khi chuyén nay xdy ra, ho sé
khong vui vé gi va ban ciing it cé kha nang nhan dwore lgi ich gi.

T6i c6 cam giac minh dang xdc pham ngwoi dirge phong van

boi lic, khi ban tham do di€m dau ciia mot khach hang ti€ém nang, ho c6
th€ coi nhitng nhéin dinh cta ban 1a 1o chi trich hodc phan xét. Piéu nay
thwong c6 nghia 1a ban ¢an dung ngoén ngtr mém mong hon. Hay nging
lai, hodc thém vao nhirng cum twr nhw “liéu tdi ¢ th€ hdi” hodc “cho phép
toi lam r6...” tredre khi dat ra mét cau hoi tham do gitp nguoi duwgc phong
van sin sang dao siu vA'n dé hon. Nhitng ttr mang tinh ¢4 nhan — nhr mot
s&’, nhe, nhd, hodc thinh thodng — ¢ the htru ich. (P€ hi€u chi tié€t hon, moi
ban doc lai muc “Hay khéo 1éo khi dung tir “Tai sao?’”.)

Né&u ban cam tha'y ngwoi dwgrc phdng van cé xu hwedng khép minh thay vi
c&di m& hon, nhirng cum tw gitp tao dung sw cam thong cé thé gidp ich.
Viéc diing cac cum “chiing t6i da trai nghiém viéc...” hodc “nhirng ngwoi
khdc dd néi véi toi ring...” 12 nhitng c4ch hay d€ trin an nguwdi dwoc
phong van.

HAY BUOC RA NGOAI (NGAY BAY GIO")

Gio 1a lic ban nén nging doc. Hay dat sach xudng va di dé€n tro chuyén
voi mot khach hang. Ching t6i da trinh bay nhirng ciu hdi nén dit ra, cac
ky thuat d€ khién ngwoi khac ¢&i mo va nhirng cach de thic day ho tiép
tuc cudc tro chuyén. Thanh t& duy nha't con thi€u l1a hanh dong cta chinh
ban. T6i dang ddi theo ban, va dung bit dau doc Chuong 6 cho dén khi ban
hoan thanh it nha't hai cu6c phdong van. Hay buwdc ra khodi van phong di
nao!

NHUNG PIEM CHINH CAN NHO'



Thwc hanh phong van v&i mot dong nghiép

Phdng van cip cung mdt ngwoi khac d€ cdi thién cac cudc phdng van
va 16i kéo thém nhiéu ngwoi tham gia viéc phat tri€n khach hang (bao
g'6m cd nhirng ngwoi khdong ma’y thodi mai véi viée truce ti€p néi
chuyén v&i khach hang).

Hay gitr cho cudc tro chuyén cdi me, ty nhién va mang tinh ca nhan.
Sau khi dat ra cau hdi dau tién, hdy chor dd mot phit trwedc khi dat ra
cau hai ti€p theo.

Hay chi y d&€n cam xtc khi ghi chép. Cam xuc 1a th ¢can dugc wu
tién nim bat.

Chii y nim bt bat cir thong tin ndo x4c nhan hoiic bac bd gia thiét cta
ban va ba't clr diéu gi 1am ban ba't ngo.

Hay 1dng nghe khi khdch hang chuyén chii d&. N&u chii dé d6 duoc
1dp lai & nhirng nguwoi khac, d6 ¢6 th€ 1a mot cor hoi khac d€ ban kham
pha.

Khi khach hang d@é xué't cac ddc tinh hodc giai phap, hay hwdng ho
quay tr¢ lai néi vé van de.

Xem lai cac ghi chi cua ban ngay sau cudc phong van de cai thién
cha't lwong phdng van va tém tit nhitng di€m quan trong.



Chwong 6Di¢€u gi cho thay mot gia
thiet dwoc xac nhan?

Ban ddu moi ngwo'i sé néi vai toi rdng “Y twdng tuyét day,” va toi sé thay
rdt hao hieng. Nhueng sau mot vai cudc phdng van, toi sé bdt gdp vai ngudi
biéu 1 sw thich thii va bdt dau ndi lién tuc mot cdch day hao hikng. Nhiwng
cang phong vdn nhiéu, t6i cang nhdn thdy diem khdc biét giita nhirng
ngwoi co'té ra dé chiu va nhitng ngwo'i thdt sw gdp phdi van dé ma téi co
thé’ gidi quyét.

— BARTOSZ MALUTKO, GIAM POC PIEU HANH CUA
STARTERS

Gio thi ban da bit dau thyc hién nhitng cudc phdng van phat trién khach
hang, va ¢6 1& dang néng long cho dori mot s6” cau trd 1oi. Ban da dwa ra
nhirng gia thi€t tdp trung vao ddi twong nha't dinh va d€ xac nhan ching,
ban di tim dwoc ngudi d&€ néi chuyén. Ban di tuan tha nguyén tic dit cAu
hdi mé va d€ khach hang trd thanh chuyén gia. Gior 1a ldc d& bit dau néi
vé nhirng diéu ban da tim hieu dwoc va dung n6 d€ di dé€n quyét dinh.

Trong chwong nay, ching ta s€ néi vé cach d€ ¢6 dugc nhirng céu tra loi
dang tin cdy tw cdc phan h'6i thu dwgc sau phdng van. Ban s€ hoc dwoc
ring tai sao ban nén tam thdi bi quan, khi ndo thi khong nén tin vao nhirng
gi ban dang nghe va lam cach nao d€ gidm thién ki€n. Chung ta cling s€ n6i
dén viéc:

Chia sé cau chuyén v&i doi ngili cuia ban

Ban can bao nhi€u cudc phdng van

Ban nén hoc nhirng gi sau hai, ndm va mwoi cudc phdng van
Phai 1am gi n€u cdc cudc phdng van khong dién ra sudn sé
Lam thé& nao d€ nhan ra mdt gia thi€t dwo'c xac nhan

Viéc xdc nhan mot gia thi€t ¢ nghia l1a gi? Li€u nd c6 nghia la ban c6 mot
san pham dwgrc dam bao thanh cdng? Hay c6 nghia rang ban khong the xay



dyng bat ctr thi gi cho d&n khi ban hoan thanh du s& cudc phdng van?
Hodc n6 nghia 1a ban ¢6 the ngirng viéc phat trien khach hang ngay bay
gio?

Khong, khong va khong.

Su x4c nhan don gidn c6 nghia ring ban da ty tin d€ tiép tuc dAu tw thoi
gian va cong sitc cho hudng di ndy. N6 cling khdng c6 nghia rang ban cin
cho d&n khi hoan thanh 10, 15 hay 20 cudc phdng van trwedc khi viét ra
mot dong code! Viéc phat trién khach hang dwoc ti€n hanh song song voi
viéc phat triéh san pham, diéu d6 cé nghia 1a ban c6 the bat d4u tao ra mot
san pham kha thi t&i thi€u & ba't ctr thoi di€m nao trong khung thoi gian
thye hién cdc cudc phdng van. N6 ciing ¢ nghia ring ban nén tiép tuc néi
chuyén v&i khich hang k& cd sau khi ban da bit dau xay dyng san pham
hodc dich vu.

DUY TRI MOT THAI PO HOAI NGHI LANH MANH

Céac cudc phong van phat trien khach hang mang tinh chu quan, va d6 1a
mot thach thirc: ban rat d& nghe dwoc diéu ma ban mudn nghe. Du khong
chu dich, hau hét moi nguwoi chi tip trung vao nhitng di€m tich cyc. Ching
ta nghe dugrc tw “c6 the”, chiing ta thdy dwg'c mot nu cwoi, va roi ching ta
bd qua sy do du hay cing thang trong ngon ngtr co’ th€ ctia nguoi doi dién.

Qua4 dé d€ nhin nhan nhitng phan h'6i theo hwéng chirng minh rang gia
thi€t ctia ban ding du ching khong nhw vay. Néu lam vay, ban da va dang
lang phi vo s6 thoi gian. Hay tranh cdi by do.

Ho c¢6 dang n6i nhirng di'€éu ban mud'n nghe?

Ban s& nghe duworc gi khi ngwdi khic qué st sing mudn 1am hai long ban?
C6 diém khac biét gitra sw lich thi€p va sy chan thanh. Ban phai hoc cach
doc duoc nhirng di€u ho khong néi ra, va an y trong cudc tro chuyén c6 the
khdac di chut it ty thudc vao viéc san pham cua ban hwdng dé€n ngwoi tiéu
dung hay ciac doanh nghiép.

Nhin chung, nguoi tiéu ding khong mudn lam ban tha't vong. Néu ban da
lam tot viéc xay dwng mdi quan hé va td vé gan giii, nguoi dwgc phong



van s€ mudn hgp tac va lam ban vui long. Ho c6 th€ k€ minh da gap phai
mot van dé€ hodc hanh xt& theo cach nao d6 du chuyén d6 khong cé that. Ho
c6 th€' ndi ho sé tra tién cho mdt gidi phap gitp ho dat dwoe diéu gi do,
nhwng trén thye t€ ho s€ khong bao gior dwa ra tA'm thé tin dung cia minh.

V&i nhieng ai hwdng dén cac san pham danh cho doanh nghiép, diéu nay
lai dAn dén thdi d6 khac. Ngudi dwore phdng van 6 the cam tha’y rang mot
nguwoi chuyén nghiép thi coi trong sy lich thiép va chan thanh. C6 thé ho
khé ma giao ti&p khéo 1éo bang cich dong y ring mot s& diém 12 tich cuc
trong khi ho biét diéu do rod rang khong thé chirng minh.

C6 th€ ho ciing tin ring nhitng cudc trdo chuyén nay 1a mot 161 moi thwong
thao thiét hon: bang viéc d6ng y v&i ban & mot phwong dién, ho ¢6 thé
cam giac rang ho nhén lai quyén doi hoi thir ho muén sau do.

Trong ca hai tinh hudng nay, ban c6 thé' nghe dwo'c nhirng phan h'6i c6
phéan phut hgp mot cach qua hoan hao véi nhirng gi ban ky vong dwgc
nghe. Khi nghe mét ngwoi dwore phdng van néi diéu gi d6 xac nhén céac gia
thi€t ctia ban, dung dwng lai & d6. Hay giwr thai d6 hoai nghi.

To6i thwong néi: “NEu ai d6 ndi ¢ the, hdy ghi nhan d6 1a mot cach néi
‘khong’.”
Liéu khach hang dang néi that hay dang dat gia thi€t?

Sé 1a khong di n€u mot nguei chi néi ra mong mudn ¢ thir gi d6 — mot
san pham, mdt dich vu hay kha niang hoan thanh mot viéc. Mudn mot thir
g1 do thi mién phi va dé dang.

That sy thay d6i hanh vi, chi tién hodc hoc nhirng diéu mdi thi lai ma't chi
phi. Ban can tim ra sy khac bi€t gitra mudn va s€, va viéc dé doi héi ky luat
trong cach ban tro chuyén v&i cac khach hang muc tiéu. Néu ban dat mét
ciu hoi va nguoi d6 néi “vang”, diéu dé r6 rang it gia tri hon khi ho ty
minh noi ra van de.

Trong Chwrong 4, t6i da néi vé tam quan trong cua vi€c ddt ra nhirng cau

hdi m¢. S€ 1a t6t hon néu ban hoan toan tranh dwoc viéc dit ra nhirng cau
hoi c6-khong, nhwng méi dau thi d6 1a mot théi quen khé xay duwng. Ban sé



thinh thoadng 1o 101 va hdi nhieng cau nhw “Ban ¢6 1am X khong?” hay
“Ban ¢ thich X khong?” Khong sao c&, mién 13 ban nhin ra rﬁng ban
khong th€ ghi nhan phan (rng bé mét ctia ho. Ban cén thach thiec né.

Nhi€u nam trwdc, toi da lam viéc véi mot ngan hang 1on trong mot s&
nghién ctru khach hang truc ti€p. Mot nha diéu hanh ctia ngan hang khang
khang dit ra cau hoi: “Ban c¢6 ban tdm vE tinh bao mat thong tin tai chinh
clia minh khong?” T6i da chi ra ring s& khong ai néi “Khdng” trude ciu
héi do, nhu’ng khong c6 ket qua. Nhu t6i dodn treeoc, toi néi chuyén voi 10
ngudi thi ca 10 ddp lai ring, hin roi, ho vo cling ban tdm tdi tinh bao mat
va tinh riéng tw thong tin tai chinh cta ho. Truedc khi mét ngwoi trong s&
ho roi khoi, toi dd cdm on va ndi: “Anh sé nhian dwoc 50 do-la tién tra
nwde néu anh viét ra tén thoi con gdi ciia me minh va s An sinh Xa hoi
ctia ba.” Khong do dw, ngwoi dan 6ng d6 voi 18y cdy bt bi va nhan 18y to
gid’y cha toi. Toi ngan lai trede khi anh ta kip vié€t ra ba't cr thdng tin gi,
thé’ nhung t61 da c6 k€&t ludn cia minh. Anh ta rdt quan tdm dén tinh bao
mat... cho d&n khi dwgc treo thwdng 50 do-la.

Cach t6t hon d€ dat ra cau hoi ban dau kia 1a hoi vE hanh vi hién tai, chaamg
han “Ban nghi rang moi nguwdi c6 the 1am gi d&€ bio mat thong tin tai chinh
ctia ho?” Néu ban da dat ra mét ciu hdi c6-khdng va nhan dwge cau tra loi
“C6”, ban nén thay né bang mdt ciu hdi mé hon trong cdc cudc phdng van
sau.

Mot cau tra 1o dang tin cdy nén bao gom mot s6 hanh dong cu thé, chaalng
han nhu “chon mat khau bao v&” hoac “ludén dang xua't sau khi dung trang
web cta ngdn hang”. Nguworc lai, ‘hay hoai nghi cau trd loi dang “Toi khong
bi€t” hodc “Toi ludn doc dwoe rang c6 ké xdm nhép dwge vao dau dé va c6
dwoee s6 thé tin dung, nhwng ta chang thé’lam gi d€ ngan chan di€u dé.”

K€ ca khi cau hdi dit ra r't can trong, doi khi khach hang sé t6 vé vo cung
nhiét tinh mac du ho khéng cé y dinh mua hay dung san pham cua ban. T6i
da trai nghiém diéu nay I'an dau khi phu trach viéc thi€t k& va nghién ctru
cho mot san pham tai chinh cd nhan. Khi t6i phdng van cac khach hang d¢
chon ra nhirng ngwoi dung chwong trinh thir nghiém, hau hét moi nguwoi
déu td ra hirng thi v&i van dé quan 1y tién bac ca nhan. Ho ndi chi tiét vé
ndi thd't vong ctia minh. Khi dwgc xem ban dung thir, ho thich y twdng vé
san pham. Hau hét néi rang ho chéc chin s& diing san pham, thAm chi sin



sang chi tién cho né. Th& nhung, bing cich nao d6, cudl cung thi khong ¢6
san pham nao cfia ching tdi dat 100% lwot st dung. (Han ban dang sdc, t6i
hi€u.)

Theo thdi gian, tdi bit dau nhan tha’y sy khac biét gitta nhitng tir ngir khéc
nhau ma moi nguoi st dung. Nhirng nguoi tré thanh khach hang dung 167
néi chi dong hon va mo ta céc chi ti€t cu the; nhirng ngwoi khac dung 161
néi bj ddng hon va khong chic chin. N&u ban di ghi chép nguyén vin, hay
tim xem ho ¢6 ding nhirng cum twr nhw trong Bang 6-1 khong.

Bdng 6-1. So sdnh cdc 161 noi chan thanh va bat dinh, gid thiét
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Hoa ra t6i da nghe ra't nhiéu ngwoi mim cwei hao hirng va néi vé diéu ho
wde minh s€ lam. Quan 1y tai chinh cd nhan tot 1a mdt trong nhirtng muc
tiéu d6, ciing nhw gidm dwoc Skg hay dung chi nha khoa hang ngay, nhitng
diéu ma moi ngwoi déu cam tha’y ho nén lam.

Cin cr du bao t6t nha't cho hanh vi twong lai 1a hanh vi hién tai. Viéc tap
trung vao nhirng vi du cu the' vé hanh vi hié€n tai la cach t6t nhat d€ han ché’
viéc ho néi d&€n nhirng mong mudn twdng twong. Néu mot ngwoi dwoe
phdong van néi vé mong mudn giam Skg, hdy hoi xem ho tap bai tap gi
trong tuan tredc. N&€u ai d6 néi vé mong mudn diéu chinh quy trinh quén
1y dw an, hay hdi xem cho dé€n gior ho da loai bd nhirng cudc hop hay
vrdng méic nio roi.

Néu céc ghi chd phdng van chira nhiéu loi cdm than nhwng it minh chirng
veé hanh dong thuc t&, ban dang khong xac nhan dwoc gid thi€t cia minh.
Ching t6i s€ n6i thém vE viéc xac nhan (hay pht nhan) cac gia thiét cua
ban & phn sau trong chwong nay. Hiy nhé ring di€ém quan trong nhi't 1a
de’lam dwoee viée nay viéc kia mot cach nhanh chong. Néu gia thi€t cia
ban la sai, cang s'm bié€t diéu da, thi ban cang c6 th€ diéu chinh né va tién
buwdre. N&u ban nhanh chong xdc nhin duoc gia thiét ctia minh, ban ¢6 th€
bt tay vao xay dyng mot san pham kha thi td7 thi€u (toi s& néi chi tiét hon
ve viéc nay trong Churong 7).



Nhung triedre khi ti€n xa hon v&i cdc gia thi€t clia minh, hdy néi vE cac ghi
chu ctia ban, nhirng thir s€ gitip ban xac nhan hay pht nhan gia thi€t cia
minh.

TG CHUC CAC GHI CHU SAO CHO HIEU QUA

Khi Iam & KISSmetrics, viéc ciing ¢6 nhitng hi€u bi€t vé phat tri€n khach
hang cho cd nhém la mot trong nhirng wu tién cao nha't cda tdi. Toi thyc
hién trung binh 10-15 cudc phdng va'n khdch hang mdi tuan (va trong mot
vai tuan thi con nhi€éu hon). Nhirng ngwoi sang 14p thwong ciing tro
chuyén v&i khach hang nhiéu nhw vay (du cac cudce tro chuyén hi€m khi di
theo mot ci'u triic). Khi ca doi hi€u 16 hon, bo phan hd trgr khdch hang va
ky thuit ban hang ciing ¢ th€ néi chuyén v&i khdch hang mdi ngay. Chinh
vi the' ma s6 ghi chu can lwu lai 1a qué nhié€u!

TG chire Iwong thong tin Ion nhwong d6 1a qua khé doi véi mot nguoi. Va
1y twedng 1a nhiéu ngwoi, n€u khdng mudn ndi la td't cd nhieng ngwoi thyc
hién viéc xay dung san pham trong ddi ngli clia ban, tham gia vao viéc phat
trieh khach hang.

Tbdi nhanh chéng hoc dwgc ring néu ban da ghi chd di d&€ ndm bét chinh
xac nhirng gi ngeoi khac ndi trong 20 phit phdng van, ban da ghi dwoc
nhiéu hon so v&i mic ban ¢6 thé€ chia sé hiéu qua véi doi ngti ctia minh.
Moi nguoi khong th€ nao doc tirng tir trong cac ghi chd phat trién khach
hang. Viéc tao 1ap mdt s& khung miu d€ tém tét va lwu céc ghi chd 12 rat
quan trong.

Luwu cac ghi chi trong mot tép

D&1 voi cac du an ma t6i 1a ngwoi phong van chinh, tdi tao mot tap tin vin
ban duy nha't d€ Iwu ta't ca cac ghi chu tw tdt cd cac cudc phong van voi
khach hang. Ngay triedre khi néi chuyén véi mot ngwoi moi, toi thém vao
tap tin mot vai dong tréng, dién tén va cong ty cta nguoi do, bdi dim
ching, va dén vao tap tin mau ghi chd phong van don gidn cla tdi (miu
nay da deoc dwa ra trong Chwong 5).

Né&u c6 nhiéu ngroi tham gia phdng van, Google Docs 1a mot Iva chon td't
hon vi né ho trg’ tinh nang cung chinh stra. Ban khong can lo lang vé viéc



ai d6 vo y ghi de 1én ghi chd cia ngwoi khac néu hai hodc nhiéu ngwoi
phong van cung lic.

Luwu lai ta't ca cac ghi chd trong cing mét tap tin gidp cho viéc tim ki€m
sau d6 dwoc dé dang hon. N&u nhé ¢6 ai d6 tirng dé cap dén “tich hop e-
mail”, ban ¢6 the tim cum tw d6 thay vi phadi nhé xem ai da néi ra. Ban
ciing dé dang tha'y dwoc mdt tir cu the hoic tén san pham dwoc nhic dén
bao nhiéu Ian. Ban c6 the thyc hién tim ki€m trén nhi€u tap tin nhwng viéc
d6 ton nhiéu thoi gian hon.

Mot s6 nguwoi t6i tirng lam viéc cling khuyén dung Evernote cho viéc phat
tri€n khach hang. Mot loii thé ctiia Evernote 1a né dung dwoc trén nhiéu nén
tang. N&u sau cudc phong van ban nghi d&€n diéu gi do, ban ¢ the' tim né
trén di€n thoai hodc 1Pad va tao mgt ghi chd nhanh vé n6. Nhwng ¢4 nhan
toi thi thwong ding Word hodc Google Docs.

Lam ban tém tit

T6i dung mot tap tin Word khéc d€ viét tém tit. Viéc dung mot tap tin riéng
d& tém tit gidp cho viée doc lwdt va tim mau hinh chung dwoc dé dang
hon. Tai liéu nay dd gon nhe d€ t6i ¢6 the chia sé voi doi ngli ctia minh ma
khong khi€n ho ngup ldn trong thong tin.

Budc dau tién 12 tém tit nhitng gi ban hoc dworc tir mdi cudc phdong van.
Nhung dirng ding lai & d6. Ban khong nén chi rit ngin nhitng gi ngudi
dwoc phong van ndi, ma nén rat ra mot s& k&t ludn va khuyén nghi cho céac
bude ti€p theo. Viéc phat trién khach hang chi hiéu qua néu né 14i doi ngi
cta ban dén viéc tap trung va tranh tiéu t6n thoi gian vao nhirng viéc
khong hi€u qua.

Néu khach hang khong d6ng y voi nhirng gi ddi ngil tin twdng, mot tai liéu
tom lwore ¢6 1€ 1a khdong du d€ thuyét phuc moi ngwoi thay doi suy nghi.
DPay la 1y do t6i nhdn manh viéc phdng van cdp trong Chwong 5. Mot
thanh vién da tham gia vao vai cudc phdng van, du chi trong vai trdo nguoi
ghi chi, cling s& d& dang tiép thu cdc phan h'6i da dwoc tém tit hon. Hay
dwa ra ban ghi chi day di cho nhitng ai ¢An thém bang chitng vé nhitng gi
khach hang ndi, va thir thuy€t phuc mét vai nguoi trong s6 ho déng vai tro
ngudi ghi chd trong nhitng cudc phdng van sép tdi.



Hiy nhé lai Chwong 5, nhitng di€m quan trong ¢An nim bét trong khi viét
ghi chu la:

Piéu x4c nhan gia thi€t cia ban

Dbi€u pht nhan gia thié€t ctia ban

Nhirng di€u lam ban ba't ngo

Nhirng diéu khoi diy cam xidc cia ngeoi néi

Pay 1a nhitng di€m mang lai cho ban nhiéu hi€u biét nhat. Khi tém tit lai,
t0i ¢ riit ra ttr mOi cudc phong van 5-7 gach dau dong chira nhirng thong
tin thd vi nhat. T6i ddt wu ti€n cho nhirng gi da nghe va chon 18y nhirng
diéu gia tri nhdt ma t6i hoc dwore te mdi cudc phong van.

Khi ¢6 nhiéu nguwoi thiee hién phong van, mdi ngwoi dit wu tién trong ghi
chud cua minh bang viéc vi€t ra 5-7 gach dau dong cho ba loai thong tin:
x4c nhan, pht nhan va ddng quan tam.

Néu ban khong chéic nén wu tién di€u gi, hdy dya vao cdm xuc cta nguoi
noéi d€ quy€t dinh. M6t cau khang dinh ting ho mot trong nhirng gia dinh
ctia ban thi vi ddy, nhung khong dang quan tim bang mot phan tich khac
day nhiét tinh trong 5 phiit v€ san pham cta ddi thu.

Dudi day 1a nam di€m tom lwore te mot cude phong van ctia KISSmetrics:
Joanne, Gidm do'¢c Marketing, cong ty quy mo trung binh
Xdc nhdn

“T6i stt dung Google Analytics nhung thanh thire ma néi né khién tdi thic
méc nhiéu hon 13 dworc gidi ddp.” (Ching t6i gia dinh ring khdch hang clia
ching t6i da s& dung Google Analytics nhwng cong cu d6 khong da de’ dap
trng nhu ciu cta ho.)

Céc phan tich dwoee dat wu ti€n thap hon vi nha phat trién tp trung vao cac
tinh nang ctia san pham, vi vay c6 &y cam tha’y minh nhw dang Ian mo
trong bong tdi. (Nhw chiing tdi da nghi, viéc thi€t 1ap san pham ludén can
dén mot nguon lyc cac nha phat tri€n nha't dinh.)



Phii nhédn

Hoan toan khdng c6 nd Iyc marketing trire tuyé&n! “Viéc biét rang moi
ngwoi dén tor dau tredre khi ho truy cép trang web cia toi a — 0, viéc do
khong anh hudng gi d&n toi, ding chi¥? Thé nén tdi khong chéc 12 tai sao
toi lai cn biét diéu d6.” (Chiing tdi gia dinh ring market attribution®
[phén bo gia tri d6ng gbép vao thi treong] 1a di€u quan trong véi khach
hang ctia chiing t6i — diéu nay pha nhan gia dinh do!)

46 Attribution — theo dinh nghia tir Cuc quang cdo twong téc IAB — 12 qué
trinh nhan dang loat hanh dong ctia ngwoi dung déng gép vao mot thanh
qua nhat dinh, va sau d6, phan bd thanh qué nay thanh tong gid tri quy két
twong ¢ng v&i mdi hanh dong cu the trén. (ND)

Ddng quan tam

Mot hwdng nghién ctru khdc vé hd trgr khdch hang — nhitng ngwoi khac
trong cong ty khong thd'y dwore mot s& van dé vEé san pham vi ho khdng c6
quyeén tiép cin céc e-mail hd tror khach hang — thir 1am cho van dé hién rd.

Quan tAm dé&n viéc truy cip phién ban diing thtr so'm; sin sang trd cho mot
nha phat tri€n d€ ho tro cai dit.

LAM CHO POI NGU TAP TRUNG VAO THONG TIN MOI

Céch tOo't nha't d€ ddm bao nhirng nd lyc phét trién khach hang cta ban gidip
cai thién cdc nd lyc phét trién san pham 1a t67 da héa s6” ngwdi nodi chuyén
voi khach hang trong doi ngii. Nhirng ngwoi nay s€ ra't ty nhién dwa hieu
bi€t veé khach hang d6 vao viéc ra cac quy€t dinh trong ngay vé pham vi
san pham, chi ti€t thyc hién, chi ti€t thi€t k& va marketing.

Phdng van cap 1a mot ky thuat gia tri d€ dwa thém nguwoi vao thé gidi cha
khach hang. Mot ky thuat khac 1a moi mot nhém ddng ngwoi giip phan
loai cac phan h'6i cia khach hang. Tai Yammer, ching t6i thwong 1am viéc
nay bang cdch ddn cdc mat ghi chi 1én mot bang 16n. Diéu nay doi hodi
chiing t6i phai vié€t lai cdc phan h'i, do d6 ton thém thoi gian. Tuy nhién,
viéc xoay quanh nhirng mau gid’y ghi chd hi€n hién tredc mat khuyén
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khich moi ngwoi thao ludn va dap &ng cac phan h'di, gidp ching dwoc ghi
nhén hiéu qua hon (Hinh 6-1).
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Hinh 6-1. Hay moi toan bo doi ngii givip ban phdn loqi cdc binh ludn ciia
khdch hang, ho sé chii ¥ hon dén nhitng gi ban tim hiéu dwoc

Du vy, tri 6¢c khdng thay doi ngay 14p tirc. K€ ca khi ai d6 tryc ti€p thay
gid dinh cfia ho bi phl nhén, ho ciing ¢an thoi gian va vai Ian kinh nghiém
ntra d€ twe thong tin mdi d6 di dén viéc diéu chinh phwong hwong.

Viéc clia ban 12 gidp ddi ngii clia minh nhin thé gi¢i qua con mét cta khach
hang va thyc hién nhitng thay d5i can thiét d€ nhdm tring hwéng va tranh
phi stec. Dudi ddy 1a mot vai losi khuyén gitp ban chia sé nhitng gi ban
dang tim hi€u mot cach hi€u qua:

Ban nhwrng gi ban dang hoc dwoc

Nhirng gi ban dang tim hi€u ra't quan trong. Ban dang k€ mot cau chuyén
c6 th€ cru sdng hodc vui dip san pham ctia minh. Piéu quan trong 1a ban
nhén ra va truyén tai dwgrc tAm quan trong ctia nhirng hi€u bi€t nay. Pung
gtri di mot e-mail v&i tiéu @& nham chan nhw “Tém tit phdng van khach
hang” trir khi ban mu6n moi ngwoi tdng co ban di.

Ho khéong nim dwgce bdi canh: Hay trinh bay né

Mot trong nhitng thach thirc 1on nha't trong viéc bao cdo lai cho doi ngi la
viéc y thirc dwoc rﬁng ho khong nim dwoc boi canh. Mot khi ban di nghe
nhiéu khach hang chia sé hanh vi cia ho va nhirng gi ho tin twdng, that kho
d€ nhé ma khong hi€u ro tinh hudng ctia ho. Van dé nay khdng chi xuat
hién trong viéc phat tri€n khach hang, né ggii nhd d€n 1oi nguyén tri thiec
da dwoe dé cap & Chwong 5. Loi nguyén tri thirc 1am ban khéng nhén ra
ban ¢4n giai thich mdi budc dwa ban d&n gan mot két luan. V&i nhirng
ngwoi khong tham gia vao cudc hdi thoai, ho khéng 14p tirc nhan thd’y nhin
dinh, ngdn ngtr co’ th€ hay cau héi nao la dang chu y.

Khuyén khich viéc dit cau hoi (dwng lap twe dwa ra khuyén nghi)



Hay khuyé&n khich moi ngwoi dat cau hoi va thao ludn. Tryc ti€p di dén céac
khuyé&n nghi hoac y ki€n cta ban la cach d€ nhém ctia ban nhanh chéng
tho’ o v&i nhirng gi ban néi. N€u nguwoi khac khong cam thd’y ho dang
tham gia vao qud trinh phat trién khdch hang, ho ¢ th& bit dau 4m thAm
chdng ddi né. Budc dau tién d&€ moi ngwdi tham gia 1a gi? Hay chéc rang
ho dang 14ng nghe.

Di dén viéc ra quyét dinh

Nhirng hi€u biét tr qua trinh phat trién khach hang nén bién thanh hanh
dong va cac quyét dinh. T6t hon 1a chia sé thong tin trong mdt cudc hop 5
phiit vé pham vi hodc wu tién vé san pham thay vi t0 chirc mot cudc hop
kéo dai mdt gio chi d&€ moi ngwdii 1dng nghe va khong ai hanh dong.

Hay dit lich thwong xuyén cho viéc chia sé nhirng gi ban tim hi€u dworc.
Nén 1a bao 1au mot [an?

Con tuy. Mirc d6 thwong xuyén can phit hgp véi quy mo va t6c d6 hoat
dong cua cong ty ban. V&i toi thi mdi cOng ty tdi lam lai phit hop v&i mot
murc d6 khac nhau.

Tai KISSmetrics, toi thwong tong hop va chia sé cac phan h'di phat tri€n
kh4ch hang ngay truéc cdc cude hop dit wu tién vé san pham hing tuan.
Thong thwong mot tuwén, tdi ¢6 the hoan thanh 5-10 cudc phong van, moi
cudc dwoe toi tém tit theo cach di trinh bay & phan trudec.

Tai Yammer, nhirng ai thwc hién viéc phat trien khach hang dang cac ghi
chid phong van 1€én mang Yammer ndi bo ngay sau khi hoan thanh cudc
phong van. Moi ngwoi trong nhém dw an ¢6 the' 14p tire doc dwore cac ghi
chud phong van va dit cau héi. B€ truyén thong tin trong ddi ngl lam san
pham, chiing t6i ciling chia sé tém tit trong mdt cudc hop hing thang d&
thao luan quanh cac cdp nhat vé nghién ctru phan tich ngwoi dung. Nhirng
cudc hop nay mang tinh dd1 thoai nhréu hon, vi vay chung t6i trinh chi€u
nhtrng slide thong tin tom lwgc da d€ thic day mot cudc hdi thoai (Hinh 6-
2).

Sw thau hidu ti 1%



e Ho c6 xu hueong lam viéc v&i khach hang va lién tuc giai quyét
thong tin thay doi.

e Ho stt dung Yammer d€ chia sé va lwu trie thong tin gitra cdc nhém

e Ho déanh gia cao to’c do nhanh ctia Yammer, so v&i e-mail.

e Ho ding nhap ca ngay, moi ngay.

e Ho lién tuc st dung Yammer tir khi bit dau.

e Ho I cac quan Iy dang c6 géng trd thanh nhitng nha 1anh dao hiéu
quéa hon hodc nhirng ngwoi lam thué s dung Yammer d€ tré nén
noi troi hon.

e Ho bdo cdo mot cach mau thuan vé viéc dong bd thong qua cac thiét
bi nhw th€ d6 12 ndi that vong 1én nhat doi ho vay.

Hinh 6-2. Slide trén tom lwoc cdc cudc phong van phdt trién khdch hang
vo'i cdc khdch hang tich cwce nhat trén Yammer. Cdc slide tom tat ngan nhw
thé nay giup thiic ddy viéc thdo ludn

BAN CAN BAO NHIEU CUQC PHONG VAN?

CAu trd 161 ngén 1: Con tly.

CAu trd 1o ngén 2: 15-20.

Tdi khong chic cau trd 1oi ngén nao that sy hitu ich, nhwng tdi khong
mudn ban doc lwdt qua nhirng trang t&i d€ tim mot cau trd 1o thyee sy. Cho
nén, hay bit dau bang nhitng ciu trd 1&i ndy, toi sé giai thich thém vé
nhirng gi ban s€ trai nghiém trong qua trinh phdng van.

Sau hai cudc phdng van, hdy nhin vao céac cau héi va ghi chud cta ban roi
diéu chinh cach phong van.

Sau nam cudc phdong van, cé 1€ ban da gap it nhat mdt nguwoi td ra ra't hao
hirng.

Sau 10 cudc phdng van, ban s€ thd’y cdc mau hinh dwoc 13p lai trong céc
cau trd 1o ban nhan dworc.

Bao nhiéu cudc phdng van la da?



Sau khi phdng van du, ban sé bi€t né 1a bao nhi€u RIS khong c6 di€u gi
nghe dwgc lam ban ba't ngo’ nira.

47 T6i biét ring day 1a mot cu trd 11 chi quan va khong 1am ban thoa
min. N6 nhéc tdi vé ciu chi duong & New England: di dén trung tim
thanh ph6 va ré trdi. Lam th& nao ban bi€t dwgrc minh da dén trung tam
thanh phd? Trw khi ban da ting d€n mot thanh phd” New England nhd, ban
c6 18 khong thé tin rang ciu d6 da cung cAp da thong tin. Ban s& nhin ra
ngay khi toi noi. (TG)

Trong céac phén sau, tdi s€ phan tich V€ nhirng cu tra loi nay.

Sau hai cudc phong vian: Ban c6 dang hoc dwo'ec nhirng gi ban ¢én hoc
khong?

Trong Chwong 5, ching t6i da néi vé viéc danh vai phit sau cudc phdng
van d4u tién d€ tim ra nhirng y&u td thanh cong nhat. Thwong thi nhirng
thay doi dau tién trong cac phdng van li€n quan d&€n phong cach néi va
cach dat cau hoi.

Mot khi da hoan thanh hai hodc ba cudc phong van, ban s€ phai dwa ra mét
danh gia quan trong hon. Li¢u ban c¢6 dang hoc dwoc nhirng gi can hoc?

Céc y€u td cho thad'y mot gia thi€t dwoe xac nhan

Mot gia thiét dwgrc xac nhan thwong cd bdn yéu t& dwore bi€u hién mot
cach ro rang:

e Céc khdch hang x4c nhan rang chic chin c6 mot van dé hoic diém
dau

e Céc khach hang tin ring va'n dé c6 the va nén dwoc gidi quyét

e Cac khach hang da tich cyc dau tw (cong strc, thoi gian, tién bac,
dwong cong hoc tap) trong nd lwc d€ gidi quy&t va'n dé nay

e Cic khach hang khong roi vao cic hoan canh ndm ngoai kha ning

ki®m sodt ngin ho ¢ ging gidi quyét van dé hodc diém dau 28

48 Ngay ca khi khach hang sdn sang d4u tw thoi gian va ngudn Iyc vao viéc
gidi quy€t mot van d€, ho c6 the’bi kim hdam bdi cac bén lién quan khéc,
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bdi luat 1€ hay cac quy dinh, hodc b&i van hda hay thong 1€ xa hoi veé cai
dwoc chap nhan. Chang han, céc gido vién c6 th€ sdn sang dAu tw vao mot
giai phdp cho phép ho gido duc hi€u qua hon nhwng khong the' vi pham
chwong trinh chung dwoe dit ra trén toan bang. Nhan vién nha hang cé the
mudn giam s& thiee dn bi lang phi nhung lai bi han ch& bdi cac quy dinh vé
strc khde. Thanh thi€u nién cé th€ khat khao tim dwoc mot chwong trinh
dao tao ngh€ nhung phai song trong mot no'i khdng cé phwong tién giao
thong cong cong d€ di lai va khdng cé ngwoi 16'n nao ché ho dén novi dao
tao. (TG)

MGdi cudc phong van cho ban biét diéu gi

Khi doc lai cac ghi chi phdng van, ban can cam tha’y ty tin rang ban hi€u
mirc do di€m dau clia ngwoi nay va mirc dong lye cia ho trong viéce giai
quy€t no.

Ban c¢6 the ty tin trd 101 nhieng cau hdi nhu:

e Né&u hdom nay tdi ¢6 mot san pham giai quyét dwgc hoan toan van dé
nay cta khach hang, liéu t6i c6 gidp phai chwedng ngai nao ngan ho
mua hodc dung n6 khong?

e Ho s& diing né the nio va s& dwra né vao cic hoat dong hiang ngay ra
sao?

e NO sé€ thay thé cai gi?

e Né&u ho khong mua giai phap cua tdi thi 1y do cu thé' c6 the€'1a gi?

Néu ban khong the trd 1oi nhirng cau hoi nay, hdy diéu chinh cac cau hoéi
phdong van (xem khung bén dwdi).

Hai cudc phdng van 1a khong dt d€ ban tu tin rang minh da diing. Chiing
chi cho thdy rang ban khong hoan toan sai.

THAY POI CAU HOI PHONG VAN CUA BAN

Pung lo vé viéc duy tri tinh nha't quan xuyén sud't cac cudc phong van.
Khi thyc hién céac nghién ctr tdm 1y xa hoi trong thoi gian hoc cao hoc, toi
déng dinh vao dAu y nghi rang toi phai néi theo cing mot kich ban, cling
mot cach néi, d€ tranh dwa thién ki€n vao nghién ctru. T6i da dwgc nghe



loi khuyén twong ti vao Ian dau thwe hién ki€m tra tinh kha dung: dirng
thay doi cau hoi n€u khdong mudn cac két qua bi sai 1éch. Biéu nay khong
ding v&i cac cude phong van phat tri€n khach hang. Viéc ban dang lam
khong phai 1a nghién ctru mot tinh hudng cu th€ chi cé mot bién s6: ban
dang tim hi€u vé cac cd nhan khéc biét trong nhitng méi treong khac nhau,
va khong phai lic nao ho ciling dwa ra cac quy€t dinh hop 1y.

Theo thoi gian, cAu hdi va phong cdch cta ban s€ ty ti€n bod. Ban sé diéu
chinh nhirng gi minh ndi ra va cach néi tly thudc vao ngwoi ma ban dang
néi chuyén cung. Diéu quan trong nha't 1a ludén luén hoc hai.

V€ nhirng lo ngai khéc, cach tot nha't d€' stra cau hoéi 1a hoi y ki€n nguoi
khéc. Hay tim mdt dong nghi€p r'di cho ho doc céc cau hdi phdng van hodc
nghe ban dit cau hdi. Géc nhin ctia ngwoi khac dé phét hién ra nhirng di€m
nhd cé the€ khién ngwoi nghe hi€u nham.

Trong nim cudc phong van: Ngwoi dau tién to ra vo cung thich tha

Trong vong nam cudc phong van dau tién, ban s€ gap it nhat mot ngwoi
thwe sw phan khich tredre y twdng cia ban. Chi it thi, n€u ban da xac dinh
dwore mot van dé hay d€ giai quyét, ai do s€ truc ti€p gidi thiéu cho ban
mot ngwoi phu hop (“Van d€ nay khong gay anh hwdng dén tdi, nhwng toi
bi€t chinh x4c ngwoi ma anh nén néi chuyén cuing”). Néu ban da nghe
dwoec di€u gi twong tw, thit tuyét! Hay tiép tuc.

Néu chwa, ban ¢6 thé roi vao mét trong cac treong hop sau:

e Ban dang néi chuyén v&i khong ding ddi twong
e Van dé cua ban khdng thyc sy 1a mot van dé

Dii the’ ndo thi diéu nay cling phii nhin gia thiét ctia ban (nhé ring gia thiet
bao g0m hai phAn: miu ngwdi nay gip phai va'n dé nay).

Ban ¢6 th€ gap phai mot nguoi khong lién quan. Cling c6 th€ gap hai
nguwoi. Nhwng hi€m cé chuyén gap 1ién nam ngwoi. N€u cd nam nguoi
khong quan tam, thi cé the’bdi vi ban da phu nhin cac gia thuyé&t ciia minh.



XIN CHUC MUNG! BAN PA XAC NHAN PUQC GIA THIET LA
SAI!

Ban c6 cam giac that nguy ca’p khi [an dau nhan ra rang mét hodc nhi€u
hon trong s& cac gia dinh ban dau la sai.

Hay nghi vé n6 mdt cich tich cuc. Trén thyec t€, chealng ai tim dugc dung thi
trrong va san pham ngay tw Ian dau tién, cho nén diéu d6 khéng phan anh
gi vé ban hay san pham ctda ban.

N&u ban c6 th€ khach quan chdp nhan ring khich hang khong cé nhu ciu,
d6 1a mot da'u hiu t6t. N6 cho thd’y ban da c6 ky luat da dé€ néi chuyén ma
khong din du ngudi dwoe phdng van, va lang nghe ma khong dua thém
vao cdc thién ki€n ctia minh.

Gio thi sao day? 0O, mot phién 1y do cho viéc dat ra cac cau hdi mé chinh la
de ban khong chi bi€t dwgrc cdi gi ma con bi€t 1a tai sao.

Hay nhin vao cdc hanh vi ma khach hang muyc tiéu ban dau mo td. Xem xét
nhtrng 1y do ho dwa ra cho nhirng hanh dong nay. Céc ghi chi cua ban nén
cung cap nhirng chi ti€t goi y d€' tim ra d61 twong khach hang nao c6 the€
phu hop hon. Ban cling hdy xem lai c4c gia dinh ban dau ctia minh. Ban s€
thay doi n6 thé nao dwa trén nhirtng gi da hoc dwgc? C6 gia dinh nhd nao da
dwoc xac nhan hay pht nhan chwa?

Nhé viét ra nhitng gi ban hoc dworc, dwa ra gia thiet m&i va bit dau lai.
MObi Tan 13p lai viéc nay, ban s& thd’y né dé dang hon trude.

Diéu tuyét vori nha't 1a ban lam dwgc diéu nay chi trong vong nam cudc
phdng van. Biéu d6 t6't hon ra't nhiéu so v&i viée sau khi dwa san pham ra
thi treong r6i mdi nhén ra!

“Nhung chor da!” C6 the ban mudn néi thé. “C6 1€ tdi da khdng hodi ding
cau hoi.” Chuyén d6 khé ma xdy ra dwgre. Khi ban dang néi chuyén voi
mot ngwoi thye sy quan tim dén viéce giai quy€t van dé clia minh, sy say
mé cua ho s€ tda phat va ho sé tra 1oi nhirng cdu hdi ma ban nén hai.



Mot khi da gap dwoe ngwoi ddu tién that sy phan khich, ¢6 1€ ban mudn
tinh todn xem minh cé thé tao ra m6t MVP nhanh d&n dau. T6i thwong
khuy&n nghj viéc bit dau sau 10 cudc phdng va'n, nhung néu ban c6 the
hoan thanh mot MVP trong khoang théi gian ngédn hon s& ¢an d€ thyc hién
trong nam cudc phong van thi tai sao phai cho dgi thém?

Ba't k& mot ngwoi ¢6 th€ phén khich thé€ nao trede san phaim cua ban, bai
ki€m tra that sy la li€u ho 6 san sang chi ti€n (hodc don vi ti€n € cd nhin
khic, chang han thoi gian, don hang dit tred'c hay mot dia chi e-mail).
Néu ban c6 thé tim ra cach thu dwge “tién” tr mot nguoi dung trong vai
gio’, hdy ti€n hanh ngay!

Trong 10 cudc phong van: Xuit hién cdc miu hinh

Qua 10 cudc phdng van, c6 the’ ban da nghe dworec mot s& di€u ldp lai. Dau
hiéu nhén biét c6 th€ 1 hai hodc ba ngwedi biu hién cliing nhirng ndi tha't
vong, dong Iwc, han ch& hay nhirng diéu ho wéd'c minh ¢6 the'lam.

Thir thdch cdc mdu hinh

Khi nghe mot quan di€m dwee 1ap lai ba Ian, t6i ¢6 tinh thit thach né trong
cac cudc phong van sau. T6i dung tir “thit thach” béi muc tiéu & day la d€
ki€m tra xem c¢6 mau hinh d6 khdng, chit khdng gia dinh ring c6 miu dé.
Ban s¢ rﬁ’t mudn dung céc cau hédi c6-khong hoac “Ban cé dong y

ring...?” v&i nhitng nguwdi sau. D6 1a dwa ra thién kién. Hay tip trung hdi
V€ cac k;ch ban va hanh vi trong qué khir, d€ ngwoi dwoec phdng van ty
nhién x4dc nhan mau hinh (hoic khong).

N&u chu dé d6 khong dwgrc dwa ra mot cach ty nhién, cach hiru ich d€
thach thirc mau hinh 12 phu’O’ng phap nhic d&n nhirng ngu’0’1 khac. Ban noi
voi ho vé “nhirng ngu’0’1 khéc” gla tu’O’ng va khang dinh ring ho ¢6 cdm
nhan hodc hanh xt ngworc lai véi mau hinh ma ban da nghe. Chang han:

MAu hinh

Ban di nghe nhiéu nguwdi néi rang ho tim hiéu xe hoi trén mang réi méi
ghé tham mot dai ly.



Thir thdch

Ban c6 th€ néi ngrore lai: “Nhirng nguwoi khac da néi vaoi t6i rang ho ¢é xu
hwdng dén dai 1y va thir xe trede, roi méi tim hi€u trén mang. Ban ¢6 th€
cho t6i bi€t cdch mua 6 t6 cua ban khong?”

Hay dam bao thém mot cau hdi vao sau khfmg dinh “nhirng nguwoi khac lam
(th& nay)”. Biéu nay kich thich nguoi dwgc phong van chid tdm hon vao
nhirng gi ban ndi va tra loi chi ti€t hon £ Diho dong y hay khong dong y
v&i “nhitng ngwdi khac” bi 4, ho sé h'di d4p phép so sanh d6 bang cich
mo ta chinh xac ho gidng hay khac nhitng ngwoi kia thé nao.

* Cdc nghién ctru tim 1y xa hoi dura ra Iy thuyét ra?mg céc ciu hoi “the hién
s khong chéc chin clia ngwoi néi va thic day viéc xt 1y thong tin dwa ra
sdu hon so v&i cau khang dinh”. Xem bai cia Robert E. Burnkrant va
Daniel J. Howard: “Effects of the Use of Introductory Rhetorical Questions
Versus Statements on Information Processmg” (tam dich: “Anh hu’O’ng cua
viéc st dung cac ciu hdi tu to mé dau so v&i cac khang dinh d6i va&i viée
xw ly thong tin”), Journal of Personality and Social Psychology, S6 47 (6),
thang 12 nam 1984. (TG)

Khong c6 mau hinh nao?

Trong treong hop ban khong gidp mau hinh nao thi sao? Ciing ¢6 kha niing
ban néi chuyén v&i 10 ngwoi hodc hon va nghe dwoe ra't nhiéu phan h'oi
c6 vé thanh thyc va ddy cdm xic nhung khong roi vao miu hinh nao. Diéu
nay thwong c6 nghia 14 ban ¢ nhim dén pham vi khach hang qud rong.
Ban c6 th€ néi chuyén v&i nhiéu loai d6i twong khac nhau, ta't cd ho déu
c6 th€ 1a khach hang nhwng ¢6 nhu cau khac nhau.

Tbdi khuyén ban nén thu hep d&i twong phdng van. C& ging tap trung vao
mot vi tri cong viéc, phong cach s6ng, nang lwc ky thuit, loai hinh cong ty
hodic nhém gi¢i han khdc. Diéu nay s€ gitip ban phat hién mau hinh nhanh
chéng hon, nho' @6 ban ¢6 th€ ti€p tuc tim hi€u va khéng bi nan long. Pung
lo l:flng veé viéc dat muc ti€éu qua hep — muc dich ctia ban la xac nhan hoac
loai bd gia dinh cang nhanh cang t6t.

Bao nhiéu cudc phéng van la da?
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Nhu t6i dd dé cap trude d6, cAu tra 17 thure sy 12 “con tily”. Hay nhé rang
muc tiéu cda phat tri€n khach hang la d€ giam thi€u rai ro. Nhw vay, s6
lwong cac cudc phong van ban can thyce hién ty 1€ nghich voi:

e Kinh nghi€m vé phat trién khach hang va linh vyc cia ban
e Tinh phtrc tap clia m6 hinh kinh doanh va s6 rang budc
e Miurc dau tw cin d€ tao ra va xac nhan MVP

Kinh nghiém trong phat trieén khach hang va nganh cong nghié¢p tham
gia

Cang nhi€u kinh nghiém va thanh thao trong viéc phat tri€n khach hang,
ban cang can dén it cudc phong van hon. (Va diéu nay khong phai vi ban
thay th& viéc danh gid bang viéc ra khoi vin phong va néi chuyén véi moi
ngwoi!) Kha nang xac dinh d61 twong dwgc nang cao ¢ nghia la ban sé
so'm néi chuyén dwgc véi ding ngwoi nhi€u hon. Viéc dat ra cac cau hoi
t6t hon cho ban nhitrng hiéu biét t6t hon.

Twong tw, viéc hi€u ro khach hang hoic nganh cdng nghiép ctia ban nhanh
chéng riit ngén quy trinh clia ban b&i cdc gia thuy&t ban dau clia ban dwa
trén cac hanh vi, rpﬁu hinh ra quy€t dinh va nhirng nhu cau dwoc bdc 16
hién tai. Khdng han la ching hoan toan ding, nhwng ban s€ ma't it thoi gian
thir-va-sai hon. Khi con & Yodlee, t6i da lam viéc véi nguoi dung trong
nhiéu nam trwde khi thyee hién cac cudc phdng van phat trién khach hang.
T6i da c6 chit it hi€u biét vé cach nguoi diing quan 1y tai chinh tryc tuyén
va ngoai tuy&n, vi th& tdi da c6 th€ giam sd cudc phong van can thye hién
trede khi bat dau xay dyng cdc tinh niing san pham.

LAM THE NAO XAC NHAN PUQC VO1 MOT THI TRUONG
“KHONG-THE-TIEP-CAN"?

Néu da ra't thong thao mot linh vire, ban khong ¢an dau tw thoii gian tim
hiéu céc luit 1¢, quy chuan va tdp quan. Mark Abramson, cgu Chu tich cua
USA Cycling, da dwa ra gia thiét rdng c6 mot cich tot hon gitip ngwdi ngi
xe dap dwoe chim séc tot hon va lai ¢6 the dap xe nhanh hon. Ong nhanh
chéng x4c nhin dwore van dé va bat dau xay dung mot gidi phap. “San
pham” d6 1a mot td chirc chuyén nghiép, Medicine of Cycling, don vi két



ndi cdc bac si, cac doi dap xe va cac van dong vién, to chirc hdi nghi hang
nam.

Abramson néi: “Ti€ng tdm ctia Medicine of Cycling phan nhiéu 1a nho’ vor
t0i — Anna, mot béac si. Co 4y da néi chuyén v&i mot bac si phau thuat chan
thwong & Harvard, ngwdi da néi rang: ‘Chiing tdi ti€p nhan ti't ca nhirng ca
chan thwong nay cta van dong vién dap xe d&€n phong cap ctru, va t6i nghi
ring c6 mot co’ hoi d€ cai thién td'c d6 binh phuc ciia ho ciing nhw cha't
lwong cham sé¢c ma ho nhan dwore.””

Khi moi ngudi bit dau tién hanh cdc cudc phdng va'n phat triéh khach
hang, ho khdng chéic nén dit ra nhirng cau hdi ndo. Nhung 1a Chil tich clia
USA Cycling, Abramson c¢6 kién thitc nén tdng va mang lwdi sn c6 cho
phép 6ng 1ap tirc ti€n t&i thye hi€n mot s6” khao sat nhanh. Abramson da
dat cau hdi vé tan suad't gdp chan thwong cua cac van dong vién, khoang
thoi gian thi dd&u ho bd 167, d6i thi dd'u cua ho liéu ¢6 déng bao hi€m va ho
da phai chi bao nhiéu tién.

Phat trien khach hang tai mét su kién

Abramson da dwa dwr liéu nay dén giai Tour of California nam 2010, noi
ong c6 the' tap hop khoang 30 6ng chu cta cac doi dap xe, cac quan ly va
cdc bdc si. “Moi chuyén 14p tirc trd nén 16 rang ring khong ai trong nhirng
nguwoi nay twng néi chuyén v&i nhau vé van dé chan thwong!” Abramson
néi. Trong cudc hop dé, “chiing tdi da c6 mdt vai khodnh khic dworc sdng
td. R& rang rang ching t6i ¢an hop lai v&i nhau. Chiing tdi dd quyét dinh t&
chirc ra mot hdi nghj y t&". Cudc trd chuyén cta chiing tdi dién ra vao thang
5 va ching t6i quyét dinh td chirc hdi nghi vao thang 11. Thwong thi cac
hoat dong dao tao y khoa lién tuc (Continuing Medical Education - CME)
ma't d&n mot nam de 1én k& hoach, ban hi€u di€u ching t6i lam dién r'o dén
thé nao.”

Viéc phat trién khach hang c6 hiéu qua trong linh vire y t&€ khong?
Dbdi véi nhieng ngwoi hoai nghi vEé viéc phat trién khach hang trong linh

vye y t&, Abramson phan nao d6ng y v&i ho. “Cac cach ti€p cén trong viéc
phat trien khach



hang khong c6 hi€u qua. Viéc lién hé v&i cac bac s trén thye t€'1a bat kha
thi. Moi nguoi déu tranh dd'u d€ dwoe ho chu y — cac dai dién hang dwoc
pham, cac nha cung cdp EMR (bénh an dién tr), cic bénh nhan. Ho cén ¢6
mot birc twong bao vé khoi nhitng phién nhiu. Chiing t6i khong I4n nao
thanh cdng khi ¢& ging ti€p can nhirng nhan vién ti&p tan lanh ling.”

Abramson khuyén: “T&t hon 1a bit dau ttr quy mo nhd.” Trong khi céc hoi
nghi CME tiéu chuan c¢6 dé€n hang tram hodc hang nghin ngwoi tham dy thi
Medicine of Cycling bit dau v&i 40 ngwdi. Thay vi c6 hang t dién gia, ho
¢6 10 nguoi. “Chiing t6i moi nhirng ngwoi pht hop nha't ma chiing t6i biét
thong qua cac mo1i lién hé trye ti€p trong hoi dap xe, va ho da giup truyén
thong tin di. Chiing t6i moi nhirng ngwoi ma ching t6i biét 1a ho dang kho
s& vi van d€ nay nha't — cac bac si cta giai dua Tour of California, bac si
ctia doi Garmin, bac si cia iy ban Olympic My — va béc si ctia cac doi lai
bi€t nhtrng bac si khéc.”

Gia thuyét dwoc xac nhan!

Medicine of Cycling da c6 th€ xdc nhan gia thi€t ban dau cua ho — ching ta
c6 th€ gitp cac van dong vién binh phuc va quay tré lai dap xe nhanh hon
bang viéc cling hop tdc — trong thdi gian kha ngén. “Sw xdc nhan d6 hién
hién nhir mot san pham phu cida viéc tip hop dwoc ta't ca nhitng ngwoi phi
hop vao mot can phong,” Abramson néi. K€ twe d6, td chirc nay da dya trén
phan h'6i lién tuc cla cac thanh vién d€ ti€p tuc phat tri€n san pham — moi
céc chuyén gia gia nhip, xud't ban tai liéu hwong dan cach xi& 1y chan
thwong thong thweong khi di xe dap va thiét 1ap cdc tiéu chuan cham séc y
t&". Hién gio, ho dang ti€n t&i hoi nghi thweong nién Tan thir tw.

Sw phire tap cia mé hinh kinh doanh va sé” lwong bién phu thuéce

K& ca khi ban 1a mot chuyén gia phat trieén khach hang va am hi€u linh vuc
ctia minh, cdc mo hinh kinh doanh nha't dinh lai yéu cau ban xac nhan mot
s& lwgng cac gia dinh 16n hon. Néu doanh nghiép ctia ban phu thudc vao
mdi quan hé v&i cac nha cung cdp, nha phan phdi hodc cac bén thir ba
khdac, ban s€ can n6i chuyén v&i nhirng ngwoi nay va ca cac khach hang
triee ti€p. N&u ban dang moi gidi trong mot thi treong lwong dién (two-
sided market), ban s& cAn ling nghe ca hai bén va ddm bao ring ban dang
mang lai gia tri cho ca hai. Piéu nay c6 thé’ nhan do6i hodc nhan ba s6 cudc



phong van ban ¢én thye hién. B&i mdi bén lai ¢6 di€ém dau va viedng méc
riéng, ban s€ can s6 cudc tro chuyén du de€’ tha'y dwo'c mau hinh cho moi
bén li€n quan ma ban nham dén.

VAN DE CON GA VA QUA TRUNG: TRONG MOT THI TRUONG
LUONG DIEN, CAI GI PEN TRUOC?

Néu dang thyc hién phat tri€n khach hang v&i nhiéu bén lién quan, ban nén
n6i chuyén véi mot nhém khach hang muc tiéu déu tién, r'oi dé€n nhirng
bén khac? Hay ngwoc 1ai?

LaunchBit, mét cdng ty khdi nghiép hoat dong trong mot thi treong lwong
dién, da xac nhan y tedng ctia ho thong qua hoat dong phat trien khach
hang. Céng ty nay, mdt mang lwdi quang cdo e-mail, can hi€u nhu cau cla
ca cac nha marketer tric tuy€n va cac don vi san xua't noi dung.

Giam doc biéu hanh Elizabeth Yin gidi thich: “R&t khé tham nhap mdt thi
treong lwong dién. Moi nguwdi khuyén rang ‘cé dwoe mot bén trwdre, roi
dung diéu dé d€ c6 dwoe bén con lai’, nhwng cach ti€p can d6 khong that
st kha thi voi ching t6i.”

“Chuing tdi bit dau v&i viec tim hi€u sdu don vi xua't ban va hai nha quang
c40,” Yin néi. “Hai nha quang cdo da sin sang dé thir nghiém phat kiéhn
quang cdo mdi, vi vAy ho da s&n sang stt dung MVP vé cdc chién lwoc
quang cdo tdi thi€u cua ching téi. Twong tw, sdu don vi xua't ban cling
quan tam dén viéc ki€m tra y twdng ki€m tién tir cac ban tin. Vi vy, ngay
tw dau chiing t6i da c6 mdt s lwgng nho twr cd hai bén tham gia st dung
MVP. Ching t6i cdu tric moi thi nhw mot thi nghiém. Cach nay ¢6 hiéu
qué v&i nhirtng ngwoi thich thi nghiém céac y twdng moi. Mot khi nhirng
thtr nghiém ban d4u nay dién ra ot dep, ching t6i ¢6 the mé rong cho ca
hai nhém. Chiing t6i bat dau c6 dwgrc modt quy md nha't dinh, va diéu d6
khi€n céc con s& cua ching tdi thu hit nhirng khach hang tiém nang it
thich thd v&i cdc thi nghiém hon.”

That khé d&€ néi tredre ring ban nén phdng van ddi twong ndo truede, vi the’
dirng qud lo vé diéu d6. Hay ctr bit tay vao phdng van. Sau vai cudc phdng
van, ban s& y thitrc rd hon vé cdch kha thi va thyc t& nha't d€ 14ng nghe ti
ta't ca cac bén ma ban dang phuc vu.



LaunchBit d4 c6 the xdc dinh céc vA'n @& gy nhirc nhdi clia mdi bén. Céc
marketer khong mudn phai thyc hi€n nhirng giao dich chi ¢6 gia tri mot [an
de quang cdo trén cdc ban tin. LaunchBit s€ gitp cdc marketer c6 kha ndng
nhim d&n nhiéu trang

tin v&i chi mot Ian mua, va diéu do gitp ho gianh dwoc thwong vu. Cac
don vi xua't ban khong mudn chay cac banner quang cdo, k&' ca khi ching
sinh tién, b&i ho lo ngai ring ngudi doc sé& bd di. LaunchBit chuyéh dinh
dang qudng cdo cta ho sang dang chwr d€ cdc don vi xud't ban vui 1ong — va
khong c6 cac nha xud't ban thi ho cling chang cé san pham cho céac
marketer.

“Hi€u 161 tw duy cta ca hai bén [cdc don vi xud't ban va cac marketer] 1a
rat quan trong,” Yin néi. “Piéu rd't quan trong 1a lién tuc hwdng dén diéu
khach hang dang nghi. Ching t61 ti€p tuc lap lai viéc d6 dya trén nhi€u
cudc tro chuyén voi cac don vi xuad't ban va cac marketer, lam sao d€ dap
trng dwore nhu ciu chia ho.”

Vo'n diu tw ¢in d€'tao ra MVP cua ban

Trong phian Loi néi dau, t6i da nhic dén chuyén t61 danh mdt thang thuc
hién cac cudc phdng van phat trieh khach hang cho KISSmetrics. Trong
thoi gian d6, téi da thue hién khoang 50 cudc phong van, con sd ¢6 1€ 1a
gan dat d&€n mic tdi da. Cho phép t6i gidi thich tai sao ching t6i lai can
nhiéu cudc phong va'n dé&n thé d€ hd tror cho MVP ciia minh.

Xét trén thyc t&, phién ban thir nghiém cua KISSmetrics — k&t qua cia 50
cudc phong van kia — khong phai 1a budc dau tién hwdng dén sy xac nhan
cua khach hang. Chiing t6i da c6 mdt trang chwa cong b6 ¢ hang tram
khéach hang dang ky va cung cap thong tin vé ho va cong ty ctia ho. Piéu
chiing tdi ¢An x4c nhan khong phai 1 sw quan tAm cfia ho ma 12 liéu rang
cach ti€p can viéc phan tich trang ctia ching t6i c6 hiéu qua va chuyén biét
cho céac khach hang.

Trong tinh huéng cu th€ d6 — m6t san pham chuyén hudong theo di liéu sao
cho trdi nghiém ctia moi khach hang khac nhau va chinh xdc 1a mau chét -
ching t6i can dau tw cdc ngu'on lyc ky thuat dang k&€ d€ xay dwng thir gi d6
cho phép chiing t6i hoc hoi. Bing viéc thic hién lién tiép 50 cudc phdng



van phat trien khach hang, chiing tdi ¢6 kha nang t6i thi€u héa khoan dau
tw xudng mirc tha’p nha't co the.

Mic dui vdy, nhin chung n&u ban c6 y nghi ring minh s& ¢An mét thang
hodc hon danh cho MVP, rd't ¢6 thé ban dang dau tw qua mirc cho ky thuit.
Viéc tim ki€m loi khuyén ttr mot ¢6” van c6 the tinh tdo ki€m tra y twdng
vé mot MVP la di€u nén lam.

Sau khi hoan thanh du s6” cugc phong van, s€ khong di'€u gi nghe dwoc
lam ban bit ngo nwra

Chi dd'u t6t nha't cho bi€t ban da hoan thanh viéc phdng van l1a ban khong
con nghe dwge diéu gi 1am ban ba't ngo nira. Khi &y ban s& tu tin rang
minh da c¢6 di am hi€u vé cac van dé chung cia khach hang, cac dong luc,
vrdng méc ctia ho va nhirng bén lién quan dén ho.

Thong thwong, tdi can tir 15-20 cudc phdng van d€ cam tha’y t tin rang
van dé va giai phap la c6 tiém nang. Viéc chon nguoi tham gia, chuan bj
cau hdi, ghi chd va tém tit, trong dwong v&i khoang hai tuan 1am viéc.
Nghe c6 v& c¢an d4u tw nhiéu nd lyc, nhung néu ban rit ra dwore rang minh
c6 the cit bd mdt tinh niing, thi ban da chirng minh dworc gid tri ctia khoan
dau tw vao phat trien khach hang.

Qua trinh nay c6 th€ va nén dién ra song song v&i viéc phat trién MVP.

Mot trong nhirng dy 4n phat trien khach hang gan day cuda tdi bao gom viéc
tim hi€u vé Yammer va cach khach hang dang do lwong thanh cong voi
viéc dung no.

Chiing t6i biét rang nhiéu khich hang dang bdo cdo Vé viéc st dung va
thanh cong cia Yammer Ién cap trén ctia ho. (Moi nhén vién déu cé the' lap
ra mot mang x4 hdi ndi bd Yammer mién phi cho cdng ty ctia ho ma khong
can s cho phép twr cap trén. K&t qua 1a, thwong c6 giao dich ban ndi bd
gitra nhirng ngwoi ding Yammer véi cac nha diéu hanh ¢an tim hi€u gia tri
ctia nd.) Ho bi€u 16 sy tha't vong vEé cong cu bdo cdo hién tai ciia ching t6i,
thir ma chiing t6i da xay dung dwa trén “nhtrng gi khach hang yéu cau”
thay vi cac nghién ctru c6 ki€m soat v€ nhu cau va hanh vi ctia ho. Trudc
khi chiing t6i bét tay vao viéc xdy dung nhiéu tinh ning hon, tdi muén dam



bao rang chuing t6i hoan toan hi€u dwgc van dé cua ho, d€ ching t6i c6 theé
cung cap mot gidi phap hiéu qua hon.

Trong khoang thoi gian hai tuén, tdi da ti€n hanh 22 cudc phdng van khach
hang ngdn. P&n vai cudc phdng van cudi cuing, toi da khong thay c6 bat
ctr y ki€n nao mai la hay dédng chi y nira. T6i ¢6 the’ ty tin dwa ra mot s&
khang dinh:

e (Céch ma khéch hang cta chiing t6i két hgp céc bdo cdo

e Bén li€én quan ma ho can lam hai long

e Nhitng vedng méc ho gip phai

e Goc ré van dé giai thich cho viéc ho yéu ciu nhirng thay doi nha't
dinh & sdn pham

Dura trén nhitng thong tin d6, t6i da c6 the xdc dinh ring mot vai yéu cau
thay d5i gén chit v&i diém dau that sy va khuy&n nghi khong thuc hién cc
thay doi kia. Quan trong hon, t6i ¢ the tom lwgc nhirng gi to6i hoc dwore tw
cdc cudc phong van va chia sé ching lai cho khach hang. Pay la mét budc
phu déc biét hiru ich v&i cac khach hang hién tai. Viéc khép kin quy trinh
dé — cho thady ching t6i da ghi nhén nhirng ban khoan ctia ho mot cach
nghiém tdc, xac dinh van dé cua ho, va chi ra nhirng thay doi ching t6i da
thwe hién d€ dap lai ho — gidp cling ¢6’ mdi quan hé cia chiing t6i voi
nhitng khdch hang nay.2

>0 Cong bang ma néi, khach hang van thich hon néu ban néi “vang, chiing
toi dworng nhién s€ dwa vao nhirng gi ban yéu cau.” Ho cling dwoc xoa diu
khi nghe néi ring chiing t6i 3 néi chuyén v&i khach hang, suy nghi nhiéu
Ve cdc van dé cta ho va bit tay vao viéc gidi quyét ching — k& ca khi d6
khong phdi 1a nhirng gi ho trong doi. (TG)

CACH NHAN BIET MOT GIA THIET PUQC XAC NHAN

Gio thi: nhitng gi ban hing trong doi diy — 1am sao d&€ nhan biét mot gia
thi€t da duwoc xac nhan?

b€ 18’y vi du, t6i s€ trinh bay cach ma KISSmetrics da quyét dinh d€ xay
dyng mot san pham thir hai, KISSinsights, dya trén nhirng gi chiing ta hoc


clbr://internal.invalid/OEBPS/Text/Section0015.xhtml#footnote-329-50

dwore te khach hang. Ciing nhw hdu hét cac cau chuyén thyc t€, né phirc
tap hon ly thuy€t thuan tuy.

Tbi da khong bit dau bang cach tao ra mot gia thiét van dé vi tdi da khong
nhan ra rang van dé t6n tai cho d&€n khi da bat dau néi chuyén v&i khach
hang!

T6i da khong didt muc ti€u tim ra mot ¥ twedng san pham mai. Toi da ti€n
hanh cac cudc phong van phat trien khach hang cho san pham phan tich
web cta KISSmetrics, va van dé cudi cling két thic v&i viée san pham
KISSinsights dang hinh thanh n6i 1én theo cdch ma khong the phot 1o

T6i da ¢’y git cho 1o 1€ mor hd khi dit cau hdi vé cong cu ma moi nguoi
dang dung d€ tinh todn cac s6 li€u cho trang web ctia ho. Gan nhw moi
khach hang tiém nang d€u dé cap dén hai cong cu: Google Analytics va
UserVoice. Nhiéu ngwoi khac da thwe hién viéc ki€m tra tinh kha dung,
bang cach thué ngoai, ding UserTesting.com hoic céc cong cu tryc tuyén
twong tw d€'ti€n hanh ki€m tra tinh kha dung ngay tai van phong cua ho.

Ban d4u, muc dich clia cdc cudc phdng van cla toi 1a d€ xdc nhan ring moi
ngudi cAn cdng cu phan tich t6t hon — ring ho sé sin sang bd cong cu
Google Analytics mién phi, va thay vao d6 1a tra phi d& st dung
KISSmetrics.

Ching t6i khong canh tranh v&i cdc nén tang phuc vu viéc phan h'6i vé
chat lwgng hodc ki€m tra tinh kha dung. Pay 1a mot sy chuyén hwéng —
mot bude trat khoi diéu tdi dang cd cong tim hi€u vé san pham phan tich
web ctia chiing t6i — nhwng d6 1a mot sy chuyén hwdng tha vi.

Khi khach hang 1u6n néi véi ban diéu gi d6, that dién r'd6 néu ban phot 1o
chung.

Sau bon hodc nim cudc phong van, tdi da thd'y mot khudn maiu. Moi ngwoi
dang day tha't vong khi néi vé viéc thu nhin phan h'di va hi€u ngeoi dung.

Ho cdm tha’y ba't Iyc. T6i da nghe nhirng cau nhuw:

T6i wdc minh biét dwoc moi ngwoi nghi gi khi truy cp trang cua toi.



Téi da thr 1am cdc khao sdt nhung ching chang ich gi — ban mat rat 1au d&
lam xong mdt ban khao sat nhwng r'oi chi nhan dwgrc chirng hai phan hoi.

Ta't ca nhirng gi tdi nhan dwoe tr 6 phan h'di 1a “that tuyét” va “chdn 6m”,
va chang cdi nao trong dé c6 ich gi.

T6i wde minh ¢ th€ ng'6i trén vai mot khach hang, va vao ngay lic dé, hoi
ho “Sao anh khong mua n6?” hodc “Cai gi dang khi€n anh ban khoan vay?”

Sau y ki€n boc phat thir 4 hodc 5, t6i da dat ra mot gia thi€t don gian:

Cac Giam doc San pham gap van dé trong viéc thwe hién nhirng nghién
ctru khach hang nhanh/hiéu qué/thwong xuyén.

P¢€ tim hi€u thém, ddi KISSmetrics da lam song song hai viéc:

e Céac nha phat tri€n tao ra mot MVP d€ xac nhan nhu cau khach hang,
mot splash page (trang chio) tém tit quan di€m din d&n mot miu
khao sat, trén d6 khach hang c6 th€ dang ky d€ dung thir san pham khi
no dwoc tung ra.

o Toi da bt d4u tié€n hanh cdc cudc phdng van khach hang chuyén biét
cho quan di€m nghién ctru dinh tinh nay. T6i da dat cau hdi vé nhirng
gi moi ngwdi biét dwore tr cac miu phan h'oi dinh tinh. Toi hoi ho vé
cac dang thirc ki€m tra tinh kha dung hoac nghién ctru khac ma ho da
thye hién. Téi hoi vEé thir da ngan ho thye hién nhi€éu nghién ctru hon.
T6i con héi vé diéu ho mudn biét, néu ho cé th€ vy mot ciy diia thin
va bi€t moi diéu vé nhirng ngwoi truy cép trang.

D c¢6 mot cor sé khach hang sén ¢6 nén t6i c6 thé nhanh chéng chon ra va
ti€n hanh 20 cudc phdng van. Sau do, tdi da c6 mdt ban tém tat nhw sau:

Khach hang dang lam gi d€ giai quyét van dé nay?
Tié€p tuc ma khdng c6 cdac nghién ctru khach hang.

biéu gi khach hang that sy mudn ma cac cong cu khac khéng cung
cap/giai quyét dwoc?



Phan h'6i khong cong khai, kha ning nhim dé&n nhitng ngudi truy cap cic
trang cu th€ hodc c6 hanh dong cu thé.

Ai ¢6 li€n quan dén viéc thu thap phan h'6i khach hang hién tai?

Quan ly san pham, ngwoi sdt rudt mudn c¢6 thong tin nay. Nha phat trién,
ngwoi mién cwdng rdt bot thoi gian xay dyng tinh nang cho viéc nay.

Mtec d6 nghiém trong/thwdng xuyén ctia viedng méc niy?

Lién ti€p — “B&t c khi nao ching tdi ra quyét dinh vEé viéc xay dung cai
gi.” Chiing t6i khong thd’y dwore 1y do cho viéc thir gi d6 khong c6 hiéu
qua.

Con thir gi lién quan lam moi ngwoi d€ tAm khong?

Cam gidc ghét vi€t khao sat, ghét phai d€ nghi mét nha phat trien gitp do,
b61 rdi khong biét bat dau tw dau.

biéu nay lam ching t6i dua ty tin d€ dau tw vao viéc xay dung mot MVP
nhanh khdng chu trong phong cach va dwg'c ma héa cieng d€ chi hoat ddong
trén trang KISSmetrics. Ngay khi cdc khach hang hién tai cia chuing t6i
tha’y n6, ho bét dau giri e-mail cho ching tdi d€ hdi: “Lam th& nao tdi c6
dwoe ban khao sat d6 cho trang cua t6i?”

biéu von nhr mdt bude trat hwong lai dwa d&€n mot san pham hoan toan
m&i: KISSinsights. Thay vi mot 6 thong tin phan h'6i thwong tryc va chung
chung, khdo sat KISSinsights c6 the’ dwore cau tric d€ chi hién 1én cho
nhirng nguoi da truy cip trang trong mot thoi gian nha't dinh va dwa ra cac
ciu hoi cu th€ ¢6 lién quan dén ho. Biéu tuyét voii nhat 1a, ching tdi cé the
cung caAp cdc cAu hdi khdo sdt viét s&n, nhor d6 khach hang khong phai ty
dat cau hoi.

Néu ty 1€ phan h'di khao sat thong thwong chi 1a 1-2% thi khi khach hang
dung KISSinsights, ty 1& phan h'6i nhan dwgc roi vao khoang 10-40% vai
cac phan h'6i the€ hién sy quan tdim manh va hwedng dé€n hanh déng. Mot
khach hang, OfficeDrop, da st dung KISSinsight d€ xac dinh cac van dé
ma da dwa dén 40% ty 1& chuyén ddi ding ky ting thém.2l Nidm 2012, san
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pham KISSinsights da dwgc ban cho mdt cong ty khac va dwoe doi tén
thanh Qualaroo. Qualaroo ti€p tuc st dung phat trién khach hang d€ cai
ti€n mo hinh san pham va kinh doanh.

> http://blog kissmetrics.com/1-2-punch-for-increasing-conversion/
GIO THI SAO?

C6 mot dott tri€u 1€n xuéng ty nhién trong phat trien khach hang. Khi ban
da xac nhan mot gia thi€t, bwdc ti€p theo la di theo hwdng do.

Né&u ban chwa c6 mdt san pham, ban sé can dung nhirng gi da hoc dwoc
vao viéc xay dung (hoac thay doi) MVP ctia minh. Trong Chwong 7, chiing
toi s€ trinh bay vEé cac loai MVP d€ ban c6 the€ tim ra dau 1a ban d6 t6t nhat
cho cdc ngudn lyc ban ¢6 va nhirng ciu hoi ban ¢én tra 1.

Né&u ban da c6 sin san pham va dang tim cdch nang cip né, Chrong 8 c6
vé 12 phAn phit hgp hon v&i ban. Dl vay, toi van khuyé&n khich ban doc
Chwong 7 — ¢6 the€ ban s€ bat ngo’ vE cach caic MVP t6t mang lai hiéu qua
cho cédc cong ty, k€ ca nhirng cong ty 1om.

NHUNG PIEM CHINH CAN NHO

e Hay hoai nghi vé nhirng ciu trd loi xac nhan gia thi€t cda ban.

o Ling nghe cdc bing chitng cho thi'y khach hang di c& ging gidi quyét
va'n d&; nhiéu ngwdi nghi rang ho nén gii quyét van dé, nhung ho s&
khong mua san pham cua ban.

e Céc chi bdo t6t nha't cho hanh vi trong twong lai 1a hanh vi hién tai.
Viéc ¢6 nhiéu 1&i ca ngoi nhung khdng ¢6 bang chirng thue t& khong
gidp xac nhan gia thi€t ctia ban.

e Hay tao mot tai liéu tém tt riit ngén mdi cudc phdng van xudng con
khoang nam di€m chinh, nhém chiing vao cac nhém Xac nhén, Pha
nhin va Bang quan tam.

e MOt gia thi€t dwgrc xac nhan khi ddm bao cac di€m: khach hang xac
nhan vAn d&, ho tin rdng né c6 the dwoe gidi quyét, ho da cd géng d€
gidi quyét nd, va khdng c6 ba't clr thir gi ngan ho ¢6” x 1y nd.

e Trong vong ndm cudc phong van, ban nén gip dwoc mot nguwoi thuce
sir hao hirng; né€u khéng gap ai nhw vy, ban ¢6 the' loai bd gia thiét



ctia minh.

Trong vong 10 cudc phdng van, ban s& bit dau thay cac khudn mau.
Haiy thich thirc cdc khudn mau bang cdch néi chuyén vé “nhitng
nguwoi khac” vo danh ¢6 phan tng khac trong cudc phdng van ti€p
theo, va hdi ngwoi dwoe phdng van xem li€u ho hanh x& nhw nhirng
nguoi khic d6 hay nhe khuén miu ma ban da xéac dinh dworc.

Ban thyc hi€n du s6 cudc phong van khi ban khdng con nghe dwoc
diéu gi gdy ngac nhién nura.



Chu’O’ng 7T0i nén xay dung loai
san pham kha Thi toi thieu nao?

Ban sé khong phdt hién ra sw thdt bang cdch néi chuyén — ban sé tim ra né
bdng cdch hanh dong. Vi vdy, hdy ngirng lo vé cdc tinh ning sdn phdm 1y
twong va dwa ra dw dodn tét nhdt dwa trén nhitng thong tin ban co roi diva
ra cho khdach hang mot MVP — dit ban xdc dinh no ra sao. Do la cdch duy
nhat de’tiép tuc qud trinh khdm phd.

— KEVIN DEWALT, GIAM POC PIEU HANH CUA

SOHELPFUL.ME VA CUU ENTREPRENEUR-IN- RESIDENCE>?
CUA QUY KHOA HQC QUOC GIA

52 Mot vi trf thoi vu khong chinh thite tai cdc quy du tw. (TG)

Vivdy, toi da hoi: “Liéu co ré hon khong néu thué mot camera, mdy bay
hodc trwc thang dé’ bay trén canh dong cua cdc néng dan, thu thdp dir liéu
thit cong va xem do co phdi la thong tin ma cdc nong dan sé trd tién dé’mua
khong? Ban khong thé’lam dwoc diéu do trong mot hay hai ngay diing
khong, va chi kiém dwoc mot phidn mwo'i s6”tién ma ban mong mudén?” Ho
nghi vé no mot liic roi cwo'i to noi: “ Chiing t6i la cdc ky sw va chiing toi
mudn thir nghiém tdt cd cdc cong nghé hdp ddn, nhwng anh lai muén
chiing toi thir xem liéu chiing toi trworc tién cd sdn pham nao ma khdch
hang quan tam va liéu no coé mang lai lg'i nhudn khong. Chiing t6i co thé
lam diéu do.”

— STEVE BLANK

Cho dén day, ching ta da tap trung vao viéc xac nhan cac gia thi€t va gia
dinh ban dau thay vi xac nhan giai phap dwa ra ti€p theo, san pham kha thi
t01 thieu (MVP) ma ban s€ xay dyng.

T61 da cd tinh lam vay vi nhi€u cong ty qua sot sdng bdt dau xay dung
MVP ctia ho, d&n noi ho bd 16 nhiéu co hdi d€ giam rdi ro va xac dinh cac



sai [am. S€ nhanh va ré hon ra't nhi€u n€u nhan ra cac sai ['am cua ban khi
van dang trong giai doan suy nghi. Mot khi ban da xay deng mot mau thi
nghi€ém hodc san pham, viéc stra nhirng suy nghi sai [am ton kém hon ra't
nhiéu.

Tuy nhién, bang chitng duy nhat cho viéc khach hang sé tra cho san pham

ctia ban chi d&n khi khdch hang trd phi cho san phdm ctia ban23

33 Tra phi cho san phaim khong nha't thiét c6 nghia 12 tra ttén mit; n6 c6 the
c6 nghia 1a ho cung ca’p cho ban s& thé tin dung, don dit hang, hodc dau tw
thoi gian tim hi€u cong nghé hodc quy trinh cta ban. (TG)

Trong chwong nay, tdi s€ trinh bay cach tw duy vé MVP ctia ban. T6i cling
s€ no1 dén:

* Viéc thi€t 1ap muc ti€u phu hop cho MVP cuia ban
e Cacloat MVP
e Cac trvong hop st dung cac loai MVP khac nhau

LUUY

N&u ban da c6 san pham va khach hang, hay doc Chwong 8, chwong nay
bao gom nhirng phan d6i thwong gap vé MVP va gidi quyét cac dong luc
ma ban c6 th€ gdp phai trong viéc d61 pho vai cac d6i ngii ndi bd, cong sw
va khach hang.

MVP NEN GIUPICH GI CHO TO1?

Muc tiéu ctia mot MVP la t61 da héa nhirng gi ban hoc hdi dwore trong khi
t0i thi€u héa rui ro va khoan dau tuw.

Muc ti€u ctia ban nén la xdc nhan céc gia thi€t va gid dinh, khong hon.
MVP khong can phai c6 vé ngoai hoan hao, day du tinh nang, ¢6 th€ mé
rong hay thim chi c6 mat ma.

Trén thyc t&, n6 hoan toan khdng can phai 1a mdt phién ban cta san pham
hoan chinh! Mot sai TAm thwong gép clia cdc nha kinh doanh 1a néi rang:
“Puorc roi, hdy bat dau voi san pham cudi cling cla chiing ta va xem cat di
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dwore tinh ndng nao de€ ching ta c¢6 th€ nhanh chéng xay deng mot MVP.”
b6 12 161 tw duy sai [am — ban gia dinh rang ban da bi€t san pham “cudi
cung” nén nhw thé nao khi c6 ti€p xuic IAn dAau tién véi khach hang.

Quan trong hon, cich ti€p can d6 gia dinh rang rai ro I1én nha't lién quan
dén tinh ndng san pham. P& v&i nhiu cong ty tiém nang, rdi ro 1on nhat
it khi xoay quanh tinh nang sdn pham ma cé xu hwéng lién quan t&i viée
phéan phdi, can chinh gid ban v&i gid tri, cling nhw hi€u qua hoat ddng voi
cdc ngu'on lyc va doi tac. Cau hdi quan trong nha't ma MVP cuia ban ¢6 the€
trd 1ovi 1a cdc cau nhu:

e Ching ta c6 the' dwa dwore san pham nay dén ding khach hang khong?

e Khdch hang c6 sin sang tra cho gia tri ma san phadm hira hen mang
lai?

e Lam cach nao khach hang do lvong dwore gid tri ho nhan dwoc twr san
pham?

e M5 hinh dinh gid nao phu hgp v&i gia tri khach hang va kha nang tra
ctia khach hang?

Viéc hi€u dworc ban cén trd 1oi cdc cau hdi nao tredre s€ gitip ban phac thao
duorc mau MVP phu hop nhat.

CAC LOAI MVP

Khoéng c6 dinh nghia nghi€ém ngdt nao vé nhirng gi lam nén mdt MVP — it
nha't 1a vEé sd tinh nang hay loai cong nghé str dung.

MVP la mot cong cu d€ xac nhéan céc gia thi€t 1on nha't va tdi thi€u hoa cac
rai ro 1é'n nha't ctia ban, ma cac rii ro nay lai khac nhau tity vao ting cong
ty va san pham. D6i khi (nhw ban s€ thd'y ¢ phan sau trong chwong nay),
ching tham chi khong hoan toan la san pham thuyec.

T&1 thi€u (minimum) c¢é nghia la ban dang tap trung lam sao d€ hoc dwoc
voi khodn dau tw thoi gian va ngudn lwc nhd nha't. Néu ban dang 1én k&
hoach xdy deng mdt MVP trong hang thang troi, rat ¢6 the né khdng phai
la san pham t41 thieu. N&u ban khong thé giai thich MVP chi trong doi
dong, né ra't c6 th€ khong phai la san pham tdi thicu.



Nhirng gi ban xay dwng ciing can kha thi. Ban nén nghi vé tinh kha thi theo
hai hwong: cung cap di trdi nghiém d€’ khach hang tha’y gid tri sdn pham,
va cung cap du thong tin d€ ban chirng minh hodc bac béd mét gia thiét.
Chang han, mdt s& nguoi coi viéc mua Google AdWords 1a mot MVP. T6i
khong nghi d6 1a mot MVP t6t bdi vi ta't ca nhirng gi né cho ban bi€t 1a c6
nguwdi da nhap chudt vao dwong din cia ban — né khong cho ban biét 1y
do, va ban khong th€ gia dinh rdng viéc nhap chudt cho thay ho sin sang
chi tién.

B@&i cac cong ty da viét vé nhirng thir nghi€ém thanh cong (va tha't bai) clia
ho nén mot s6 loai MVP da dworec nhin dién. Cac loaiﬂ MVP pho bi€n bao
gom:

4 Céc phwong phap nay da noi 1én kha ty nhién khong theo quy chuan nén
moi ngwoi lai dit cho ching mot céi tén khdc nhau va dwa ra nhirng bién
th€ khdc nhau. MVP hedng dan c6 khi dwoe x€p vao loai “manualization”
(hwdng dan st dung), MVP Phi thiy xir OZ dwoc x€p vao “Flinstone-ing”
va MVP dit trede dwore goi 1a “smoke testing”. Ban ¢6 the xem mot s&
bi€n thé nhe cia cac MVP tai http://scalemybusiness.com/the-ultimate-
guide-to-minimum-viable-products/. (TG)

e MVP dit trede

e MVP xay dung doc gia

e MVP hudng dan

e MVP phu thiy x& Oz

e MVP don chirc ndng

e MVP san pham cuiia bén khac

Vé mdi loai & trén, ching t6i s trinh by cu thé€ né 1 gi, dwa ra vi du vé
cach n6 hoat dong va giai thich nhirng gi ban c6 th€ hoc dwoc tw 167 thir
nghiém nay. Ching t6i cling mo ta cdc tinh hudng ma mdi loai MVP mang
lai hiéu qua cao (Goi y: td't ca cac ban déu c6 th€ hwdng loii te mdt MVP
dat trueoece).

MVP DAT TRUOC

Mot MVP @it treedre 1a chd d€ ban mo ta gidi phdp dw dinh va thu hit céc
khach hang tiém nang dang ky trede khi ¢6 san pham. MVP dit trede
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khong nhim d4nh gid @6 quan tim ma nhim danh gia sy cam két. Viéc thu
thap dia chi e-mail hay dw liéu khao sat te khach hang ti€ém nang 1a khong
du.

V&i bat cir san pham hodc giai phdp nao ma ban mu6n xay dyng, ban cé
the tao mdt trang web mo ta van d€ ma ban dang giai quyét. Mot MVP dat
trede thwong sé yéu ciu cung cAp s thé tin dung v&i 1o hira ring tién
trong thé s& khong bj trtr cho d&n khi ¢6 san pham.22 Trong mot s& tinh
hud'ng kinh doanh, mét birc thw trinh bay y dinh hodc thda thuin d€ tung ra
mot chwong trinh thi diém cé the cling da.

35 Mot so ngwoi md ta loai nay nhw “vaporware” (chwong trinh swong mu)
hogc “demoware” (chwong trinh gi¢i thi¢u), mic du t6i cho rang cic thuat
ngtr d6 c6 chira chit ham y vé muyc dich gy hai. Chang han, mét cong ty
¢6 the dwa ra cac loi hira mo h'6 vE lgi ich trong lai — nhieng gi ¢6 th€
khong bao gio’ thanh hién thwc — d€ ngian khach hang chuyén sang giao
dich v&i mét doi tha. (TG)

Duya trén chi phi va mirc d4u tw can thi€t d€ theo dudi san pham nay, ban
cé th€ ra quy€t dinh rang ban s€ chi ti€n hanh néu don dit trede dat dén
mot con s6 nhat dinh.

Kickstarter 1a mot MVP dit trwedre. Trong khi n6 chi y&u dwore m6 ta nhw
mdt nén tang gay quy, nd cling c6 hi€u qua trong viéc xac nhan nhu cau
ctia khach hang va mirc sn sang cam k&t tai chinh cho mdt giai phap. K&
ca khi Iwong cam két cuia khach hang it hon dang k€ so v&i gida san pham
cudi cung thi né van 1a mot tin hiéu rd't manh. Mirc ma st trong viéc 1am
cho khach hang chi trd cho ba't ct thir gi lu6n la cye cao!

Né&u hang nghin ngwdi cam két chi tién cho mot sdn pham van chwa ton tai
thi d6 1a mot sy xac nhan dang tin cdy cho nhu cau vé san pham. Néu dy
4n khong the dat d&h muc tiéu gay quy thi diéu d6 cho tha’y kha niing ring
dw an dang khong gidi quyét mot van dé thuce t&€ cho mot s6 lwong khach
hang du lon.

Nghién ciru trwong hop: Finale Fireworks
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Theo gidi thich cia Marcus Gosling, hi€n 1a ki€n tric sw thi€t k& chinh tai
Salesforce.com: “Mot gia thi€t kinh doanh c¢6 dwoc s xac nhan tdt nha't
khi ai d6 rit thé tin dung cta ho ra. Trong nhtrng thang thai nghén cta
Finale Fireworks, t6i da di d&€n Iowa cung v&i hai ngwoi dong sang 14p
khac d€ tham dy hdi nghi phdo hoa hing nim ctia Nghiép doan Phio hoa
Qudc t&.”

Gosling va dong sang l1ap ctia anh da tao ra mot tro choi phdo hoa va muén
ban né. “Chung t6i thué moét bt nhd va treng bay ban dung thir co’ ban
nha't cua tro choi phdo hoa cta ching t6i,” Gosling néi. “Ching t6i nhanh
chéng nhan ra ring ngwdi thich phdo hoa khong thit si thich ph4o hoa 4o.
Thay vao d6, ho mudn cé phan mém ré tién d€ thi€t k& va kich hoat cac
man bén phdo hoa thyc t&". Tai hoi nghi ndy, chiing t6i d3 ban 60 ban trwdc
phat hanh ctia phan mém voi gid gidm 50%. Chiing t6i thdm chi con chwa
viét phdn mém. Nhirng gi da ban la sy xac nhan tuyét voi cho viéc chiing
toi c6 mdt y twdng san pham ma khach hang s€ tra tién mua.”

Trwong hop st dung

MVP dit trede 1a cach t8t nha't d&€ x4c nhéan rang ban dang xay dyng mdot
thr ma khach hang s€ chinh thirc mua. Hau hét cac san pham va cong ty
nén tim cach d€ thyc hién mot MVP dit triedre, k€ ca khi ho dang dung mot
s0 phwong phap MVP khac dwoe k€ dén & trén d€ xac nhan chié€n Iwoc cua
minh. (Ngoai tre cac cong ty hang dau — nhirng noi phu thudc vao lgi thé
ngwoi di dau. Cac cong ty nay khé ma tranh dwoe viéc bdo chi dwa tin,
diéu gy xao lang va thwong mang lai lori thé” cho @& thi canh tranh.)

MVP dat tredre ¢6 hiéu qua trong cac trrong horp:

o Cadc giai phap doi hdi mét s& lwgng khach hang 1on d€ bén virng hay
thu 1ot nhuan
o Cadc giai phap doi hdi mirc dau tw dang k& veé thoi gian va ngudn lyc
de xay dung
Nhung thye sy 1a hdu hét moi ngwoi nén thir duing MVP dat tredc — ba't k€

dwdi dang cam két mua, dat trede, thdo woc hgp dong hay mot chwong
trinh thi diém.



MVP XAY DUNG POC GIA

Trén thyc t&, MVP xdy dyng ddc gia 1a mot (rng dung phat tri€n khach
hang: né gidp xay dwng dr li€u khach hang triedre khi xay deng san pham.
Khi ban da xac dinh d61i twong khach hang, ban tao mot noi d€ ho dén va
12’y thong tin, k€t ndi v&i nhitng ngwoi ¢6 cuing suy nghi va trao doi y
tedng. Khi quan sat ngwoi xem, ban c¢é thé danh gia dwoc cac ndi dung,
tinh ndng hodc nhom ngwoi nao hing hdi tham gia nhat. Biéu nay cho phép
ban x4c nhan nhu cau vé cédc tinh ndng hodc dich vu ma cudi cung ban sé
chon d€ xay dyng. Mot khi ban da s&n sang tung ra san pham, ban khong
can phai lo v€ viéc cong b6 hodc phan phdi: ban bi€t chinh x4c minh c6
the tim dwgrc khach hang tiém niang & dau.

Moz>2, 37Signals, va Mint.com la nhitng vi du v€ cac cong ty da st dung
blog d¢ xay dung cac cong d6ng triedre khi tung ra san pham. Ca ba cong ty
nay, vao thoi di€m tung ra mot san pham trén dién rong, ho da cé lwgng
ngudi xem bat dc di 1a hang nghin khich hang c6 lién quan. Tuy nhién,
khong chic ring liéu nhitng blog nay cé dwge diing nhir mot sy xdc nhan
cho y twdng san pham. (N6i cach khac, liéu Mint.com c¢6 quy€t dinh loai
bd san pham tai chinh cd nhan khong néu né khong thu hiit dd s6 nguoi
doc blog MintLife?)

36 Moz 1a tén m&i day, 10 nim d4u n6 c6 tén 12 SEOMoz. (TG)

Mot vi du r6 rang hon vé mot MVP xay dung doc gia dworc dung nhw mot
st x4c nhén la trang web Product Hunt m¢i dwgc chay gan diy, trang nay
cung cAp mot bang danh sach hang d4u vé cac sdn pham mdi tot nha't moi
ngay. Nguoi sang 14p Ryan Hoover dau tw chi 20 phit vao mot MVP d€
danh gia ddc gia tiém nang cia minh. Hoover da st dung Linkydink, mot
céach chia sé dwong dan qua e-mail, d€ tao ra mot danh séch the don gian
va gtri 1ol moi cho vai chuc ngwoi. N&u ong khong thdy ¢6 thém nguoi
dang ky danh sich thw, hodc n€u hoat dong trén danh sach tha't bai sau mot
vai ngay, Hoover sin sang két luan rang y twdng d6 khong dang d€ theo
dudi. Chi khi 6ng thdy s& ddng ky, hoat ddng va mirc d6 nhiét tinh tang
1én, dng m&i bat dau xay deng mot trang web thd. Product Hunt 1a mot duy
an phu cho Hoover, nhung trong hai thang d4u ra dovi, né da thu hit dén
hon 4.000 ngudi st dung.’
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37 http://www.producthunt.co/
Trwong hop st dung

MVP xay dung doc gid khong xdc nhan dwoc liéu moi ngudi c6 sin sang
chi tién cho giai phap ctia ban hay khong. Tuy nhién, ban c¢6 thé danh gia
muc duy tri va tham gia ctia khach hang, nhirng y&u t6" dd d€lam co’ s¢&
cho viéc dau tw vao mot giai phdp hoan chinh. Viéc xay dwng ddc gia cling
¢6 kha nang m¢ rdng cao: ban thye sy dang ti€p can dén toan bd cor s&
kh4ch hang tiém nang.

Mot MVP xay dung ddc gia hi€u qua cho:

e Cac san pham va dich vu tryc tuyén

e Céc sdn pham mién phi hodc sdn phadm c6 von xa hoi

e Cdc ddi ngii c6 nhirng k¥ nang san xuid't ndi dung va xay deng cong
dong phong phu

e Cac doanh nghiép tw van tim ki€m tim cach m& rdng pham vi san
pham hoac dich vu i

e Nhirng ddc gia bao vé thoi gian ctia ho hon tién bac (chang han: bac
si, nha dau tw mao hi€m, giam d6c diéu hanh)

MVP HUONG DAN (CONCIERGE)

MVP nay dwoc dit theo ttr dung d€ goi nhirng nguwroi hd trgr khach hang
trong mot khéch san, trong mot MVP hwedng dan, cédc chi dan dwoc dwa ra
d¢& gitip gidi quy&t vA'n dé cta khach hang. Khach hang biét ring ban dang
cung cap giai phdp theo cdch chi dan. Doi lai cho khodn d4u tw sy tip trung
16'n vao viée cd nhan héa, ho ddng y cung cdp nhitng phan h'6i sau rong
cho ban. MVP hwéng din cho phép ban cung c&p trai nghiém s dung san
pham cho khach hang triedre khi ban thyc sy xay dwng nd.

Hiy twdng twong ring ban tha’y dworc co hoi két ndi cdc cha me véi nhitng
hoat ddng gido duc chi phi thap va tuy chinh cho con céi ho. Mot MVP
hwdng dan c6 th€ kéo theo viéc lién hé v&i chirng sdu cip cha me va trd
chuyén v&i ho vEé con cdi ho va cach ho chon hoat ddng cho ching. V&i
nhirng thong tin d6 trong tay, ban cé the nghién ctru thi cdng cac hoat ddong
& dia phwong va viét ra mot danh sach dé xud't cho mdi cdp cha me.



Giai phap nay hoan toan khdng cé kha nang m¢ rdng: phai mat hang gio
cho mdt khdch hang mdi tuan d€ dwa ra gidi phdp ctia ban mot cach thu
cong. Nhung nhirng gi ban hoc dwgc trong giai doan th cong sau nay s€
giam di ra’t nhiéu rui ro cda ban.

Ban c6 the xdc nhan nhu ciu bing cich theo di xem cha me nao that sy
tham gia cic hoat dong da dwgrc d€ xua't. Ban s€ didt wu tién cho cédc tinh
ning bang cich hdi xem thong tin nio 13 mau chd't (hodc con thigu) trong
danh sdch ctia ban. Ban c6 th& phat hién ra rang cdc khdch hang dwoc
hwdng din xem day 1a mot dich vu ¢6 thi ciing thich nhung ho khong sén
sang chi tién. Ban ciing c6 th& phat hién ra rang tiéu chi cic cha me dung
d€ chon hoat ddng cho con ho khong nhw nhirng gi ban ky vong. Ta't ca
nhitng diéu ban hoc dwoc nay c6 the xay ra trede khi ban bit dau thigt k&
trang, vi€t code hodc dién thong tin vao mot co’ s& dir lidu.

Nghién cwru triromg hop: StyleSeat

Céc nha tao mau, chi spa, nha trj liéu bang mat-xa va céc chuyén gia lam

dep khac — nhirtng ngwoi hop thanh thi treong muc ti€u cia StyleSeat — 1a
nhirng ngwoi ban ron. Cong nghé khong phai 1a chuyén mén, wu tién hang
dau cta ho hay tham chi cling khong phai thir ho quan tam.

Dan Levine, Giam d6c Cong nghé cuia StyleSeat giai thich: “P&i v&i khach
hang ctia ching t6i, mdt trong nhirng y€u t& quan trong nha't trong viéc dua
ra mdt quy€t dinh 1a “Téi tin twdng nhitng ngwoi nay?” Ho khd lo s¢ vé
viéc: “Lam thé nao d€ t6i lam cho thi nay gitp ich cho t6i?”

Gid thiét ban ddu

StyleSeat bit dAu v&i gia thiét rang phai c6 cch t&t hon d€ khach hang dit
hen v&i nha tao miu va d€ cdc chit doanh nghiép nhd nay tw quang ba
minh. Nhung cédc nha sing 14p Melody McCloskey va Dan Levine biét ring
ho can phai tim hiéu thém vé nganh nay. Ho bit dAu bang viéc tim d&n mot
nguroi ban s¢ hiru mot spa va dé nghi cd6 moi ta't ca ban bé trong nganh dén
uéng chiit sim-panh va tim hie¢u vé cong nghé ciia McCloskey va Levine.

Cudc gip dau tién d6 da din d&n nhitng cudc gip hang twan, noi cac nha
sang 1ap day cho thinh gia ctia ho cach dung Facebook, Twitter va e-mail d€



quang ba doanh nghiép ctia minh. “Ching téi gan nhw da tr¢ thanh ‘Geek
Squad’8 cho céc nha tao miu nay, béi d6 12 cdch nhanh nhat d& tim hiéu
di€m dau cua ho,” Levine néi. “Bwdc ra ngoai kia va nhidng minh vao thj
trrong khong chi 1a cach d€ chiing téi hoc hdi ma con 1a cach @€ ching toi
xay dwng long tin cia khach hang.”

38 Cdc chuyén gia 1am viéc trong cira hang Best Buy; ho s@ stra chita mdy
tinh cta ban trong ctra hang hoac dé€n nha ban de€ stra chira. (ND)

Bdt ddu tir MVP

Sau vai tuan dau ti€n, McCloskey va Levine da da hi€u bi€t vé diem dau
ctia khiach hang d& bat dau xay dung mot MVP. Trong sdu thing tiép theo,
ho ti€n hanh song song viéc phat tri€n khach hang va phat tri€n san pham.
Khi bit dau x4y dung sin pham, ho dan chuyéh trong tim trong cudc trd
chuyén voi khach hang tor xdc nhan cdc gia thi€t sang xac nhan san pham
voi mot nhém nguwoi ding phién ban thr nghiém. “Viéc quan sat moi
nguwoi st dung san pham clia ching t6i 1a ra't quan trong. Chiing t6i phai
xem xem tri 6¢ ho vén hanh ra sao khi str dung cdc cong cu mai.”

Mo rong cdc gid thiét

Mot trong nhitng brdc ddt phd 16n nhat cho StyleSeat 13 viéc nhan ra rang
co’ hdi chia ho 1'n hon gia thi€t ban dau rat nhiéu. McCloskey va Levine
da hinh dung ra mdt cong cu giai quyét di€ém dau trong viéc x€p lich.
Nhwng cdc nha tao miu “khong mudn dung mot ng dung. Khich hang cua
ching t6i khong mudn manh nay chd nay, manh kia chd khéc; ho mudn
moi thir & cling mot noi. Moi chuyén hét sire 16 rang, khach hang cua
chuing t6i can mot giai phap gidp doanh nghiép ctia ho phat trien. Chiing t6i
da thay doi suy nghi, tir viéc xdy dung mot ‘cong cu x€p lich’ sang ‘tr&

2 9

thanh do1 tac cong nghé trong nganh cong nghi¢p lam dep’.
Hiélu biét siu sic vé nhu ciu khach hang ctia McCloskey va Levine gitip
dinh hwdong trai nghiém gia tri cta cac khach hang dau tién. StyleSeat da
x4c dinh dwoc rang viée ding dnh va tao trang trén Facebook 1 méc cau
mién phi hoan hao. “T& diy, chiing t6i hdi mot nha tao mAu ring ho c6
mudn tiép can khach hang bing e-mail, va néi ring chiing toi cung cap
nhirng dich vu khdc nay... roi dé dang thuyé&t phuc ho nang cap tai khoan.”
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Tiép tuc viéc phdt trien khdch hang

Sau sdau thang dau phat trien khach hang chuyén sau, StyleSeat ti€p tuc lam
viéc thwong xuyén voi khach hang d€ phat tri€n cac tinh nang va
marketing. Mot chi€n thuat dwoc ho st dung la phan khic khach hang —
ngudi ding tich cye nha't va ngedi dung méi — va tiép can ho biang céac
cudc goi. “VEé mat ky thuat, ching t6i c6 mot kich ban, nhwng né hau nhw
chi 1a mot cudc tro chuyén. Moi ngwoi gdp van dé trong chuyén gi? Ho
thich gi? N&u khong st dung sdn pham cua chuing t6i nira thi nhirng ky
vong lic dau cua ho vé san pham dé 1a gi?” Nhirng cudc tro chuyén nay la
nhién liéu cho nhirng thay d6i ma StyleSeat sau d6 da x4c nhan bang
phwong phap thir nghiém hai phién ban.

Bon niim sau, Levine ngac nhién thd’y ring san pham phan 4nh rat sit
MVP gbc. Nhirng gi ho hoc dwore trong sdu thdng dau lam viéc chit ché
voi khach hang cho phép ho tranh dwoc nhirng sai Tam va hwdng di sai
1&ch. Levine néi: “Viéc d6 c6 thé’ lam cham qua trinh phat tri€n ban dau cta
ching tdi nhung ching t6i da ¢6 lai khoang thoii gian d6 va con nhiéu hon
the".”

Trwong hop s dung

MVP hedng dan khong ¢6 kha nidng mé rong nhwng né cho phép ban xéc
nhan nhu cau vé mot san pham ciing nhw thi thach nhirng gia dinh vé cac
van d€ hiu can va tinh ndng can thiet.

MVP huéng dan ¢6 hiéu qua trong céc treong hop:

e Nguwoi xem ngoai tuyén va khong thong thao cong nghé

o Cac giai phap ma van dé hiu can ra't kho dy doan

e Cac giai phap c¢an ngudn von 1on d€ mé rong quy md dau tw hoat
dong

e Cac san pham hodc dich vu ma viéc cd nhan hod sy hai 1ong ctia khach
hang 1a mdt diem phan biét mang tinh canh tranh

MVP PHU THUY XU OZ



Trong mdt MVP phil thuy xt Oz, ban cung cdp mdt san pham cé vé day du
chirc nang nhwng that ra né dwore thye hién tha cong bdi con ngwei. Khdng
nhu MVP huéng din, khich hang khong biét duoc rang c6 ngudi dang
thye hién cong viéc thi cdng nhw binh thwdng bang phan mém hay cdc qud
trinh ty dong.

Hiy twdng twong ring ban mudn gidi quyét van dé 1am sao d€ cdc cong ty
nhanh nhen dja phwong héa phan mém cda ho thwong xuyén hon. Mot
MVP phti thiy x& Oz c6 th€ gidi thiéu cho mdt vai khach hang mét bang
diéu khién tryc tuyén, trén d6 ho ¢6 th€ givi vin ban md&i d€ chuyén ngtr.
Nhung thay vi mot ban dich tw dong, ban ¢6 th€ ¢6 mdt hai ngwoi néi ti€ng
T4y Ban Nha ngdi tredc mdy tinh cho ndi dung giri dé€n va nhanh chong
26 ra ban dich trong nhdy mit.

Gidng MVP hudng din, gidi phap nay khong c6 kha ning mé rong. Nhung
ban ¢6 th€ quan sat cach khach hang twong tac voi ban diéu khién gia 1ap,
dat cau héi veé ban dich, vong quay toc dd va cha't lwong, dong thoi danh
gid xem ho sin sang chi trd cho dich vu clia ban d&n mirc nao.

Nghién cwru trweong hop: Porch.com

“Ching tdi quan sat thi trrong nang cap nha & va c¢6 nhirng ¥ twdng nhat
dinh V€ giai phap ding,” Matt Ehrlichman, Gidm d&'c Biéu hanh cua
Porch.com néi.

boi ngii cua ho xac dinh cac gia dinh mau ch6t vé nhirng gi cac chu nha
mudn, viéc thau tém khach hang va xay dung di liéu d€ dinh gia, roi
chuan bj tao mot MVP. Cong ty nay, ban dau c6 tén 1a HelpScore.com, sé&
giip chd nha tim ra nhirng nha thau va chuyén gia t6t nha't cho nha ho dya
trén mot hé thong tinh di€m.

Nhom nghién ctru da xay deng mot MVP Phu thuy x& Oz; trang web ctia
ho trong ¢4 vé nhrr dwge hd trgr bdi mot thuat todn tinh di€m. Trén thue (&,
mot doi ngii dang nghién ctru thl cdng va vi€t ra mot bao cdo. Thong tin d6
duoc dua Ién mot giao di€n web va doi ngli theo doi xem khach hang
twong tac voi nd nhu thé nao va liéu ho cd ti€n dén hanh dong [tim dén
nha thau dwoc dé xuat].



Loai bo gid thiét

“Chung t6i da n6i chuyén v&i cac chi nha va cdc gia thi€t cda ching toi da
hoan toan bi bac bo. Bieém s6 khdng quan trong chit nao. Nhirng gi moi
ngwoi da hodi ching t6i 1a: ‘Ban be hay hang x6m cua t6i c6 st dung nha
thau nay khong?’ Chi nha mu6n bi€t vé cac dy an da thyc hién ctia bén
chuy&n moén nay va nhirng viéc ho da l1am trong qua khtt. Ho mudn nhirng
loi giori thiéu truyén miéng. Diéu d6 day chung t6i sang mdt huwong di
hoan toan khac.”

Sdn pham ddc biét toi thieu

Doi ngil trén da doi tén thanh Porch. Ho tié€p tuc xay dung MVP trong mét
vai thdng cho d&n khi ho cam thay ty tin rdng hwdng di sin pham da dwoc
xac nhan. Tw day, ho ti€n t&i xac nhan ndi dung va cac kénh ho ¢in lam
chu d€ mang lai lgii ich cho khéach hang. “Tinh gon nghia la giam thi€u lang
phi. Ban ¢6 th€ lang phi hdau hét thoi gian va nang lwong néu ban dang di
sai dwong. Gio thi ching toi dd xdc nhan dwore hwdng di clia minh bing dir
liéu, ching t6i ty tin va c6 th€ dau tw sdu hon vao ding dwong. Chiing toi
da chuyén sang ché” dd an minh, tich 1y mét lwong 1o dir li€u ma ching
t6i biét rang khach hang mudn c6 d€ dwa ra quyét dinh diing dén trong viéc
tim ki€m cac don vi chuyén veé dich vy nha ctra. Ching t6i muén quay tré
lai v&i thr gi d6 that td't. Chdng t6i mu6n tung ra mot san pham t6i thi€u
dac biét.”

Porch ra mét vao thang 6 nim 2013 va c¢6 dit liéu vé hon 1,5 triéu don vi
chuyén nang ca’p nha ctra.

Trwong hop st dung

MVP phu thay x& Oz 1a mot phwong phép tuyét voi d€ xac nhan hanh vi
“tw nhién” ctia khach hang. Vi ban dang dwa ra mdt thr trong giong nhw
mot gidi phap hoan chinh, khong c6 sy can thi€p ctia con nguoi, cho nén
ban khong cn lo 14ng vé viéc cdc hanh vi ctia khdch hang bj tdc dong béi
phép lich sw. Né&u giai phap ctia ban htru ich, khach hang sé thir n6; néu
khong, ho bd qua.

MVP phu thay x& Oz hiéu qua trong cac trwong hop:



o Cac giai phap ma cudi cung sé doi hdi cac thuat toan phirc tap hodc tw
dong hoa

e Mang va'n d€ nhay cam (tai chinh, strc khoe, hen ho, phap 1y)

e Thij trwong lwdng dién, noi ban ¢6 the gia 14p mot bén d€ xac nhan sy
quan tdm ctia bén kia>2

59 Nhw vi du toi d nhic d&n LaunchBit trong Chwrong 6. LaunchBit hoat
dong trong mdt thj treong lwdng dién vi ho can mang lai gia tri cho ca
mang lwdi quang cdo va cac don vi xud't ban ni dung ma ho lam viéc
cung. N&u khong c6 cac mang lwdi quang cdo, LaunchBit khong c6 gia tri
d€ mang lai cho nhirng dorn vi xua't ban ndi dung, khong c6 cac don vi xua't
ban, ho cling khong thé cung cd’p gid tri cho cdc mang lwdi quang céo.
(TG)

MVP PON CHUC NANG

M6t MVP don chirc nang 1a mét san pham hodc mot mén &6 cdng nghé tap
trung vao mot van d€ hodc nhiém vu duy nhé't. Phwong phdap nay cho phép
ban xac nhan mdt gia thi€t don 18.

Dung nhAm 14n gitra “nhd” v&i “chat lwong kém” — MVP don chirc ning
khong cho phép xay duwng mdt loat tinh niing cang nhanh cang t6t bing
viéc bd qua van dé thi€t k& va trai nghiém cia ngwoi ding. Mau chdt &
day 1a chi 1am mot viéc va lam né that t&t. (Hay nhé ring, tinh kha thi clia
MVP doi hdi ban cung cap gid tri cho khéach hang!)

Hiy twdng twong ring ban mudn gidi quyét van dé cta cic cong ty dang
danh qud nhiéu thoi gian cho viéc hd trr khach hang. Mot MVP don chire
néng theo d6 c6 th€'la chon mot kénh va mot loai vin d€ don nha't d& bt
d4u. Chang han, ban c6 th€ cho phép khach hang tao e-mail miu d€ h'oi
ddp céc tin nhin c¢6 chung mdt cum tir nhw “hlly tai khodn” ho#ic “cip nhat
dia chi hoa don”.

Giai phap nay c¢6 kha nang mé rong, nhwng né chi 1a mét phan nhd cta
nhirng gi ban dinh xay dung. N6 khong gidp ich trong treong hgp e-mail
khong chira cum tw trén, va khong gitp ich trong viéc hd tro qua dién thoai
hay tin nhén triyc tuy&n. Nhung né cho phép ban x4c nhan ring khach hang
c6 sdn sang st dung va chi trd cho phan gidi phdp d6 khong. Khi céc khdch
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hang dau tién nay doi hdi nhi€u tinh nang hon, ban cé th€ str dung cac yéu
cau cua ho d€ dat wu ti€n cho phian giai phdp ma ban sé xay dung ti€p theo.

V&i mot MVP don chiee nang, khach hang cia ban s€ phan nan, va dé la
mot diéu t6't. N6 ¢6 nghia la khach hang da nhan dwgc mot s&” gid tri tir san
pham ctia ban va san sang d€ né mang lai nhi€u gia tri hon.

Néu nhirng khach hang dang st dung mét MVP don chirc nang khong
phan nan, diéu d6 khong c6 nghia ring ho mudn ¢ thém tinh ning. N6 cé
nghia l1a ho khdng nhin tha’y tiém nang mang lai gia tri cua né. Viéc cung
ca’p thém tinh nang cho ho khdng giai quyét duwoc van dé d6. Thay vao do,
day la lic d€ tim ra xem tai sao gia thi€t cé tinh tap trung cao cia ban lai
sai va lam cach nao chuyén hudng d€ dén gin hon v&i nhieng gi khach
hang mu6n.

Nghién ctru trieong hop: Hotwire

Hotwire da phai d6i mat v&i mot thach thire: trang web dit phong khach
san cfia ho cho thd'y né ¢an cic tinh ning va quy trinh cdng viéc mdi sau
10 nam hoat dong.

Giam do'c San pham Kristen Mirenda va nha thi€t k& twong tac Karl
Schultz da c6 the’ dat ra mot gia thuy€t r6 rang sau khi quan sat khach hang
twong tac voi Hotwire.com.

“Nhirng khdch hang c& ging str dung Hotwire d€ dit khich san d bd
ngang vi ho khong tim ra khach san dw dinh ctia ho ndm & dau. Céc két qua
tim ki€m ban d'6 trung tdm s€ gidp tang sd& ngwoi dat phong khach san thue
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s dén o.”

Nhung diéu d6 s€ doi hdi mot thay doi ra't Ion dén twong tac trén trang
Hotwire.com hién tai. Khong ai lai thodi mai v&i thay doi Ion dén thé chi
sau mdt dém. “Dich vu dat khach san ctia Hotwire mang lai phén 16m
doanh thu cho cong ty,” Mirenda giai thich.

Két quad tim kiéin dwa trén ban do trén mot shadow site



Thay vao d6, Mirenda, Schultz va ky sw tredng Jim Tay da dé xudong tao
mdt “shadow site” cho phép ho kiém tra gia thi€t cia minh trén mdt phan
trdm ra’t nhd trong lwot truy cdp Hotwire hién tai.

Ho xay dwng mot phién ban MVP cua trang nay dat trong tdm vao cac két
qua tim ki€m dya trén ban d6. “Phi€n ban dau tién khong c6 thi€t k&', va
ban khong thé sdp x&p, loc hay xem lai nhitrng gi ban tim ki&m. Nhitng thir
d6 khong anh huedng gi dén gia thi€t vé viéc st dung ban @6 cua ching
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Trang d6 dworc thi€t k& sao cho mot ty 1€ khong cd dinh s lwot truy cap
binh thwong ciia Hotwire ¢6 theé dwore chuyén hwong sang thiét k& moi.
Nhitng ngudi truy cip trang méi khong nhan ra ring ho dang tham gia mot
nhém th nghiém, mac du thiét k& m&i nay cling dugre dwa vao mot dwong
dan d€ gri phan h'oi (Hinh 7-1).

Phién ban MVP dau tién ctia ho chi dwoec chay cho 1% khach hang truy cap
Hotwire.com. “Chéc chén ring chiing tdi di ra ngoai khu virc an toan khi
tung ra mot thir nhw vay. Nén d€ dé€ phong, ching t6i xay deng lam sao d€
c6 the tit né di trong vai gior,” Mirenda néi.

w24

Hinh 7-1. Phién bdn 1 cua MVP cua Hotwire khong du tinh ndng, nhing
dd givip xdc nhdn gid thiét rang cdc két qud tim kiéin dwa trén bdn do cung
cdp mot trdi nghiém khdch hang tot hon va cudi cung mang lai nhiéu ich
loi hon

Phan doan trén MVP

Phéan h'6i cua khach hang trén trang Hotwire thir nghi€ém chu y€u la tiéu
cure, ho tap trung vao viéc thi€u cdc chikc ning sdp xé&p va loc, chit khong
phan nan gi vé ban d6 to dung & gitra man hinh. Va di viy ho van dit
phong khéach san! Mirc do st dung ban d'6 ting 1én, va ty 1€ chuyén doi
thanh hanh dong trong nhom thir nghiém chi giam 17% — khong t6i cho
mot MVP hoan toan chwa dwoc t61 wu hoa, ngheo tinh nang.

Diéu chinh lai MVP dé gidi quyét cdc diem dau



Ngay sau khi d6i ngii 1am viéc ¢6 du dir liéu d€ dinh huwdng phan doan tiép
theo, ho tit 1% thtr nghiém va bit dau xay dung tinh ning d€ gidi quyét
di€ém dau 16n ti&p theo: thi¢u chitc ning sip x&p va loc. V&i mdi [4n ra mét
thanh cong, hi€u sua't dwore cdi thi€n, ddi ngli c6 khd ning tdng kich co
nhém thir nghiém dong thoi c6 dwgc két qua nhanh hon.

Tuy nhién, Mirenda va Schultz va't va doi chit d€ c6 dwoc sy dong thuin
trong cong ty. Mirenda néi: “La doi ngli d4u tién di theo hwdng tinh gon,
ching to6i vap phai vo s& chwdng ngai! V&i moi sai TAm, ching t6i da ddnh
gia xem diéu gi 1a khong nén lam vao T'an t&i — nhwng moi ngwoi khong
quen v&i viéc d6. Moi nguoi khdng quen nghe khach hang phan nan — du
cho diéu d6 khong anh huong dén tong the viéc sit dung san pham.”
Schultz d6ng y v&i ¢6: “Nhirng 1¢vi ich [cta lam viéc tinh gon] phai dwoc
chia sé rdng rai d€ moi ngwoi hi€u dwore gid tri cta nd.”

Trang moi tao dwoc siuc hiit

Dan dan ty 1€ phéan tram nhirng ngwoi nhin thay trang web Hotwire méi
1én d&n 50%), va hiéu sua't bit kip vdi trang goc.

Hotwire hién da dwa vao dung trang m&i voi cac k€t qua tim ki€'m dwa trén
ban d6 cho ca nguwoi My va khach quoc t&. Khi doi ngi ti€p tuc tdi wu hoa,
ty 1€ chuyén doi hanh dong ti€p tuc tang 1én. Hotwire 1a mdt cong ty con
cua Expedia, doanh thu cua né la 4 ty d6-la trong ndam 2012.

Trwong hop st dung

MVP don chirc nang budc ban tap trung vao mdt mang gidi phdap duy nhat.
N6 khong chi gitp xay dwng nhanh hon, ma con gitip ban dé gidi thich v&i
cac khach hang ti€ém nang hon. Sy bat dong dwoc ghi nhan 1a tha’p hon ra't
nhiéu khi thir mot san pham hodc giai phap mdi chi thwe hién mot chirc
nang.

MVP don chirc nang c6 hiéu qua trong cac trweong hop:

e Cac cong ty va san pham hién tai can xac nhan mdt thay doi trong
hwdong di hodc moét san pham phai sinh



o C& ging gia nhdp mot thi trwong thong tri béi mdt san phadm 16 hon,
phtrc tap va dat hon

e Xac nhén céach san pham cfia ban ¢ th€ tao gia tri 1on nha't cho khéch
hang

MVP SAN PHAM CUA BEN KHAC

MVP sin pham ctia bén khac l1a phwong phap st dung cac phian ctia mot
san pham hodc dich vu hién c6 d€ xac nhan cac y twdng ctia ban. Trong
mot 86 treong hop, diy 1a mot bién the cia MVP phu thay x& Oz, khi d6
ban c6 th€ cung cap cho khach hang mot gidi phap roi st dung mdt cach
thd cong mot cdng cu hodc nén tang cia doi tha d€ thye hién nd. Trong cac
treong hop khac, né c6 the'la si dung mot API (giao dién 14p trinh ing
dung) hoic framework (nén tang 14p trinh) s&n c6 d& nhanh chéng xay
dwng mdt giai phap.

biém dac treng cia MVP san pham cua bén khac 1a ban dang cwoi trén
lwng d61 tha, nhitng ngeoi da gidi quyét van dé do, d€ nhanh chéng tim
hiéu va xac nhén cac y teong.

Chéng han, n€u ban mudn giai quy€t mot s6" van dé trong nganh cong
nghiép taxi, ban c6 th€ dang ky tré thanh mot tai x& UberX. Khi lam vay,
ban dang khong chi danh thoi gian ma con lam thué cho d67i tha! Tuy
nhi€n, ban s€ nhanh chéng hoc dwgc khia canh dich vu nao la quan trong
va c6 th€ ndi chuyén v&i cac khach hang d€ xac dinh nhirng co hoi tao
khéc biét. Bang cach dira vio nén tdng marketing va co’ s& ha ting clia mot
san pham hién c6, ban c¢6 th€ giam vo s& chi phi hoc hoi.

Nghién ctru trwong hop: Bing Offers
“Hay twong twong dang la 4 gio’ chiéu va viéc kinh doanh chadm chap, nha
kinh doanh c6 th€'16i dién thoai ra, tao mot do't khuyén mai, va trong khi

dang di b6 qua ctra hang d6, ban nhin thdy n6.”

D6 1a mot trong nhirng co’ hdi ma ky sw Guy Shahine va nhirng nguoi khac
vé ra cho Bing trong mang quang cdo dia phwong.



Nhém nghién ciru da hinh dung mot nén tdng cung cdp nhirng dot khuyén
mdi tirc thoi. Nhung doi ngii Bing Offers nhanh chéng dAm phai rao chin
khi ho bit dau phat triéh mot tng dung dé xuat. “Nguwdi ban khong mudn
dung n6 khi ma nguoi dung chwa dung,” Shahine néi, “nhwng ngwoi dung
s€ khong cai dit mot ing dung d€ nhan khuyén mai trie khi ngwoi ban tham
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gia.
Cdc rao chan dan dén chuyén hwdong chién lwoc

Phat hién d6 da dan dén sy chuyén hwdng chién lwege dau tién cta doi.
Thay vi ¢& ging nai ni ngudi ban dwra ra khuy&n mai, ho tin dung céc
khuy&n mai tir nhirng d67i thi nhw LivingSocial, Yelp va Amazon Local.
“Viéc quang cdo kha d&; ching toi chi ¢4n néi véi ho 13, ‘Chiing t6i s& cho
nhiéu ngwoi thd'y dwore tin khuy&€n mai ctia ban hon,” Shahine gidi thich.
Diéu nay cho phép do6i ngii Bing Offers bit dau thir nghiém dich vu v&i céc
khéch hang thyc chi trong vai tuan thay vi nhiéu thang.

Mt co hoi dé’ dé dang tao khuyén mai cho khdch hang

“Moi nguoi da nham 14n khi chiing t6i dAn ho dén cdc trang web khuyé&n
mai khac. Ho phan nan vé nhirng van dé€ ho gip phai tred'c d6 voi cac dich
vu khac nhw Groupon — mua mdt khuyén mai roi quén béng va dé€ né hét
han, hodc cdm th&y x4u hd khi néi véi ngwdi phuc vu rang ban dworc giam
gid trong mot cudc hen. Ho khong mudn phai ki€m tra trang web mdi ngay
de€ tim khuy&n mai. Ching t6i nhan ra minh c6 th€ cung cap mdt trai
nghiém tuyét hon chi bang cich lién k&t cdc khuy&n mai v&i thé tin dung
cua khach hang; ho quet thé va ty dong dwo'c khuyén mai ma khong gap
vrdng méic ndo.”

D&i vai Shahine va nhirng ngwoi tieng 1lam viée tai Microsoft nhiéu nam,
viéc stt dung mdt gidi phdp tinh gon 1a diéu m&i mé. “Ching t6i ¢6 mot
fam nhin san pham t6t nhung khong gidi xay dung mot k&€ hoach 6 thang
chi ti€t. Ching t6i lam moi thir trong hai tuan chay nwdece rit, va trede d6
ctung khong 1én k& hoach gi xa hon hai tuan.” Bi€u nay cho phép doi ngu
ctia ho 13p lai chu trinh dya trén phan h'6i tw céc khdch hang dung thir tng
dung. Chang han, moi ngwoi do dy khi (rng dung @€ xué't ho dién s6 thé tin
dung d& kich hoat cdc khuy&n mii tr dong. “Moi ngwdi nghi ring chiing
t0i dang tinh phi cho thir gi d6 va bd ngang viéc cai dit.” Diéu nay dan tdi



mot thay d6i nhanh trén trang chii € 1am 16 rang s thé tin dung chi dwoc
dung cho vi€c thanh todn hang giam gid, khong phai d€ thu phi.

Hady hoc hoi tw khdch hang

Khi doi ngli d6 xay dwng nén tng dung va dich vy, ho ti€p tuc tim hi€u tw
khach hang theo nhiéu ciach — bao gom cic cong cu phan tich nhw
Omniture va Crazy Egg, cidc cong cu phan h'6i nhw UserVoice va quan sat
thuwc hanh.

“Gio thi t6i ¢6 the tn hudng cudi tuan & mot quan ca phé va d€ moi ngwoi
tht nghiém Bing Offers r'oi d&€n van phong vao thit Hai v&i cac phan hoi,
va roi ching toi c6 the ti€n hanh nhi€u chinh stra chi trong vai ngay,”
Shahine néi. “D6 1a mot sy thay doi 1on toe Waterfall: mot nhom ky sw thiét
k& danh mot ndm cho cac danh gid thi€t k& va quyet dinh ‘hay xay dung
cai nay’. b6 that sy 1a mot thay doi trong van hda, nhwng cho dén nay, toi
van dang thd'y c¢6 thém ra’t nhiéu bd phan ap dung [phwong phép tinh gon
nay & Microsoft]. Ban hoc dwore ra't nhiéu khi ap dung né, va né lam cho
cOng viéc cta ban thd vi hon.”

Trwong hop st dung

MVP sin pham ctia bén khac cho phép ban nhanh chéng hoc hdi va xac
nhén bing cich st dung ngudn tii nguyén ctia ddi tha nhw nhitng vién
gach cho minh. Viéc nay khong chi giip giam thoi gian va nguon lyc can
dau tw ma con thic day ban hoc hdéi nhiéu hon vé d6i tha va xac dinh loi
thé& tiém nang ma ban c6 th€ ding d€ canh tranh v&i ho.

MVP sdn pham ctia bén khac ¢6 hiéu qua trong cac treong hop:
e Budc vio mot dja hat ¢ s&n cdc doi thi da virng manh
o Céc giai phap ma van dé€ hau can ra't kh6 dy dodn
e Cac doi ngl c6 nguon lye ky thudt han che

CHUNG TOI PA XAY DUNG MOT MVP, TIEP THEO LA GI?

Trong phan dau ctia chwong nay, toi da néi vé tam quan trong cua viéc xac
dinh cédc nhan t6 ¢é rai ro cao nha't. Hy vong rang ban da xay dgng mét



MVP gitip tra 1o/i mot s& ciu hdi trong tim nha't xung quanh cdac van dé
phan phdi, gia tri, mo6 hinh kinh doanh va chirc nang.

Nhi€u kha nang, it nha't Ia mot s6” gia dinh cda ban bi loai bd khi khach
hang that sy twong tac voi MVP cua ban. C6 1€ khach hang thich céc tinh
nang nhuwng lai phan nan vé mic gia, ¢6 the€’ ho khong bi thuyét phuc bdi
151 hira hen vé gid trj tiém ning. Tin t&t 12 ban gan nhuw chic chén s& hicu
Ve thi treong va san pham cfia ban hon tredc.

Hay dung kién thirc m¢i thu nhian d€ nhin lai cac gia thiét cua ban. Gia
thi€t nay da dwoc x4c nhan? Gia thi€t nao khong chinh x4c: V&i mdi gia
thi€t sai, thong tin nao thu dugc cho thdy dréu d6? Dya trén thong tin cip
nhat ndy, gio ban ¢6 th€ dinh hinh mot gia thiét c6 cor s& virng chic hon.

Trong mot s6” treong hop, ban ¢6 th€ muén thwe hién cac cudc phong van
khach hang v&i nhirng d67 twong khac nhau. Trong nhirng trirong hop
khéc, ¢ the s€ thich hg’p hon n€u dwa ra mot MVP khdc gitip ban tim hiéu
vé cac khia canh khac cta viéc kinh doanh.

Ti€c 1a khong c6 ranh gidi nao phan chia gitra “Ding vay, ban da xdc nhan
dwo'c MVP ctia minh va san pham ctia ban s€ thanh cong” va “Khong, hay
quay lai v&i ban phac thdo.” D6 1a cd mét viing mo’ mit ma ban chi ¢6 the
d4n d4n c6 dworc thém nhiéu bang ching cho thi’y ban dang di diing
hwong.

Vi ly do nay, khéng t6n tai di€ém ma ban nén dirng hoan toan viéc phat trién
khach hang. Tham chi mot khi ban da dwa ra mdt quyét dinh 1on “khong
the van h'6i” (chiing toi chic chin s& xay dwng dich vu nay, chiing toi thué
ngay mot k¥ st, chiing tdi ttr bd nhitng viéc dang 1am hiang ngay), ban sé&
dwoc hudng loi tir viéc khong nging hoc hdi va xac nhén.

Trong chwong ti€p theo, ching tdi s€ ndi vé cac cach d€ sir dung hoat ddong
phat tri€n khach hang sau khi ban da xay deng mdt san pham, da c6 doanh

thu va da phat tri€én cic mdi quan hé v&i khach hang.

NHUNG PIEM CHINH CAN NHO'



Khi xay deng mot MVP, hay nghi vé cach khach hang s€ do lwong gia
tri ho nhan dwoc tir san pham.

Badm vao tiéu chi tdi thi€u: dwng dwa vao ddy du chirc nang.

MVP dit trede cho phép khach hang chi trd cho MVP theo mot cach
nao nd; hdy thir dang nay dang khéc, du 12 chi trd bang mot cam két,
mot don dit trede, thw td ¥ hay mot chwong trinh thi diém.

MVP xay dwng doc gia gitp xay dueng mdt thi treong.

MVP hedng dan va MVP phu thay xtt Oz giai quy&t van dé mot cach
thti cong d€ xdc nhan rang thi treong ton tai.

MVP don chirc nang giai quyét mot phian van dé ctia khach hang
hodc tap trung vao mdt tinh nang duy nhat.

MVP san pham ctia bén khac cho phép ban tan dung y twdng cla
ngwoi khac trong viéc xac nhin nhu cau cta khach hang.



Chwong 8Lam thé€ nao de phat
trien khach hang khi ban da co6
khach hang

Trong nganh cong nghiép y t&, moi thir xoay quanh chu ky bdn hang kéo
dai 18 thdang. Cdc bdc st khong hé khoan nhwong, khong thé’noi ra nhikng
gl ho muon, va néu ban nhac lgi diéu do voii ho, ho sé khong tha thir.

— HENRY WEI, GIAM POC Y KHOA CAO CAP BQ PHAN CAI
TIEN LAM SANG TAI AETNA

Khd ndang hoc hdi nhanh hon so voi doi thii canh tranh c6 the’la loti thé
canh tranh bén virng duy nhdat.

— ARIE DE GEUS, CUU TRUONG NHOM K HOACH CHIEN
LUQC CUA SHELL OIL

Né&u ban lam viéc tai mot cong ty Ion da ¢6 khach hang, tdi bi€t ban dang
nghi gi. Nhirng k¥ thuat nay khong th€ nao mang lai hi€u qua cho t6i: T6i
khong the ti€n dén gdp khach hang v&i nhirng suy doan. Néu t6i ndi vEé
nhitng y twdng mai, ho sé& cho rang cdc y twdng d6 13 hwéng di cho san
pham. Ho hoac 1a s€ mudn mua san pham twong lai d6 hodc s€ tha't vong
n&u khong thich hedng di méi d6. T6i khdng the€ 18y di thoi gian quy bau
ctia khach hang d€ hdi hang ta nhirng cau héi ma khong c6 gi cho ho xem.

Ping vay: ban khong thé thwc hién viéc phat trien khach hang theo ding
cach ma nhirng cong ty khdi nghié€p giai doan dau thyc hién. Ban s€ can
diéu chinh quy trinh mot chat, cting nhw GE, Microsoft, Aetna, Intuit va
chinh pht My da lam.

D& vai nhieng doc gia dang lam viéc voi mot cor s& khach hang hoan toan
ma&i hodc lam trong mot cong ty khéi nghiép nhd, ban cé the doc lwdt
chwong nay va quay tré lai sau khi cong ty da on dinh. Céc ky thuat dwgc
mo ta trong chwong nay kha c6 tinh bao tri, va nhw vay, s€ khong cho phép



ban tim hi€u va lam gidm rui ro nhanh nhw cac chi€n lwg'c phdng van va
phan tich trong cac chwong tw 1-7 va phian Phu lyc.

Trong chwong nay, ching ta s€ néi vé viéc di€u chinh cac chién thuat phat
trién khach hang sao cho hiéu qua, k&€ ca v&i cdc khach hang cirng nhéc,
gy tré ngai va ¢ sin cdc ky vong khi ho chi tién. Ching t6i cling néi dén
cach dat ra nhirng ky vong hop 1y va giam thién ki€n. Ching t6i s€ mo ta
céac chién lvgrc muc ti€u, bao gom:

e Lam thé nao d€ diéu chinh khai ni€ém vE€ san pham kha thi tdi thi€u
(MVP)

e Tim ding ngwoi d€' néi chuyén

e Céc cdch khong giy phién nhiéu d€ gi¢i thiéu sdn pham mdi

e Cac ky thuat d€' tim hi€u cach khach hang that sy st dung san pham
ctia ban

Dén cudi chwong, ban s€ nhan thirc dwoc ré6 hon cach st dung phat tri€n
khach hang d¢€ giam thi€u rti ro va tdi da héa nhirng gi tim hi€u dwoec cho
tO chirc cta ban.

PIEU CHINH Y TUONG MVP

Nhirng gi hiéu qua voi cac cong ty khdi nghiép nhod ¢6 th€ khong hiéu qua
vOi ban.

Khi ban doc cédc bai dang trén blog vé cac cong ty khaoi nghi€p st dung céac
chi&n thuat tinh gon, ban s& bit gip nhitng phwong phdp nhwr phwong phap
dwoc Barbara Messing, Gidm d6c Marketing chuyén nghi€p (CMO) cua
TripAdvisor st dung. Khi Messing mu6n danh gida mirc d6 quan tim trong
mot gbi du lich cu th€, c6 dang cac banner quang cdo vé nd trén trang web
cta TripAdvisor. Néu moi ngwoi khdng nha’p chudt vao nd, vy né khong
dang d€ theo duoi. N&u ho nha’p chudt vao d6, ho nhan duwgc mdt thong
béo 16i 404 (Not Found) error. N&u dt lwgng ngwoi nhap chudt vao
banner, TripAdvisor s€ tao dich vu 90 p6 1a cch hiéu qua va it t6n kém d¢
danh gid nhu cau cta khach hang, nhwng n€u ban thay viéc lam diéu teong
tw trén trang ctia minh 1a khong thuén tién thi ban cling khong don doc dau.

60 http://blogs.hbr.org/cs/2013/03/four_ways_to_market_like_a_sta.html
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Khong c¢6 gi 16i/hong

N&u ban thém céc trai nghi€ém phi tinh nang vao mét san pham hoac trang

web hién c6, ban da khién n6 khé dung va it bo ich hon. V&i nhirng khach
hang danh gia san pham cua ban dwa trén dd tin cdy va uy tin, mot dwong

dan hong khién ho ban khoin: “Con diéu gi ma minh khong thé tin twdng

& san pham nay?”’

Chglng han, nhi€u nam trwde t6i da diéu phdi cac phién thir nghiém tinh
nang st dung cho mot (rng dung dich vu tai chinh ma t6i vira thiét ké” lai.
Phéan h'6i ciia ngeoi ding &m dam mot cach khong the ngo va tdi khdng
nghi ra dwoc 1y do cho chuyén d6. M6t ngwei tham gia 14p tirc néi voi toi:
“T6i s€ khong bao gio’ dung trang web nay.”

Taqi sao khong chu?

Anh ta chi vao phia cudi man hinh. “Khong hé ¢6 dwong dan vé quyén
riéng tw,” anh ta noi.

T6i ¢6 dang néi chuyén véi mdt ké cudng sy riéng tw khdng day? Toi ban
khodn va da héi lai “Viéc doc chinh sach ddm bao quyén riéng tw tredre khi
dung mot trang web quan trong v&i anh dé€n mirc nao?”

Anh ta trong ¢6 vé bdi rdi, va anh ta ndi: “Tat ca nhieng gi t6i biét 1a cac
trang web ngin hang phai ¢6 hinh mot chi€c chia khéa nhd va mot dwong
dan d&n chinh sdch bdo mat & cudi trang, hodc néu khong thi nghia 1a anh
khong nén dung n6.”

Bing cdch v tinh bd qua mdt diém ddnh dau sy tin nhiém ra't nhd, toi da
vO tinh 1am bi€n d6i phan tng cua khach hang v&i san pham. Trude khi
nguwoi tham gia ti€p theo dé€n, chiing tdi da nhanh chéng thém vao mét hinh
chia khda va dwong din chinh sdch bdo mat gid cho ban ding thit. Phan
h'6i cia khach hang lap tirc ddo nguoc twe cue ky tiéu cye sang tich cye.

K& ca khi ban dang lam viéc trén mot ban demo ddc 1ap, ban c6 theé’ ddi phd
v&i cdc khach hang c6 nhirng ti€u chuan chinh xac. To6i da thd'y nhirng
gidm do'c diéu hanh byc doc chi vi mot 10i ddnh mdy trén mot slide
PowerPoint. Trong thé&” gi¢i khéi nghiép, cau néi dwoc lan truyén rong rai



la cum tw: “Né&u khong bi x4u hd bdi phién ban dau tién, ban con phai cho
ra't 1au d€ tung ra san pham.” Trong gi¢i doanh nghiép, n€u xau ho' vé
phién ban d4u tién, ban c6 th€ khong con cor hoi dwa ra phién ban thi hai.
Hiy dau tw thém vai gior @€ ki€m tra 18i chinh td, dm bao rang cdc dwong
dan ctia ban khong bj hdng va chinh hinh anh thit dep.

HAp dan nhwng gia mao

Mit khac, néu ban thiee hién mot ban diing thi hodc nguyén mau trong qud
t6t, ban gdp phai nguy co khach hang nghi ring né da dwoc xiy dung
(hoac dang trong qua trinh xay dwng). Ho c6 th€ tri hoan viéc mua hodc
nang cip vi nghi ring ho c6 th& chd @& khi c6 phién ban tiép theo. R'6i
diéu gi s€ xdy ra n&€u ban lai pht nhén céc gia thi€t cia minh va quy€t dinh
khong xay dwng san pham hodc tinh nang d6 nira? Ban c6 the’ thdi bung 1€n
ndi thd't vong va tirc gidn ctia khach hang.

St dung mét ban phdc thdo

K& ca khi ban di giai thich 16 ring ban dang thic hién nghién ciru d€ tim ra
nhirng gi khach hang mudn va khéng dwa ra mot hwdng di san pham nao,
d'ong thoi 1dp lai ring nhitng gi ho thay 13 d61 twong d€ thay ddi, thi vé
mat tdm 1y hoc, khach hang ra't khé nhin vao th gi d6 va nghi né la gia
1ap. M6t cach hiru ich cho van d€ nay la tao ra thi gi d6 tréng 6n nhung ro
rang la @6 gid. Ban c6 thé’ dung mét chwong trinh nhw Balsamiq cho phép
nhanh chéng tao nhirng phéc thao phu hop, ro rang. Khéng ai nhin mdt ban
gia 1ap trén Balsamiq (Hinh 8-1) lai hi€u nhdm rang d6 12 san pham hoan
chinh.
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Hinh 8-1. Cdc wireframe trén Balsamiq md phong cdch bo’tri va cdc tiwong
tdc nhwng ro rang khong phdi la phién bdn hoat dong dwwoc

St dung mét tén mién khdc
N&u ban can dwa ra cac hinh anh cé d6 trung thyc cao hon, c6 mot giai

phép 1a st dung mdt t€n mién va thwong hiéu khac. Tén mién gia ctia ban
c6 th€ trong ciing thanh lich va dwge thi€t k& chin chu mién 1a né khong



gidng v&i thiet k& chia cong ty ban. O’ ca Yodlee va KISSmetrics, ching toi
da st dung cdc tén mién thay thé” d€ thir nghiém nguyén miu trirde khi bét
tay vao xay dung cac san pham thuyec.

Nhi‘€éu tinh ning hon san pham tdi thi¢u

Cac cong ty da c¢6 khach hang can dinh nghia vé MVP khac déi chiit so v&i
cac cong ty khdi nghiép.

Tai Aetna, b phan phat trién san pham st dung thuit ngtr “san pham tdi
thi€u c6 the’ban”. Tai Yammer, ching t6i nhan manh chtr kha thi. Viéc tién
xa hon mot chiit, viegt mire tdi thi€u d€ tao mdt trai nghiém khong bi dit
doan la binh thwong — thAm chi 1a diéu cén thiét.

Vi cdc cong ty khoi nghiép thi khdc

V&i cac cong ty khdi nghiép, mot MVP la phian sdn pham td1 thi€u kich
thich mot phan h'6i phi trung tinh. D6 1a vi cac cong ty m&i d6i mét véi cac
rui ro khac cac cong ty da on dinh. Nhuw Steve Blank néi: “Trén Day One,
mot cong ty khadi nghi€p khong cé khach hang... Trén Day One, mdt cong
ty kh&i nghiép 1a mot sang ki€n dwa trén dirc tin dwoe xay dyng trén nhirng
suy dodn.”®L B&i véi mot cong ty khéi nghiép, rii ro ddu tién ¢an vuot
qua la “Liéu c6 ai dd quan tim d€ phan h'6i y tedng nay khong?” K€ ca
mot da'u hi€u nhd nha't xac nhén sy quan tam nhw nhap chudt vao mét
dwong dan hodc cudn xudng mdt trang ciing 1a diéu ma mot cong ty khéi
nghiép khong th€ dwa vao.

61 http://steveblank.com/2012/05/14/9-deadliest-start-up-sins/

Trong vi du vé TripAdvisor, ho c6 th€ ding mdt banner quang cdo xem moi
ngwoi nha’p chudt vao hodc khong. Khong nhap chudt 1a mot phan hovi
trung tinh: né cho thdy moi ngwoi tham chi khong dd to mo d€ chd y dén
san pham tiém nang d6. Mat khac, viéc nhap chudt khdong hé 16 diéu gi
nhiéu. N6 cho thd'y moi ngwei to mo, ¢6 phan quan tdm hodc chd y dén
quang cdo d6. N6 khong néi 1én rang ho sé rit thé tin dung ra va dit vai
chuyén di (Hinh 8-2).
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Hinh 8-2. Két qud khi to6i nhdp chudt vao 6 “read” trén bdng twong tdc
gidi tri trén mdy bay cua hang Virgin America; khong may la Virgin khong
co cdch nao biét rdang liéu khdch hang cé thdt sw can sdch hay chi don
gidn la budn chdn va nhéan thir vao 6 do

Ban biét rang co ai do quan tam

Khi da c6 mot san pham va khach hang, ban da giam dwoee rai ro vé chuyén
“Liéu c6 ai quan tAm khong?” Ban c6 th€ gia dinh kh4 an toan ring khach
hang cda ban it nhat cling quan tdm do6i chit. Ban c¢éan tim hi€u thém tw
MVP ctia minh.

Tai Yammer, ma gio’ 1a m6t phian ctia Microsoft, ching t6i dinh nghia mot
MVP la “phéan san pham nhd nha't ching t6i can xay dwng d€ cung cap gia
tri va hoc dwgc gi d6 vé hanh vi cia mdt ngwoi trong hoan canh nay”. Mot
tinh ndng kha thi t61 thi€u cho phép mdt khach hang hoan thanh mot twong
tac. Ching t6i c6 th€ st dung cac phén tich d€ danh gia xem liéu ho c6
quay lai va 1ap lai twong tac d6, hodc chiing tdi c6 th€ sit dung nghién ctru
nguwoi ding dinh tinh d€ tim hi€u xem ho cdm thdy thé nao vé né. Cach
ti€p cén thanh cong nha't thwong la sy két hop ctia ca hai.

bdi voi Yammer, mot MVP thanh c6ng 1a mot MVP cho phép chiing toi
két luan “day c6 the’'la mot y twdng dang dwoc dau tw thém nhiéu cong
strc, va ly do 1a...” (hodc “day c6 th€ khong phai l1a y twdng dang theo dudi,
valydola...”).

Cao hon miec toi thieu mot chiit: ngwo'i dung phan nan, nhwng khong
thdat vong

N&u khach hang cam thdy tha't vong, d6 khong phai 1a mot MVP du tot.
Mat khac, n€u mot khiach hang phan nan, d6 1a mot diéu tot.

Phan nan la da'u hi€u cua sy quan tam. N6 cho thdy khach hang danh gia
trai nghiém la dd d€ ho mudn né dworc cai thién sao cho ho ¢6 the' ti€p tuc

st dung.

Hay chii y dén nhirng ngwoi khong the dirng o miec toi thieu



N&u cdc quan 1y san pham hoic nha thiét k& bit dau thém cum “nhung
con... thi sao?”, ho chic chin dang tién t&i viec vot mie t&i thidu. Nhin
chung, cic quan 1y va nha thi€t k& san pham, nhirng ngwoi khdng quen voi
cdc nguyén tic khéi nghiép tinh gon, gip kho khin trong viéc ding lai &
murc t01 thi€u. Ho quen v&i viée thi€t k&' cac san pham ddy du tinh nang.
Phién bén t61 thi€u 1am ho tha’y khong thodi m4i. That ra, khong ai tha'y dé
chiu v&i cac phién ban t6i thi€u.

Du¢i day 1a mét treong hop ma ching téi phan biét can than gitra mire toi
thi€u va céc tinh nang toan dién. Khi Yammer gi¢i thi€éu mét tinh nang
chinh stra tip th€ don gian, ching t6i mu6n cac ciu tra loi cho hai ciu hoi
sau trirdc khi tao mot tinh nang hoan thién: Liéu moi ngwoi ¢ st dung tinh
nang nay? Liéu trai nghi€m chinh stra tp th€ cé mang lai gia tri va lam moi
ngwoi thd’y thodi mai?

b€ trd 101 nhirng cau hdi d6, ching t6i ¢an cung cdp mot quy trinh hoan
chinh, khong dirt quang cho mdt s6” tdc vu mau chot:

Tao mot tai liéu

Chinh stra tai liéu d6

Moi nhirng ngeoi khac cung chinh stra tai liéu do

Phén biét cac chinh stra ciia ngwoi nay voi cia ngwoi khac
Lwu cic thay doi

Nhiéu tic vu b6 sung da duwoc loai trie khoi phién ban déu tién. Khong ¢6
kha ning xda, khong ¢6 lich st cac phién ban va khdng cé phwong thire
chia sé hodc gwi tai liéu qua e-mail.

D6 12 mot phién ban kha giy khé chju! Khong ai thich y twdng ring minh
c6 th€ tao mot ghi chd nhung khong thé x6a né di. Tuy nhién, ching toi
nhén ra rdi ro 1on nha't cha chiing t6i 1a khdng ai dung tinh nang md&i kia.
N&u khong ai dung tinh nang dé de€ chinh stra tai liéu thi ciing khong ai c6
tai li€u d€ xd6a hay chia sé. Viéc thi€u tinh nang x6a gay kho chiu that
nhuwng ngwoi dung chi phat hién ra diéu dé sau khi ho da dung tinh nang
moi kia.

Céc kha ning la can thi€t cho mdt tinh ndng hoan thi€n nhwng khong can
de€ xac nhan dy dodn ban dau vé gia tri. Chi khi nhu cau dau tién da dwoc



xac nhan, ching td6i m&i dau tw thém cong sirc phat trien d€’ xay dwng
nhtrng tinh nang phu.

NHUNG PHAN POI PHO BIEN VE MVP

Khi viéc ti€n hanh xay dgng san pham t§i thieu dwgrc chdp nhan nhiéu hon
& cac doi ngili khac mang trong Microsoft, toi da gdp mdt s6 phan d6i pho
bién:

Phéan d6i: Khach hang cta ching ta dit ky vong cao hon & chiing ta, vi vy
chuing ta khong the tung ra mot MVP.

H6i dap: Tung ra MVP khong cé nghia la ching ta dang cung cap mdt trai
nghiém 16i. Thiét k& va tinh ning c6 th€ dat cha't lrgng cao, ching ta chi
ho tror it tinh ndng hon. Né&u gia thiét cia ching ta 1a ding, ching ta dang
mang d€n gid tri nao d6 cho khach hang va ti€p tuc bo sung thém nhiéu gid
tri hon. N€u gia thi€t cia chuing ta la sai, ching ta dang cung cap mot tinh
nang phu khong c6 gia tri thay cho mot tinh nang chinh v gia tri.

T6i da hoan toan dung st dung thuat ngtr “san pham kha thi tdi thi€u” khi
néi chuyén v&i cac ddi ngii ndi bo clia Microsoft. Pon gidn 1a vi mat qua
nhiéu thoi gian d€ gidi thich raing MVP khong d6ng nghia vé&i cha't lwgng
kém. Thay vao do, t6i mo ta nhirng gi ching t6i lam la “Phat tri€n theo dinh
hwdng gia thiét”, cum tir d6 nhdn manh vao viéc xac nhan céac y twedng hon
la chat lwg'ng san pham.

Phan d61: Chiing ta phai hd tre’ tA't ca cdc nén tang.

H'6i dap: N&u ching ta xay deng mdt tinh nang chi danh cho Android, va
khong c6 ai st dung nd, liéu ching ta c6 nén nghi rang that t€ vi minh da
khong xay dyng tinh nang vo ich d6 cho ca i0OS, Windows Phone va hé

di€éu hanh MacOS hay Windows 8?

Gia st tinh nang d6 dworc thie nghiém t6t, ching ta ¢6 thé nhanh chéng bo
sung ta't ca cdc nén tang khic.

Phan d67: Ching ta phai m¢ rdng cho hang triéu ngwoi dung.



H6i dap: Chiing ta dang xac nhan san pham trén mot tap hop con trong cor
s& khach hang cda chiing ta. Néu chi vai nghin nguwoi ti€p can dwoe san
pham, né chi ¢an hoat ddng du t6t d€ hd trer vai nghin ngwdi do. S€ 1a 1ang
phi ngudn lyc ky thut d€ thi€t k& qua mirc can thi€t cho mot sdn phadm ma
khach hang c6 th€ khong bao gio mua. Gia dinh rang chiing ta da x4c nhan
dwoc nhu cau ciia khach hang, ching ta cé the tang hiéu sua't Ién trwdc khi
de€ toan bd khach hang ti€p can san pham.

Phan d61i: Khong ¢6 tip con tinh ndng nao lam hai long dwoc khach hang
cua ching ta.

H6i dap: Pay khong phai 1a phién ban duy nha't ma chiing ta thyc hi€n cho
dén gior. Hay nghi xem bang c4ch nao chiing ta c6 th€ cung cap dwoc gid
tri I&'n nha't ma chi dau tw khodng thoi gian nhd nha't. Mot s6 tinh nang
dwoc khach hang ding nhi€u hon céc tinh nang khac, ding chir? Mot s6
tinh niing dworc diing hang ngdy, trong khi c4c tinh ning khac 14 hang tuan
hoic it thwdng xuyén hon nira, phai khong? Bing viéc bit dau v&i cac tinh
nang dwoc dat wu tién cao nha't, ching ta ¢6 the tim hi€u va xac nhan cac y
twong mot cach nhanh chéng. Khi khach hang yéu cau cung ca’p céc tinh
nang con thi€u, ching ta ¢6 the’ dung nhirng yéu cau nay lam wu ti€n cho
nhtrng gi cin xay dyng ti€p theo.

Phan d61: Chuing ta khong thé cho thdy tinh khong nha't quan trong thi€t
k€.

H'6i dap: Viéc duy tri tinh nha't quén trong thi€t k& c6 rti ro ra't cao. N6 ¢6
nghia hodc 1a sy tri tré trong thoi gian dai, hodc 1a dau tw thiét ké lai toan
b6 v&i chi phi tdn kém, di€u c6 the that sy anh hwdng xau t&i lwgng nguoi
dung va kha nang st dung. Viéc wu tién thay doi thi€t k& cho nhirng tinh
nang m&i cling 1am khé ching ta. Nhwng néu ching ta ¢6 the cho tha'y mot
thay doi nhoé trong thi€t k& c6 ich lgi trong tha’y trong viéc dung san pham,
chiing ta c¢6 th€ dé bién luan hon cho céc ci tién trong thiét k& & nhirng
phéan khac.

Theo kinh nghiém cua t6i, nhirng 101 h'6i dap nay gidp duy tri cudc doi
thoai. Chiing khong dam bao ring doi ngii san pham ciia ban s& vuot qua
thanh cong moi tréd ngai va c6 th€ xay deng cic MVP.



Trong mot cong ty 1om, cwe ky kho d€ vuegt qua ti't ca cac yéu to can tré
viéc thyee hién qud trinh phat tri€n khdch hang. Tuy nhién, mdi thanh cong
nhd 12 bang ching cho doi ngii du 4n ti€p theo tha’y rang phwong phdp phat
triéh nay c6 hiéu qua trong viéc giam thi€u rai ro va xay deng dwoe cic san
pham t6t hon.

TIM PUNG KHACH HANG

Chuwong 3 da néi vEé céac earlyvangelist, nhitng khach hang c6 mot dieém dau
manh d&n ndi ho s6t sdng dwa ra phan h'di va ding thit phién ban sé'm
nha't. Cac earlyvangelist 1a mau chdt gitp nhirng cong ty khéi nghiép dwa
san pham cua ho ra thi trerong Iic ban dau, nhwng sau d6 ho ¢6 thé hoac
khong tré thanh cac khach hang gia tri nha't. Mot khi ban da c6 san pham
va cdc khach hang, di€u quan trong 1a phai danh gid lai nhtrng khach hang
nao gid tri va nhiét tinh nha't.

Vi vay, ai la khach hang t6t nhat? Ban c6 th€ nghi d&n nhirng nguoi ding
so'm nha't, nhirng ngwoi vi€t cho ban cac tA'm séc tri gid 1on nha't, nhirng
nguwoi khong bao gio phan nan, nhirng nguwei ¢6 stee anh hudng 1é'n nhat
hoidc dé nhan dién nha't. D6 khong phai cdch ding d€ tim ra ai 1a khach
hang tdt nha't (diéu nay ding v&i bat cir cong ty nao, k€ ca cac cong ty

khong thuc hién viéc phat trién khach hang) 82

62 Toi phén tich chi ti€t hon vé 1y do nhwng khach hang cé vé 1a t6t nha't
nay that ra khong phai vay va cach nhan dién mot khach hang cé twong tac
lgi ich & day: http://www.cindyalvarez.com/decisionmaking/your-best-
customers-probably-arent. (TG)

Lam thé nao tdi tim ra ding khach hang bang viéc tim ra nhirng
nguoi khong ding

Toi s& gidi thich £Am quan trong ctia viéc chon diing khdch hang bing cich
k€& cho ban nhirng gi xay dén vi toi khi t6i chon sai ki€u khach hang.

Tai Yodlee, t6i da sai Idm khi dwa ra ban demo cac y twéng san pham mdi
cho s& it khach hang bao thu cta chung t6i. Toi s€ cho ban bi€t chinh xac
nhirng gi ching t6i da nghi, bdi d6 1a mot quan ni€ém sai [Am thyc sy pho
bién:
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Ho la nhirng khach hang c6 tén tudi. N&u ching ta dap ing nhu cau cua ho
va k€&t ho’p nhirng phan h'6i ctia ho vao san pham, ho ¢6 the’ 1a nhirng khach
hang tham chi€u day strc manh va c6 th€ dwa thém khach hang dén. Ho ¢6
th€’ chdm ning cdp nhwng c6 th€'1a vi chiing ta khong dwa ra dwore thir
khién ho hao hirng. Chiing ta s€ cho ho thdy y twdng cla chiing ta ndy sinh
nhw thé nao va truyén strc s6ng moi cho ho!

Nhirng ban dung thit nay khong mang lai hi€u qua: cac khach hang dé té vé
khude tir y tedng m&i dé€n ndi ho khdng dwa ra ba't ¢t cau trd 1oi hitu ich
nao. Tac dong ctia viéc nay d€n mdi quan hé cda ching t6i v&i ho thdm chi
con t& hon. Nhitng khach hang nay so rang ching t6i di quay lung lai v&i
san pham ma ho dang st dung va mang lai gid tri cho ho. Ho lo 1ang s& bj
méc ket v&i mdt sdn pham bi bd quén trong khi chiing tdi chuyén hwdng
nang lwong sang tao vao dau d6 khac. Chuing t6i da phai danh ra't nhiéu
thoi gian ki€m soat thiét hai sau do.

Cach hiéu qua hon cho t6i sau d6 1a hgp tac voi cac quan 1y khach hang.
Nhirng khdch hang nao thi d&€ chdp nhan sy thay d6i? Nhirng khach hang
ndo gin bé v&i chiing toi thuwdong xuyén (k&€ ca khi ho thwdng phan nan)?
Nhirng ai dat cau hdi vé hwdng di twong lai cho san pham cia chiing t6i?
Tbi c6 th€ ti&p can nhirng khach hang nay, gii thich ring chiing t6i dang di
tim huedng di médi va mudn c¢6 thém hi€u biét tw ho.

Nha cung cdp dich vu thanh todn héa don Recurly da khai thac hi€u biét
cua doi ngti hd tror khach hang theo cdch twong ty: “[Doi ngii hd tror] biét
nhirng khach hang nao cé kha nang dung nhan va quan tam t&i cac tinh
ning cu th€ nao do, vi vy chiing tdi ¢4 th€ cho ho xem nguyén mau sé'm
va quan sat cach ho st dung san pham hién tai.”

Tim ra nhwng nguwoi khong the song thi€u san pham cua ban

Viéc lya chon khach hang duya trén cac m61 quan h¢ hién tai 1a cach ti€p
can hop 1y hon 1a chon dwa trén do 1o tai khoan hoac tén thwong hiéu.
Nhung ti€u chi m&i quan hé hién tai khong phai 1a thwede do t6t nha't. N6
cling khong dp dung dwgrc véi nhiéu san pham va dich vu — cac san pham
thyc dwoc cung ca’p hang loat, nhirng dich vu it ti€p xic, cdc phan mém
tiéu dung, va nhiéu doanh nghiép khac khéng c¢6 kénh giao ti€p thwong
xuyén v&i khach hang.



Khéch hang t6t nha't 1a nhirng ngwoi nhan dwoc nhi€u gia tri nha't tw san
pham cua ban. Sean Ellis, Gidm ddc diéu hanh ctia Qualaroo, da phat trién
mot tdp hop cdu hdi don gian d€ xac dinh ngwoi dung nhiét tinh nha't voi
cac san pham ctia minh. Ban c6 th€ ty minh tao ra phién ban tam-cau hoi
d6 mién phi trén http:/www.survey.io, nhung cau hdi quan trong nhat la:
Ban s€ cam thay th& nao n€u khong th€ str dung san pham cua ching toi
nia?%3 (Hinh 8-3).

63 Theo kinh nghiém cua toi, viéc dat cau hdi “Ban s€ thad't vong d&€n mirc
nao n€u khong the st dung [san pham] dwoe nira?” hi€u qua hon dang k€
so v viéc hdi cau trong tw theo hudng tich cye (Ban hai 1ong d€n mirc
nao? Ban danh gid th& nao?). T6i cho rang 1y do 13 hién twong c6 tén ndi s¢r
ma't mét: “N&i so' ma't mét 1a mot § twdng don gidn rdng ndi khd sé dwoc
tao nén twr viéc mat di thir gi d6 ma ban cadm giac la cia ban — tién chang
han — 1o6n hon niém hanh phic khi ¢6 dwore ciing sd tién d6.” Xem The
Upside of Irrationality (L€ phai ctia Phi ly tri) ctia Dan Ariely, tr. 32. (TG)

Hay tim ra nhirng ngwoi s€ tra loi “R4a't tha't vong” (Very disappointed). P
la nhirng khach hang ma ban nén ti€p can va hoc hdi tw ho.

D6 1a nhirng ngwei nhiét tinh nha't, nhirng ngwoi xem ban gan nhw mot doi
tac hon 1a mo6t bén cung cap. (Piéu d6 khong chi ding véi cac san pham
cho doanh nghiép; hay nghi vé bat ctr ngwei ban nao hao hirng gidi thiéu
cho ban nguwoi ban thit trong khu phd clia anh ta, thirc u6ng bd sung nang
lwong yéu thich cda anh ta hay dich vy tim nhac tuyét voi nao dé.)
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Hinh 8-3. Cau hoi “Cdm thdy thé'nao” trong khdo sdt phdt trién khdch
hang ciia Sean Ellis trén http://survey.io

Tai Yammer, ching t6i st dung dir liéu d€ xac dinh ngwoi dung nhiét tinh
nha't clia ching t6i. Pdi ngti phan tich ctia ching tdi phan chia nhém 1% va
nhém 10% dirng dau gom nhirng ngwdi quay trd lai va gén b tich cuc.
Doi ngii nghién ciru ngwdi diing cda chiing t6i 14y miu nhirng nhém nay d&
thu thap chi s& NPS&4 cling nhw tham gia vao cac cudc phong van khéch
hang d€ tim hi€u thém vé cach ho sir dung Yammer, moi treong lam viée
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ctia ho va cach dé€ ching tdi c6 the’lam cho cudc sdng cua ho tré nén tot
hon.

64 NPS - net promote score 1a mot thwdre do long trung thanh cia khach
hang dya trén cau hdi “Ban c6 thuwong gidi thiéu cong ty/san pham/dich vu
cua chung tdi cho ban b¢ va dong nghiép khong?” Pi€m s6 tinh theo thang
ttr 0-10 va dwore tinh bang cdch 14y s& ngudi gitip quang bd (nhitng ngudi
danh gia ban di€m 9 hodc 10) trir di tong nhirng nguwoi gieém pha (nhirng
ngwoi danh gid ban tir 6 di€m tréd xudng). (TG)

KHACH HANG TOT NHAT CUA BAN GHET SU GIAN POAN
Ban dang cd gdng dwa mot san pham di c6 di theo mot hwdng mai.

Ban dang c& tung ra mot san pham mdi van hanh khac nhwng cung ca’p gia
trj 1on hon han san pham hién c6.

Piéu dau ti€n ban nghi dén c6 1€ 1a tim ra nhirng khach hang t6t nha't —
nhirng nguoi trung thanh st dung san pham cda ban sudt nhiéu nam. Trén
hét, ai 1a nguoi hi€u va'n @€ hon ca chir?

Ping ma cling khong ding. Cac khach hang 1au ndm trd 1o ra't tuyét
nhtrng cau hdi khach quan, cung cap thdng tin tham chi€u va tao diéu kién
bang nhitng 1&i gi¢i thiéu nhiét tAm véi cdc khach hang tiém ning khéc.
Tuy nhién, trdi nghi€ém va nhu ciu cia ho thwong ra't khac voi nhirng
khach hang m&i hodc dong khach hang chinh ctia ban.

Tai sao? B&i ho da dau tw nd lyc ddng k& trong viéc tim hi€u sdn pham da
¢6 clia ban. K€ ca theo cédch nao d6, nhw th& van khong du, thi ho cling da
phat trién cdc cach giai quyét va xay dwng cac quy trinh ctia ho xoay quanh
san pham dang c6. Chinh vi th€’, khach hang trung thanh cyc ky phan
khéng sy gidn doan.

John Gourville, Gido s Marketing tai Treong Kinh doanh Harvard, viét
ring: “Thay vi hwéng dén cic nhiép anh gia chuyén nghiép va nhing tay
mady nghiép dw nghiém tic v&i chi€c may anh Kodak dau tién ctia ho, nam
1888, [Eastman] da chao ban sang ki€n ctia dng cho nhirng ngwoi mua Ian
d4u. Bing cich d6, ong da khuyé&n khich hanh vi cia nhitng ngudi chua



duing thay vi c¢d gdng thay ddi nhirng hanh vi ¢d” thi ciia ngudi dung hién
tai... Trén thyc t&, cac nhi€p anh gia chuyén nghiép va nhirng tay may
nghi¢p duw nghiém tic da tré nén tirc gidn v&i cdc mdy dnh ctia Eastman,
chu y&u b&i ching cung cap loat gid tri ma ho khong can dén (chang han
tinh dé st dung, thuén tién) va hy sinh loat gid trj von da tré thanh mot
phéan trong vi th€ hién tai ciia ho (chang han tinh doc quyén, uy tin).”

O day ching ta c6 bang chirng cho céc ky thuat phat trién khach hang tuyét
voi ra doi tw gan 150 nam trwdee!

TA't nhién, khong phai ngiu nhién ma tdi chon ciu chuyén ctia Kodak. Mic
du ¢6 nhirng khéi dau tdt dep, Kodak da dam bao cho sy ty hdy diét cia ho
trong tw thip ky tredc. Ky suw ciia Kodak Steve Sasson da phat minh ra may
anh ky thuét s6 dau ti€n vao ndm 1975, nhung cong ty nay da tha't bai
trong viéc theo dudi cong nghé d6 va lam gian doan viéc kinh doanh may
anh film dang mang lai loii nhuefm.1 Kodak tuyén bd phd san nam 2012.

' Kodak c6 th€ da don e toan t& chitc cho viée phat trién khach hang:
“Bén canh viéc khong bao gior tin dung cong nghé ky thuét s6" ma né gidp
tao dung, Kodak ciing mic phai hi€u TAm ché&t nguoi vé cdch méi ma
ngwoi dung mudn d€ twong tic véi cac birc danh, nhirng ky thuit lién quan
va cac lyc lwong thi treong quanh ho”
(http://mashable.com/2012/01/20/kodak-digital-missteps/).

KHACH HANG NOI NHUNG LOT MAU NHIEM

Theo kinh nghiém cta tdi, nhirng tir ma cac khach hang nhiét tinh nhi't cia
ban ding sé 1a nhirng tir ma cac khach hang khac phan h'di lai ngay 14p tiec.
Nhirng tir ma khach hang dung khéng gidng voi nhirng tor ma mét doi ngii
marketing s€ dung. Khich hang khong néi vé nhwrng tinh ndang — ho néi vé
lgi ich ho nhén dwoc, cdm giac cha ho khi diing san pham, thir ma né thay
th&’, va cudc sdng ctia ho t6t hon ra sao. Khi ban truyén nhirng loi nay lai
cho cdc khach hang tiém ning khéc, ho nim bét duoc ngay.

Sal Virani, nguoi sang tao ra Leancamp, da dat ra cho khach hang ba cau
héi tuyét voi:

e Ban s€ gi¢i thiéu ching t6i d&€n moi nguoi nhw thé nao?
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e Ban mudn gidi thiéu chiing t6i cho ai?
e Hay twdng trong ban dang néi chuyén v&i ho. Ban s€ mo ta vé ching
t0i ra sao?

Cau hoi thir hai 1a cdu ma'u ch6t — n€u fAm nhin cta khach hang nay vé
khach hang muc tiéu ctia ban khac véi tdm nhin cfia ban, ban nén tim ra 1y
do! Viéc nha'n manh vao tir “ndi chuyén” trong cau hdi thir ba ciing rat
quan trong — né cho phép moi ngwoi néi theo 167 ty nhién va than mat.

Virani viét: “Toi da thi nghiém cac cum tw cfia ho trén quang cdo, cac
dong tiéu dé va ban sao. N6 hdau nhw ludn tao ra mdt mirc ting ty 1€ chuyén
ddi ddng k&."62

65 http://www.saintsal.com/2012/10/a-simple-way-to-truly-understand-
why-your-customers-buy/

TRI TUE THUC TE CUA KHACH HANG

Nhirng tor ma khach hang chon d€ mo ta san pham c6 the gitip ban ban
dwoc nhiéu hon.

Céc tinh nang ma khach hang dé cép (hodc khong dé cap) cé the gitp ban
dat wu tién xem nén tap trung & dau d€ phat trien san pham twong lai.

Ban khong ¢an mdt cudc diéu tra chinh thirc; & cudi moi twong tac voi
khach hang, ban c6 th€ hdi ho: “Ban s€ mo6 ta thé’ nao vé san pham nay?”
T6i da hdi cAu d6 & cudi budi ban san pham dung thi, cdc e-mail hd trg:
khach hang va nhirng cudc ki€m tra tinh kha dung. Ban c6 th&€ hoi cau d6
khi ban gdp khach hang & cdc hoi nghi hoiic khi vo tinh bét gip mot ngudi
dang dung san pham cda ban. T6i thim chi da héi nhitng ngwoi tham gia
phong van xin viéc & cong ty t6i! (Xem Chwong 9 d€ ¢6 thém céc y teong
veé cach thyc hién mdt phan nhd viéc phat tri€n khach hang trong céc twong
tac v&i khach hang.)

Khach hang lam giam rui ro thi treong cia ban nhw thé nao?

Rui ro 1on nha't véi hdu hét cac san pham la gi? B6 khong phai 1a san
pham cua ban khong @i t6t: ma la khach hang khong dd quan tam d¢€ thiy
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no.

Khach hang khéng thé nhan dwgc gia tri t san pham ctia ban cho dén khi
ho dung né. Vi thé& ban dang phai canh tranh v&i hang triéu thir khac, cuc
kho d€ thu hut sy chi y cia ho. San pham cua ban theo 1y ¢6 the€'1a tot
nh&'t, nhung di€u d6 c6 y nghia gi khi ma moi sén pham khdc cling dang
khang dinh diéu twong ty?

Hoat dong phat tri€n khach hang cho phép ban hi€u r6 diém dau cta thi
trrong muc tiéu va dwa ra cac giai phap. Nhwng viéc d6 khac voi viéc nam
bat cam xdc ma san pham cta ban tao cho khach hang.

Kathy Sierra néi v€ sy khac bi€t quan trong gitra ban mdt san pham tuyét
voi va ban mo6t san pham lam nén ngwoi dung tuyét voi. Khi moi ngwoi
xdy dung san pham, chiing ta thwong ¢6 thién hwéng mudn ndi vé cac tinh
nang, sy tinh t& vé ky thuat cing nhtrng dot pha trong thi€t k& va ché tao.
Nhitng diéu ma khach hang cta ching ta mudn la dwoc nghe ring ho sé
cdm thd’y minh thong minh hon, hoan thanh coéng viéc nhanh hon, trong On
hon, it cang thang hon, hodc thay th€” dwgc mot gidi phap khong mong
mudn. Khi ban truyén nhirng loi nay dén tai cac khach hang tiém nang
khac, ho ghi nhian n6 (Hinh 8-4).

Khong ai ban san pham cho khach hang ctia ban t6t hon chinh khach hang
cua ban.

w277

Hinh 8-4. Trong tdm cua ban nén ddt vao viéc lam cho khdch hang ciia ban
cdm thdy tuyét vori, thay vi néi véi khdch hang rang sdn phdm ciia ban thdt
tuyét vo'i; http://headrush typepad.com/

MOQT KHI BAN PA TIM THAY KHACH HANG, HAY GIAI THICH,
GIAI THICH, GIAI THICH

Ban can lam cho khach hang cam thay thoai mai va thich thd vé quy trinh
phat trien khach hang. Biéu d6 de€ thoi, mien la ban ddt ky vong phu hop,
viéc nay doi hoi ban n6i that nhiéu vé nhirng gi ban dang 1am, khach hang
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tham gia vao d6 nhu thé€ nao, va ban s€ dung nhtrng thong tin ¢6 dwoc nhw
thé nao.

Cho du ban nhan ra hay khong, gia thi€t ban dau cua ban khong xua't phat
twr thuee t&. Ban bié€t rd nganh va biét rdo khach hang cia minh, nhwng diéu
d6 khong ngan dwore viée ban xay deng nhirng san pham khong dap rng
nhu ciu ctia khach hang. Néu ngin dwoee thi chiing ta da khong bao gior
thay New Coke, Qwikster hoac Segway.®

%6 Xem http://www.time.com/time/business/article/0,8599,186660-
1,00.html. C6 ra't nhiéu 1y do cho viéc Segway khong thé€ Io'n manh, bao
g'0m mirc gid cao va sy mo’ h'd trong viéc xdc dinh nhirng noi ban ¢6 the
14i n6 di va liéu c6 can mot biang 14i. C6 th€ 1y do thuyét phuc nhat 12 1y do
ma nha dau t mao hi€m d6ng thoi 1a nha binh luin Paul Graham chi ra:
“Moi nguoi khdng mudn ai thd'y ho dang 1ai né. Nhirng nguwoi 1ai mot
chiéc Segway trong nhir mot ké ngd ngan.”
(http://www.paulgraham.com/segway.html) (TG)

Ban dang dit ra cac ciu hodi chw khong xay dwng gi ca

Khéach hang khdng quen v&i viée cac san pham thay doi dinh hwdng. Ho
dang quen v&i viéc nghe nha cung ci’p rao ban, thay vi dat cau héi. Biéu
nay con ding hon trong mang kinh doanh phan mém. Trw khi ban trinh bay
0 rang trong cudc tro chuyén, khach hang s€ ghi nhan cau hoi ctia ban nhuw
mot sy dan than vao viéc xay dung thir gi d6. Ho s€ xem ban dung thir nhw
mot ctra sO nhin vao nhirng gi s€ dé€n, thay vi mét sy kham pha vé nhirng gi
c6 the dén.

b¢ hi€u dwgc nhirng tac dong cha viéc doi hai trinh bay that nhi€u, hay can
nhic nhitng gi s& xay ra n&u ban dang & ctra hang pizza yéu thich va ngudi
quan ly ti€n d&€n hoi ban vE burger. Thi€u di hoan canh, ban c6 th€ s€ cung
ca’p nhirng cau trd 101 khdong chinh xac. C6 1€ ban s€ mudn néi “Khong”
hodc tra 1oi cho xong, b&i ngay lic nay ta't cad nhieng gi ban nghi dén la
pepperoni va four-cheese. Hoac ban s€ tra 1oi dua trén b6i canh cud’i tuan
(mua btwra treea cho doi bong da nhi kén an cta ban), nhieng gi von trai
nguwoc voi tinh hudng trong tuan (btra trira cong s& véi bia va burger cao
cap). Hodc ban sé quay lai nha hang va ky vong nhin thd’y burger trén thyc
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don roi tirc gidn né€u ho khdong phuc vu mén d6. Hodc ban s€ tranh nha
hang d6 ra, cho riang cha't lwong pizza s& gidm mot khi nha bép xoay x&
gitra ca pizza va burger. Nha hang d6 nén gidi thich ly do ho dat cau hoi,
nhan manh ring ho dang tim hiéu tir géc nhin ctia khdch hang va néi rd
rang chwa c6 thay doi nao dwoe thuc hién.

K& ca khi gia thi€t ctia ban khong hoan toan sai, n6 ciing dworc di€u chinh
dang k€ dya trén nhirng phan h'6i thyc t& ma ban nhan dwoe trong sudt qua
trinh nay. Nhirng tinh ndng ma ban nghi la quan trong nha't c6 th€ khong
quan trong dén thé” ddi voi khach hang. Mot khach hang ¢6 th€ thich mé
mot tinh ndng ma nhirng ngwoi khéc xem la binh thwong. Diéu ban nhan
manh chéc chin sé& thay doi, va ban han khong mu6n hira hen diéu ma ban
khong th€ lam tot.

Ban ciing khong mudn khich hang cdm thay ring ho nén td ra lich su.
Trong nhiéu moi trerong kinh doanh va nén van héa, viéc phan nan dwoc
xem 1a tho 16 hodc khong chuyén nghiép. Nhw mot ngwoi dung Yammer da
néi véi toi: “Khi tdi dwa ra phan h'oi trong cdc cudce khio sit, tdi c& ging
chi néi s& diéu tiéu cuc bang v&i nhitng diéu tich cye d€ can bing ching.”
(Oi tri! C6 18 san pham cang té thi ho s& cang it thanh that v&i ban.)

Diéu d6 c6 y nghia gi d6i v&i cudce tro chuyén gitra ban va khach hang? N6
c6 nghia la ban can n6i cho 1o ba di€u sau:

e NGi 13 rdng ban & day d& tim hiéu

 Khiang dinh chic chin ring ta't ci cdc cudc trd chuyén déu chi 1a cic
cudc tham do

e Cho phép khach hang phan nan

biéu quan trong la khgng dinh nhirng di€m nay rd rang, chic chin ngay tir
dau, va 1dp lai chung trong sudt cudc tro chuyén.

Dudi diy 1a mot doan maiu ma toi da st dung gan diy cho cdc khdch hang
cia Yammer:

Doi ngii xay deng san pham ctia Yammer ching t6i dang kham phd mot s&
y tedng moi trong mang . D€ dam bao rang ching tdi hi€u sau veé
cac nhu cau cta khach hang, t6i mu6n sdp x€p mot cude tro chuyén voi



ban d€ dit ra mot vai cau hoi va nhan phan h'di vé mot s6”y twedng ban dau.
Ching t6i con cach kha xa viéc dwa ra quy€t dinh vé ba't cr san pham mdi
nao, nhwng ching t6i sé thu dwoc nhiéu loi ich toe chuyén mén cia ban.

Piéu t6i mudn thyc hién la dat ra mot vai cau héi — kéo dai khong qua 20
phiit — va sau d6 trinh bay cho ban mot vai slide nguyén mau con ra't thd
so’. Liéu ban c6 san 1ong cho mdt cudc goi/cudc gip 45 phut khong?

T6i dd nha'n manh mét s6 twe & ddy (trong e-mail thi khéng) vi t6i mubn
ban tha’y c4ch toi dét nén ky vong rang day 1a mot cudc thim do qua viéc
dung nhirng tr am chi mot twong lai xa. Piéu nay cling 1a mot gidi han; nd
loai di nhitng khach hang dworc khich 1 bang viéc hdi vé céc cdi tién c6 10
trinh cu th€. N6 khong hiéu qua trong cudc tro chuyén véi cac khach hang
¢4 10 trinh thdc day cho mét tinh nang cu the.

Mot khi khach hang dong y c6 mot cudc tro chuyén tham do, toi bit dau
bang viéc dé cap ring ching toi chi gt 161 moi cho mdt s& lwong gidi han
trong s6 cac khach hang c¢6 tam nhin nha't. Cam gidc vé sy tinh loc nay
khuy&n khich nhirtng phan h'6i sdu hon, cu the’hon. N6 ciing tao dong luc
cho moi ngwoi gitr kin thdng tin véi nhirng khach hang khac hodc trén
phurong ti€n truyén thong xa hoi. (Ba't luan thé nao, luat sw ctia ban c6 the€
mudn ban @€ nghi khach hang ky vao mot thda thuan bao mét truedre khi
dwa ba't cir thi gi cho ho xem.)

Hay nhéic lai: Day la cudc thim do

Trong sudt cudce tro chuyén, c6 the ban sé nghe khach hang hai: “Vay khi
nao thi thir nay dwore tung ra?” hay “Ban dinh xay dwng cdi nay thé nao?”
Pung dwa ra mot phan h'6i khong hira hen lich sy ¢6 th€ gdy hi€u Iam.
Nghe c6 vé ky cuc ldc dau, nhing ban ¢an nhic lai mot cich 16 rang rang
day chi 1a mot cudc tham do.

Henry Wei, Gidm d6c Y khoa Cao cdp ctia B phan Cai ti€n 1am sang tai
Aetna, ddng y v&i dieu d6. “Ching toi phdi néi ra't ro rang rang ‘Chiing t6i
dang c& ging tim ra nhitng gi ban thuc sy ¢an. Chiing t6i khdng cd” ging
bi€n diéu nay thanh hién thyc n€u khich hang cua ching t6i khong nhan
dwore gid tri tw nj.””
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C6 th€ can thee hanh vai Tan d&€ quen nhung cudi cling ban s& nhan ra rang
nhiéu khach hang danh gid cao cach ndéi nay. Khach hang thwong dwgc hira
hen vEé céc tinh ndng va sy stra chira nhwng nhirng hira hen nay c¢6 xu
hu’O’ng bi lang quén sau khi thwong vu chdt ha. Hi€m khi khich hang nghe
dwoc rang nha cung cip dang tich cue nd luc d€ x4c dinh va gidi quyét van
dé cua ho.

Viéc dwoe moi chia sé vé kinh nghiém cu th€ gitp ning cao swr gén bs va
tham gia cia khach hang, diéu ma khdng cich nao khac dat dworc.

Viéc 1dng nghe ho ciing tao ra mdt mén qua khic ma ban c6 thé danh cho
khach hang cua minh: dé 1a kha nang bi€t dwgrc doi chit vé nhirng gi doi
thu cua ho dang nghi. Chiing t6i thwé’ng x6a di cdc tén tudi gin v&i nhitng
gi chiing t6i tim hi€u dworc va chia sé mot ban tém lwgc voi céc khdch hang
ma chung t61 tro chuyén. (Chang han, “Chidng t6i da néi chuyén véi 22
khach hang, bao gém 15 cong ty trong nhom Fortune 500, va phéan 1on
nhtrng lo ngai ching téi nghe duwoe 1a X va Y.”)

BAN DEMO KE CHUYEN

Day la nghich 1y v&i khach hang hién tai: that khé d€ cé dwore sy chd y
hodc phan h'6i ctia ho, trir khi ban cho ho thdy mot cai gi dé tric quan.
Nhung ngay khi khach hang thay thit gi d6, ho lai nghi ring né c6 that.
Viéc cho khéch hang xem slide trinh chi&u tir 1A't sé'm truede khi ban bét
dau xay deng san pham khong phai diéu gi mdi mé. Van dé 1a ngay sau
khi khach hang nhin thdy mét cdi gi d6, né tré thanh thye tai trong dau ho.
Ho ti€n ngay dén viéc hdi veé cac dic di€m va chirc nang cu th€. Th& roi
ban phai bao vé cho nhirng quyét dinh vé san pham ma ban tham chi con
chwa dwa ra — va ban mat di co’ hdi tim hi€u vé van dé va nhu cau caa
khach hang.

C6 mot giai phap cho van d€ nay: k€ chuyén (storytelling).
b€ kiém sodt cudc tro chuyén, ban can phai k€ mot cau chuyén.

Hay k€ cau chuyén vé mot ngwoi ding cu the€ va cach ho s€ dung san pham
nay.



T6i da st dung ban demo k€ chuyén tai Yodlee, KISSmetrics va Yammer.
Céc chuyén gia vé trai nghiém ngwdi dung sé nhén ra rang day 1a mot
hwéng din gia 14p tinh cdch nguwdi ding (persona). &L Tuy nhién, céc
persona thwong dwgrc ding ndi bd d€ minh hoa nhu cau cia mot ngwoi
dung dai dién. Trong kich ban nay, ban s€ néi chuyén v&i ngeoi dung dai
dién d6 va moi ho dat cau hoi hodc twe chdi ban demo cia ban.

67 Xem giai thich ngan dé hiu vé persona va cdch ching dwoc st dung
trong nghién ctru ngwoi dung tai
http://www.measuringusability.com/blog/personas-ux.php.

Bing cdch xem xét géc nhin clia mot ngwdi diing dai dién duy nhat, ban
ngan khach hang nghi vé céc tinh ndng hodc nhirng treong hgp bén Té.
Thay vao d6, ban dang hwdng din ho nghi vé quy trinh va chia sé v&i ban
xem né ¢6 hop ly hay khong.

Gan day, toi st dung ban demo k€ chuyén d€ cho moi nguwoi thd’y cach ma
Jessica, mOt ngwoi ding mau, sé str dung Yammer.

Tbi bit dau cudc tro chuyén véi cau: “Day 1a Jessica. Co &y 12 mot nhan
vién hw cd'u. Toi s€ cho ban xem cdch ma Jessica s€ st dung tinh ndng moi
ma ching t6i dang nghién ctru.” Trong mdi canh, toi s€ gidi thich cach
Jessica lam viéc, nhirng gi cd &y nghi, va cdch cd ay s€ dung nhirng tinh
ning cu th&. P& hinh dung rd hon vé céch viéc nay dién ra, ndi dung cudc
tro chuyén da dwore t6i dwa vao phan Phu luc (xem muc “Str dung mot ban
demo k& chuyén”).

GHI CHU
Nhung gi ban can:

e Xaéc dinh céc tinh ndng chinh hodc nhtrng quan ni€ém ban can x4ac
nhén.

* Vi€t mot kich ban lién k€t cdc tinh ndng theo céch hgp 1y, bao gom
tén cdc y€u t6’ ma Jessica twong téc, chang han nhw con nguori, tén tap
tin, b0 mo ta,... Dung mot tac vu cu the, chang han “trd héa don” hoac
“phdi hop voi cac dong nghiép trong mot bai thuyét trinh”.
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e Xay dung mot mau dung thi ¢ tinh gin két thé hién ta't ca cdc tinh
ning hodc quan niém nay. Mau dung thit clia ban ¢An nha't quan: néu
Jessica dang chinh stra mot tap tin té€n 1a Trien vong Ban hang & canh
2, n6 khong the’ doi sang t&€n Ghi chd cudc hop trong canh 3.

e Béan demo nén bao g0m ti't ca cac bwdrc ma Jessica can thyc hién.
Khong can d€n nhirng dong code hoat dong thyc nhwng can trong c6
vé nha’p chudt vao dugc va khong bd budrc.

e Chung t6i st dung Invision, m6t (rng dung web cho phép ban kéo va
tha vao cac tap tin hinh anh va xac dinh nhirng vung c6 thé€ nha’p chudt
va ndi ching v&i nhau ma khong ¢an viét code
(http://www.invisionapp.com). Mt (rng dung khac hoat dong t6t cho
cac ban demo c¢6 theé nhap chudt 1a Axure (http://www.axure.com).

Dung m6t ban demo ma't nhi€u cong sirc hon so véi viée ghép cac slide
trinh chi€u lai v&i nhau. Loi ich 1a ngeoi xem it ¢6 xu hwdng bd qua cach
moi ngwoi thye hién nhw khi ho xem qua nhiéu PowerPoint. Ban demo
cling c6 the’ déng vai tro nhw mot san pham phuy chuyén mo ta y twdng cho
cac nha thiét k& va nhirng nguoi s€ xay dwng san pham thyc.

Béan demo k& chuyén la cach ti€p cén than trong nha't trong phét tri€n
khach hang, va vi vay, han ché nha't. B&i ban dang dwa ra cho khach hang
mot birc tranh r6 rang d€ nhin vao, ban sé nhan dwgc nhirng phai h'6i dwa
trén ban demo doé thay vi nhin sau vao van dé va hanh vi hién tai cua ho.
Khach hang c6 thién hwdng dwa ra phan h'di tich cwc hon 1a néi: “Thét ra,
thir nay khong gitp giai quyét van dé cta t6i.”

Tuy nhién, v&i cac cong ty chwra bao gio néi chuyén véi khach hang theo
cach nay va mac ket trong ngon ngang nhirng danh sach tinh nang va bang
dw liéu, ban demo k€ chuyén la bwde khéi dau tuyét vori.

PHAT TRIEN KHACH HANG AN DANH

Dai khi diéu 1am ban lo 1ing nhiéu hon 14 khach hang it phan ng lai v&i
nhtrng gi ban héi ho hoidc cho ho thdy. Thwong hi€u cia cong ty ban, vi tri
trén thi treong hodc chi€n lwgce hién tai cé the tac dong thién 1éch t&i ba't
ctr cudc tro chuyén nao voi khach hang.
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Sw thién 1éch c6 the'la mot hiéu &ng tda sang: chéng han, c6 mdt nhom
ngwoi dung dong ddo s€ danh gia bat c ti€n ich cong nghé nao cao hon
néu dwoe bi€t n6é do Apple 1am ra. N6 ¢6 the' 1a mét sy thién 1€ch ti€u cuec:
hay twedng twong ¢ mot tién ich cong nghé twong ty nhung do Walmart
san xua't. Piéu nay ciling anh hwd'ng dén cac cong ty ¢ 1an san sang mot
nganh hodc chirc nang m&i — ban ¢6 thé thich di mdy bay cda hang
Southwest, nhung li€u ban cé dwa ra phan h'6i tich cwc khong néu ho néi
v&i ban Ve trien vong ciia mot dong mdy xay thyc pham?

Tao nén mét ban sac mai

Khi cong ty ban khong th€ c6 mdt cude trd chuyén phat trieh khach hang
déang tin cdy v&i khach hang muc tiéu, ¢6 thir gi d6 ¢an dworc thay doi.
Cong ty hodc khach hang ctia ban can tré thanh ai d6 khéc.

Microsoft da @61 mat v&i van dé vé sy thién 1éch khdng tranh khai khi ti€n
hanh thay ddi tong the’ Hotmail.com (ma gio’ 1a Outlook.com). Tung di dau
trong dich vu dia chi e-mail mién phi, Hotmail ttr 1u da bj coi 1a 13i thoi,
thiét k& £0i, thim chi dang xau hd.%8 Microsoft chju anh hwdng tir mot van
deé khac: qua nhiéu ngwoi dung rng dung e-mail Outlook & noi lam viéc,
dén ndi ho c6 xu hwdng khang cy ba't cir thay ddi nao tdc dong tdi giao
dién va cam gidc quen thudc d6. Viéc ti€p can cac khach hang tiém ning
voi te cach Hotmail hodc Microsoft déu sé€ khong nhan dwoc phan h'6i
khach quan. Thay vao d6, cac nha nghién ctru ngwoi dung cia Microsoft
loai bd moi da'u v€t ctia Microsoft khdi cudc tro chuyén cia ho va nguyén
mau. Ho da st dung cdc cOng ty nghién ctru thi treong d€ tuyén nhirng
ngwoi tham gia dap tng ti€u chuan khach hang muc tiéu, tt cac thanh phd
trén khip nwdc My. C4c nha nghién citu chi don gidn mo ta ho dé&n tir mot
cong ty dang hoat dong trong ti€n trinh cai ti€n e-mail va dat ra cac cau hodi
veé cach khach hang dé doc, soan thao, soat lai va giri e-mail.

68 Viéc ¢6 mot dia chi Hotmail hoéc e-mail Yahoo! 14 di d€ ban bj ché giéu
cong khai (http://www.thedailybeast.com/galleries/2012/06/06/mitt-
romney-s-hotmail-account-and-more-famous-people-with-outdated-e-mail-
providers-photos.html). Nhung it nha't n6 t6t hon viéc van con st dung
AOL mail (http://theoatmeal.com/comics/e-mail_address). (TG)
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Viéc thye hién phat trieh khach hang ma khong ti€t 16 cong ty khong c6 gi
phtrc tap. T4t cd nhirng gi ban ¢in la mot tén mién khac! Néu ban lién hé

v&i moi ngroi tr mdt dia chi mail ¢6 dudi @tenmienhoply.com thi khong
c6 chuyén ho nghi ban ¢6 th€ dén tr mot cong ty khac.

Noi chuyén v&i nhirng ngwoi khong phai khach hang

Mot cach khac d€ thwe hién phat tri€n khach hang an danh 1a néi chuyén
voi nhirng ngwoi khdong phai khach hang hién tai ctia ban. Trong khi cac
cudc phong van phat trien khach hang t6t nha't xay ra v&i khach hang thuce
t& hién tai hodc twong lai, ban van ¢ thé hoc hoi dwore ra't nhiéu néu tim
ding ngwoi dai dién cho nhirng doi twong khac.

Ho ¢6 thé’1a mot bén lién quan khac khach hang muc ti€u, ai d6 thi€u kha
ndng ra quy€t dinh nhung hi€u sau vé cdch van hanh moi thir trong moi
trerong cu the' cia ho — chang han céc trgr Iy hanh chinh, nhitng nha quan ly
san pham c4p thap hoidc cic quan 1y dw 4n. Nhirng ngwoi ndy khd dé tiép
cén, ¢4 hi€u biét tuyét voi va thwong khong dwoe coi trong ding mirc. Ban
¢6 th€ chon nguwoi ngay trong td chirc clia minh (N&u ban chwa khai thac
nhitng hi€u biét ttr cdc nhan vién ho trgr khdch hang, hay dit sich xudng va
lam dréu do ngay di!).

Tuy thudc vao mo hinh kinh doanh, ban c6 th€ ¢6 cac khach hang muc ti€u
la ngwoi ding nhung khong phai ngwoi mua. Chang han, hay nghi vé mot
dich vu hd tror quing céo. Trong khi 1am viéc v&i sdn pham 12 mot tng
dung tai chinh tryc tuyén, to1 khong ti€p cin duoe cac giam ddc tai chinh
von 13 ngudi mua ma chiing téi nhim d&n. Nhung khong gi ngin toi néi
chuyén vai khach hang ctia ho — nhirng nguwoi st dung dich vu ngan hang
va tra héa don tryc tuy€n cta ho.

Bing Craigslist@, t0i da c6 the chon ra 12 khach hang st dung dich vu
ngan hang trye tuy€n d€ phdng van va vai tram nguoi d€ lam khao sat
nghién ctru.

69 Chuyén nay xay ra toe nam 2005. Khi d6 viéc dung Craigslist d€ tim
ngwoi tham gia khao sat that sw ¢6 hi€u qua; nhw t6i da dé cédp trong
Chwong 3, hién tai né da kém hiéu qua hon ra't nhiéu. N€u t6i lam lai viéc
dé6 bay gio’ v&i cing ngan sach nhw vay, toi s€ st dung mot hang tuyén
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ngwoi thye hién nghién ctru thi treong d€ tim cac khach hang phu hop.
N&u phai 1am lai ma khong c6 kinh phi, toi ¢6 the bit dau v&i viec phdng
van ban be va gia dinh minh. Ai cling phdi trd héa don ca ma. (TG)

Thong qua nhirng cudc phdng van do, téi da tim hieu dwgrec hanh vi clia cac
khach hang dung dich vu ngan hang ctia ho va tinh ndng ngan hang tryc
tuyén ma ho st dung. Khi ¢6 co’ hdi méc ndi voi ngwoi mua muyc ti€u cla
minh, ching t6i c6 thé' néi: “Ching t6i da néi chuyén v&i cac khach hang
cua ban va chung t6i bi€t ho can gi.”

Tbi da rit ra dwoc rang 88% cac khach hang ma t6i khdo sét, nhirng ngudi
dwore cho 1a da chuyén ngin hang, van trd héa don bing tai khoan ngan
hang cii cua ho vi quy trinh thi€t 1ap thong tin trd héa don tryc tuyén qua
lau la.

Tw quan di€m cda ngwoi tiéu dung, diy don thuan 1a mdt md'i phién toai:
ho van phai mang theo hai thé ATM va nhé hai ma PIN. Vé phia ngan
hang, d6 1a mot ton tha't tai chinh 1on. Cac ngén hang cd thuy€ét phuc ban
bd dich vu cua doi tha sang dung dich vu cua ban nhung ho khong thu
dwore tién chi vi ban da mé& mot tai khoan ngan hang: ho chi ¢6 1o khi ban
dung thdng qua ngan hang cia ho. Cac ngan hang mu6n ban nhéan lwong va
chi tra td't ca cac hda don twr tai khoan tai ngan hang cia ho.

Khéi dau d6 dam bao cho chiing tdi c6 mot cude gap ti€p theo ma dang 1€
chiing t6i khé ma ¢6 dwoe, va nhirng hi€u biét rit ra twe nghién ctru do6 da
dan d&n mot san pham hoan toan mai.

Khi nhiéu ngudi tiéu diing néi véi toi cing mot van dé: “Toi van chwra
chuyén ddi tai khoan thanh toan héa don, bdi viéec d6 mat qua nhiéu thoi
gian d€ thi€t 14p lai tir d4u,” thi o6 rang la nguwoi tiéu dung va ngan hang sé
nhan dwoece loi ich to mdt cong cu ty ddng chuyén doi tai khoan thanh toan.
Hi€u bi€t nay da sinh ra Yodlee BillPay Account

billpay.html). D1 12 mot trong nhitng chi sé hitu bing sang ch& chung cho
san pham d6 nhung t6i khong gép phan gi (néi cach khac 1a khong wng y)
vao cdi tén dai khing khi€p cta nd.
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CHO TOI THAY CACH BAN PANG DUNG SAN PHAM CUA
CHUNG TOI

Phat trién khach hang an danh cwc ky c6 gia trj trong viéc tim hi€u mang
ma&i hodc phan khic khach hang méi. Nhwng hdu hét nhirng cong ty 16m
hon, virng manh hon khoéng tim cach tao ra mot san pham hoan toan mdi
hay tim mdt thi treong méi d€ tham nhap. Ban ¢6 mot san pham, ban can
khach hang trich xud't dwere nhi€u gid tri hon t n6 d€ qua dé ban c6 thé
ting doanh thu. Ban khong bit dau tir con s& khdng. Ban can di tir cdc tinh
nang hién c¢6 va nhirng m&i quan hé voi khach hang.

Khi ban da c6 khdch hang, ho yéu céu céc tinh ning, bdo 16i va phan nan
ho#c khen ngoi. Ban c6 the nhAm 14n ring nhitng diéu d6 cho tha’y cich
khach hang hanh x& va th ho ¢an. Nhwng c6 1€ ban cling trai nghiém sy
tha't vong khi xdy dgng mot tinh nang hodc chirc nang tily chinh ma khéch
hang yéu ¢iu va roi ho khong bao gior ding dén, hodc cdm gidc hut hing
khi mét khach hang to ra ra’t vui vé lai hily bd cam két hodc khong bao gior
quay tro lai.

LAM CACH NAO DE TANG TOC PO POI MOT TRONG MOT
CONG TY LON?

Hién dién trén ta't ca 50 bang va c6 doanh thu tinh goép hang nim 1én t&i 50
ty do-la sau khi thu mua Coventry Health vao nim nay, Aetna than nhién
chi€m mot vi tri trong Fortune 100. Préu d6 khong ngan cong ty nay tich
cyc tim nhitng cach méi d€ cai ti€n va tham nhdp cdc thi treong méi. Pau
nam 2011, Aetna dwa vao hoat ddng mdt don vi kinh doanh m&i — ma gio
cé tén l1a Healthagen — v&i sit ménh r6 rang 1a tao nén mot danh muc déu tw
cac doanh nghiép doi méi dwa cong nghé va dich vu vao viéc chuyén doi
nganh y t€.

K€ twr khi thanh 14p, Healthagen Strategy Group da cai ti€n va wom tao cac

doanh nghiép m&i nhim d&n cdc nha cung cap, don vi chi trd, chii lao dong
va nguoi tiéu dung. T sodm, ddi ngii nay da nhan ra ho ¢an day nhanh qua

trinh 4 0 d€ ndm bét c4c co hdi trong thj treong y t& von phét triéh nhanh.
“Céc co hdi cdi tién 1a rd rang, nhwng céc cach ti€p can truyén thong va su
tham dinh chuyén siu lién quan dén céc cai ti€n mat ra't nhi€u thoi gian,”



theo 101 Hugh Ma, Giam d6c Chién lwoe ctia Healthagen. “Chidng toi can
ti€n nhanh hon ma van tdi thi€u héa rui ro.”

Tién dén tinh gon

Cam hirng cho mot gidi phap dwoc wom mam méi d€n vao gitta nam 2012
sau khi Triage, mot cong ty trong danh muc dau tw cia Healthagen, t& chirc
mot hackathon! thanh cong. Bac si Charles Saunders, Gidm d6c Préu hanh
cua Healthagen da nhin thay gid trj cua vi€c tap hop mdt nhom da dang
g'0om nhitng ngwoi ¢6 ky nang va kinh nghiém khéac nhau d€ giai quyét mot
van dé phire tap. Anh dit ra ciu héi: “Liéu Healthagen c6 the dung cach
ti€p cén nhw hackathon cho cac giai phdp cai ti€n kinh doanh triedc nhirng
thach thirc trong nganh y t€7”

! Hackathon 1a mot sy kién ma cac 14p trinh vién, ciing nhirng ngwoi lién
quan trong nganh phat tri€n phan mém nhw cac nha thiét k&€ @6 hoa, thiét
k& giao dién, quan 1y du 4n s& hop tdc v&i nhau trong thoi gian ngén @&
hoan thanh mot dy an phan mém. (ND)

Hugh Ma va John Petito, cyu Gidm d6c Chién lugc, bt dau phat triéh mot
giai phdp wom mam doanh nghi€p nhanh tdn dung hon 25 nam kinh
nghi€m cua ho ca trong kinh doanh, y t&’, tw van chi€n lwgc va cong nghé.
Ho k&t luan ring, cic twong tic tap trung, tric tiép vdi khach hang, ngudi
diing va cdc bén lién quan khic c6 the xdc nhan tir sé'm ring nhu ciu ciing
nhw san pham va thi treong 1a phit hop, va cudi cing 1a day nhanh qua
trinh xay dwng mot doanh nghiép mdi. L4y cam hirng tir cuén sach cta
Steve Blank — B6n budc chinh phyc dinh cao va cu6n Khéi nghiép tinh
gon cua Eric Ries, Ma va Petito da phat trién mot khuén khd d€ dit phan
h'6i ciia khach hang 1én lam trung tam.

“B&i ngwoi mua va nguoi ti€u dung 1a cac doi twong khac nhau véi nhirng
wu dai khac nhau, ching t6i ¢an tim ding ddi twong d€ tro chuyén,” Petito
giai thich. Nhom nghién ctru da tao ra mét framework phat trién phan mém
nhanh chdéng tén la SlingShot, tai day tat ca cac bén lién quan sé dwoc tap
hop lai. Bang cich hop tic cdc khich hang va nhitng bén lién quan khéc
nhw ciac doanh nhan, nha thi€t k& san pham, chuyén gia kinh doanh, doanh
nhan Healthagen, d6i ngii nay tin rang ho c6 th€ x4c nhan giai phap gia tri



(value proposition) nhanh hon, xac dinh nhirng rao can tiém tang s¢m hon,
va trdnh dwg'c mot s&” cam by phat trién sin pham truyén thdng. Ve
nguyén tic, ho di rit ngin nhitng thang d4u, va thim chi nhitng nim dau
ctia moOt cong ty khéi nghiép tinh gon lai chi con vai thang.

Két qua nhanh chéng

Thoi gian d4u tw trede d€ hi€u cac nhu cau va thach thiee te nhiéu bén lién
quan cho phép ddi ngii SlingShot phat trien cac gia thi€t cu the thi€t yéu
cho thanh cong cua mét doanh nghi€p. Thay vi trinh chi€u slide hodc mot
ban demo trong cac phién hop mat, ddi ngli nay lam viéc v&i cac nha thiét
k& ndi bd cua Healthagen d€ tao céc tai liéu va hinh anh phu tr¢’ cho cac
cudc tro chuyén quanh cac gia thi€t gitra ddi ngli Healthagen, khach hang
va nguoi tiéu dung — nhitng ngwoi ma cudi cling s€ dung céc giai phap.
Céc phién hop mat trao doi nay cung cap mot cach d¢€ trye ti€p diéu chinh
va nhan nhitng phan h'6i quan trong. Cac k&t qua ctia n6 c6 the€ thad'y dwoc
ngay luc do.

Trong sy kién dau tién, ddi ngd di tv mdt ¥ twdng thuan tdy d&€n mot tinh
hud'ng doanh nghiép, deng hinh san pham va tim hi€u khach hang trong
vong bon ngay. b€ dat dwoe nhirng két qua nay ding ra phai ma't d&€n hang
thang troi v&i khoan dau tw 1on hon dang k€.

Trong s kién thir hai, sy hop tac sau gitra nhiéu bén dwa doi ngt di dén
viéc xdc dinh mot thj trrong hoan toan m&i ma trede d6 khong dwore xéac
dinh bang cac cach ti€p can truyén thong.

Nhirng k&t qua nay gitp SlingShot tao dwore da phat tri€n t s¢'m trong
Healthagen va Aetna ciing nhw cé dwoe cdc khiach hang tiém ndng. P€ tao
thuén loi cho viée 4p dung rong hon cdc nguyén téc tinh gon trén toan
Healthagen va Aetna, Ma va Petito da chia sé mot doan video noi bat voi
t&'t cd moi ngwoi tai Aetna va Healthagen bang cdch ding né trén mang noi
bd cua cong ty. Ho cling dang né Ién trang web bén ngoai cua Healthagen.
Chi trong sdu thang, nhém nghién ctru chi€n lwgre da cé mot danh sach cac
do6i ngii trong toan Healthagen va Aetna mudn st dung SlingShot.

Tiép tuc doi mai



Ti€p ndi thanh cong ban dau, Healthagen da lién tuc tinh chinh SlingShot.
Qua trinh nay di tirng hd tro cong ty khéi nghiép Healthagen trong nhiéu
giai doan phat tri€n, tr xac nhan y twdng kinh doanh va phat tri€n san pham
cho d&n tao dyng cdc moi quan hé 1am dwong din. N6 cling dwoe diéu
chinh @€ trgr gitip cac khu vye virng manh hon trong viéc kinh doanh bao
hiém c&t 16i cuia Aetna.

Sw kién SlingShot dong vai trd nhw mot cong cu tuyét vori d€ xac nhén san
pham va cac chién lwge thong qua d6i thoai v&i ngueoi tiéu dung va khach
hang. “Chting t6i da dat cau hai cho rdt nhiéu ngwoi tham gia SlingShot va
chiing t6i ludn &n twong voi tAm twe duy ctia ho. Viée cung tw duy, phan
tich dwa dén nhirng hi€u bi€t sdu von ra't kho tim hi€u dwoc trong bdi canh
kinh doanh truyén thdng,” theo 1oi Royal Tuthill, Gidm d6c Chién lwoc
hién tai cta SlingShot.

RAt nhiéu td chirc c6 the'e deé tredc sang ki€n mang tinh hop tac lién quan
dén nhiéu bén khac ngoai cdng ty, nhwng thanh cong cia SlingShot da
khuyén khich hg,” Ma néi. “SlingShot 1a vi du thyc t€ vEé cach chung ta
khong chi dit d6i twong ma ta phuc vu vao trung tim ma con hop sirc d€
gidi quy€t céc thach thirc quan trong trong linh vee chdm séc stec khoe.”

Nhirng cum tr dwore dung hién tai nhw cac yéu cau tinh nang, cac khao sat
y ki€n khach hang va 10 trinh sdn pham 18 thang khong da rdng de bao
quat gia tri ma cdc khach hang dang nhan dwoc hodc nhirng co’ hoi ma ban
c6 the€ bd qua. Néu mudn bi€t nhirng diéu nay, ban phai dat cau hoi. Va
vi€c dé nghe c6 chut ky cuyc.

Mot quan 1y tai khoan khach hang tieng néi vaoi t6i: “T6i da lam viéc voi
nhtrng khach hang nay trong gan mét nam. T6i khong the’ dat cau héi veé
cach ho dang dung phan mém cua chiing tdi — diéu d6 nghe c6 vé nhu t6i
da khong hé quan tAm trong sudt thoi gian qua!” D6 1a mot ndi s¢ ra't thue
t&’, va day 1a m6t meo d€ tranh n6: Pwa mét ngwoi mdi vao cau chuyén.
Ban c6 th& dit vain dé dudi dang “gitip Bob nim bit nhitng gi dang dién
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Ban s€ cin xem chinh xdc nhirng gi khdch hang dang lam, truc ti€p hodc
qua chia s€¢ man hinh. N&u c6 the, hady d€n nha hodc co’ quan cia khach
hang. Ban s€ thd'y géc lam viéc cta khach hang va nhtrng thi€t bj ho st



dung, chwra k€ chinh ban than khach hang: nét mét, ngdn ngtr co’ theé’ va ngtr
diéu cua ho (Hinh 8-5).

.28

Hinh 8-5. Hinh dnh twe chuyén tham ciia Yammer, chuyén di cho chiing toi
biét rang khdch hang ciia chiing t6i dang ¢’ dung Yammer dé hop tdc va
lam viéc c&i mé voi nhau. .. trong khi van ngoi trong cdc 6 lam viéc tdch
biét

Tuy nhié€n, ban khong nha't thi€t phai thyc hi€n cic chuy&n thadm nay.
Ching can dén qua nhiu thoi gian va sy hop tac d€ hdu hét moi nguoi
thyc hién duege. TOt hon 1a ban nén dung mot phwong phap cé do tin cay
thdp hon mot cach thwong xuyén hon. T6i thweong st dung cac cude goi
hdi nghi ¢6 chia sé man hinh. Skype, Lync va GoToMeeting déu la Iya
chon tdt.

Ban nén bit dau v&i mot 1o gidi thich ngédn gon, nhung hau hét cude hoi
thoai sau dé la tw do:

Qua cdc cudc tro chuyén voi khach hang, mét trong nhirng di€u chiing to6i
nhén thdy ¢6 gia tri nha't 1a viéc xem chinh xac cach ma moi nguoi dang
dung phan mém cua ching t6i. Vi vay, tdi mong ban c6 the cho tdi xem
chinh xac nhirng gi ban thao tac khi st dung san pham ctia ching t6i. Néu
¢ nhirng lic ban phai dung lai hodc can ¢6 ngwoi trg: gitip, hdy cho toi
bi€t ngay nhé.

Ban thwong st dung phdn mém ciia chiing t6i v&i tan sud't nhw thé nao?

Ban thrrong cd géng thic hién diéu gi khi bit dau st dung phan mém clia
chung t61?

T&t r'oi, ban ¢6 the tiép tuc va bit dau thic hién nhiém vu d6 khong? Hay
cho t6i bi€t khi ban bat dau va mo ta nhirng gi ban dang lam nhé.

Mot s& khach hang sé ¢6” st dung co’ hoi nay d€ yéu cau mot sd tinh nang
cu th€’ (“ban thd’y dd’y, day la 1y do ching t6i cin ban dua X vao 10 trinh
san pham”). Thay vi tranh luén, cach htru ich nha't 1a khang dinh: “Vang,



toi da ghi lai roi. D€ 1am rd hon ghi chd cta t6i, n€u ban ¢6 tinh nang X,
ban c6 th€ nhac lai vé viéc ma tinh nang d6 gilip ban thyc hién dwoc
khong?” sau d6 yéu cau khich hang ti€p tuc.

Khi khach hang st dung san pham, viéc ctia ban 1a ghi chi lai va dat cau
héi. Ban phai kiém ch& khong dwa ra quan di€m ctia minh hodc diéu chinh
nhitng gi khach hang dang 1am. N&u ai d6 cdm thid’y nhw ho dang pham 15i
hodic nhan thd’y ban dang chén ndn hay mat kién nhan, ho sé khong hanh
dong mot céch ty nhién dwoc nwra.

Ban cin cAn bang trong hanh dong: ban cang néi nhiéu thi cing hoc dwoc
it hon twe khach hang, nhwng néu khong dat ra mot sd cau hdi goi me, ban
s€ bo 10’ nhirng hieu bi€t quan trong. T6i khuyén ban nén ghi chd nhanh vé
nhurng gi ban hy vong hoc dwge roi dé cap dén chiing trong cude trod
chuyén. Dudi ddy 1a tong quan vé nhirng gi ban nén hoc dwgrc twr cac cude
hoi thoai nay:

Khach hang st dung phan mém cda ban v&i tAn sud't nhw thé nao (va ho
dang dung n6 theo cach nao)

Né&u ban nghi khdch hang dang st dung phan mém cfia ban hing ngay va

phat hién ra sy that khong phai nhw vay, ban can tim ra Iy do. C6 th€ phéan
mém chia ban thi€u gi d6, hodc t& hon, né khong ¢6 gia tri véi khach hang
nhu ban nghi.

Khach hang 1am gi ngay sau khi sit dung ph'din mém cta ban

Ho c6 thye hién mot hanh dong hodc dwa ra mot quy€t dinh dya trén nhirng
gi ho lam khong? Ho cé cam tha’y hai long vi da hoan thanh t6t dep mét
nhiém vu khong? (Hodc ngwore lai: Gan day téi nghe dwoc ai d6 trong quéin
ci phé phan nan ring c6 dang nghi giai lao vi viéc thiét 1ap mot chiéh dich
e-mail vo'i phin mém marketing tw dong clia cong ty ¢ la vigc ra't cing
thang, d&n ndi cd ludn ciAn mot khodng nghi sau khi ding nd.)

Ph'an mém caa ban kho'p ndi véi quy trinh cong viéc ciia khach hang
nhw theé nao?



Thir ty van hanh ban d€ xud't c6 theé xung dot voi quy trinh hodc quy dinh
hién tai. Mot quy trinh ban dat ra cho mét ngwoi hoan thanh trong mot
phién lam viéc c6 th€ thit sy ¢an dé€n nhiéu ngwoi hodc dwgce chia thanh
nhiéu khau d€ ngung lai va nhan sy chap thuin tw nguoi quan 1y.

Cé bao nhiéu tinh ning thiét 1ap sin khong dwoc sit dung?

B&i khach hang thweong dwa ra quy€t dinh mua dwa trén danh sach céc tinh
ning, nén dé dang cho ring ho st dung hau hét hodc ti't ca cac chirc ning
ctia san pham. Cho t&i gior, toi chwa tirng gdp khach hang nao thwong
xuyén st dung trén 50% tinh ning sin c6 ctia ba't ct sén phdm nao. Piéu
d6 khong nha't thi€t c6 nghia la ho khong vui — né€u chi mot phidn nho céc
tinh nang gidi quyé&t dwgrc van dé cta ho, ho cling ¢6 th€ hét sirc vui murng.
N6 c6 nghia ring ban c6 th& dang d4u tw qud mitrc cho cdc tinh ning md&i
khi ma ban c6 th€ t6i wu hda cac quy trinh hién tai.

Cac co h¢i mé@i d€’ ban cung cap gia tri

Viéc t6i wu hoa cac cai dat mac dinh c6 the' tiét ki€ém cho khach hang mot
vai cti nhap chudt va cit gidm chi phi hd tro ctia ban. Viée tha'y dwoc phan
nao dang gy bdi rdi cho cac khach hang cé the’ dwa d&€n mat dich vu
chuyén nghi€p c6 l¢'i nhuédn hodc cung ca’p chwong trinh dao tao. Viéc
nhén thd’y khach hang ctia ban xui't hay nhap di liéu vao hodc twr cac
chrong trinh khic c6 thé c6 nghia ring ban nén d4u tw vao nhitng chirc
nang tich hgp nhw cac phén tich nhung hoac mot API (giao dién lap trinh
trng dung) dworc nang cap.

Ban c6 th€ lo ngai riang khach hang nay s& ky vong ban stra chira ti't ca cic
van dé ho néu ra trong cudc tro chuyén. Co € dang ngac nhi€n, nhung dréu
nay chwa bao gio’ xay ra theo kinh nghiém cia tdi. Ngay ca cac khach hang
kho tinh ciing thwong vui vé va dé tinh hon khi lam viéc cing ban khi ban
d4u tu thdi gian d€ 14ng nghe ho.

TAN SUAT SU DUNG SO VOT KHA NANG THAY THE

Tai KISSmetrics, t6i nh¢ da néi chuyén lién ti€p voi hai khach hang:
ngwoi dau tién ndi voi tdi mot cach hdo hirc rang anh ta d3 mé san pham
phan tich cua chiing t6i ra moi sang, d6 1a viéc dau tién anh ta [am vao buoi



sang. Khdch hang thit hai thira nhan rang anh ta chi ding né mot I'an mdi
tuan. Y nghi dau tién cuda toi 1a ching t6i da mang lai nhi€u gia tri hon cho
kh4ch hang dau tién.

Tuy nhién, khi tiép tuc cdc cudc phdng van, tdi mdi tha’y 16 rang khich
hang d4u tién chi hi€u vé cac tinh nang & mec bé mat. Anh ta dang dung
san pham nhwng khong tich hop né vao bat ¢ cudce tro chuyén hay quy
trinh nao & ciAp do toan cong ty. San pham cua chiing t6i dé dang bj thay
the".

Khéch hang thir hai dang str dung KISSmetrics d€ thié€t 1ap va danh gia cac
bai ki€m tra tric nghiém. Viéc xem lai cdc k&t qua va tich hop né vao k&
hoach chay nwdc rit cua tuan ti€p theo 1a mot phan mau chot cha quy
trinh phat tri€n khach hang.

Tan sud't st dung thwong 1a mot s liéu dai dién t6t cho gia tri va co the€ do
lwong dé dang bang viée st dung cdc phan tich dinh lwong. Tuy nhién, khi
t0i ¢6 co hdi tham gia vao cdc cudc tro chuyén voi khach hang, t6i mudn
tham do sau hon mét chiit d€ tim hi€u san pham cta chiing t6i ¢6 kha nidng
thay thé’ & mirc nao: C6 bao nhiéu nguoi trong mot cong ty hay mot gia
dinh dung va hwdng lgi tr n6? N6 dugec dung theo cach nao? N6 gidp gii
quy€t mot hay nhi€u van de?

Kha nang thay th& hay loai bd mot tinh nang la mot thude do quan trong d€
theo duoi.

PAY LA CACH DUNG SAN PHAM CUA CHUNG TOI

Viéc xem khach hang duing san pham ctia ban dic biét ¢ gia tri — gia dinh
ring khach hang biét cich dung san pham cta ban va chi dong ding no.
Con v&i cac khach hang hoan toan méi thi sao? Cac san pham voi duwong
cong hoc tap doc (steep learning curve) thi thé' nao? Céac san pham cé qua
nhiéu chirc nidng dén ndi khach hang ding chwa d&n 10% trong d6 thi sao?
V&i cac khach hang da tai tng dung cfia ban vEé va thir dung mét Tan, hodc
cac khach hang ddang ky dai han nhung da huy bd?

Thay vi héi khach hang rang ho dung san pham cta ban nhw th€ nao, va roi
d€ho dan hudong cudce tro chuyén, ban cé the chuyén hwong va dwa ra chi



dan. Hay néi v&i ho: “Ban nén dung san pham ctia chiing t6i nhw thé”
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nay...

Ban c6 thé nghi rang khach hang s& khong phan tng tich cuc khi dwoc chi
din nhitng gi ho nén lam. Nhung né that sy ¢6 hiéu qua t6t mién la ban giai
thich tredc vé nhitng gi ban dang 1am. Hay 1am 16 ring ban dang trong cdy
khéch hang stra 16i cho minh trong treong hop gia dinh cua ban 12 sai:

Khi chiing tdi cd gdng d€ cai thién sdn pham nay, mot trong nhitng thach
thirc khé khan nha't 1a chiing t6i chi c6 th€ gia dinh vé sy phit hop ctia né
v&i muc tiéu va quy trinh ctia khach hang.

T6i mudn xem xé€t lai cadch ching t6i hinh dung vé ai dé nhw ban dung san
pham nay, dwa trén nhirng gi chiing t6i da hoc dwoc tir cac khach hang
khac. Phién ban ngét 1o khi ti néi sai va khi ban khdng dong y véi céac
gia dinh ca tdi — va toi biét rang diéu d6 sé xay ra. Téi cling mong ban ci
tw nhién dat cau hoi cho toi ba't c lic nao.

Sau khi ban dwa ra khflng dinh dau tién — mot cau don gian nhw “T6i gia
dinh rdng ban s& st dung san phdm nay hai ['4n mot twan” — hiy ngirng lai,
sau d6 chu y hdi xem nguwoi dwoe phong van ¢6 dong ¥ hay khong. Biéu
nay cho thA’y rd rang ban mudn ho ngit 1o chit khong phai dong y trong
im ldng de€ gitr phép lich su.

Khi lam viéc nay, ban nén cang doc dodn cang td't. Ban cang chi dan, nguwoi
dwoc phdng van cang dé dong ¥ hoidc khong ddng ¥ v&i ban. Néu ban néi:
“Ban c6 th€ st dung lwa chon A, B, C, hodac D,” ho ¢6 th€ d6ng y voi it
nha't mdt trong cac Ira chon d6. Néu ban ndi “Ban nén st dung A,” thi ho
s& dé n6i: “That ra, anh c6 th€ gidi thich B khdng? D6 ¢6 vé ding la thi
cong ty to1 s€ dung.”

Vi ban l1a ngwoi néi chinh trong cudc tro chuyén, ban s€ hoc dwoe it hon so
v&i céch ti&p can mé. Tuy nhién, néu mdi bt dau qud trinh khdm phd mot
y tedng mai thi ddy 1a mot cach td't d€ xac nhan hodc loai bd mét s6 gia
dinh cuda ban.

Nhirng diéu ban c6 the tim hi€u dwoc tee phong cdch phdng van nay la:



Xac dinh cac han ch¢”

Cac han ch& phap 1y hodc quy dinh, quy trinh hién c6, va gidi han tai
nguyén thwong 1a rd rang v&i ngwoi dwoc phong van, k€ ca khi ho khong
hi€u cac chi tié€t cua y twdng hoac san pham cua ban.

Lam ro giai phap gia tri cia ban

Néu ban khaalng dinh rﬁng khach hang nén thyc hi€én mdt viéc gi, ho nén 1ap
tirc hi€l dwore gia tri cia né. N&u ban ¢ ging gidi thich 1y do va ho vin ¢
vé bdi rd1, gidi phdp gid tri cia ban hodc khong rd rang hodc khong thyce sy
cé gia tri d61 vdi ho.

Tai sao mot s6" tinh ning lai chwa duwoc sw dung

Khi ban gidi thich mét tinh nang cu th€, hay hoi xem ngwoi dwoc phong
van da chud y dé€n n6 chwa va ho nghi né lam dwoe gi. Phan h'di cia ho ¢é
th€ cho bi€t ban nén chinh stra giao dién d€ mot tinh nang noi bat hon,
chinh stra mot s& nhan chir @€ 1am né rdé hon, hodc loai bo tinh nang do vi
n6 khong gidi quy€t cac van dé€ ctia khach hang.

Vi ban dang giai thich cach dung san pham, ban c6 thé st dung cach thirc
nay ca trong dao tao va nghién ctru. N&u la tai KISSmetrics, tdi sé thwong
xuyén ti€n hanh céc chi dAn doc doan nay véi cdc khach hang hoan toan
mai. Khach hang coi nd 1a mot dich vu, con t6i thi tim hi€u dwoc vé cac
quy trinh va han ch& cia nhirng cong ty khéc nhau.

MUON CON HON KHONG

Xuyén sudt cudn sach nay, té6i da nhan manh tam quan trong ctia vi€c trinh
bay y twedng voi khach hang cang sé'm cang td't. Nhung cé nhirng tinh
hudng ma viéc ¢6 duorc y ki€n khach hang tr som 1a ba't 1o1i, hodc thim chi
la ba't kha.

“Kinect! tirng 12 mot san pham ba't kha,” Ben Smith, Quan Iy Chwong trinh
ctia Microsoft Xbox néi, “nhung ta't ca cac cai ti€n déu tirng 1a ba't kha. N6
la mot dy 4n 36 thang ma chiing t6i ti€n hanh chi trong 19 thang.”



I'Kinect (tén mat trong thoi gian phat trién 1a Project Natal) 1a thiét bi cam
bi€n ngoai vi thu chuyén dong phat tri€n b&di Microsoft danh cho may
console Xbox 360 va Windows. Khi két n6i vao Xbox 360, nguoi choi ¢
th€ diéu khi€n va twong tic véii mdy console ma khong c¢an tay cam diéu
khién, thdng qua giao dién nguoi diung tw nhién st dung ct chi va Iénh
thoai. Muc dich ctia dy 4n nay 1a nang cao trdi nghiém cua nguoi dung
Xbox 360 1én mot tAm cao mdi, vieot xa cach choi game truyén théng.
(ND)

Khi nhém nghién ctiru Xbox dé xué't Kinect, ho da nim 12’y mot co hoi 1on.
Pau tr vao Kinect ¢6 nghia 1a tri hodn cac cai ti€n 1o'n cho nén tang Xbox
hién ¢6. Va vi nhu ciu bao mit, nhom nghién ctru bi gidi han kha ning xac
nhén rdi ro khach hang tw giai doan dau clia qua trinh phat tri€n san pham.
Ho phai tin vao tryc giac, cac chuyén gia n6i bo va tam nhin san pham cda
minh: d€ xay dwng thir gi d6 “xem ciling vui ma choi cling thich”.

Xdc nhén céc gia dinh bang cach st dung nhirng nguyén tic khéi
nghiép tinh gon

Nhwng ngay cé khi khong ¢6 kha nang néi chuyén véi khach hang te som,
doi ngti Kinect da c6 thé€ giam rui ro va xac nhan cac gia dinh mét cach cé
hé thdng bang viéc st dung nhirng nguyén téc khdi nghiép tinh gon.
“Chung t6i d@ wom mam trén mdt 167 va phat tri€n san pham trén 167
khac,” Smith gidi thich. “Nhirng ngwoi lam viéc d€ tao mam wo'm la nhirng
nguwdi nghi rang: ‘Sé& ra sao n&u 95 diéu ba't kha ndy dworc thuc hién?’ va
r6i ho tim hi€u vé nhitng diéu nay sao cho di d&€ bit dau xay dung thit gi
d6 gan gid’ng nhr mot nguyén mau. Ho nghi vé ti't ca cdc phwong phdp
ti&p can ma ching tdi c6 the thuc hién va néi: ‘Chiing ta hiy bit dau xay
dyng chuing, ting thtr mét.””

Poi ngli nay nghi ra mot danh sach dai cac cau héi. Ma't bao lau d€ khach
hang chdp nhan? Lam cach nao ho c6 dworc thong tin thu chuyén ddng can
thi€t? Nhirng sy t67 wu héa phan cirng va phdn mém nao la kha thi? Ho
cling xac dinh cac nguy co’ va tich cyc tim cach giam thi€u ching. Chang
han, Kinect di dwoc xay dyng dia trén nhitng phan hoan thién sdn nén ho
s€ khong bj phu thudc vao cac nha cung ca’p san pham tiy chinh. Nhém
nghién ctru xy dung cac di€m chup chuyén dong tam thoi trén cac sén



bdéng ro trong khudn vién ctia Microsoft d€ ¢c6 dwore dir li€u nhanh chong
hon. (Sau nay, khi phét hién ra ring viéc xay dyng di€m chup c& dinh d¢
chup chuyén déng doi hdi hang thang troi xin cdp phép, doi ngli ctia ho da
thay th& bang cich di thué.)

D€ duy tri tip trung, ddi chuyén tr m6 hinh Thac nwoc (Waterfall) sang
Agile — v&i viéce chia hai tuan chay nwde rit thanh cac phdn hoan thién
trong mot ngay. “Mdi t61 ctr dén 6 gior, ching t6i lai tu hop trong mot cén
phong va hdi nhau: “H6m nay anh da tra 1o dwgre cau hodi nao roi?”

Thi¥ cac nguyén miu

Sau mdt nam phat tri€n, ddi ngl Kinect cudi cung cling ¢ th€ dwa cac
nguyén miu d4u tién d&n tay cac khach hang thie si. Ngay sau khi nguyén
mau Kinect ¢ the thyc hién mot sao chép hanh ddng don gidn, theo ki€u
ngwoi choi ¢6 the' di chuyén va nhin thd’y hinh dai dién thyc ctia minh di
chuyén trén man hinh, ddi ngii bit dau dwa né t&i khach hang.

“Piéu dang ngac nhién dau tién dén voi ching toi 1a cong nghé bén trong
Kinect 12 v6 hinh. Khong ¢6 gi d€ cAm nim, khong c6 rung dong hay phan
h6i xuc giac. Vi vay, nguoi choi s€ chi ngdi xudng phia tred'e né va cho
mot cdi gi d6 xay ra!”

Nhém nghién ciru da phat minh ra cac cach gitp ngwoi choi cam thay
thanh cong ngay 14p tirc va cé nhirng tha't bai theo cdch ma ho ¢6 thé nhanh
chong di€u chinh tinh huéng.

Nhém nghién ciru da sip x&p v&i chudi ctra hang Macy’s d€ ¢ 12 cira
hang ma ba't ky ai ciing c6 thé choi Kinect vao sang thir Bay. Diéu nay
phuc vu hai muc dich: né gitip nhém thu thap dworc mot bd swu tap cac dw
liéu thu chuyén dong xwong da dang hon, va né cho phép ho thu dwgc cac
twong tac khach hang thye voi Kinect trong bdi canh xa hoi thweong ngay.
“Chting t6i 1a nhirng thadm phdan t6i t&€ nha't d6i v&i cdc san pham cha
minh,” Smith néi. “Chiing t6i phai xay dwng mét chwong trinh tht nghiém.
Chung t6i phai do lwong phong khach. Viéc xem cach khach hang thyc st
dung san pham cua ban thay vi gia dinh hodc mudn ho dung né, 1a diéu
mau ch6t. S€ 1a tha't bai qua 1on néu ching tdi khong lién tuc thi nghiém
giao dién v&i nhirng ngwoi mdi khac nhau.”



Theo Smith k€' lai: “Cho dén thoi di€m nay, hau hét cac dir liéu chup
chuyén dong xwong dwore chiing t6i thu thap twe cadc nhan vién. Pay 1a &
Microsoft, diéu d6 c6 nghia la ching t6i ¢ d liéu cha yéu tw ngwoi Cap-
ca, nhitng ngwoi dan Ong bj thwa can nhe.”

Xbox One dwgc giao hang vao thang 12 nam 2013 v&i mot phién ban cap
nhat cua Kinect.

NO CUNG CO THE GIUP iCH CHO BAN

Gio thi ban da doc qua céc ky thuat phat trién khach hang, ban nén sin
sang dung phit trién khach hang d&€ x4c nhan céc tinh ning sip t&1i, cic sdn
pham sép tung ra thj treong va cdc sang ki€n mdi. Trong khi cdc cdng ty
16'n ¢6 th€ phai tra mot s& “thué” phu thém vi viée dit ra cac ky vong rd
rang, chon khach hang can than, va san xua't nhtrng ban gia 1ap hoac ban ra
mét tinh niing chit lwong cao hon, thi khdng c6 1y gi c4c cong ty, san phadm
va khach hang dang ton tai lai khong phtt hgp v&i viée hinh thanh va xéac
nhdn cic gia thiét.

Ban nghi rang tdi chwa néi d&n mot cha dé, d6 1a thoi gian. Trong mot
cong ty hodc doanh nghi€p khéi nghié€p nhd, sé ra't ty do trong viéc danh ra
mot hay hai tuan lao vao viéc phat trién khach hang. Nhwng trong mot cong
ty 16n hon, thwong ¢ ngay ra mat dinh trudc, cdc hira hen véi khach hang,
va quan trong hon, hang td hay thdm chi hang trdm nhén vién c6 th€ ng'6i
quanh cho két qua clia mot nd Iyc phét trién khdch hang mé rong. Nhirng
gi ban hoc tir khach hang phai xay ra song song v&i quy trinh phat tri€n san
pham hién tai, va né phai ra't nhanh chéng.

Trong chwong sau, toi s€ ndi V€ cdc cadch de€ dwa nhirng chi€n thuét phat
trien khach hang hién tai vao cac diém ti€p xuc khach hang (touchpoint)
hién ¢6. Ban sé€ hoc céach thu i ich ti cac ky thuét phat trién khach hang
nhanh chéng v&i quy trinh gon nhe ma ba't cir ai trong cong ty ban cling st
dung dworc.

NHUNG PIEM CHINH CAN NHO

e Né&u ban da c6 san pham va khach hang, hay diéu chinh khai niém
MVP.



Mot theong hiéu da dwore nhan dién cé the tao thién ki€n cho khach
hang ti€m nang. Ban c6 the thyc hanh “phat trien khach hang an
danh” biang cdch diing mot tén mién khac hoic cic ban phéc thio tho,
khong gin méc throng hiéu.

Lam sao cho né c6 tinh kha thi nhiéu hon mirc t61 thi€u, nhung hay
dam bao rang né khong vuot xa mikc t7 thidu.

Tim cac khach hang 1a nhirng ngwoi s€ ra't tha't vong néu ho khong
the sir dung san pham cuia ban ntra.

Khi thye hién phat trién khach hang v&i cac khach hang hién tai, hay
trinh by o rang ban chi dang dit cau hdi va khong xay dung gi ca.
St dung cac ban demo k&€ chuyén d¢€ giai thich cho khach hang cach
mot nhan vat tedng twong ding san pham cua ban.

b€ nghi khach hang cho ban thd’y cach ho st dung san pham cta ban.
Cho khach hang thd’y cach st dung san phaim ctia ban va hay ra vé chi
bao d€ khuyén khich ho khong d6ng y v&i ban.



Chwong 9khong ngwng phat trien
khach hang

Phiin tuyét nhdt la khong kho dé’tim ra nhitng ngwoi hdm mo thé’thao va
nhitng ngwoi thich noi vé thé’thao! Néu toi di trén mdy bay va nhin ngang
day hanh khdch, t6i thwong sé thdy ai do dang xem trang ESPN. Téi sé
quay sang ché ho va bdt dau mot cdach don gidn: “Anh thich gi & trang
nay? Con diéu gi khdc ma anh mong la co the’lam o day?”

— RYAN SPOON, PHO CHU TICH PHAT TRIEN SAN PHAM KY
CUU CUA ESPN

Ban cén ngirng xem b phdn hd tror khdch hang nhw mot di ngii xir Iy rdc
roi ludn sdn sang gidi quyét cdc van dé ngay khi né xdy dén, thay vao do
hay xem ho nhw nhirng gidm sdt vién co ddc quyén truy cdp cdc thong tin
bao ham chia khoa cho twong lai doanh nghiép cua ban: cdc hiéu biét vé
khdch hang.

— DAN MARTELL, GIAM POC PIEU HANH CUA CLARITY

Nhiéu cong ty vat 1on d€ k&t hop nghién ctru phat tri€n khach hang thwong
xuyén vao quy trinh phat tri€n sdn pham cta ho. Nghién ctru d6 nén dua
vao diu, va lam cach nao d€ tim ra thoi di€m thich horp.

Khi bt dau mot dy 4n mdi, twong d6i dé d€ diéu chinh thoi gian va ngudn
lwc danh cho viéc tim hiéu khach hang. Nhwng khi viéc phat tri€n san pham
la thwong xuyén va 1dp lai, cdc nghién ctru phat trién khach hang cling can
nhw vady. Néu ching ta chor dén lic ¢6 thoi gian trong d€ nghién ctru khach
hang thi khéng bao gio’ ¢6 lic d6 dau.

May mén thay, viéc phat trién khdch hang thwong xuyén khong cian bao
g6m viéc dwa ra cac gia thi€t hodc tim ra 20 ti€ng danh riéng cho viéc
phdng van. Ban khong céan 1én k& hoach va Ién lich cho viéc dé.



Trong chwong nay, chiing tdi s€ ndi vé cach cac cong ty da c6 san pham va
khach hang c6 th€ k&t hop viéc phét tri€n khach hang vao cic quy trinh
hing ngay ctia ho. V&i cdc cong ty khdi nghiép, nhitng phwrong phap nay
cling c¢6 hiéu qua cho cic ban, méc du cic ban s€ thdy rﬁng c6 mot s6 chi
tiét (1am viéc v&i nhitng ngwdi nim vai tro cong viée cu thé, gidi quyét cic
van d€ giao ti€p lién bo phan va chirng minh lgi ich cta viéc phat trién
khach hang) it ¢6 kha nang dp dung dwore cho td chirc cua ban.

Chung t61 s€ noi ve:

e Co6 duoee sy gitip do t nhirng ngwoi da néi chuyén voi khach hang
e Tan dung lgi thé cua cac twong tac do khach hang chi dong
e Nam bat diéu an sau cac yéu cau vé tinh nang cta khach hang

Ching t0i ciing s€ ndi vEé cach tap hop ta't ca cdc phan h'6i sao cho bat cir
ai trong t& chirc ctia ban ciing c6 thé nim bét t&t hon nhirng gi khdch hang
can va cach to chirc ciia ban dang h'6i dap ho. Ping bd qua bwdc chdt lai
chu trinh nay — n6é m't thoi gian nhwng sé gitp doi ngi cia ban chd tdm va
dwoc thic day.

V&i cdc phwong phép nay, ban s& khdng ¢an cho d&n khi c6 thé sdp xép
thoi gian. Ban sé dwore trang bi d€ bi€n ba't cir cudc tro chuyén nao thanh
mot cau hoi cho phép ban tim hi€u khach hang chi trong 5 phuit.

NHUNG AI PA RA KHOI VAN PHONG?

TAa't nhién, that 1a mot y twdng tuyét voi khi ban c6 th€ thye hién mot cude
phdng van phat trién khach hang nho nhd ba't ¢t khi nao ban gip mét
khdch hang, nhung nghi mot chiit thi ¢6 theé ban van bin khoén: khi nao toi
c6 co hdi hdi khach hang mot cau hdi nim ngoai ndi dung cude phdng
van? Hay thay doi cach nghi nay: cau héi hop 1y hon ¢ day khong phai la
khi nao ma la ai.

Tin tirc néng hoi: Trong c6ng ty ban ¢6 nhirng ngwoi ngay nao ciing ndi
chuyén v&i khach hang.

Ho c6 th& khdng quen v&i phat triéh khach hang hoic cic nguyén tac khéi
nghiép tinh gon, nhwng ho dwgrc dit vao vi tri hoan hao d€ lang nghe va tim



hi€u. Tiém nang d€ tim hi€u khach hang 1a cyc 1'n n€u ban bam chac vao
strc manh ctia cic d6ng nghiép ti€p xic v&i khach hang cia ban.

Céc nhén vién kinh doanh, quan 1y khdch hang va nhitng chuyén gia hd tror
khach hang danh toan bd doi s6ng cong viéc ctia ho d€ néi chuyén véi cac
khach hang hién tai va twong lai ctia ban. Khong may 1a, nhtrng gi ho hoc
dwore lai thwong xuyén bi nhirng ngwoi ra quyét dinh vEé san pham bd qua.
“Co ta s€ khong htra hen gi d€ chot thwong vu.” “Anh ta vira nghe tir mot
mau léch (phéan tng khdc v&i thong thwong, thieong 12 tiéu cye) cla cdc
khach hang nong gian.”

Han nhién, s€ c6 thién ki€n. Nhuwng diéu dé khong cé nghia la chiing ta nén
bd qua phan h'6i nay, ma ta nén ¢4 gang giam thién ki€n do:

Nhirng gi xay ra thwong la:

Nhan vién kinh doanh: Khach hang Lon sé khong ky hop dong tri khi
ching ta xay dwng mdt tién ich bado mat kém theo.

Quan 1y san pham: Chiing t6i khong th€ xay dung thit d6: n6 sé chi cé loi
cho Khach hang Lon va chiing ta con ¢6 v6 sd tinh nang ¢in dit wu tién
chua dwa vao.

Nhan vién kinh doanh quay lai néi v&i khach hang rang khong the, va cé

kha niing ma't di thwong vu d6. Nhan vién kinh doanh phan nan rang cic

quén 1y san pham thién c4n trong khi quan ly sdn phAm dio mét chén nan
tried'c moOt yéu cau ngu xuan khac tee nhan vién kinh doanh. Trong khi do,
khong ai hi€u tai sao Khach hang Lon lai nha't dinh mudn ¢6 tién ich bao
mat.

Thay vao dé, cac ddi ngili nay c6 the€’ lam viéc cung nhau d€ tao ra mdt ket
qua t8t hon cho ca hai. Khi mdt khach hang yéu cau mét tinh nang hodc
doi hdi mdt sy thay doi, cau trd 1o t6t nha't khdng phai 1a “c6” hodc
“khoéng”. Hai cau trd 1oi @6 déu bao hiéu két thic cudc tro chuyén. Pap lai
bang viéc dit cAu hdi 1 cdch khon khéo hon d€ tranh phai tra 16 “khong”
nhén tién cé dwoc cau tra 101.



Tai Yammer, tdi dd c6 mot budi huan luyén nam trong quy trinh nhap mon
cho cdc nhan vién ban hang va quan ly khach hang ma&i, d€ dwa ra cac vi du
cho ky thuat do1 thoai nay:

Khéch hang: Ching t6i s€ khong mua cho dén khi nao cac anh dam bao
rang cac anh s€ xay dyng thém tinh nang X.

Nhan vién ban hang: Tdi mudn biét chic rang t6i hi€u rd nhu ciu ctia ban
d€ c6 thé chuyén phan h'di nay dé€n ddi ngii san xua't ctia ching toi. Liéu t6i
c6 thé’ hdi ban mot vai cau hdi veé tinh nang X cling nhw cach né giip ban
va cong ty ban dwoc khong?

Khach hang: T6i nghe dwoe nhiéu 1o phan nan tir cadc nhan vién ding san
pham nay trong cong ty ching t6i, 1y do 1a vi cac ban da khong xay dung
tinh nang Y.

Quan 1y khach hang: C6 vé nhw ban dang nghe chuyén tr mot s& nguoi
khong hai 1ong. Tdi mudn chic chin rang toi biét rd van dé nay — liéu toi
c6 th€ hdi thém veé bdi canh cua n6 khdong? Viéc ma cac nhan vién dang c&
ging hoan thanh nhwng khdng th€1a gi? N&u ho c6 tinh ning Y, ho ky vong
s€ dung n6 nhw thé nao?

Khéch hang s€ cung cap thém chi ti€t, gidp cac nhan vién ban hang biet
dwoee liéu day 1a nhu cau thye hay chi 1a phan nan vo tdi va de€ dwgrc giam
gid. Khach hang d6 cling tran trong vi€c nhan vién ban hang ¢4 hi€u nhu
cau cta minh thay vi chi don gian la chdt thwong vu. Pdi ngti phu trach
san pham c6 tiém nang tim hi€u dwgc mot s6 nhu cau an hoac cac han ché’
ma c6 thé’ khach hang mudn gidi quyét.

Cac quan ly khach hang va nhan vién ban hang m&i thwong hoai nghi tinh
hiéu qua cua cach nay. Chinh xac 1a ho nghi ngo’ rang khach hang sé khong
vui vé tra loi khi dwore hdi rang tai sao ho mudn th gi dé.

Viéc dat cau héi tai sao ¢in diung ngdn tr mém mdng. M dau cau hoi tai
sao v&i mdt s6 cum tw lich sy khién chiing ¢6 vé mang tinh hop tac hon va
it phan khang hon. Cu the€ hon, moi xem lai muc “Hay khéo 1éo khi dat cau
héi ‘Tai sao?’” trong Chwong 5.



Trong mot 0’ t0 chirc, m&i quan hé gitra bd phén phat trieh san phaim va

ban hang c6 th€ kha ciang thang. Trong trerong hop do6, ¢6 the’ khé ma ndi
cau: “Nay cdc anh, khi cac anh goi dién ban hang, t6i mudn cdc anh giup
toi thue hién viéc nghién ctru nay!”

To6i da & trong tinh hudng do, va céch t6i thay hiéu qua 1a tdp trung hon
vao nhu cu cda cac dong nghiép thay vi vao khia canh nghién ctru. T6i da
noi, dai loai la:

T6i bi€t ¢6 the s€ 1a thach thirc cho anh khi anh dang c& chdt don hang ma
khach hang lai hdi vE€ céc tinh nang va anh thi khong th€ hira hen voi ho.

K¢ cd khi t6i khong the' néi “C6”, tdi cling khong mudn dit anh vao tinh
th& phai n6i khéng vi ho. Liéu toi ¢ th€ dé xuad't véi anh viéc dap lai ho
bang mot cau hdi? Trong kich ban té nh't, né ciing cho anh mot s chuyén
hwdng tich cye hon trong cau chuyén — nhwng hy vong 1a né cling cho
phép anh tim hi€u dwoe gi d6 vEé ho va tw d6 gidp anh xay deng mdi quan
hé.

Viéc tinh nguyén giup ho thuyc hién cac cudc goi ban hang hodc cac chuyén
tham duy tri quan hé v&i khach hang cling 1a nhitng cach hay de cai thién
mdi quan hé va thyc hién viéc phat trieh khach hang. Tryc ti€p trai nghi€ém
la cdch t6t nha't d€ nguoi khac dirng vé phia ban.

MO0t cong ty phat trieh phan mém phan tich dir li€u cho cac co’ quan tinh
bdo va quan d6i tén la Palantir da di xa hon ntra va loai bd ngwoi trung
gian. Thay vi do tao nhitng nhin vién ban hang 1ing nghe khéch hang, ho
de cac ky sw lam viéc do:

Céc chuyén gia ky thuat nay khong tao ra san pham ctia cong ty — it nha't
thi Iic d4u la khdng. Ho thdm nhép thuce t&, twong tac tryc ti€p vdi cac
khach hang va ddm bao san pham ddp &ng nhu cau cua ho... Ho ¢6 the giai
quy&t cdc van dé clia khdch hang tai chd — va, quan trong nha't, bat dau xac
dinh cdc van & m&i ma khdch hang c6 th& khong biét ho méc phai.ZY

70 To Sell is Human (Tt ban nang dén nghé thuit ban hang), Daniel Pink,
tr. 34. (TG)
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NGUOT GO CUA NHA BAN CO THE LA AI?

HOé tror khdch hang khéong chi la mot chi phi dé’logi bd cdc van dé, ma con
la mot tru diém dé’ ling nghe khdch hang.

— DARIUS DUNLAP

Moi nguoi thuong 18y 1y do ring ho khong the thue hién viée phat triéh
khach hang vi khach hang ctia ho coi d6 1a xdm pham. PB6 cé the’'la mot 1y
do hop phap d€ khdng goi dién cho giam d6c di€éu hanh cac cong ty trong
Fortune 500 va d€ nghi phdong van ho trong 20 phiit, nhung né€u ban c6
nhtrng khach hang dang st dung va tra ti€n cho cac san pham ctia ban, ban
vOn sdn cé co hdi d& ngay nao ciing c6 thé lién hé v&i ho thdng qua bd
phan hd tro khach hang 7L

71 Xin 16 nhém nhac Men at Work vi tiéu dé ca phan nay. T61 khong
khuyén ding chién thuit cia ngwoi viet 1o bai hat, méc du toi bi€t nhiéu
cong ty wa “chay tr6n” nhirng phan h'6i ma ngwoi dung cung cap. (TG)

Céc chuyén gia hd tror khdch hang to't 12 nhirng ngudn lyc bj 1ang phi
nghiém trong. Khong ai bi€t rd mdt san pham hon ngwoi phai tra 1o cac
ciu hoi va loi phan nan vé né hang ngay.

CHUNG TOI CHUA BIET MINH PANG XAY DUNG SAN PHAM
CHO Al

Khi bit dau 1am viéc trong bd phan hd tro khach hang cho Mindbody, mot
cOng ty cung cdp phan mém qudn 1y studio, Vanessa Pfafflin lién tuc nghe
dwoc nhitng ciu hdi giong nhau. “D6 1a nhitng ciu hdi dé, chang han:
‘Lam cdch nao t6i hiy dwgc mét 1op?” hay ‘Lam cdach nao d€ hiy mot giao
dich?’ nhuwng sau mot h'oi toi d3 nhan ra riang ching toi ¢6 thé gidi quyét
céc va'n dé co ban. Tdi bit dau viét ra cdc cAu ndi ctia khich hang va chup
anh man hinh ro6i thém nhirng gori y nhanh veé cach xi 1y van dé twong tac
ngwoi dung, nho d6 khach hang sé khdng dat ra cac cau hdi nay nira,” cd
néi. Khi doanh nghiép tang tredng dot ngot trong mot thang do, ta't ca moi
ngwdi phai gidp tham gia viéc hd tror khdch hang — bao g6m cd gidm do'c
diéu hanh. Anh ngac nhién tredc viéc c6 ra't nhiéu khach hang gap kho
khan khi dung nhtrng tinh ndng co’ ban, thong dung nhat, va da yéu cau
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Pfafflin tim cach xac dinh va gidm thi€u cac van dé trwedc khi ching xay
dén. “Tdi da nghién ctru nhat ky hd tro ky thuat d€ tim ra va'n dé thuwong
xuyén gap phai nhat, roi dén cac giai phap dwoe dé xua't. Cé6 mot trang
man hinh 1a ngudn cfia nhiéu cudc goi nha't — mot bwdre ma ti't ca cac
khach hang thwong phai lam d€ dit gia cho dich vu. N6 rd't phire tap — that
sy 1a mot con 4&c mong. Chung td6i chay mot s§ truy van va xac dinh dwoc
ring khach hang trung binh chi diing 4 trong 15 lwa chon. VAy nén chiing
toi da &n di 11 lya chon khdc sau dwong dan Advanced Settings, va sd cudc
goi d&n da giam han. N&u néi chuyén voi khach hang sém hon, chiing toi
c6 th€’ da nhan ra minh hoan toan khdng can dwa ra nhirng lya chon nay.”

Khi Mindbody tham khao y kién ctia nha nghién ctru kha nang st dung
Jared Spool, 6ng khuyé&n khich ho thyc hién nghién ctru thwe dia. “Jared
néi rang ching to6i khdng c6 y niém gi vé doi twong sé ding san pham ma
ching t6i xay dgng,” Pfafflin néi. “Va 6ng néi ding. Khong ai ting néi
chuyén v¢i khdch hang trie nhan sy hd tror khach hang, va doi ngti d6 thi lai
khong néi chuyén véi cac ky sw.”

Pfafflin da tré thanh chuyén vién nghién ctru ngwoi dung du tién cia cong
ty. C6 dé ra nhirng chuy&n ghé tham thyc dia dinh ky, dwa céc ky sw va nha
thi€t k& dé€n vian phong ctia khach hang d€ xem ho dung san pham nhw thé&’
ndo. “Chiing tdi thd'y moi ngwdi mic ca nhirng 16i ma ho thAm chi chwra
tirng goi cho chiing t6i d€ phan nan vé nd. D6 1a nhirng 161 ma mot khach
hang s& quén nhic d&n khi ho dung sdn phdm cta chiing t6i, studio 6n 20
va day khéach hang. Hoic ho sé ty trach minh, cho rang ho 1am sai.”

Mindbody bét dAu yéu ciu ta't ca nhirng ai chju trach nhiém vé san pham
quan sit khach hang hai gior mdi sdu tuan. Ho c6 th€ di thuc dia, 14ng nghe
cac cudc goi ban hang hodc tham gia nghién ctru nguoi dung. “Méi dau
moi ngwoi phan nan! Nhwng khi ai @6 thd'y mdt khach hang gap vuedng
méc, va r'oi ho ¢ the dua ra mot gidi phdp va thuc hién né, diéu d6 that sy
la mot phan thuedng véi toan bo ddi ngii.”

Cac yéu cau tinh nang va loi phan nan ¢6 th€ 1a ki€u twong tac gy kho
chiu nha't cho mot chuyén gia hd tro' khdch hang. Ho phai dap 101 mot
khéch hang vo'n dang tirc gidn va ho lai khong ¢6 cdch nao d€ sira 10i hay
c¢6 mdc thoi gian nao d€ hira hen.



Sw that gy ba't ngo 1a cac ciu hai lai 1a cong cu cuwe ky hiéu qua d€ xoa diu
s tiéu cure. Khi ban hdi han su hon, khdch hang cdm tha’y dwoc 14ng nghe
va tha'u hi€u. Cac cau hoi 1a da'u hi€u cua thai dd hop tac, theo ki€u: “Hay
de chiing t6i stra nd.” K& ca mdt khach hang tim dén ban trong trang thai
gian dw cling kh6 ma ti€p tuc ndi gidn khi ngwoi nhan cudc goi tich cye tim
cach hi€u van dé cua ho va xi¢ 1y né. Darius Dunlap, ngwoi sang 14p
SupportUX Consulting, néi dia rang: “Ban tich cyc 1ing nghe khach hang
d6 va r'oi dot nhién, anh ta chuyén tir suy nghi ‘Ho 1a Iéi ngd’c’ thanh ‘Cha,
ho dang thit sy nghi vé chuyén nay.””

Cac yéu cau tinh nang

P& voi cac yéu cau tinh nang, mot cach hay 1a kh:fmg dinh lai nhirng gi
khdch hang md ta va hdi xem tai sao ho lai mudn cé né. Viéc nhic lai 1o
khach hang ddm bdo ring ban higu ding y ho. Viéc d6 ciing 1am diju di tc
ddng cta cau hdi “Tai sao”, khi d6 ban cé vé dang td6 mo hon 1a budc toi
ho:

D& chic chin 12 tdi hiéu diing 1¢i ban: ban dang néi rang ban mudn ching
toi thém vao tinh ndng xua't dir li€u phadi khong?

N&u ching t6i xay dwng tinh nang xua't dr li€u nay, ban c6 the’' lam dwoc
viéc gi ma ban hién dang khong lam dworc?

Ty 1& h6i dap loai cau hdi nay 1a cie cao vi khach hang tin ring viéc ho tra
lovi s€ tang kha nang ho ¢6 dwoee tinh nang minh muén. Rachel Pennig,
Giam dd'c HS tror Khach hang ctia Recurly, gidi thich ring: “Chiing tdi néi
v&i khach hang rang: ‘Hay cho chiing t6i bi&t moi diéu ban ¢an lam dworc,
va khong phdi lic nao ching tdi cling ¢6 the'ndi ‘Cé’ nhung ching tdi c6
th€ chuyén loii @&n bo phan khac va dung phan h'6i ctia ban d€ dwa ra cac
quy€t dinh.” M&i ddy, téi da néi chuyén véi mdt khach hang, ngwoi nay
mudn cé cach de tao 6.000 k& hoach thanh todn! Bﬁng cach hoi vé viéc ma
ho dang c& hoan thanh, t6i c6 the’ dwa ra mot giai phap hop ly ma chi can
dén ba k& hoach.”

LANG NGHE... NHUNG DUNG GHI NHAN NGHIA BE MAT CUA
NHUNG GI KHACH HANG PE NGHI



C6 hai di€éu chwa bao gio thoi lam tdi ba't ngo’ (Hinh 9-1):

e 20 khach hang c6 the dwa ra nhirng yéu cau nghe c6 vé gidng nhau
nhwng khi ban néi chuyén véi ho va tim hi€u thém, ho dang that sy c&
géng gidi quyét nhitng van dé khac nhau. Tai Yammer, c4c khach
hang thwong xuyén dwa ra nhirng yéu cau ki€m soat hanh chinh 1én
hon nhw mét sy cai ti€n dang mong mudn. Nhwng diéu d6 cé y nghia
hoan toan khac nhau v&i mdi khdch hang,.

e 20 khéch hang cé the’ dé xua't cac thay doi hodc tinh nang khac nhau,
nhwng khi ban néi chuyén v&i ho d€ tim hi€u thém, ho déu dang gap
cung mot van dé. Tai KISSmetrics, ching t6i xay dwng phién ban 1.0
cla trinh stra 161 phan tich, cong cu ma khach hang cin dén ri't nhiéu.
Mbi khdch hang lai @& xud't nhitng gidi phdp khdc nhau d€ nang cap
cong cu d6, nhung ta't cd déu bat ngudn tir cic van dé twong ty quanh
viéc hién thi va mat d thong tin.

.29

Hinh 9-1. Khdch hang c6 xu hwong diva ra dé nghi thay vi ndi vé vin dé
ma ho dang gap phdi, viéc nay phi lén diéu ho mudén mot lop trivu twong
ma ban can boc tdch

Cic van dé chire ning hay thiét ké

Céac phan nan vé chirc ning hodc giao dién doi hdi mot chiit than trong va
lich sy hon khi ddp lai. Tai KISSmetrics, chi dan cua tdi cho viéc hd tro:
kh4ch hang bao g6m bdn nguyén tic (Xin 16i, thira nhan, dit cAu hdi, trin
trong).22 Xin 15i vi phién phirc khdch hang giip phai va thira nhan nhitng gi
ho phan nan tao co’ s¢ d€ dat cau hodi — ban sé khong muén vo tinh dam chi
ring khach hang c6 18i. Mot e-mail dap lai ho c6 thé nhr mau dudi day:

2 http://www.cindyalvarez.com/communication/the-4-as-of-responding-to-
customer-criticism

That sw xin 10i — tién ich chon ngay hién khong dworc trirc quan. Chung toi
c6 th€ gidi thich trong van ban ndi tuyén khi cé bao cdo cua thang ti€p
theo.
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Nhuwng t6i ¢6 the’ hdi ban mot cau khong? T6i mudn hi€u rd hon veé tinh
hudng st dung ctia ban. Ban ¢6 dung tinh nang nay vao cung khoang thoi
gian mdi thang khong? Ban c6 phai 1a ngwdi duy nha't ding né hay nhitng
nguwoi gitr vai tro khac cling dung?

Cam on ban da lién h€; ching t6i luén c¢§ gang cai thién trai nghi€ém sin
pham va nhitrng gi ban cung cap ra't htru ich cho ching toi.

Nhirng gi ban ¢6 th€ ky vong hoc dwoee tr nhirng phan h'6i nay 1a cac chi
ti€t quan trong: ai bi anh huwdng bdi van dé€, nd xay ra trong treong hop
nao, tn sua't xay ra thé nao va marc do nghiém trong ra sao.

Trong nhiéu treong hop, cac twong tac ¢6 th€ dwore thie nghiém t6't dep
trong nhirng thir nghiém kha nang st dung tiéu chuan nhwng lai khong phu
hop v&i khudn mau hanh vi hién tai ctia ai d6. V&i nhitng van @€ dang nay,
v&i mdi mot 1oi phan nan, thweong ¢6 hon 10 khdch hang chiu dung trong
im 1ang (hoac than van trong tha't vong) va nghi vé viéc doi sang dung mdt
san pham hay dich vu khéc.

L6i hé thong va 16i hanh dong

Khi mdt khdch hang tim sy hd tror dau tién d€ stta mot 16i hé thong hodc 161
trong ltic st dung, viéc phat trién khdch hang nén dwoc xép sau. Uu tién
hang d4u 1a x& 1y ndi lo ngai va gidi quy&t van dé cta khach hang. Tuy
nhién, ba't ct ai tirng 1am cong viéc hd tro khach hang déu biét ring viéc
tra 1ol cAu hoi ma khach hang dat ra khong phai lic nao cling gidéng viéc tra
10i cAu hdi ma khach hang nén hoi. Céc chuyén gia hd tror ¢6 the da quen
voi nghé thuét khéo 1éo chuyén hudong twr viéc dwa ra mot ciu tra loi va roi
dat ra mot cau hdi dao sau:

Tbi c6 th€ duwoe bigt ban dang ¢ ging hoan thanh viéc gi khi dung dén
tinh niing nay khong? Téi hdi nhwr vy vi mudn dam bao ring toi s& dwa ra
cho ban cau tra 1o hiru ich nha't c6 th€. Néu c¢6 mot cach dé hon hay td't
hon d&€1am nhirng gi ban ¢An 1am, t6i mudn ddm bao ring t6i ¢ the dua ra
cho ban giai phap do6.

Mot khi ban dwa ra cu tra 1, ban dd c6 mot nguwdi nghe bat dic di, va
ban ciling c6 thé tan dung diéu doé!



Ngoai dién thoai va e-mail hd tror, nhiéu san pham dya trén nén tang web
str dung live chat (trd chuyén tryc tuyén) d€’tra loi cac cau hoéi ctia khach
hang va chao hang. Khi m6t khach hang mé dau v&i mot cau hoi, do6 1a cor
hdi t6't d€ xac dinh di€ém dau cda ho va dit ra mot s6” cau hoi dao sau. Ban
s€ ¢6 gan 2 phit thay vi 20 phiit, nhwng chirng d6 van da d€ tim hi€u dworc
diéu gi do.

Cau hoi cua tuan

C6 thé’ ban khong c6 cau hoi phat tri€n khach hang cu the hodac mdt cach
khéo 1éo d€ cai n6 vao cudc trod chuyén.

Khong phai moi cau hdi déu phai hwdng dén trai nghiém cia khach hang.
Co6 ra't nhiéu nghién ctru nén tang hiru ich ma ban ¢6 th€ trd 101 dwoc bang
viéc hdi nhirng cau hdi don gian, theo 167 khao sat.

Céch don gidn nha't d€1am diéu nay 1a chon mot ciu hoéi tiéu chuan moi
tudn thudc mot vai cha d€ ma ban mudn tim hi€u thém. Khi tbi trd 1o cac
e-mail hd trgr khdch hang cho KISSmetrics, toi thieong thém vao mot céch
thd cong mot cau hdi & cudi thw, viéc nay chi mat vai gidy:

N&u ban c¢6 thém cau hédi nao, hodc néu tdi khong hoan toan giai quyéet
dwore van dé cha ban, xin hay cho t6i biét.

B@&i ching to6i luén mong mudn tim hi€u thém veé khach hang cia minh, toi
mudn deoc hdi ban thém mdt cau hdi (khong li€n quan):

Ban danh bao nhiéu gio’ cho cdc cudc hop trong tuén tredc?

Né&u ban st dung mot hé thdng hd tror dit vé, né nén dé xua't thong tin va
tim cau trd loi cho cau héi nay.

Cac ciu héi chung chung t&'t nha't 1a nhirng cau c¢6 céu tra 1o thye t&'1a con
s& hodc tra loi cho ai/cai gi/nhw thé nao/khi nao/tai sao. Khach hang ma't
nhiéu thoi gian hon d€ viét ra clu tra 1oi cho mot cau hdi ¢6 tinh chi quan,
va nhirng cu tra 1o nay theong kém hiru ich néu ban khong dao siu bing
vai cau héi nura.



Nhan ra s thién léch

Nhirng ngwoi cha dong tieong tdc vai ban ¢ th€ khong phai 12 mot mau ¢
tinh dai dién. S& déng im ling 1a mot thuét ngtr thich hop d€ goi phian lon
khach hang cuia ban — nhirng ngwoi khdng phan nan cling khong khen ngoi.

Khi t6i 1am viéc tai Yodlee, cdc yéu cau hd tror va bai ding trén dién dan
khach hang chi y&u la cda nhitng nguwoi ¢6 trinh do ky thuét cao va c6 kién
thirc v linh vire tai chinh. Ho lién tuc tim cach vueot 1én nhirng gidi han
cta viéc dung san pham. Tai KISSmetrics, tdi phan chia thoi gian ctia minh
gitra nhirng nguwoi hoan toan mai va cac chuyén gia (nhtrng nguwoi biét ro
vEé phan tich web hon t6i!). Tai Yammer, nhiéu yéu cau hd tror va bd sung
tinh nang dwoc dwa dé€n qua mot quan ly cong dong hodc quan ly dy an.

May mén thay, c6 1& mau ngwdi tim d&n ban 13 nha't quan. Mot khi ban
nhan ra cac phan h'6i thién vé hwdng nao, ban ¢6 the’ diéu chinh theo. Khi
nhtrng ngwoi dung ¢6 quyén hodc dwoe Gty quyén nhw cac nha quan tri
hodc céc quan ly dwa ra phan h'6i, mot y hay 1a diéu tra xem né tac dong
dén bao nhiéu nguoi. It khi nhitng ngudi diing ¢6 quyén 1én tiéng yéu ciu
nang cdp mot tinh nang ma 90% nguwoi dung chwa ting dung dén. Khi cac
khach hang khong c6 kinh nghiém hodc khong ranh vé cong nghé dwa ra
phan h'6i, can xem xem liéu ho ¢6 phai la ngwoi ¢6 kha nang dung san
pham, hay li€u viéc ho khong ¢6 kinh nghiém cé phai la rao can qua 1on d€
thu dwore gid tri tir san pham cua ban.

KET THUC CHU TRINH

Lam sao ban dam bdo dworc rang ta't ca cac thdng tin tuyét voi ma cac doi
ngii khac nhau hoc hdi dwoe khdng bj lac ma't khi x&€p 1an v&i nhau?

Tbi chan thanh khuyén ban nén bit dau v&i quy trinh cang don gidn cang
tot. Viec két thic quy trinh 12 quan trong, vi vdy hiy ddm bao ring ban lién
tuc thyc hi€n nd, ban sé can lam sao cho n6 don gian nhat cé thé€ cho ca
nguwoi tham gia va cho ban.

Viéc két thiic quy trinh g6m ba phan: thu thip thong tin, tém tit né (nhw da
trinh bay trong Chwong 6), va chia sé thong tin & mtrc dd chi ti€t pht hop
d€ thong bao ma khong lan man. V&i viée phat trién khach hang lién tuc,



khong phdi lic nao ching ta ciing tim cach xac nhin mot gia thi€t cu the
ma can lién tyc tim hi€u bdi san pham va khach hang ctia ching ta thay doi
theo thoi gian. Céac ghi chu ttr viéc phat tri€n khach hang thwong xuyén
thwong 1a di€m khéi dau cho viéc hinh thanh mét gia thi€t mai, thye hién
mot s& nghién ctiru kha nang st dung sau hon, hodc dao sau vao di liéu
phan tich cua ching ta.

Thu thap thong tin

Cach ban thu thap cac ghi chu phat tri€n khach hang tt ngwoi khac nén phu
thudc vao cac cong cu ma cong ty ban dang dung. N€u can nhiéu ci nhap
chudt hay chi din viét sdn d€ giri ghi chid, moi nguwoi sé khong mudn tdn
cong. Céach nao dang 13 dé nha't, nhe nhang nhi't d€ moi nguwoi giao tiép?
Du¢i day 1a mét s& phwong phdp ma tdi da gdp d€ nhirng nguoi noi
chuyén v&i khach hang ty cung cd’p thdng tin vE viéc phat trién khach hang
cho ban:

 Chia sé tap tin Word hodc Google Doc d€ bat ctr ai cling ¢ th€ dan
ghi chi cua ho vao
 Chia sé notebook Evernote hodc OneNote d€ moi ngwoi dan ghi chi

vao
e Dia chi e-mail riéng ma bt cr ai cling ¢6 th€ chuyén ti€p e-mail hodc
ghi chu dén

e Google Form d¢€ gwi cac ghi chi d€n mot bang tinh

Tai KISSmetrics, t6i st dung Google Form. T6i thém vao nhirng cau hdi
khuyé&n nghi hodc cac dé xua't voi mot 6 khong theo mau d€ dién cdc phan
h'6i, roi thém mot cAu hdi Khac & cudi. Mau nay cho phép ngwoi phong
van ddnh d4u mot dwong dan vao mau, ghi chi tryc ti€p vao miu roi
nhanh chéng nhan Gi ¢ cudi trang. Cach nay c¢6 hai lgi ich 1on: t6i khong
phai nhic dong nghiép gtri ghi chi, va ra't dé d& thyce hién viéc dao sau
nhanh sau khi mau ghi chd d4u tién dwoc giri di d€ dwa ra mot s6” phan h'di
ngin gon hodic @& xua't mdt dé nghi hay cau hdi tim hiéu thém cho I4n tdi.

Tuy nhién, cich hiéu qua nhat la cach cho ban thong tin htru ich nhat.
Trong nhiéu t6 chirc, ¢6 th€ cach hiéu qua hon chi don gian 1a goi dién cho
d6ng nghiép d€ hdi xem ho tim hi€u dwoe gi. Cac nhén vién ti€p xic voi
khach hang c6 th€ di ra ngoai va néi chuyén tryc ti€p v&i khach hang thay



vi mang theo mot chi€c laptop hodc ng'di tredrec mot chiéc mdy tinh, bang
cach do, ta't ca cac ghi chid ctia ho nam ngay trong dau ho.

Chia sé nhwng tac dong caa phat trién khach hang

Muc tiéu cuia ban la dwa ra cac quy€t dinh khon ngoan vé san pham dya
trén nhirng gi ban hoc dwgrc vE cac van dé€ va nhu cau ctia khach hang. Khi
lam diéu do6, ban cén chia sé diéu d6 mot cach rd rang cho t6 chirc cia ban.
Pirng gia dinh rdng moi ngwdi sé hidu cach ma viéc phat trién khach hang
tac dong dén cac quyét dinh! (Hay nhé ring nhitng ngudi thye hién viec
phat trien khach hang dang tap trung vao cac van dé, ho c6 the’ khong nhan
ra nhirng gidi phdp cudi cung ban lya chon 1a mot két qua ctua cac van dé
nay.)

Khi viéc phat tri€n khach hang gitp tié€t kiém thoi gian hodc tién bac, gidp
tranh mot sai [Am hodc lam tang dang k& sy hai long cta khach hang, dé 1a
mot thang lgii dang an mwng:

Chiing t6i da hoc dworc ring

Vi vay, chiing t6i da khong xay dyng [tinh ndng/md&i quan hé/san pham
maoi]

Viéc do6 giap chung tdi1 ti€t kiém thoi gian!

C6 th€ ban con nh¢ diéu t6i da néi trong Lo ndi dau, cac cude phdng van
ma toi thye hién trong thang dau lam viéc & KISSmetrics cho phép chiing
tOi cat giam pham vi phat tri€n san pham dang k€. Chung toi da ti€t kiém it
nha't hai thang phat tri€n sdn pham ciing nhw chi phi kéo theo viéc hd tr¢r
cac 1énh qua phrc tap.

Du¢i day 1a mét cach thong bao cac k&t qua tinh t& hon:

Chiing t6i d4 hoc rang

Vi vay, ching t6i di c& ging

K&t qua Ia thay doi tich cic vE€ mat sd' lidu!



Céc cau chuyén thanh c6ng nhw thé nay vira van mot slide trinh chi€u
nhung d€ c6 tac dong tdi da, dwng chi chia sé chiing trong mot cudc hop.
Haiy in ra cédc tém tit dwéi dang poster va dén chiing 1én twong. Tai
Yammer, cdc tém tit ngin nhitng gi hoc hdi dwoc vé khach hang thwrong
dworc ching t6i dan 1én twong hodc trinh chi€u trén man hinh tivi trong van
phong. Viéc d6 gitip moi nguoi — khdng chi nhirng ngwoi de hop — nhin
nhan viéc phat tri€én khach hang nhw mét phian cua vian héa cong ty.

Viéc ban chia sé nhitng ciu chuyén nhw thé' nay hing tuan, hing thang, hay
ngau hirng khi ¢6 mot cu chuyén d€ k& con tly thudc vao td'c dd phat trién
cta td chirc cda ban va lwgng thong tin ban thu nhian dwoc. Trong mét cong
ty khéi nghiép nhd, viéc chia sé hing tuan 13 hop 1y. Trong mét t& chirc
16n hon, viéc cip nhat thanh cong trong phat triéh khach hang hing tuin cé
the gdy qua tai hop thw clia moi nguoi.

Tai Yammer, nhém nghién ctru nguoi ding ctia chiing t6i chia sé cac cap
nhét trong cudc hop ndi bd toan cong ty hing thang. Chiing toi ciling chia sé
nhtrng hi€u bi€t cia minh v&i chinh céc khach hang mdt TAn mdi quy trong
cong dong ri€ng tw cac khach hang doanh nghiép cia Yammer, va doi khi
12 trén cd blog cong khai ctia chiing tdi. Chiing ti c& géng tom tét cic
thong tin nhw “PAy 1a nhirng gi ching t6i tim hi€u dworc tr ban va két qua
cta né la nhirng gi chuing t6i da lam day.” Khach hang khong phai lic nao
cling dong y v&i cac giai phdp cua chdng tdi, nhwng tinh minh bach trong
cach ching t6i hoc héi, luén wu tién, khuyén khich ho dat ra cac cau héi.
Noi cach khac, viéc ndi vé phat trien khach hang that sw 1a mot cach khac
d€ thyc hién viéc phat trién khach hang.

GIO THIi BAN DA SAN SANG

Trong chin chwong vira qua, ban da hoc dwgc cach diéu chinh suy nghi,
xay dgng nhtrng gia thi€t va tim ki€m cac khach hang d€ hoi chuyén.
Ching t6i da trinh bay vE€ viéc phdng van, phan tich va bi€n cac ghi chd
cta ban thanh nhtrng quyét dinh kha thi vé san pham.

Tbi hy vong rang nhiéu ngudi trong cac ban khong doc 1ién mot mach dén
day. Toi mong rang ban da ddt sdch xudng, goi cho mét khiach hang va tim
hieu dwoc vE cdc van dé ma ho dang ¢4 gidi quy€t. Toi hy vong ban da



loai bd dwore mot vai gia thi€t, dwa ra dwore mot vai gia thi€t moi va tim ra
thém cac cau hoi d€ phdng van.

Ban sé& tha’y viéc phét trién khach hang dé dang va tir nhién hon sau mdi
cudc phong van. Ban s& méc 16i dd’y — toi sé tha't vong n&u khong phai vay
— nhwng n6 chéng qua thoi va mang lai cho ban nhirng bai hoc d€’Tan sau
ban lam t6t hon.

Trong qud trinh d6, néu ban c6 ciu hdi ndo, tdi ra't vui long dwoc ling
nghe. Toi s€ ti€p tuc tip hop cdc bai ding trén blog, nhirng khuén miu va
céac cau chuyén thanh cong trén trang:
http://www.leancustomerdevelopment.com. Ban ciling c6 th€ lién hé voi toi
mgi lic qua dia chi_cindy @leancustomerdevelopment.com. Chic may
man!

NHUNG PIEM CHINH CAN NHO'

e Huwdng din nhirng ai tiép xic v&i khdch hang céc cdch don gidn d€
tham gia vao viéc phat trieén khach hang.

e Khi khich hang dwa ra cdc yéu cau vé tinh ndng, hay hdi xem né€u c6
tinh nang nay, ho c6 th€ lam dwoc viéc gi ma ho dang khdng lam
duorc.

e D¢ hi€u nhirng gi khich hang danh gié cao, hay d€ nghi ho tich cyc va
nhiét tinh m6 ta san pham ctia ban cho mo6t ngwoi khac.

» Hay chia sé nhirng thanh cong trong viéc phat tri€n khach hang voi to
chirc ctia ban, trinh bay cach ma nhirng gi ban hoc dwore tir khach
hang mang lai mot thay doi tich cuec.

e Tin hiéu dé tha’y nhat vé nhitng diéu khong &n dén tir bd phan hd tror
khach hang.

e Bing céch dit cAu hdi cho mot khach hang dang ndi gian va ling nghe
ho, ban c6 the tim hi€u thém vé van dé ctia ho. Ling nghe 13 mdt c4ch
d€ xoa diu khach hang va hoc hdi dwgce twr ho.

e Tai sao ban can dit ciu hoi d€ tim hi€u cac van dé thuc: cac khach
hang dwa ra nhirng @€ xua't khac nhau d¢€ giai quy€t cing mot van dé
co’ ban. Nhiéu khach hang ¢6 thé’ dwa ra cac dé xud't giong nhau
nhung lai gdp nhirng van dé khéic nhau.

e Hay thém mot cau hdi vao e-mail giri khach hang. Hay dét cau hoi sao
cho ban c6 th€ tinh toan cac két qua.


http://www./
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Phu lucCac cau hoi hiéu qua

Viéc phat trien khach hang khong phai lic nao cling can 1én lich hay 1a mot
ki€u twong tac dwgre ca'u tric san.

Viéc ¢ ging dit ra mot cau hdi hiéu qua trong cudc hdi thoai ¢ the 1a mot
th4ch thitc. Ban dé vo tinh dit ra mot cau hdi din du (Ban nghi ban s& diing
X v&i thn sua't thé nao?) hay mot ciu hodi c6-khdng dan dén 1o ddp chi
mot tir (Ban ¢6 nghi Y 1a Iiva chon bira trira hop 1y cho gia dinh ban?). Cac
cau hdi c6-khdong khdng chi khong hiéu qua, ching con day vai tro ndi
quay lai phia ban vi ching khong khoi gori dwgrc mot phan h'6i cdi mé
hon. Ban phai c6 sdn cau hdi khac ngay 14p tirc. B&i ban mudn nghe nhiéu

hon 1a néi, cho nén d6 khdng phai 1a mot chién lwoe o3

73 Pirng hoi ai d6 xem hoi nghj thuwong nién trong nganh ctia ho 12 khi ndo
hay xin danh sach cac treong hoc trong thanh phd — day 1a nhirng sw that
ma ban nén ty minh tim ki€m. Pwng hdi cdac thdng tin ma ban ¢ the tim
trén trang web cta cong ty ho hodc xem cac video marketing cia ho. Trang
web Let Me Google That for You dwgc 14p ra d€ phan dnh cdm gidc phan
nd nay. Phan thong tin trang cé vi€t: “Trang web nay danh cho ta't ca
nhitng ai thd'y viéc 1am phién ban bang nhitng ciu hdi thi thuin tién hon Ia
te minh tim trén google” (http://www.Imgtfy.com). (TG)

CANH BAO

Pirng hdi nhitng cAu hdi ma ban c6 the ty trd 161 bang cdch dung cong cu
tim ki&m. Moi ngudi mudn cdm gidc minh c6 ich bang cch cung cAp céc
thong tin chi ho biét. Hay d6i x& v&i ho nhw cac chuyén gia, chi khong
phdi nhirng tror 1y nghién ctru.

Trong phan phu luc nay, tdi s€ dwa ra cho ban mot danh sach cac cau hoéi

ma ban c6 th€ st dung. V&i moi cau hoéi, ching tdi s€ néi vE cau tric cla
no, thoi di€m phut hop d€ hdi, va di€u ban c6 th€ hoc dwoc bang viéc hoi
cau do.
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CAC CAU HOI CHO BAT KY CUQC PHONG VAN PHAT TRIEN
KHACH HANG NAO

Cho du ban 1am viéc cho mot cong ty khéi nghi€p hay mdt cong ty da on
dinh, nhirng cau hdi nay c6 the gitp ban.

Xin k€ cho toi vé I'dn cud’i cung ban ___

Tinh huong

Khach hang dang néi vé mot nhi€m vu cu th€, hoac dang phan nan vé né
hodc bay t6 y mudn thye hién né nhanh hon, t6t hon, hodc khong gi ca.

Pay khong hin 1a mot cAu hdi ma nhw mot 101 moi tw do chia sé. Ching c6
y nghia gi khi dit ra cdc cAu hoi vé thoi gian, nd lwe, chi phi hay gi4 trj vi
ban chwa bi€t li€u c6 ba't ky y€u t6 nao trong d6 khi€n ho quan tam khong.
Mot diém quan trong khéc cda cau hdi nay 1a ban dang hdi v& mot hanh
dong thd’y dwore trong qua khir, khong phai 1a mét hanh dong c6 th€ trong

twong lai. Khi moi ngwoi néi vé nhirng gi ho ¢6 th€ lam trong twong lai, ho
¢ xu hwong ky vong hon, tich cye hon va kém chinh xéc.

Nhitng gi ban sé hoc dwwoc

Khi ban khdng ngu y rang ban dang tim ki€m mdt thong tin cu th€ nao,
khach hang s€ don gian la néi vé nhirng gi quan trong nha't véi ho vé
nhiém vu d6. N6 ¢6 trd 1o cho céc céu hoi ai, cdi gi, tai sao, khi nao, hodc
nhw thé nao; né cé the’ mang cam xuc tich cyc hodc ti€u cyec.

LUUY

Nhirng gi khach hang lya chon néi dé€n triedre tién la chi da'u cho biét cach
ban nén ti€p tuc cudce tro chuyén.

Néu ban c6 th€ viy ciy diia th'an va thay doi bat cw diéu gi vé cach
ban [thwre hién nhiém vu nay], diéu dé s€ la gi?

Tinh huong



Cau hoi nay 1la mot cach hiéu qua d€ gitp cho cac khach hang bi b6 bude
vao mot gidi phap cu th€ hodc bi can tr¢ bdi mot gidi han thyce t€ hay trong
nhan thirc.

Nhirng gi ban sé hoc dwoc

Cau hoi nay budc khach hang xac dinh di€m dau 1é'n nha't cia ho. N6
thwong 1a cach d€ ban tim hi€u thém vé méi treong cia khach hang: liéu
cay diia than c6 gilp anh ta lam gi d6 nhanh hon hay t&t hon, hoac loai bo
cac chwdng ngai hay tinh quan liéu?

Ban dung nhwng cong cu nao cho ?
Tinh huong

Cau hoi nay khai thac cac thong tin chi ti€t. N6 gitp thic day khach hang
di xa hon nhirng mo ta chung chung vé cach ho hoan thanh mét nhi€ém vu
hay xt& 1y mot tinh huéng.

K& ca khi ban néi 16 rang ban quan tim d&n kinh nghiém cu th&€ ctia mot
khéch hang thi ho vin ludn khéng tin diéu d6: “O, toi khdng nghi ring ban
mudn tdi dé cap dén cdc trang web hay &rng dung cd nhian ma t6i ding —
T6i dd nghi ban mudn mot ciu trd loi chung chung cé theé ding v&i nhirng
ngwoi khic ntra.”

Nhirng gi ban sé hoc dwoc

Cac trang web, thi€t bi, chwong trinh phan mém, (rng dung hodc nhirng
phwong phap cu th€ ma khach hang st dung. Néu khach hang dang st
dung céc cong cu d€ cd strc gidi quy&t mot van dé, d6 1a mot da'u hiéu to't.
N6 cho thdy ring ho nhan ra vAn dé va that sy nd lyc d€ gidi quyét né.
(Mot khach hang ¢ y dinh thi mét gidi phdp cho mot van dé nhwng chwa
trng tim cach gidi quy€t né thweong khong phai 1a ngwoi gdp van deé.)

Ban bét d4u st dung [cong cu] khi nao, nhirng lgii ich ma ban mong
doi la gi?

Tinh huong



Hay dung cau hdi nay né€u khach hang nghi van dé cta ho da dwoc giai
quyét. Ho dang dung mot sdn pham ma it nha't giai quyé&t dwgrc phan nao
cac diem dau ctia ho. Ho ¢6 theé’ khong tich cuyrc tim ki€m mot giai phap tot
hon.

Nhitng gi ban sé hoc dwwoc

Nhirng ky vong ban dau cta khach hang xoay quanh viéc gidi quy€t van dé
ctia ho. Né&u cong cu d6 1a mot san pham thwong mai (trdi ngwoc voi
nhirng th nhw biit chi va gidy), s€ hiru ich khi nhin vao théng tin
marketing ctia san pham dé6. Hay so sanh gia tri dwoc hira hen trong thong
tin marketing san pham v&i nhitng ky vong cuia khach hang.

Toan bd van d'€ c6 the’ khong dwgc giai quyét

Chuyén thuong gip 12 khach hang bit dau ding mdt sdn pham hoic dich
vu cho modt muc dich réi phat hién né htru dung cho mdt muc dich khéc.
Khach hang d6 ¢6 th€ hoan toan hai long v&i gia tri mdi ctia san pham
nhung van chwra gidi quyé&t dworc van dé cta ho. Ciu hoi thich hop d€ tiép
tuc tim hiéu la:

C6 diéu gi ban ky vong lam dwore voi [tén cong cu] ma ban khong lam
dwoc khong?

Ban lam voi tAn suat nao? Cu the hon la, ¢6 bao nhiéu I'in
trong thang truoc?

Tinh huong

To6i theong dit ra cau hdi nay khi khach hang bay to sy quan tim t&i mot
san pham hodc tinh nang gidp ho giai quyét van vé véi mot nhiém vu hodc
cong viéc thwong ngay.

Cau hdi vé tan sua't dé dwoc chap nhan trong mot cudc trd chuyén vi the’
n6 khong dat nguoi nghe vao thé” phong thi. B&i moi ngwoi thwong khong
gidi wore tinh £An sud't ca cac sw kién, viéc ti€p tuc véi mot khoang thoi
gian cu th€ trong qua khir (khéng qua dai, & day toi dwa ra mot thang) gitp
ho d& dwa ra mot tinh todn chinh x4c cho ban. Viéc ding cAu héi dang “Bao



nhiéu lan” cling htru ich n&u ban dang héi vE€ cac hanh vi it dwoe xa hdi

chap nhan hodc khach hang xau ho khi nhéc vé n6. 2

74 Mot trong nhirng ban be cia toi 12 y td cia mot phong khdm mién phi
trong mot khu dan cw thu nhap thap. C6 dwoc dao tao d€'hdi: “Ban dung
ma tiy bao nhiéu I'dn vao tuén tred'c” thay vi hdi “Ban ¢6 diing ma tdy
khong?” vi bénh nhén s€ trd 1oi chan thanh (du it hay nhiéu) cho ciu hoi
thir nha't va néi doi khi gdp ciu hdi th hai. Viéc khong c6 birc tranh chinh
xac vE€ cac thoéi quen ciia khach hang gay khé khan cho viéc cung cap bién
phédp cham s6c y t&€ hiéu qua. (TG)

Nhitng gi ban sé hoc dwwoc

RO rang, ban dang hoi vE tan sud't xay ra mét tinh hudng, viéc nay giip ban
tim ra liéu day c6 phai 1a van dé du nghiém trong d€ dau tw vao viéc giai
quyét nod.

Ban ciing dang ngdm hoi vé sy wu tién. Khdng hi€m treong hop ai @6 md
td mot tinh hudng xay ra thwdng xuyén va thira nhan rang né da khong xay
ra thang tredre. Sau d6 thi khach hang d6 phan &ng thé" nao? Ho ¢6 cuwoi to
va thira nhén rang: “Thoi dworc, 6 theé nd that sy khong phai 1a van dé 16n
dén thé,” hay ho néi véi vé phong thit: “O, né c6 vé nhw xay ra thuong
xuyén.” Treong hop sau 1a da'u hiéu cho thd’y day la van dé dic biét
nghiém trong hodc la vin @€ lién tuc gdy cang thiang & mic thap. D6 la
mot van dé dang xem xét!

Khi di'€u nay xay ra, ban hodc cong ty ban mat thém bao nhiéu thoi
gian hoac tié€n bac?

Tinh huong

Ban di x4c dinh dwgre van dé nhung khong chic chén ring liéu viée stta n6
c6 sinh 1oi. Cu hdi nay ciing rat hitu ich n&u ban khdng chic chin vé tinh
nghi€ém trong ctia di€m dau cua khach hang b&di khach hang khong boc 16
nhi€u cam xdc. (T4t nhi€n, trong mdt khong gian cong cong nhw mot hoi
nghi hoac cudc gidp ban hang, moi ngwei ¢6 xu hwdng khdng boc 16 nhiéu
cam xuc.)
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Nhitng gi ban sé hoc dwwoc

Cach khach hang nay nghi vEé thoi gian va tién bac. Liéu anh ta c6 phai la
ngwoi chiu trach nhiém cho viéc dau tw mot trong hai ngudn lwc d6?
Khéch hang nay c6 phai la ngwoi dung chinh nhwng khong phai la ngeoi ra
quy€t dinh mua?

Gitp ho dinh Irong

Nhiéu ngueoi (dac biét 1a ngwoi tiéu dung va cd doanh nhan) khong quen
tinh todn thoi gian va tién bac bi lang phi. Moi nguoi dwa ra ra't nhiéu
quy&t dinh b4t hop 1y. Tuy nhién, viéc hwdng din khach hang tinh toan 1a
htru ich:

Nguwoi phdng van: Ban vira mo td mot van d€ xdy ra trong cong vige gia
dinh, chang han ban nhan ra la trong nha hét d6 an. Khi viéc nay xdy ra,
ban mat thém bao nhiéu thoi gian va tién bac?

Khéch hang: Cha, t6i chi can chay ra ctra hang hoac c6 th€ goi banh pizza.

NPV: Viy thi, né€u ban thic hién mot chuyén di khong dinh tred'c dén cira
hang tap hoa, viéc d6 ma't bao lau?

Khéch hang: O... ¢4 1& 20 phiit. Thét ra 14 30, néu cira hang déng khach.

NPV: Khoang thoi gian con lai cia budi tdi d6 bi anh huwdng thé nao khi
ban ma't thém 30 phat di ra ctra hang roi mua d6 va di vé?

Khach hang: Vang, sau dé ching t6i s€ an t6i mudn hon, phai v0i vang
hwdng dan bon tré 1am bai tAp VEé nha r'oi tim rira va di ngt mudn. D6 1a 1y

do lwa chon goi pizza ha'’p dan hon.

NPV: Gia dit pizza so v&i gid nhirng gi ban mua twr ctva hang tap héa d€
nau dat hay ré hon?

Muc ti€u ctia ban khong phai 1a d€’ c6 dwore con s§ tinh toan chinh xac, ma
d€khach hang y thirc ré hon vEé gia tri ma ban dang cung cap.

Con ai khac gap phai vin d'€ nay?



Tinh huong

Ban dang tim ki&m thém phan khtic khdch hang d& nhdm t&i, hodic ban
khong chéc rang khach hang muc tiéu ban d4u la chinh xdc.

Nhitng gi ban sé hoc dwwoc

b&i twong khac ma ban c¢6 the néi chuyén. Lo ich khac ctia cau hoi nay la
khéch hang cta ban ¢6 the' nhén thirc t6t hon ban vé nhirng di€m chung
gitra ho va cac khach hang khac. Chang han, n€u ban dang xay dung mot
san pham cho tré so sinh, ban c6 th€ gia dinh ring khach hang muc tiéu 1a
cdc bac cha me. Nhung cha me biét rang ho khong phai 14 nhitng ngudi
duy nh&'t mua @6 cho bé — ngwoi mua bao gém ca 6ng ba, ¢6 di chd bac,
hang xém, va ba't cir ai dwgc moi d€n tiéc bao sinh. Mot mo ta chinh xac
hon vé khach hang muc tiéu c¢6 th€ 1a nhirng ai mua qua cho tré so’ sinh.

Khi ban lam (hoic s dung) , ban ¢6 lam gi khac ngay trwoc dé
de chuan bi khong?

Tinh huong

Ban ludn c6 the hdi cAu nay — g4n nhr moi nhiém vu hoic coéng viéc hing
ngay déu bao g0m cac budc chuan bi ma khong phai lic nao ching ta ciling
nghi d&n. Day cting la mot ciu hoi “phd bang” htru ich khi ban dang néi
chuyén v&i mot khach hang trdong c¢6 vé khong ¢6 gi d€ phan nan, chang
han mdt khach hang hién tai ma von da lam moi viéc theo thoéi quen.
Khong cé ric rdi nao rd rang, vi vay ho khong nghi xem c6 thit gi ¢6 the
dworc cai thién. Hodc ¢6 thé ban da hoi ciu “Xin cho t6i biét cach ban...”
va ban cam gidc ring cau tra 1o ctia khdch hang qué hep.

Nhitng gi ban sé hoc dwworc

Co6 th€ c6 nhirng di€u kién ti€n quy€t d€ khach hang dung san pham cua
ban (T6i chi dung X khi di cong tac). N&u c6 nhirng hoat dong hoac nhi€ém
vu lién quan ma ai d6 lu6n lam treedc khi dung san pham cda ban, d6 1a mét
co’ hoi d€ m@ rong cac tinh nang hodc hop tac véii mot san pham hodc dich
vu bd sung.



Tra héa don trye tuy€n la viéc thi cong mét cach dang ngac nhién

O Yodlee, doi ngi thi€t k& cua t6i hop tdc véri mot ngan hang ti€u dung 1on
de€ tim ra cach thanh toan héa don tryc tuyé€n thuén ti€én hon. Dy an nay da

bj hily trwde khi cdc ki su bét tay thie hién nhurng t6i khong bao gio quén

dwore sy that gdy ba't ngo téi nghe dwore tir cac khach hang ma toi phong

AL

van:

Khach hang: T6i khong thyc sw ¢6 phan nan nao vEé viéc st dung thanh
toan héa don tric tuy€n — né ¢6 hiéu qua va thuan ti€n hon viéc viét séc va
ghi nh¢ d€ dong dau.

Toi: Ban da néi vaoi toi vE cac budre tién hanh khi ban tra héa don truc
tuyén. Ban ¢6 phai lam gi d€ chuan bj triedrc khi vao trang web ngén hang
khong?

Khéch hang: Khong...A, toi bi€t ngan hang cho biét s& dw tai khoan ciia
toi nhuwng n6 khong chinh xédc vi toi sé ridt tién tv may ATM trong khoang
ttr hién tai d&€n khi d&€n han thanh todn. Va t6i c6 vai héa don ty ddong thanh
toan. Thé nén to1 can tinh xem sO du thuc té€ 1a bao nhiéu.

To6i: Ban lam di'€u d6 bang cach nao?

Khéch hang: T6i thwong 18y gid'y nhap va mdt ciy but r'oi lam phép trw,
ki€u nhuw, t6i c6 ting nay tién, r'oi tree di s6° ma tdi nghi 1a toi s€ rut, r'oi trwe
di cac khoan ty dong thanh todn. Sau dé t6i bi€t dwoe s& dw tai khodn thue
ctia minh va c6 th€ bt dau dién vao s tién ma tdi mudn thanh todn truc
tuyén.

Khach hang nay von dinh trd héa don tryc tuyé€n qua trang web nhwng that
ra viéc nay lai bao gom buwdc chuan bi thi cong. Toi da nghe dwoc nhiéu
bi€n th€ ctia cAu chuyén nay tw nhiéu nguoi.

Gio thi, liéu c6 lgi cho viéc kinh doanh khéng néu xay dwng thém cong cu
tinh todn trén trang web ngan hang trgc tuy€n? C6 the khdng; cic ngan
hang ki€m doanh thu cyc 1on ttr nhieng khach hang vo tinh thdu chi tai
khoan ctia ho. La nguwoi thi€t k& cac phan mém tai chinh trong nhiéu nam,



toi ra't ngac nhién khi phat hién ra hanh vi pho bi€n nay ctia ngwoi ding,
diéu ma t6i khong th€ nao nghi dén.

Du¢i day 1a mdt cau hoi lién quan:

Khi ban lam (hodc st dung) , O viéc gi khac ma ban lam ngay sau
do6 khong?

Twong ty nhw cau hdi & trén, ddy 1a mot cach hay d€ tim hi€u thém veé tinh
hudng tr mot géc nhin rong hon. Téi da néi trong Chwong 4 veé viéc khai
quat héa 1én mot bac khi dit cdu hodi — viéc hdi vE nhirng gi moi ngwoi lam
trirdc va sau mot nhiém vu hodc théi quen cu the€' 1a mot cach khéac d€ thuc
hién diéu do.

Ban c6 sin sang giip d& ching t6i bang cach tham gia chwong trinh
nghién cwru ngwdi ding hodic ban thit nghiém?

Tinh huong

Hay ludn dwa ra ciu hoi ndy & cudi mdi cudc phong van! Pung cho dén
khi ban ¢c6 mot chwong trinh thit nghiém chinh thike tai chd. Viéc nay cuc
ky htru ich d€ c6 mot ngan hang dia chi e-mail cia nhirng ngwoi da dong y
gidp do ban trong teong lai.

Nhitng gi ban sé hoc dwoc

Néu ban dang gidi quyét van dé cta khach hang, moi ngwoi sé trd 1o “Cé”
khi dugc hdi cdu nay. Néu ban nhan dwore ra't nhiu ciu trd loi “Khéng”,
hay xem d6 nhw sy phti nhan d6i v&i gia thiét cia ban.

Lam thé nao viéc hoi ciu nay giap ich cho viéc phat trién san pham
trong twong lai

Mot khi ban dd c6 nhitng ngwoi sn sang tra 1¢7i cdc cAu hdi, ban c6 the cit
giam ra’'t nhanh s6” gid dinh ma ddi ngd ctia ban phai dwa ra trong viéc phat
tri€n sdn pham trong teong lai. Ban c6 thé’ nhanh chong dwa ra nhirng
khang dinh don gidn (Tdi cho ring hau hét khdch hang dang diing tinh



nang nay trong khi ho di xa) va gii né d€n mot nhom ngwoi qua e-mail d€
nhan phan h'6i tw ho:

Cau hoi nhanh: Liéu ¢c6 mot dip hodc tinh huéng cu thé€ nao xay ra khi ban
dang dung [tinh nang] nay khong? (N€u c6 thi do6 la gi?)

Chiing t6i mudn chic chin rang chiing tdi hi€u cdch ma moi ngwdi dang st
dung [tinh ndng] trwde khi quyét dinh dat wu tién cho thay doi nao. Cam
on sy gitp do’ cua ban!

Nén danh mét chiit thoi gian chinh stra cdch dung tw trong céu hdi sao cho
cu tra loi nhan dwoe khong chi 1a c6-hay- khong (Chang han, cu “Ban c6
bi hét thirc pham vao gitra tudn khong?” nén stra thanh “Ban thwong bj hét
thirc pham khi nao?” Néu céu tra loi ciia khach hang 1a “T6i khong bi hét”,
ho s€ ndi v&i ban nhw vay.)

Diéu nay hoan toan khac v&i Céau héi chia tuan dwoe néi dé€n trong Chwong
9. D6 1a mot ciu hdi ngiu nhién, dwoe didt ra cho ba't ci ai ban tinh co lién

hé trong tuan do, chi d¢ lién tyc tim hi€u. Trong treong hop d6, ban mudn

c6 mot clu tra 1o ra't ngin va chéc chin d€ sau nay c6 the tim lai cac phan

hoi, chang han, trong hé thd'ng ti&p nhan van @& ric rdi clia ban.

D&1 voi cau hdi nay, ban nén chon mot s6” khach hang cu th€ ma ban tin
tweong va hoi ho (trong e-mail cd nhan), dé nghi ho (trong e-mail ¢4 nhan)
tra 1oi 16 sao cho d6i ngii ctia ban khong phai mat thoi gian tranh ludn vé
nhirng y ki€n chwa dwgrc chirng minh.

CAC CAU HOI CHO SAN PHAM HIEN TAI

Khi di c6 s&n san pham, ca ban va khach hang cia ban c6 the c6 mot s&
dinh ki€n can vuegt qua. Khach hang c6 the€ da tha'y mdt 19 trinh san pham
trede d6 va ky vong mot s6 tinh nang cu the€. Ban c6 thé€ ¢6 thién kién vé
nhtrng g1 ban nghi 1a khich hang can va mu6n.

Khi ban su dung [san pham cta ching tdi], di€éu d4u tién ban lam voi
no la gi?

Tinh huong



Ban mud6n tim hi€u thém vé kinh nghi€ém chi quan ctia khach hang. Cac
cau hoi vé trinh ty d6i khi cho ban mot ciu trd 1o chi tiét hon.

Nhirng gi ban sé hoc dwoc

Tuy thudc vao cach ban tinh toan veé viéc st dung san pham, ban c6 th€¢
nhan dwoc céac cau trd 101 xéac thye cho cau hdi nay ti cac phan tich dinh
lwgng clia minh. Mac du vay, toi thwong ngac nhién tredc mire do thwong
xuyén cda viéc ky trc chii quan ctia khach hang vé nhirng gi ho lam khac
biét v&i nhat ky khach quan ctia ching t6i vEé cac hanh dong ho thyc hién.

Viéc hwru ich nhat ma ban thwong xuyén lam véi san pham cta ching
ti 1a gi?

Tinh huong

Ban c6 mot gia thi€t vé nhirng gi khach hang danh gia cao nha't. Ban mudn
xac nhan n6 d€ xac dinh xem can dau tw d€ cai thi€n san pham & dau.

Nhitng gi ban sé hoc dwoc

Nhitng nguwdi xay dyng san pham c6 xu hwdng tin ring khach hang sé nhan
dwgc gid tri In nha't te cac tinh nang ¢6 tinh ky thuét cao nha't hodc khé
nha't. Piéu nay thwong khong ding! Téi thwong nghe khach hang phan nan
ring céc tinh ning dwge ding nhiéu nha't va hiru ich nha't lién quan dén
cac hanh dong don gian nhw chia sé hodc xua't thong tin.

Néu bay gio’ ban ¢6 [tinh nang ban yéu caul], viéc do gidp cudc song
cua ban t6't hon nhw thé nao?

Tinh huong

Mot khach hang vira yéu cau mot tinh nang cu th€ hodc mot thay doi trong
san pham cfia ban. C6 th& ban khong nghi ring né phit ho'p véi tAm nhin
san pham cfia ban hodic don gidn 1a ban khong chéc rang minh hiéu nhitng
g1 khéach hang yéu cau.

C6 th€ ban can diéu chinh mrc d6 trang trong trong cau tw, tiy thudc vao
khéach hang va m6i quan hé hién tai. Cé mdt rui ro nhéd 1a khach hang ghi



nhan cau hdi nay nhr mot sy xem thwong. Du vay, toi that sy khuyén ban
nén hdi theo ki€u cd nhan va mo h'é — “lam cho cudc sdng cua ban tot
hon” hodc “lam cho cdng viéc clia ban dé dang hon”. Né&u hdi vé mot thir
gi d6 cu th€ hon, nhw ti€t kiém thoi gian hay tién bac, ban s€ nhan dwoc
mot cau trd 101 mang tinh phong tha.

Nhitng gi ban sé hoc dwwoc

Van d& ma khach hang nay dang cd ging gidi quyét!

Cac khach hang khac da néi véi toi rang ho gip [van d'€]...
Tinh huong

Dung nhw cau héi cudi cung trong mdt cudc phdng van phat trien khach
hang. N&u ban dang c& xdc nhan rang mot van dé anh hwdng dén khach
hang kh4c thi viéc ai do tw nhién dé€ cip dén van deé s€ 1a mot da'u hi€u co
strc nang hon. Nhwng do6i khi ban ¢c6 mét trie gidc manh: ban biét 1a khach
hang nay gip mot van d&, dit ho chira nhic d&n né. Trong tredmg hop nay,
mdt goi y ¢ the khi€n ho ndi ra.

Khi ban khong ¢6 thei gian cho mét cudc phong van dai. Ban cling ¢6 th€
dung céu hodi nay néu ban khdng ¢ da thoi gian cho mot cudc phdng van
dai, trong trrong hop nay né ¢6 vai tro nhw 1a mot khéi dau dde 1ap hivu
ich. (Lwru y rang n6 khong phai 12 mot cAu hdi c6/khong ma 1a mot 1o goi
mo d€ khach hang chia sé.)

Khi ban thdy mdt hinh mau va mudn thir xem né cé diing khong. Khi bét
d4u noi 1én mot hinh mau, ban ¢6 the’ dung ciu hoi nay bang viéc dua ra
hinh miu trdi ngwoc va khang dinh ring ngwdi khéc bi 4h d6 1am né theo
céach khac. Xem chi ti€t trong Churong 6.

Nhitng gi ban sé hoc dwwoc
Vi mot s&' 1y do, viéc dé cap dén cac khach hang khéc cé the€ kich thich moi

ngwoi dwa ra nhieng phan h'6i sau hon, trung thye hon 1a chi d6ng y hodc
khong dong y mot cach mu mo.



C6 th€'1a vi diéu nay dwore xem nhw mot s cho phép d6i véi viée phan
nan. Nhirng ai tirng nhan cudc goi ciia mot khach hang dang gian dix c6 the€
tha’y diéu nay kho tin, nhwng hdu hét khach hang khong that sy thodi mai
khi phan nan — diéu d6 c6 nghia ring van @& ctia ho khong dworc giai
quyét.

SU DUNG MOT BAN DEMO KE CHUYEN

Dbo6i khi viéc dat ra mot cau hoi khong hiéu qua bang viéc k€ mdt cau
chuyén va moi nhin xét.

Duw¢i day 1a doan trich tor mot kich ban demo ma t6i da dung tai Yammer
d€ c6 dwgrc phan h'6i ciia khach hang vé y twdng cho mdt s6 tinh nang
moi:

T6i mudn trinh bay v&i ban cach ching t6i hinh dung mét nhan vién cla
ban lam viéc v&i Yammer. Ching t6i that sy trong dori phan h'di cda ban, vi
vay hay thodi mai nhin xét va dat cau hoi cho t6i ba't cir lic nao.

Vang, ching ta sé bat dau v&i nhan vién hw cd'u chia ban, Jessica, c6 1a
nhan vién cua mdt cong ty hw ca'u, Alpine Style. Jessica la nhan vién ho tro’
khach hang, c6 tham dg mdt hoi nghi tuan nay.

[Tai trang d4u tién ctia ban demo, hién thi viéc dang nhap vao Yammer]

[Di chuyén xuéng d€n cudc tro chuyén dang bdi “Brian” vE céac dia chi
lién lac & REI]

Gio Jessica dang doc cac cudc dam thoai dang b&i cac nhan vién khac tai
Alpine Style. C6 s& tha'y riang ai d6 dang hdi mot cau hdi ma cd c6 the
gitp. Gio thi, trong treong hop nay, Brian, nguoi khéi xwdng cudce tro
chuyén nay trén Yammer, khong bi€t Jessica c6 th€ gitip. N&u anh ta chi
guri di mdt e-mail d&€n mot ngwoi khac thi Jessica da khong ¢6 co hoi d€ tra
loi. Gior thi co 8y s€ tra 1oi...



[GO cau tra 1o cha Jessica: “Ching tdi da lam viéc voi Mary Stevens ldc
tred'c. Hay cho ti s&” dién thoai cua ¢6 &7y.”]

Sau d6, Jessica nh¢ lai mt tai liéu ma nhém da st dung trong mot thwong
vu tredre ddy véi REI, vi vay ¢d diéu heong dé€n nhém d€ tim no.

[Bam vao thanh menu bén trai d€ chinh ban demo sang man hinh ti€p theo,
man hinh nay hién thi nhém ban hang West Coast]

Lic nay Jessica dang nhin vao nhom ban hang West Coast, va cd c6 th€
duyét cac tap tin & day...

[Nhap chudt vao vao tab Files d€ chinh ban demo sang man hinh ti&€p theo,
man hinh nay hién thi mot danh sach cac tap tin]

Jessica tha’y tap tin ¢c6 mu6n va nhan ra c¢6 ¢c6 mdt cau hdi danh cho nguoi
da tong hop n6. C6 khdng phai thoat man hinh nay va tap trung dét cau hoi
ngay tai day...

[Ba&m vao menu Online Now d€’ti€n d&€n man hinh demo ti€p theo, & day
ching t6i hién thi mét danh sach nhirng ngwoi dang online]

[BaAm vao “Rick Chan” d€'ti€n t&i man hinh demo ti€p theo, man hinh nay
hién thi mot cira sO soan ndi dung chat]

Jessica héi Rick veé thwong vu ldc trede voi RET ...

[GO cau hdi cua Jessica: “Rick, anh ¢6 the gitip Brian McConnell trong
chuyén tham REI ctia anh ta vao ngay mai khong?” va nhap chudt de€ ban
demo chuyén sang man hinh ti€p theo]

Bin demo k& chuyén dit trong tAm vao van dé ma ban dang cd ging d&
giai quy€t cho khach hang thay vi cho ho thdy céc tinh nang.

Theo kinh nghiém cua tdi, khach hang thwong stra ban demo cua ban (“D6
khong phai 1a cach chung toi xi 1y tinh hudng d6. Hay d€’toi trinh bay cho
ban... ), do6 chinh x4c 1a loai thong tin ma ban dang tim ki€m trong phat
tri€n khach hang.



NEU NO HIEU QUA, HAY LIEN TUC HOI

To6i da cung cap cac cau hdi nay d€’ dam bao ban c6 mot nén tang td't cho
ca cac cudc phdng van phat trien khach hang ¢ ca'u tric cua ban va bat ky
cudc tro chuyén dac biét hon nao véi khach hang. Tuy nhién, ban sé khong
can d&n danh sich nay 1au. Mot khi da bit dau néi chuyén vé&i khdch hang
thwong xuyén, ban s€ phat tri€n mdt cam giac t6t vEé loai cau hoi khién
khéach hang chia sé. Néu ban dat cau hoi mot cach ty nhién va né goii ra
mot cau trd 1o nhiét tinh trong nim phiit, bing moi cdch hiy tiép tuc ding
cau hoi do!
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