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Loi mé dau

Tbi nhé 1an dau tién dugc budc chan vao try s mdt tap doan 16n tai TP.HCM,
cam giac vira choang ngop vira thich thii. Moi thi tir cach ho sdp xép ban ghé,
cach nhan vién di chuyén, dén cach moi quyét dinh duoc dua ra tat ca déu c6 trat
tu va logic riéng. Luc do, t6i tu hoi: diéu gi khién nhitng doanh nghiép nay
khong chi ton tai ma con phat trién manh mé qua thoi gian?

Cau tra 1oi don gian nhung khong hé dé thuc hién: nguyén tac kinh doanh viing
chéc. Nhimg nguyén tic iy khong phai 1 nhimg 1y thuyét kho khan, ma 13
nhitng bai hoc dac rat tir thuc té, tir that bai va thanh cong, tir nhitng quyét dinh
nho dén chién lugc 16n. N6 gidng nhu bo khung gitt cho doanh nghiép dtng
virng khi séng gi6 xay ra.

Trong sudt qua trinh quan sat va tim hiéu, t6i thdy rang cac doanh nghiép 16n &
Viét Nam, nhu Vinamilk, Thé Giéi Di Pong hay Viettel, déu c6 nhitng nguyén
tac kinh doanh c6t 15i gitp ho ton tai va phat trién. Khong phai lic ndao ho ciing
thanh cong tuyét d6i, nhung nho cic nguyén tic 4y, ho biét cach vuot kho, thich
ung va mo rong.

Cubn sach nay sé chia sé 30 nguyén tic kinh doanh quan trong ma bat ky nguoi
1am kinh doanh, nha quan 1y hay startup nao ciing c6 thé hoc hoi va ap dung.
Mbi nguyén tac déu di kém cau chuyén thuc té, vi du tai Viét Nam, dé ban théiy
0 cach nd van hanh va hi€u qua ra sao.

Loi khuyén trude khi 4p dung 30 nguyén tac
Trude khi bat dau, co6 mot so diéu toi mudn ban luu y:

Khong 4p dung tat ca cing mot lic: 30 nguyén tac 1a mot bo cong cu. Ban chon
nguyén tac phu hgp véi giai doan hién tai ciia doanh nghiép dé bat dau.

Hiéu rd trude khi 1am theo: mdi nguyén tic di kém cau chuyén thuc té va vi du
tir doanh nghiép Viét Nam. Hiy doc k¥ va suy ngdm cach né van hanh.

Diéu chinh linh hoat: khong c6 cong thirc ndo hoan hao cho moi doanh nghiép.
Hay bién nguyén tac thanh phi hop véi vin hoa, ning luc va thi truong cia ban.

Hanh dong ngay: doc thoi khong du. Chon 1-2 nguyén tic, thir 4p dung va diéu
chinh theo thuc té, roi tién téi cac nguyén tac khac.

Cubn sach nay téng hop 30 nguyén tic kinh doanh quan trong ma bat ky ngudi
1am kinh doanh, nha quan 1y hay startup nao ciing c6 thé hoc hoi. Muc tiéu don
gian thoi: gitp ban hoc cach nhin, ra quyét dinh va hanh dong nhu nhitng doanh
nghiép 16n, du ban dang diéu hanh mot cong ty nho hay méi bit dau khoi
nghi¢p.
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Phan 1: Chién luge tong thé

Hiéu rd stt ménh va tam nhin doanh nghiép

Hdi nam 2016, t6i c6 dip gip chi Huong, CEO mdt startup cong nghé gido duc
tai Ha N§1. Khi do, cong ty cua chi dang trong giai doan khé khan: doi ngli mau
thuan, nhan vién roi di lién tuc, san phém lién tuc thay d6i ma khong on dinh
trén thi trudng. Mot budi chiéu, t6i ching kién mot cude hop cing thang dén
muic ai ciing im lang, chi trir tiéng gd ban ctia chi Huwong khi chi n6i: “Chung ta
lam gi cling dugc, mién 1a khach hang mua? Hay chiing ta dang lam nhiing tht
minh khong biét myc dich 1a gi?”

Chi Huong ké sau d6, chi nhan ra van dé cdt 16i: mot doanh nghi¢p ma st m¢nh
va tam nhin khong 13 rang thi moi hanh dong déu rdi ram, va nhan vién ciing
khong biét phai di theo hudng nao. Trude ddy, chi nghi ring san pham hay chién
luoc tu nd s& dan dat doi ngti. Nhung thuc té, moi nguoi mot hudng, cong vicc
bi tring 1ap, quyét dinh bi tri hodn, va cong ty mat dinh hudng.

Chi bat ddu mot hanh trinh khéc: hop timg bd phan, ling nghe timg nhan vién vé
cam nhan va mong mudn, roi cung nhau viét ra st ménh va tdm nhin rd rang, dé
hiéu va day cam htmg. St ménh cua cong ty 1a “Giup hoc sinh Viét Nam hoc tap
hiéu qua, ty tin budc vao twong lai”, con tAm nhin 13 “Trd thanh nén tang gido
duc truc tuyén hang dau Viét Nam trong 5 nam t&i”.

Khi stt ménh va tim nhin dugc xéc 1ap, hi€u ung thay doi 1ap trc: cac bo phan
phdi hop nhip nhang hon, nhan vién biét 16 myc tiéu ctia minh, va moi quyét
dinh déu duoc dit trong bdi canh “huéng dén st ménh chung”. Chi Huong ké
rang cam giac nhu ca cong ty bdng cuing nhin vé mot hudng, va moi xung dot
giam di, ndng lugng sang tao tang Ién.

Cau chuyén nay nhéc t0i dén cau noi c6 nhan: “Podn trude dwong di méi biét
dirng, biét hudng di méi biét dimg bwde”. Trong kinh doanh hién dai, st ménh
va tam nhin khéng chi 13 1y thuyét, ma 14 la ban dinh huéng cho moi hanh dong,
quyét dinh va vin hoa ctia doanh nghiép.

Bai hoc thuec tién:

Trude khi dua ra bat ky quyét dinh 16n nao, hiy hoi: “Liéu hanh dong nay c6
phu hop v6i sit ménh va tam nhin ctia doanh nghiép khong?”

Tham van d6i ngil, 1ang nghe va thong nhat muc tiéu dé moi ngudi cing dong
thuan.

St ménh va tam nhin phai dé hiéu, cu thé va truyén cam hing.
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V61 sit ménh rd rang, doanh nghiép co6 thé vuot qua xung dot ndi bo, tap trung
nguon luc dung chd, va dinh hudng phat trién bén viing.

Xac dinh gia tri c6t 16i dé din dat quyét dinh

Cach day vai nam, t61 dugc moi tham dy mot budi hop chién lugc tai mot cong
ty thuong mai dién tir vira va nho & TP.HCM. Budi hop dién ra trong bau khong
khi kha cang thang: marketing mudn chay hang loat chuong trinh khuyén mai
ram 10 dé ting doanh sb, bd phan van hanh lo ling vé kha ning giao hang, con
CEO thi lac ddu nhung chua biét cach quyét dinh. Ai ciing c6 1y do riéng, nhung
cudi cung khong ai c6 thé théng nhat hudng di.

Sau khi quan sat, toi hoi CEO: “Anh c6 thé cho t6i biét diéu gi quan trong nhét
v6i cong ty minh?” Anh thé dai: “Chung t6i mudn khach hang hai 1ong, nhung
dong thoi tang doanh s6. Nhung doi khi hai muc ti€u nay xung dot.”

Tinh hudng nay 14 dién hinh ctia doanh nghiép chua xac dinh gia tri cbt 16i. Moi
quyét dinh bi xung dot vi chua c6 kim chi nam dé€ can nhac.

CEO quyét dinh moi toan bo ban lanh dao cting ngdi lai va tra 11 cau hoi: “Diéu
gi 14 nguyén tac khong thé thoa hiép trong cong ty?” Sau nhiéu cudc thao luan,
ho xac dinh gi tri c6t 16i ctia minh: “Khach hang 13 trung tim, minh bach trong
moi giao dich, va d6i mai lién tyc”.

Khi gia tri ¢t 16i dugc xac 1ap, moi xung dot trd nén dé giai quyét. Khi
marketing mudn chay chuong trinh khuyén mai, CEO héi: “Chién dich nay c6
gitip khach hang cam thiy hai long khong?” Khi van hanh dé xuat giai phap thay
d6i quy trinh, cAu héi ciing dugc dat ra: “Liéu giai phap nay c6 minh bach, cong
bang va hiéu qua khong?” Mdi quyét dinh dugc soi chiéu qua gid tri cbt 151, va
moi ngudi bt dau tu didu chinh trudce khi xung dot nay sinh.

Cau chuyén ndy goi nhic dén bai hoc ¢b nhan: “Nguyén tdic la kim chi nam, con
hanh dong la budc chdn trén con duong.” Trong kinh doanh hién dai, gié tri cot
161 1a nén tang giup lanh dao va do1 ngli dua ra quyét dinh nhat quan, ngay ca khi
gap ap luc hoac mau thuan.

Bai hoc thuec tién:

Xac dinh 3-5 gia tri c¢6t 161 quan trong nhat, d& nhd va co thé kiém ching.

Moi quyét dinh 16n nho nén duoc soi chiéu qua gia tri cot 1561 nay.

Gia tri ¢dt 16i can duoc truyén dat r0 rang t&i toan bo doi ngt, dé mdi nhan vién
tu diéu chinh hanh dong theo do.

Khi gié tri c6t 15 trd thanh kim chi nam sdng dong, doanh nghiép s& it xung dot
ndi bg, quyet dinh nhanh va nhat quén, va tao ra van héa lam viéc bén viing.
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Nim bt thi trwdng truée khi hanh dong

Céch day vai nam, t6i c6 dip 1am viéc voi mot startup thuc pham organic tai
TP.HCM. Luc d6, d6i ngil sang lap day nhiét huyét nhung hoi hap tap: ho chuan
bi tung ra mot dong san phém rau sach m&i, du tu bao bi cao cép, chién dich
marketing rAm ro ma chua thuc sy biét khach hang s& dén nhan ra sao.

Ngay md ban dau tién, két qua that su... khong nhu mong doi. Khach hang it 6i,
nhiéu nguoi hoi: “San pham ngon that, nhung gia cao qua, mua & dau tién?”
Nhin canh nhan vién bi réi va sé lugng don hang 1&o téo, CEO buc minh va
that vong. Xung dot ndi bo xuét hién: marketing mudn giam gia, con bg phan
san xuit phan dbi vi so 16 von.

Trong lac cang thang ay, toi goi y ho dimng lai dé quan sat va nghién ctru thi
truong k¥ cang hon. Ho bat dau di timg cho, gap khach hang, lang nghe théi
quen mua sam, nhu cu vé gia ca, bao bi, kénh phan phéi va ca xu hudng an
uéng lanh manh. Hoa ra, khach hang muyc tiéu mudn gia ca hop 1y, mua dé dang
tai si€u thi hodc ctra hang quen thudc, va bao bi than thién moi truong.

Sau khi diéu chinh theo dit liéu thyc té: giam gia hop 1y, phan phéi qua cac kénh
phu hop va tdi gian bao bi nhung van dep, san pham bét dau dugc khach hang
d6n nhan, doanh s tang dan déu, va xung dot ndi by giam han. Ai cling hiéu:
quyét dinh dya trén nghién ciru thi truong, khéng phai cam tinh, gitp moi ngudi
cung dong thuan.

Cau chuyén ndy goi t6i nhé dén cau cd nhan: “Tham do trude khi ban, biét ro
trude khi hanh ddng.” Trong kinh doanh hién dai, ndm bét thi truong khong chi
1a thu thap dit liéu, ma 1a hiéu siu nhu cau, théi quen va dong co ctia khach hang
dé ra quyét dinh chinh xéc, giam rui ro va tao loi thé canh tranh.

Bai hoc thuee tién:

Trudce khi ra san pham hodc chién dich méi, hdy danh thoi gian quan sat, khao
sat va lang nghe khach hang.

Dit liéu thi trudng nén dan dit moi quyét dinh, tir gia, bao bi, kénh phan phdi
dén thong di¢p marketing.

Khi d6i ngii hiéu rd nhu cau khach hang, xung dot noi bo s& giam, moi nguoi
dong thuan hon va hanh dong hiéu qua hon.

Két luan: Hiéu thi trudng 14 cdy la ban trong bio gidng, giup doanh nghiép
khong lao vao sai hudng, ma di ding duong, phu hop vaéi khach hang, t61 da hoa
hiéu qua va bén viing.
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Tao lgi thé canh tranh bén virng

T6i con nhé 1an ghé thim mot doanh nghiép san xuat d6 gia dung tai Binh
Duong, noi ma thi truong canh tranh khéc liét: san pham giong nhau, gia ca
turong dwong, khach hang dé& chuyén sang d6i thi. CEO, anh Tudn, tho 10 voi t6i
trong mot budi tdi sau gid 1am viée: “Chung t6i c¢6 chét lugng tot, doi ngii nhiét
huyét, nhung sao khach hang van chon thuong hiéu khac? Téi thay minh dang
boi giita bién ma khong biét dau 1a bd.”

Xung dot ndi bo bat dau xuét hién: marketing do1 quang cao d at, san xuat mudn
giam chi phi, d6i ban hang d6 18i cho chat lwong dich vu. Tat ca déu mau thuan,
cong ty gan nhu roi vao trang thai mat phuong hudng chién lugc.

Anh Tuin quyét dinh cing d6i ngii ngdi lai va tu hoi: Piéu gi khién chung toi
khac biét? Diéu gi khach hang s& khong dé dang tim thdy & noi khac? Sau nhiéu
budi thao luén, ho nhén ra: chinh sy tin tim chim s6c khach hang, dich vu hau
méi nhanh chong va san phdm bén bi 1 diém manh that sy. Khong phai quang
c40 rAm rd hay gia ré, ma 1a trai nghiém khach hang lién tuc va déng tin cay.

Ho bit dau tai ciu trac chién luoc: tap trung dao tao doi ngli chdam soc khach
hang, cai thién quy trinh bao hanh, va tao ra nhﬁ’ng gia tri gia téng riéng cho
khach hang trung thanh. Két qua: du d6i tha van canh tranh vé gia, khach hang
van quay lai va gi6i thiéu ban bé. Loi thé canh tranh bén viing khong nam ¢ san
pham hay quang c4o, ma ndm & cach doanh nghiép van hanh, tao trai nghiém
khach hang kho sao chép.

Cau chuyén goi nhic bai hoc ¢b nhan: “Khéng chay theo nguoi khdc, hay lam
diéu minh gioi nhat va khdc biét.” Trong kinh doanh hi¢n dai, loi thé canh tranh
bén vitng khong chi 13 gia ca hay cong nghé, ma 1a gia tri ma chi doanh nghiép
ban c6 thé tao ra, tir cach quan tri, van hoa dén trai nghiém khach hang.

Bai hoc thuec tién:

Tap trung vao diém manh that sy ctia doanh nghiép, dimg ¢ géng chay theo ddi
tha hay thi truong.

Xay dung loi thé canh tranh bén vimng dya trén trai nghiém khach hang, chét
luong dich vy, va quy trinh van hanh doc déo.

Moi quyét dinh, tir san phadm dén chiam séc khach hang, nén soi chiéu qua tiéu
chi: “Li€u diéu nay c6 gitp ching ta duy tri sy khac biét 1au dai khong?”

Két luan: Loi thé canh tranh bén vitng khong dén tir may man hay chiéu tro tam

thoi. N6 1a két qua ctia quyét tAm tao gia tri khac biét, bén bi, va nhit quan trong
moi hoat dong doanh nghi¢p, giup ban dung vimng du thi trudng co6 bién dong thé
nao.
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Pit khach hang lam trung tAm moi chién luoc

T6i nhé mot 1an ghé tham mot chudi cira hang thoi trang tré & Ha Noi, noi ma
CEO chi Mai dang ddi mat vo1 mot van dé dau dau: du doanh sd kha cao trong
vai thang dau, khach hang quay lai rat it, va phan hoi trén mang xa hoi ngay
cang tiéu cuc. Nhan vién chim séc khach hang than phién: “Chung ta dd lam tt

")')

ca moi thir réi, nhung khach hang van khong hai long!

Xung dot nay sinh trong céng ty: marketing mudn tap trung vao quang cio, san
xuit mudn ha gia nguyén liéu, con CEO thi cam thay bdi rdi, khong biét bt dau
tor dau. Khong ai hiéu 15 ngudi mua that sy mudn gi, va moi quyét dinh déu nhu
ban mu trong bong tdi.

Chi Mai quyét dinh thay d6i cach tiép can: dit khach hang lam trung tim cua
moi chién Iuoc. Ho bat dau thu thap dir liéu thyc té: phong van khach hang cii,
khao sat nhu cau, theo ddi hanh vi mua sim. Ho phat hién ra rang khach hang
mudn san pham thoi trang chét lugng 6n, phong cach tré trung nhung dé phéi,
va dich vu doi tra nhanh chéng, tién loi chi khong phai cac chuong trinh giam
gia 6 at nhu doi marketing ngh.

Tu’ thong tin nay, cong ty diéu chinh chién luoc: thiét ké san pham dung nhu
cau, nang cao dich vu hau mi, cai thién trai nghiém mua sdm tai ctra hang va
online. Két qua that bat ngo: khach hang quay lai nhiéu hon, danh gia tich cuc
tang, va doanh s6 6n dinh hon han. Moi xung dot noi bo giam di, vi moi quyét
dinh gid day déu dya trén nhu cau va trai nghiém cua khach hang, thay vi y kién
c4 nhan hay ap luc doanh thu ngén han.

Cau chuyén nay nhéc t6i dén mot bai hoc ¢6 nhan: “Ldy nguwoi lam goc, sir
nghiép moi bén lau”. Trong kinh doanh hi¢n dai, khach hang chinh 14 goc ré ctia
moi quyet dinh, va khi ban thuc sy hi€u khach hang, doanh nghi¢p s& tu tim
duoc hudng di, giam rui ro, va xay dung dugc moi quan hé 1au dai, bén ving.
Bai hoc thuec tién:

Trudce khi ra quyét dinh chién lugc, ludn hoi: “Diéu ndy c6 mang lai gia tri that
su cho khach hang khong?”

Thu thap dir liéu khach hang mot cach bai ban: khao sat, phan hdi, hanh vi tiéu
dung.

Moi bo phan trong doanh nghiép marketing, san xuat, ban hang déu nén xem
khach hang la trung tdm dé phoi hgp va ra quyét dinh nhat quan.

Két luan: Dat khach hang lam trung tdm khong phai la khau hiéu, ma 1a kim chi
nam d€ moi chién lugc, san pham va dich vu van hanh dong bo, tao ra gia tri
thuc su, tding niém tin va sy trung thanh cia khach hang.
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Lap ké hoach dai han nhung linh hoat

Céch day vai nam, t61 c6 dip trdo chuyén voi anh Nam CEO mot doanh nghiép
cong nghé tai TP.HCM. Cong ty anh dang phat trién san pham phan mém quan
1y doanh nghiép, va dang ddi mat véi ap luc canh tranh manh tir cac ddi thi 16m.
Ban dau, anh Nam lap ké hoach dai han 5 nam rét chi tiét: mdi ndm ra san phém
md&i, mo rong thi truong, tuyén thém nhan su.

Nhung chi sau 6 thang, thi trudng thay d6i nhanh chéng: nhu cau khach hang
bién dong, cong nghé méi xuat hién, ddi thu tung san phdm canh tranh tryc tiép.
Ké hoach cung nhéc ctia anh Nam bét dau boc 16 han ché d6i ngl bdi 161, quyét
dinh bi tri hoan, nhan vién cang théng. Xung dot ndi bo nay sinh: by phan san
xuat mudn tri hodn dy 4n méi, marketing mudn thay doi hudng di, con quan 1y
san pham lo lang ké hoach ban dau bi pha v&.

Anh Nam quyét dinh thay ddi: gitr tAm nhin dai han, nhung thiét 1ap cac cot mdc
linh hoat, sin sang diéu chinh tung budc theo tinh hinh thyc té. Ho bat dau ap
dung quy trinh kiém tra va phan héi lién tuc: mdi quy xem lai myc tiéu, danh gia
dir liéu thi truong, va didu chinh chién lugc néu can.

Két qua: doi ngii b6t ap luc, ra quyét dinh nhanh hon, va cong ty van gitr dugc
dinh hudng dai han ma khong bi 1€ thudc vao nhirng ké hoach ctimg nhac. Khi
doi tha thay doi, ho cling linh hoat thich ing, gitr dugc vi thé canh tranh.

Cau chuyén goi nhic t6i dén bai hoc ¢ nhan: “Bi chdm ma chdc, nhung luén
biét nwong theo dong nuée”. Trong kinh doanh hién dai, 14p ké hoach dai han
khong c6 nghia 13 cimg nhic. Thi trudng thay ddi timg ngay, va doanh nghiép
can du linh hoat dé thich tng, hoc hoi, va nam bét co hoi, nhung vén gitr duoc
muc ti€u dai han lam kim chi nam.

Bai hoc thuc tién:
Xéac dinh muc tiéu dai han, nhung thiét 14p cac cot moc va KPI linh hoat.

Thuong xuyén danh gia lai tinh hinh thi truong, dir 1iéu khach hang va hi¢u qua
hoat dong dé diéu chinh ké hoach.

Giit nguyén tam nhin va gid tri c6t 151, nhung san sang thay doi phuong thirc
thuc hién dé phu hop thuc té.

Két luan: Ké hoach dai han nhung linh hoat gitip doanh nghiép vira c6 dinh
huéng, vira thich Gmg nhanh véi bién dong, giam rui ro, ting hiéu qua, va giir
viing 1oi thé canh tranh trong moi trudong luon thay doi.
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Phan 2: M6 hinh kinh doanh & co ciu to

Chon mé hinh kinh doanh phu hgp véi nganh

Céch day vai nam, t61 dugc moi tham quan mot startup cong ngh¢ nong nghi€p
& Pong Nai. CEO anh Quang hd hai ké vé ¥ tuong: “Chung to1 s€ ban nong
san tryc tiép qua app, giao hang tan tay khach hang. Chac chin sé& thanh cong vi
néng dan va ngudi tiéu dung déu can.”

Nhung chi sau vai thang, moi thir khong nhu y. Khéch hang it, chi phi van hanh
tang cao, nong dan phan nan viéc giao hang cham, con doi ngli nhan vién mét
moi vi xtr 1y khiéu nai lién tuc. Mau thuin bit dau bung nd: bo phan logistics va
marketing d6 18i cho nhau, khach hang thi quay lung, va doanh thu gan nhu
bang 0. Anh Quang gan nhu mat phuong hudng, ty hoi: “Chung toi sai & dau?”

Sau vai budi hop chién luge, ho nhan ra van dé c6t 16i: mo hinh kinh doanh
khong phu hop véi dac thu nganh néng san Viét Nam. Ho mudn giao hang
nhanh nhung mang luéi logistics chua phat trién du, va chi phi truc ti€p qua cao
de bu dap gia thanh.

Anh Quang quyét dinh diéu chinh: thay vi giao tryc tiép ting don 1¢, cong ty
chuyén sang mo hinh hop tac véi cac cua hang dia phuong va siéu thi noi ndng
san dugc tap trung, phan phoi hi¢u qua hon. Ho dong thoi xay dung mot nén
tang cung cap dir liéu vé ngudn goc, chat lugng va ton kho cho cac doi tac. Keét
qua: chi phi giam, khach hang hai long hon, ndng dan cling yén tdm hon vi san
pham duoc ban 6n dinh.

Cau chuyén nay nhéc t6i dén cau c6 nhan: “Biét minh, biét nghé, dwong di méi
vitng chac”. Trong kinh doanh hién dai, m6 hinh kinh doanh khong chi 1a ly
thuyét hay y tudng hay, ma phai phu hop voi dac thu nganh, kha nang van hanh
va thi truong muc ti€u. Chon sai mo hinh, du san pham tot, cling rat kho bén
ving.

Bai hoc thuc tién:

Trudce khi trién khai, nghién ctru k§ dic thu nganh, quy mo thi trudng va ddi thu
canh tranh.

Chon mo6 hinh kinh doanh phu hgp v6i nang luc van hanh ctia doanh nghiép,
ngudn luc hién c6 va nhu cau khach hang.

Luon sén sang diéu chinh mé hinh khi thyc té cho thay hiéu qua chua nhu mong
doi.

Mo hinh kinh doanh 1 ban d6 chién lugc ctia doanh nghiép. Chon dung ban dd,
ban di nhanh va it Vép nga; chon sai, moi nd lyc s& kho di dén dich.
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Téi wu clu tric t6 chirc dé ting hiéu suat

Céch day vai nam, t6i dugc moi téi thim mot cong ty san xuat thuc pham tai
Binh Duong. Khi budc vao vian phong, toi nhan thay khong khi kha cing thang;
nhan vién bdi r6i, cac phong ban lién tuc nhan tin cho nhau dé xac nhan cong
viéc, va nhiéu dy 4n bi tré hen. CEO anh Huy tho dai: “Chung t6i c6 du nhan
su, nhung sao hiéu qua cu let det? Nhan vién lam viéc nhiéu nhung két qua van
chua dung ky vong.”

Xung dot ndi bo bat dau xuat hién: marketing trach logistics cham, san xudt
trach nhan su khong ph01 hop, bo phan ban hang d6 101 cho cong tac quan 1y du
an. Tinh trang nay khién cong ty mét moi va doanh sé giam.

Sau khi quan sat, toi goi ¥ anh Huy xem lai cau trac t6 chtrc. Ho bat dau phan
tich timg phong ban, quy trinh va trach nhiém cu thé cta ting vi tri. Hoa ra,
cong ty co qua nhiéu cip quan Iy trung gian, nhiém vu trang lip, va su phi hop
giita cac bo phan thiéu rd rang.

Anh Huy quyét dinh tai cdu trac t6 chire: cit bot cac cp trung gian, phan cong
15 rang trach nhiém timg nhom, thiét 1ap hé thong bao cao minh bach, va ap
dung cong cu quan 1y du an dé theo ddi tién do. Pong thoi, anh ciing xay dung
cac quy tic phéi hop lién phong ban, gitip thong tin lwu théng nhanh va chinh
Xac.

Két qua. hi¢u suét tang ro rét, du an hoan thanh ding han, nhan vién cam théy
d& chiu hon vi biét 1 trach nhiém va cach phdi hop. Cac xung dot giam han, va
ning suat cong viéc tang 1én.

Cau chuyén nay nhéc t6i dén cau c¢6 nhan: “Vach dwong cho nguoi di, thi nguoi
di méi khéng lac.” Trong kinh doanh hién dai, ciu trac t6 chic 13 bd khung gitp
doanh nghiép van hanh tron tru. Mot ciu trac hop 1y khong chi ting hiéu suat
ma con giam xung dot ndi bg, tao diéu kién cho ddi méi va phat trién bén ving.

Bai hoc thuec tién:
Phén tich 3 trach nhiém, vai trd va quyén han tirg bo phén, timg c4 nhan.
Loai bo cac cip trung gian khong can thiét, toi uu hoa ludng thong tin.

St dung cong cu quan 1y du an, quy trinh minh bach dé theo doi tién d6 va hiéu
suat.

Két luan: Chu trac td chire tdi vu 1a nén mong cho moi hoat dong cua doanh
nghi¢p. Khi moi nguoi biét ro vai tro, trach nhiém va cach phoi hop, hi¢u suat
tang, xung dot giam, va doanh nghi¢p van hanh nhu mét c6 may nhip nhang.
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Phéan quyén va trach nhiém ré rang

T6i con nhd 1an ghé tham mot cong ty thiét ké ndi that tai TP.HCM. CEO chi
Lan chia sé rang cong ty dang gap mot van dé nan giai: nhiéu du 4n bi cham
tién d9, khach hang phan nan vé chét lugng, con nhan vién thi cang thang,
khong biét ai chiu trach nhiém cudi cung. Moi nguoi déu nd luc, nhung két qua
van chua nhu y.

Xung dot nay sinh: nhan vién thiét ké d6 15i cho quan 1y du an khong cung cap
thong tin day i, quan 1y du 4n than nhéan vién thi céng cham, con CEO thi cam
thay bi mac ket giita cac phong ban. Tinh trang nay kéo dai khién van héa lam
viéc trd nén cing thang, nang sudt giam, va tinh than doi ngii di xudng.

Chi Lan quyét dinh tai cau triic cach phan quyén:

MB&i dy an duge giao cho mot truéng nhom chiu trach nhiém toan dién tir thiét
ke, thi cong dén nghiém thu.

Céc nhéan vién va phong ban biét rd rang ai quyét dinh gi, ai chiu trach nhiém gi,
va bao cdo truc tiép theo cac moc thoi gian dinh sin.

Chi ciing thiét 1ap co ché phan hdi nhanh: néu c6 van dé, truong nhém cé quyén
giai quyéet ngay thay vi chd CEO phé duyé¢t.

Két qua 1a moi viéc tré nén minh bach va trdéi chdy hon: nhan vién biét 1 vai
tro, trudong nhom cé quyén dua quyéet dinh, CEO khong con phai giai quyét tung
chi ti€t nho. Dy &an hoan thanh ding han, khach hang hai long, doi ngii gan két
hon.

Cau chuyén ndy goi nhd bai hoc ¢6 nhan: “Chia viéc ding nguwoi, nguoi lam
dung viéc, viéc moi thanh cong.” Trong kinh doanh hién dai, phan quyén va xac
dinh trach nhiém rd rang khong chi gitp cong viéc troi chdy, ma con tao niém
tin va dong luc cho nhan vién, dong thoi gidm thiéu xung dot ndi ba.

Bai hoc thuee tién:

Xac dinh 10 a1 la nguoi chiu trach nhiém cudi cung cho tung du an hodc cong
viéc.

Giao quyén dé nguoi chiu trach nhiém co thé quyét dinh va giai quyét van dé ma
khong bi tri hoan.

Thiét 13p co ché bao cao minh bach, gitup theo ddi tién d6 va danh gia hiéu qua.

Két luan: Phan quyén va trach nhiém 16 rang gitp doanh nghiép van hanh tron
tru, nang cao hi¢u suat va giam xung dot. Khi moi nguoi biét rd quyén han va
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trach nhiém, ho tu tin hanh dong va cung nhau dua doanh nghiép tién t6i muc
tiéu chung.

Xay dung hé thong KPI do lwdong hiéu qua

Céch day vai nam, toi dén tham mot cong ty thuong mai dién tir tai Ha Noi.
CEO anh Long than thé: “Chung t6i lam viéc chim chi, nhung két qua van mo
mit. Khong ai biét bd phan nao thuc sy hi€u qua, va nhiéu khi quyét dinh cur dua
trén cam tinh.” Nhan vién ciing khong rd minh can dat duoc muc tiéu gi, ddn
dén su chdng chéo trong cong viée va nang suat giam.

Xung d6t ndy sinh: marketing n6i doanh s thap vi logistics cham, logistics do
16i cho kho bai, va bo phan ban hang thi bao marketing khong ho trg diing cach.
Tinh trang nay kéo dai khién do1 ngli mét mai va quyét dinh tré nén ling ting.

Anh Long quyét dinh x4y dung hé thong KPI 13 rang:

Moi phong ban ¢6 35 chi s6 KPI quan trong, gan lién truc tiép voi muc ti€u
chién lugc cua cong ty.

Nhan vién hiéu 16 cong vi¢c nao dugc danh gia, dua trén két qua gi, va trong
thoi gian nao.
Céc chi s6 dugc theo do1 hang tuan va phan hoi nhanh dé di€u chinh kip thoi.

Vi dy, KPI cua bd phan kho 1a ty 1€ don hang dung han, KPI marketing 1a chi
phi trén mdi khach hang tiém ning va ty 1& chuyén do6i, con bo phan ban hang 1a
doanh s6 thuc hién theo muc ti€u ca nhan va nhom.

Két qua: moi nguodi biét rd trach nhiém va muc tiéu, xung dot giam hén vi cac
quyét dinh khong con dya trén cam tinh nita. Higu suét tang, va CEO ciing dé
dang danh gia tinh hinh cong ty mét cach chinh xac, tir d6 ra quyét dinh nhanh
va hiéu qua hon.

Cau chuyén nay nhéc t0i nhé ciu c6 nhan: “Khdng do heong, khéng quan 1y;
khong qudn Ly, khéng phat trien.” Trong kinh doanh hién dai, KPI 1a ban do
hiéu suat: n6 cho thay ban dang di ding hudng hay can diéu chinh, giup doanh
nghiép toi vu ngudn luc va dat két qua mong mudn.

Bai hoc thuec tién:

Xac dinh KPI phu hop véi muc tiéu chién luge cua timg phong ban va ca nhan.
Theo ddi thuong xuyén va phan hdi nhanh dé diéu chinh kip thoi.

DPam bdo moi nhan vién hiéu rd cach do luong va 1y do tai sao KPI quan trong.
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H¢ théng KPI khong chi 1a con s6, ma 1a cong cu dé minh bach, nang cao hi¢u
sudt va gitip doi ngii dong thuan hudng di chung. Khi biét chinh xac myc tiéu va
cach do luong, doanh nghiép s& van hanh hiéu qua va bén vimg.

T6i wu chi phi ma khong anh hwéng chét lwong

T6i timg lam viée voi mot doanh nghiép san xuit d6 gd gia dung & Pong Nai,
noi chi Huong mat nir giam dbc tré dang dung trudc bai toan nan giai: cang
ban nhiéu, cong ty cang... mét hon. Loi nhuan mong nhu to giéy, con khach
hang thi bt ddu phan nan rang chat luong khong déu.

“Em khong hiéu chi a,” chi Huong noi trong budi trao d6i dau tién. “Em da cat
rat nhiéu chi phi r6i. Giam ton kho, giam chi phi nguyén li€u, gidm nhan luc
nira... Vay ma moi thir cang t¢ hon.”

Va dung nhu chi noi, tinh hinh cyc ky hon loan:

May méc thiéu bao dudng nén hong lién tuc.

Nhan vién phai kiém qué nhiéu viéc, dan dén sai sot.

Nguyén liéu ré hon nhung chat luong thap lam san pham bi 13i.

Xung d6t ndy sinh: nhan vién san xuét trach mua hang vi chon gd kém chat
lugng; mua hang trach tai chinh khong gidi ngan; tai chinh bao CEO yéu cau
“siét chi phi”. Cuoi cung, chang ai biét nén lam gi trudc.

Luc do, t61 hoéi chi Huong mot cau:
“Em c6 dang tiét kiém ding cho khong, hay dang tu bao mon chinh céi lam nén
thuong hi¢u cua minh?”

Cau hoi khién chi im lang that lau.

Gidi phdp: Khéng phdi chi phi ndo ciing dwoc phép cat
Chung t6i bt dau cing nhau phén tich timg khoan:

1. Chi phi tao gia tri khong duoc cit

Chat luong gd, tay nghé tho, quy trinh kiém dinh. .. day 1a nhimg yéu t6 lam nén
gia tri cua doanh nghiép.
— Cat & day la tw sat.

2. Chi phi khéng tao gia tri c¢6 thé tdi uu
Khau van chuyén noi bd 16n xon

Quy trinh déng g6i thu cong ton nguoi
Tén kho qué 16n
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Truyén théng ndi bd yéu khién cong viéc lap lai

— Pay méi 1a “kho bau” can tdi uu.

3. T6i wu bang hé thdng, khong phai bang cit giam mu quang

Chi Huong dau tu mot khoan nho dé:

Chuén hoa quy trinh san xut

bao tao lai do1 ngli

St dung phan mém quan 1y ton kho va don hang

Tim nha cung cap 6n dinh thay vi nha cung cap ré nhat

Ban déu, chi phi ting Ién. Nhung 3 thang sau, tinh hinh dao nguoc:
Ning suét tang 30%

Ty 18 16i gidm mot nta

Loi nhuén tang vi khach hang quay lai nhiéu hon

Nhan vién giam 4p luc va lam viéc hi¢u qua

Chi cuo1 bao: ’ , o
“Tm@c kia, em Eu’é:ng t6i, uu ch‘i phi nghia la cat. Bay gio em hi€u r6i: to1 uu la
dau tw dung cho dé do ton nhiéu hon sau nay.”

Bai hoc tir ¢6 nhan

T61 nhé cau ndi cua nguodi xua:

“Ha tién thanh phi, biét chi tiéu méi 1a khon.”

Trong doanh nghiép, diéu nay dang hon bao gio hét. Tiét kiém sai chd tao ra chi
phi 16n hon gap nhiéu lan. Khi nha 1anh dao hi€u dau la chi phi tao gia tri va dau
1a chi phi gay lang phi, ho s€ ra dugc nhitng quyét dinh sang suot.

Bai hoc thuec tién
Cit chi phi chi hiéu qua khi ban hiéu 15 timg mat xich trong chudi gia tri.

Dung bao gio cat vao chat lugng san pham, dich vy hoac con nguoi ba yéu to
lam nén sy bén viing.

Téi wu bang hé thong, cong nghé, quy trinh rd rang.
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Tap trung loai bo lang phi chir khong loai bo nhitng thir tao ra gia tri.

Téi wu chi phi khong phai 14 “bdt tién”, ma 1a biét dung tién dang cach. Mot
doanh nghi¢p thong minh la doanh nghi¢p biét dau tu vao nén tang, cat nhiing
thr thira thai, va gitr lai nhitng thir 1am nén strc manh canh tranh lau dai.

Khi ban t6i wu diing chd, doanh nghiép khong chi tiét kiém, ma con chay nhanh
hon, manh hon va bén vimg hon.

Thir nghiém mo hinh trwéc khi mé rong

To61 tirng déng hanh v&1 mot startup vé do uéng sach tai Ha Noi du an cua ba
ngudi tré rat nhiét huyét. Ho bt dau bang mot cira hang nho, luc nao ciing dong
khach. Cam giac thanh cong dén quéa nhanh khién ho nghi dén chuyén md thém
hai, r6i ba ctra hang.

Nhung chinh thoi diém d6, moi thir bat dau rdi ren.
Xung d6t: Thanh cong sém dan dén 4o gidc mo rong

Mot ngay no, t61 nhan dugc cudc goi tir ngudi sdng 1ap chi Thao. Giong chi
nghén nghen:

“Chj o1, bon em m¢ thém hai chi nhanh rdi... ma ca hai déu dang 15.

Em khong hiéu tai sao. Ctra hang dau tién thi dong nghit,

mé thém lai that bai. Nhan vién nghi lién tuc, chét luong khong déng déu,
chi phi do1 1én, con khach thi phan nan.”

Khi t6i dén khao sat, van dé hién ra rat rd:

Quy trinh pha ché chua chuan hoéa.

Mot s6 mon ban rat chay & chi nhanh dau tién, nhung sang chd khac lai é.
Khu vuc méi khong cé luong khach nhu ky vong.

Tuyén nhan su gap gap khién chat luong phuc vy kém.

Chi phi thué mat bfing va van hanh cao hon du doan.

Tom lai:
Ho mé& rong mo hinh chua dwoc thie nghiém day du.

Cira hang dau tién thanh cong nho vi tri dep, chinh tay ngudi sang 1ap dimg

]

quay, khach hang than quen cht khong phai “mo hinh d3 sn sang nhan ban”.
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Gidi phép: Lam nhw doanh nghiép lon thir nghiém nhé, réi méi nhdn rong
T6i dé nghi chi Thao “lui mot budc dé tién hai budce™:

1. Thu hep pham vi mé rong

Pong 1 chi nhanh hoat dong yéu dé giam ap lyc tai chinh.

2. Thir nghi€ém mo6 hinh & quy mé nhd

Chon 1 chi nhanh thtr nghiém lam “phién ban chuan hoa”.

Ghi lai tirng cong doan pha ché, quy trinh phuc vy, quy dinh chit luong.
Bo6 nhitng mon ban cham, tap trung vao 10 mon chu luc.

3. Chay thtr 3060 ngay

Tao “phién ban miu” ma bat ky chi nhanh nio md mdi ciing c¢6 thé sao chép.
4. OPEX test test & chi phi thap trudc

Thay vi thué mit bang hang A, thir mé mo hinh kiosk nho trong trung tam
thuong mai dé kiém chung tiém nang khu vyec.

5. Po luong diéu chinh hoan thién

Chi khi mé hinh chay 6n dinh tai 2 diém, méi tiép tuc mo diém thi 3.
Két qua: M6 hinh thyc sy sdn sang mé rong

Sau 4 thang, tinh hinh thay doi hoan toan:

Chi nhanh thtr nghiém c6 quy trinh tdt hon, nhan vién dao tao nhanh hon.
Chi phi van hanh giam gan 20%.

Khéach hang hai 1ong hon vi chat lugng dong déu.

Startup c6 thé md thém diém moi ma khéng “chay may” nhu trude.
Chi Thao cuod1 noi1 voi toi:

“Gio em méi hiéu mé rong khong phai 12 “mé thém cira hang’,

ma 1a ‘nhan ban mét mo6 hinh da duoc chung minh’.”

Bai hoc co nhan

Nguo1 xua co cau:
“Chua thtr thi chua thau, chua thau thi dung voi lam 16m.”
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Doanh nghiép nao ciing s€ phai mé rong, nhung mé rong khi moé hinh chua chin
1a tu ddy minh vao rui ro.

Bai hoc thue tién

M@:c mo ‘hinh thanh cong tai 1 diém chuwra di ¢ mo rong can thir nghiém o
nhiéu diéu kién.

Chuan héa quy trinh 13 viéc bat budc trude khi nhan ban mé hinh.

Mo rong chim ma chic s& bén hon mé rong nhanh nhung hong.

Test mo hinh & chi phi thap trudc khi test & chi phi cao.

Moi di€u chinh quan trong nén dya trén dit li¢u chir khong phai cam xuc.

Mo rong 1a mot nghé thuat.

N6 khong danh cho ngudi nong voi, ma danh cho nguoi biét kiém chung t61 uu
nhan ban.

Khi m6 hinh d3 sin sang, m& rong s& trd thanh budc nhay vot.

Con néu mo hinh chua hoan thién, m¢ rong chi nhan déi rui ro, nhan ba chi phi,
va nhan bon ap lyec.

Hay thir nghiém nho, kiém ching k¥, r6i méi nhan rong.

Do 1a cach doanh nghiép 16n da di va cling 1a con dudng an toan nhat cho doanh
nghi¢p nho.
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Phin 3: Quan tri van hanh

Hé thong héa quy trinh vin hanh

Céch day vai nam, t6i 1am viéc véi mot doanh nghiép phan phdi my pham tai
TP.HCM. Cong ty phat trién rat nhanh nho ban online, nhung cang 16n thi moi
thir cang hon loan.

CEO chi My noi voi toi trong mot cudc hop:

“Chi o1, em mét qua.
Em c6 cam giac cong ty cang chay, em cang phai dudi theo.
Khong cé thir gi vao gudng cd.”

T6i tin ban ciing hiéu cam gidc donhu thé ngay nao minh ciing dang chira chay.
Xung d6t: Doanh nghiép 16n 1én nhung quy trinh van nho

Mdi ngay chi My nhén vai chyc tin nhan tir cac phong ban hoi duyét don hang,
duyét khuyén mai, duyét hoan hang, duyét nhap kho. ..

Nhan vién kho trach CSKH bdo sai thong tin.
CSKH trach sales nhap thiéu dit liéu.
Sales lai trach kho khong cap nhat ton.

Mot vong lip hon loan.
Khong ai thuc sy biét 16i nam & dau.

Két qua:

1520% don hang bi giao tré.

Nhiéu khach hang khéng mudn quay lai.

Nhan vién stress, nghi viéc lién tuc.

CEO lic nio ciing c6 cam giac “thiéu ngudi” du bién ché da nhicu.

Tit ca vi doanh nghiép khong ¢6 quy trinh 15 rang.
Moi thir van hanh bang théi quen va “kinh nghiém ca nhan”, chir khong bang hé
thong.

Gidi phdp: Khi CEO biét liii lai d@é xdy hé thong

T6i dé nghi chi My lam mot viéc ma luc d6 chi thay. .. rat phi thuc té:
Tam dirng mé rong va danh thoi gian xay hé thong quy trinh van hanh tir goc.

Chi bao:
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“Li€u c6 hop 1y khong chi? Dung lai c6 nghia 1a em cham lai.”

Nhung that ra, khong hé théng hoaméi 13 diéu 1am chi chim lai mai mai.
1. Bat dau tir quy trinh quan trong nhét

Chiing t6i chon chudi Tir nhdan don — xir Iy — dong géi — giao hang lam trung
tam.

V& so dd timg budc mot, ghi 13:
Ai lam?

Lam khi nao?

Lam bang cong cu gi?

Tiéu chuan 1a gi?

Néu c6 16i thi xir Iy thé nao?

2. Chuéan hoa ngon ngit van hanh

Tt ca phong ban déu phai n6i cting mot ngon ngi:

N
A% e

“don 161", “don wu tiép”, “don tra ve&”, “trang thai giao hang”.
Khong con chuyén moi nguoi hiéu mét kicu.

3. Ung dung cong nghé dé van hanh thay vi “con ngudi cd ging”
Chi My dau tu phin mém quan 1y don hang:

Tu dong cap nhat ton kho

Tu dong gan don cho kho

Tu dong canh bao don tré

Luu vét trach nhiém timg khau

4. Pao tao toan bo nhan vién theo quy trinh mai

Khong phai dé ép budc, ma dé ai ciing hiéu:
quy trinh sinh ra dé gitp ho 1am viéc nhe nhang hon, khong phai nhiéu hon.

Két qua.: Khi hé théng van hanh doanh nghiép nhe di

3 thang sau, sy thay doi rat 1o rét:

Ty 18 don tré& giam tir 20% xubng chi con 3%.

Khach hang quay lai nhiéu hon vi trai nghiém 6n dinh.
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Nhan vién lam nhanh hon, it cai nhau, it do 101.

CEO khong con bi “kéu ctru” mdi ngay.

Chi My néi véi toi trong mot budi ca phé:

“Bay gio em méi hiéu doanh nghiép 16n khong phai vi dong ngudi,
ma vi hé thong manbh.

Trude day em ¢ ting tdc bang sirc ngudi,
con bay gio doanh nghiép tu chay bang hé thong.”

Bai hoc co nhan

Nguoi xua co cau:
“Muon viéc 16n thanh, trude hét phai 1ap phép.”

Trong doanh nghiép, “phép” chinh 1a quy trinh.
Khoéng c6 quy trinh, doanh nghiép chi dwa vao nd luc timg c4 nhanva diéu dé
khong bao gio bén.

Bai hoc thuec tién

Quy trinh khong phai gidy td, ma 1a “ban d6” dé doanh nghiép van hanh ding
hudng.

Hé thdng hoa giup giam sai sot, giam xung dot, ting tbc do xur Iy cong viéc.
Khi quy trinh rd rang, ngudi méi vao ciing 1am tot, ngudi cii khong bi qua tai.
Cong nghé 1a cong cu, nhung tu duy hé thong méi 14 nén tang.

Doanh nghiép chi ¢ thé mé rong sau khi quy trinh van hanh dugc chuan hoa.

Heé théng hoa quy trinh khong 1am doanh nghiép cham lainé gitip doanh nghiép
ngung chay b va bat dau dung xe.

Doanh nghiép c6 thé bt dau bang dam mé, nhung chi c6 thé phat trién bang hé

thong.

Tao viin hoa “trach nhiém va két qua”

To1 tirng 1am viée véi mot cong ty dich vu sadng tao & Quan 1, noi anh Viét mot
nguodi sang 1ap c6 tdm nhin 1én dang vat 10n vdi van d€ ma nghe qua tudng rat

nho, nhung lai khién ca cong ty tri tré.
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Anh no61 voi to1 trong mot budi lam viée:

“Khong ai sai... nhung moi thir ctr sai.”

Mot cau néi nghe tudng nghich 1y, nhung lai 12 ndi dau khong cia riéng ai.
Xung dot: Ai ciing cd ging, nhung chang ai chju trach nhiém cudi cing

O cong ty anh Viét, tinh trang chung la:

Mot chién dich marketing bi tré deadline, nhung khong & 16i & b phan sang tao
hay bo phéan ké hoach.

Slide thuyét trinh giri khach hang thiéu thong tin, nhung khong ai kiém soat cudi
cung.

Mot s6 nhéan vién lam rat nhiéu, nhung két qua khéng tuong ximg.

Khi c6 sai sot, cudc hop ndi bo thuong chuyén thanh cudc... “tim ai giai thich”.
Moi nguoi déu tot, déu nd luc, nhung cong viée thi van tryc tric.

T(:)i hoi anh Viét: ‘ ‘ ’

“O cong ty anh, di€u quan trong hon la ‘lam nhiéu” hay ‘lam ra két qua’?”

Anh th¢ dai:

“That ra 1a két qua chir... nhung nhan vién cua anh dang quen lam theo thoi
quen, chtr khong quen chiu trach nhiém.”

Gidi phdp: Xay van héa trach nhiém bang hanh dong, khong bang khdu hiéu
T6i dé nghi anh Viét dimg noéi vé “trach nhiém” nita, ma hiy thiét ké no.
1. X4c dinh 15 ai chiu trach nhiém cudi cung cho tung dau viéc

Khong chung chung, khong mo ho ki€u “ca team chiu trach nhiém”.
Mot nguoi chiu trach nhiém cudi cung.

Ca cong ty dén bang:
“Viéc chung, nguoi riéng.”

2. Chuyén trong tam tur “lam” sang “két qua cudi cung”
Trudc ddy moi ngudi bdo cdo:
Em da lam bao nhiéu?

P ¢ ging nhu thé nao?
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Chung toi thay bang cau hoi:
“Két qua dat bao nhiéu? C6 ding muc tiéu khong?”

Tur “lam gi” -> “ra gi”.

3. Ap dung cudc hop 15 phiit mdi sang 1 rang muc tiéu timg c4 nhan
Moi ngudi chi tra 16i 3 cau:

Ho6m qua t6i hoan thanh két qua gi?

Hoém nay t6i cam két hoan thanh két qua gi?

T6i can ho tro gi dé dat két qua?

Don gian. RO rang. Minh bach.

4. Khen ngudi co trach nhiém, khong chi ngudi lam nhiéu

Mot ban nhan vién méi, tén An, chi trong 2 tuan da bién mét dy an rdi nhu to vo
thanh quy trinh mach lac.
Khong lam nhi€u hon ai nhung chiu trach nhiém rd rang hon tat ca.

Chung t6i 14y cau chuyén ctia An 1am vi du dién hinh cho ca cong ty.
5. Lanh dao lam guong

Mot 1an anh Viét tré deadline guri proposal cho khach hang.
Anh hop cong ty, dung Ién va noi:

“Lan nay 1a 16i cta toi.

T61 1a nguoi chiu trach nhiém cudi cung.”

Ca phong im lang.

Do 1a ngay van hoa cua cong ty bat dau thay doi that sy.

Két qua: Khi trach nhiém tro thanh DNA cua doi ngii

Chi sau 2 thang:

Du 4n it tré han hon 70%.

Nhan vién bét tranh cai va do 15i.

Tinh than lam viéc chii dong hon han.

Khach hang khen dich vu “gon rd nhanh”.

Cong ty phat trién thém 2 khach 16n vi su chuyén nghiép ting rd rét.
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Va diéu tha vi nhat la:
Nhan vién cam thdy hanh phtc hon khi biét 15 vai trd va thanh tyu ctia minh.

Bai hoc ¢é nhén

Nguoi xua co cau:

“Lam thi phai t6i noi, ndi thi phai téi 16i.”

Trach nhiém khong phai chuyén 16n lao

chi la hoan thanh dung nhirng gi minh da noi sé lam.

Bai hoc thuc tién

Trach nhiém rd rang quan trong hon nd lyc mo ho.

Mot ngudi chiu trach nhiém cudi cing tot hon mudi nguoi 1am chung nhung
khong ai dimg mili chiu sao.

Vin hoa trach nhiém khong dén tir khau hiéu ma dén tir thiét ké t6 chirc.

Két qua quan trong hon cong viéc bo ra.

Lanh dao phai 1a ngudi chiu trach nhiém dau tién dé nhan vién dam chiu trach
nhiém theo.

Vin hoa “trach nhiém va két qua” khong phai sy nghiém khéc, ma 1a mot su 1o
rang tu té:

ai lam gi, 1am t&i1 dau, va lam dé dat dicu gi.

Khi mdi ngudi hiéu 16 diéu d6, doanh nghiép van hanh tron tru, nhan vién
truong thanh, 1anh dao nhe nhang, va khach hang tin tuéng.

Ung dung cong nghé dé tw dong héa cong viée

T6i timg dong hanh v6i mot doanh nghiép phan phdi thiét bi y té tai Pa Ning.
Cong ty c6 hon 60 nhan vién, nhung diéu khién toi bat ngd nhat 1a... moi thir
gan nhu 1am thi cong: bao cdo bang Excel roi rac, don hang ghi chép bang tin
nhén Zalo, ké toan nhap liéu béng tay, va cong ng theo doi bflng $0.

Trong budi dau gip mat, chi Hién giam dbc cong ty thira nhan:

“Chj biét can phai tmg dung cong nghé, nhung mdi 1an nghi dén chi phi, dao tao,
chuyén doi,... chi lai sg.
Ma cang lam thu cong thi cang r61.”
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Va qua that, cong ty chi dang ri that.

Xung dot: Lam cang nhiéu sai cang nhiéu

Khi doanh sé tang, khéi lugng cong viée ciing tang theo, va rdi moi thir bat dau
“vO tran’:

Pon hang bi trung hodc b1 bo sot.

Nhan vién nhap sai s6 liéu dan dén tdn kho ao.

Bao céo giri mudn, khién CEO ra quyét dinh theo “cam tinh”.

Ké toan bi qua tai, c6 hom tang ca dén 10 gid dém.

Nhén vién kinh doanh mét thoi gian mdi ngay chi dé... tim thong tin.

Va dic biét, sai sot nhieu toi muc:

mdt 16 hang bi giao nham dén bénh vién khac, gay thiét hai ca uy tin lan chi phi.
Chi Hién lac d6 chi biét noi:

“Cu nhu cong ty cang 16n, minh cang... khong kiém soat dugc.”

Giai phap: Tw dong hoa tung buoc nho nhung dung

T6i dé nghi chi 1am diéu ma rat nhiéu doanh nghiép Viét Nam ngai lam:
bat dau chuyén do6i cong nghé timg budc nho, thay vi thay doi toan bo mat luc.

1. Ty dong héa khau dé nhat trudc: don hang & kho van

Cong ty trién khai hé thong quan 1y don hang (order management).
Két qua:

Nhap don ty dong, khong con ghi so.

Tdn kho duoc cap nhat theo thoi gian thyec.

Nhan vién biét don nao dang xir Iy, don nao bj 15i.
2. Ty dong hoa bao cao

Phan mém tao bao cdo doanh sd, ton kho, KPI tung nhan vién chi béng I nit
bam.
Khong con canh nhan vién tong hop Excel dén 10 gio dém.

3. Tu dong hoda quan ly cong ng

Heé théng giri théng bao nhic cong no tu dong, han ché quén, sot, ghi nham.
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4. Ty dong hoa ludng cong viéc ndi bo

Céc phong ban dung chung mét nén tang quan 1y cong viéc.
— A1 lam gi, dén dau, khi nao hoan thanh: minh bach 100%.

5. Pao tao nhan vién theo ki€u “cam tay chi viéc”

Chi Hién chia nhém 5 nguoi dé dao tao theo kem cap,
khong don toan b dodi ngli vao mdt budi dao tao roi... ai hi€u thi hiéu.

Két qua: Doanh nghiép nhe di mot nira

Chi 3 thang sau:

Pon hang sai giam 90%.

Thoi gian xir I tir 3 gid xudng con 20 phiit.

Bao céo nop ding han, dit li¢u chuin hon 10 lan.

Nhan vién kho khéng con phai “doan ton”.

CEO ra quyét dinh nhanh vi théng tin minh bach.

Ké toan noi cau khién ca cong ty bat cudi:

“Em chua tirng thiy mua cong no ndo... nhe nhang dén vay.”
Chi Hién bao t6i:

“Ngay trudc, 01}1 clr nghi cong nghé lam minh mat thoi gian.
Gi0 chi mdi hiéu: cong nghé 1a thir tra lai thoi gian cho minh.”

Bai hoc co nhan
Nguoi xua noi:
“Dung nhan nhu dung mdc c6 cong cu thi viéc nhe.”

Trong thoi hién dai, cong cu chinh 1a cong nghé.
Khong phai dé thay con ngudi, ma dé giai phong con ngudi khoi nhitng viée
khong dang dé ho ban tam.

Bai hoc thuec tién

Tu dong hoa khong phai bt dau bang phan mém dit tién, ma bang bai toan 16n
nhit dang gay lang phi.
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Ty dong hoa gitp giam sai, giam tré, gidm mét moi.
Hay bat dau tir khau don gian nhat dé d6i ngii quen dan.

Néu khong s6 hoa, doanh nghi€p s€ bi gid1 han boi kha nang ghi nhé va stic cia
con nguoi.

Cong nghé khong phai chi phi né 1a don bay ting trudng.

Tu dong hoa khong lam doanh nghiép “mat chat”, khong lam con ngudi bi thay
thé.

N6 gitp con nguoi dugc lam nhitng cong viéce gia tri hon, chién lugc hon, sang
tao hon.

Doanh nghiép chi that sy 16n 1én khi hé théng tu van hanh,
va con nguoi dugce giai phong khoi nhitng cong viée 1ap di lap lai.

Kiém soat rii ro tai chinh va phap ly

Céch day vai nam, t6i ¢6 co hoi lam viéc véi mot doanh nhan tré tén Thanh,
nguoi sang 1ap mot chudi nha hang nhé tai Ha Noi. Thanh rat thong minh, rat
nhanh nhay, nhung lai qua tip trung vio ting truéng ma quén mat mot diéu
quan trong: quan tri rui ro.

Chi ting cuoi va né1 voi toi:
“Lam an ma Iic nao cling lo rui ro thi con dau sy hang hai nira chi.”

Dén khi rai ro xay ra that, nu cuoi ay bién mat hoan toan.

Xung dot: Khi rui ro khong go cura trudc khi buoc vao

Thoi diém do, chuoi ciia Thanh dang phat trién tot, mo dugc 4 cira hang trong 2
nam.
Mai dén khi mot su ¢6 xay ra, moi thir méi sup xuéng nhu mot cai domino.

Mot budi t6i, mot vi khach dang bai trén mang xa hoi rang nha hang ctia Thanh
dung nguyén li¢u khong rd nguon gboc. Bai dang lan rat nhanh, va chi trong 48
gio:

3/4 luong khéach dat ban huy.
Déi tac cung cdp nguyén liéu yéu cau kiém tra toan bo quy trinh.

Co quan chtc ning dén kiém tra gidy to ATTP.
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Mot nhan vién cii dang thém bai “ké t01” nha hang.

Mot nha hang trong chudi bi 1ap bién ban vi thiéu gidy phép PCCC chi tiét khu
bép.

Diéu dang noi 1a:

nhitng giay to ay khong phai khong c6 ma la khong dugc cap nhat dung han.

Tt ca 16 hong phap 1y, tai chinh, quy trinh... vén “chwa timg giy van d&” bdng
choc dong loat bung lén.

Thanh goi cho t6i1 lac 1 gio sang, giong run:

“G10 em mot hiéu... rui ro khong cham lai d€ minh kip xtr 1y dau chi.”

Gidi phdp: Xay mot hé mién dich tai chinh phdp Iy triwée khi qud mudn
T6i gitip Thanh x4y lai hé thdng tir gbc, theo ba budc:

1. Lap ban d6 rui ro (Risk Map)

Chung t61 liét k€ 4 nhém rui ro chinh:

Tai chinh: cong ng, chi phi doi 1én, dong tién Am.

Phép ly: gidy phép, hop dong, PCCC, VSATTP.

Van hanh: quy trinh nhap hang, quan ly nhan sy.

Truyén thong: khing hoang online, tin don, ddnh gia xau.

MBOi rii ro dugce danh gia theo:
Mirc d6 anh huéng Kha nang xay ra Ké hoach tmg pho.

2. Chuén héa tai chinh

Twr hoat dong “tu quan”, Thanh chuyén sang:

Lap bao cao dong tién hang tun.

Tach bach tién c4 nhan va tién cong ty.

Kiém soat cong ng bang phan mém thay vi so.

Lap quy du phong 3 thang chi phi ¢ dinh.

3. Chuan hoa phép ly

Timng cira hang duoc 1ap bo hd so gom:

Gidy phép kinh doanh.
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Gidy chimg nhan ATTP.

Hop ddng lao dong dang quy dinh.

PCCC theo tiéu chuan méi nhat.

Hop dong nha cung cAp minh bach.

Chung t6i tao lich nhac han phap 1y ty dong khéng con chuyén “quén”.
4. Xtr 1y truyén théng minh bach

Thanh tryc tiép viét thu xin 16i khach hang, giai thich & quy trinh kiém dinh
nguyén liéu, va moi KOL trong nganh F&B dén kiém tra thyc té.

Céch 1am chan thanh minh bach thang than nay gitp tinh hinh d4o chiéu.

Két qua: Tir khiing hodng dén tang truéng bén viing

3 thang sau:

Luong khach tdng lai 110% so véi trude khung hoang.

Chudi mé thém dugce 1 cira hang moi.

Nhan vién gan b6 hon vi quy trinh rd rang, minh bach.

Thanh tré thanh mét trong nhitng chtt doanh nghiép tré co6 tu duy quan tri rii ro
tot nhat ma to1 tung biét.

Chi noi véi t6i trong mot budi ca phé:

“Gid em m&i hiéu: ting trudng nhanh ma khong c6 nén mong thi chi 1a may
man.

Téng trudng bén 1a phai c6 phong thu.”

Bai hoc c6 nhan

Nguoi xua day:

“Du phong trude khi loan, phong xa trude khi nguy.”

Khong ai danh tran chi mang kiém ma khong mang khién.

Trong kinh doanh cling vay:

lgi nhuan 1a thanh kiém kiém soét rdi ro chinh 14 chiéc khién bao vé doanh
nghiép.
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Bai hoc thuc tién

Doanh nghi€p nho cang phai quan tam rui ro, vi khong c6 sttrc chiu don nhu
doanh nghi¢p 16n.

Rui ro phap 1y va tai chinh néu khong c6 hé thong kiém soat, chic chén s& thanh
bom n6 cham.

Minh bach 14 phuong thudc manh nhit cho khing hoang truyén thong.
Lich nhéc han phap 1y 1a “14 chin” don gian nhung hiéu qua.

Khong ai pha doanh nghiép nhanh bang chinh su chi quan ctia chii doanh
nghiép.

Kiém soat rui ro khong phai 14 su bi quan ma 1a mot sy khon ngoan.

N6 gitup doanh nghi€p binh tinh trudc bién dong, diing ving trudce thi trudong, va
tu tin mo rong.

Doanh nghi¢p manh khong phai doanh nghiép khong c¢6 rui ro,

ma 1a doanh nghiép biét rti ro nao dang chd minh ¢ phia trudec.

Quan ly dir liéu va thong tin hiéu qua

To1 tirng lam viée véi mot cong ty thuong mai dién tur ¢d vura tai TP.HCM, not
ma CEO anh Lam lu6n ty hao rdng minh “dua ra quyét dinh bang cam giac va
kinh nghi€ém”. Nghe thi tu tin day, nhung voi t61, cau néi ay ludn hoi... nguy
hiém.

Trong thdi budi ma doanh nghiép séng nho dit lidu, cam giac 13 thir dé phan boi
nhit.

Xung dét: Quyét dinh theo cam gidc va cii vap dau

Cau chuyén xay ra vao mot dip 18 16n. Anh Lam quyét dinh dit hang s6 lugng
16n mot dong thiét bi dién tir dang “cé vé ban chay”. Standard procedure?
Khong.

Anh khong xem dir liéu xu hudng 3 thang, khong kiém tra tir khoa tim kiém,
khong phan tich hanh vi khach hang.

Moi thtr dya trén... cam giac.

Két qua sau mot thang:

40% hang ton.

Hon 300 triéu bi chon vén.
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Kho day 1, phai thué thém khong gian luu tri.

Nhan vién hoang mang vi “khong hi€u sép nghi gi”.
Mot nhan vién noi véi to1 trong budi workshop:

“Bon em biét san phim d6 dang giam nhu cau, nhung vi anh Lam quen quyét
nhanh, tui em ciing khong dam goép y.”

C1 vap 4y khién ca cong ty lao dao, nhung lai tré thanh budc ngoat khién anh
Lam chiu ngoi xudng... va hoc cach nhin dir lig¢u.

Gidi phap: Dir liéu khéng phdi con s6 ma la cau chuyén doanh nghiép dang ké
T61 ndi véi anh: ’

“Dir liéu khong thay thé tryc giac. Nhung n6 gitp tryc giac cua anh ding hon.”
Tir d6, chiing t6i xay hé thong quan 1y dit liéu theo 4 16p:

1. Thu thap dit liéu dang du sach

Cong ty bat dau tracking:

Luot xem san pham

Luot thém vao gio

Ty 1 chuyén d6i

Ty 18 doi tra

Thoi gian truy cép

Chi phi cho mdi don hang

Doanh thu theo tirng phan khuac

Dit liéu ban (tring, thiéu, sai ma) bi loai bo.

To1 goi day 1a “vé sinh dir liu”, vi doanh nghi€p khong thé ra quyét dinh tor mot
cai guong mo.

2. Luu trlr tap trung khong roi rac, khong chia nho

Trudc diy mdi phong ban giit mot phan dir licu:

Marketing gitr dir li€u ads, Sales giir dir li¢u khach, K¢ toan gitr dit li¢éu doanh
thu.

Hau qua:

Khong ai nhin thay cé btrc tranh.
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Chung t6i hop nhat tat ca 1én mot hé théng duy nhat, han ché file Excel bay loan
trén email.

3. Phan tich dé tim ra “sy that” cua thi truong

Khi dir 1iéu di tap trung, doanh nghiép bit dau tim duogc nhirng insight dang
tién:

San pham cii khong phai “ban chdm vi thi hiéu thay d6i”, ma vi anh san pham
chat lugong thap.

60% khach bd gié hang khong phai vi gia cao, ma vi phi ship khong 1o rang.
Khach hang mua theo khung gio nhat dinh gitp t6i wu quang céo.

Nhirng tht trude ddy “kho hiéu” thi bay gio déu c6 cau tra 10i.

4. Ra quyét dinh theo kién truc: dit liéu — phan tich — hanh dong

Mot budi hop, t6i hoi anh Lam:
“Anh nghi san pham nao dang c6 kha nang tang truong trong thang t61?”

Anh mé dashboard, xem xu huéng tim kiém + ty 1& chuyén d6i + tén kho, roi
binh than noi:

“A, cai nay thang sau s& dat dinh. Gio dat thém 20% thoi, vira di.”

Khong con cam giac nira.

Co6 dit liéu dan duong.

Két qua: Doanh nghiép thay doi chi trong 90 ngay

Ty 1é du béo ton kho chinh x4c ting tir 40% — 85%.

Doanh thu ting 30% ma khong can tang chi phi quang cio.

Nhiing quyét dinh d4u tu san pham dtung hon, nhanh hon.

Nhén vién b6t cing thang vi “khéng con phai doan y sép”.

Vin hoa cong ty chuyén tir cam tinh — minh bach — ¢6 co so.

Anh Lam néi véi toi trong mot budi ca phé:

“Ngay trudc anh coi dit liéu nhu phién phirc. Gid anh coi né nhu ban d6 di trong
rung.

Khoéng c6 ban do thi c6 gan may cling lac.”

Bai hoc co nhan

Nguyén Cam Tho — 0387901636 — Thontc.cv@gmail.com



Tap 1 - 30 Nguyén tac kinh doanh tir doanh nghiép 16n

Nguo1 xua noi:

“Biét nguoi biét ta, trim tran trim théng.”

Trong kinh doanh thdi nay, “biét” nghia 1 biét dua trén dit liéu chir khong phai
suy doan.

Dit liéu chinh 14 tri thire thuc té.

Bai hoc thuc tién

Dt li¢u phai sach, khong sach thi phan tich sai toan bo.
Tap trung dit liéu giup doanh nghiép nhin thiy toan canh.
Dit liéu 1am manh thém truc gic, chit khong thay thé no.
Ra quyét dinh dua trén dir liéu giam rii ro va ting toc do.

Doanh nghiép cang 16n, cang khong thé chay bang cam tinh.

Quan ly dir liéu khéng chi 13 luu trit con sé ma 1a quan tr tri thirc doanh nghiép.
Dit liéu gitp ta nhin rd diéu ma mét thuong khong thay,

do luong diéu ma cam xtc khong do duorc,

va ra quyét dinh thong minh trong mot thi trudng day nhiéu loan.

Doanh nghiép c6 dit li¢u nhu nguoi di duong co la ban.

Khoéng vdi va, khong boi 61 ma ty tin di dung hudng.

T6i wu chudi cung trng va logistics

T6i timg 1am ¢b van cho mot doanh nghiép thoi trang & Binh Duong mot
thuong hi¢u nhdé nhung c6 lugng khach hang rat trung thanh. Thé nhung, c6 mot
giai doan ho lién tuc bi khach phan nan: giao hang cham, hét hang, dat mau nay
nhan mau khac, déi tra nhiéu. ..

Nghe thi gidng chuyén “vat”, nhung trong nganh thoi trang, nhitng 16i nho lai da
khién khach bo di khong tr lai.

Chi chu thuong hi€u chi Quyén, mot phu nir tré déy dam mé tung tam sy voi
toi:

“Em 1am miu méi nhanh, marketing manh, nhung hang ltc nao ciing khong di
kip.,’

“Em ban dugc nhung khong gitr dugc khach.”

Cau noi ay da mé dau cho mot cudc “dai phau” vé chuoi cung tng.
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Xung d@ét: Khi san pham dep nhung chudi cung vmg... xdu

Khi t6i khao sat, moi thay van dé nam ¢ sau hon:

Xudng may ¢ Thu Dau Mot giao hang thét thudng.

Kho hang sip xép rdi rim, dd moi d6 cii 13n 16n.

Phan mém quan Iy ton kho khong cap nhat real-time.

Giao hang qua 3 don vi van chuyén, mdi noi mot kiéu.

Hang 13i bi phat hién mudn vi khong c6 quy trinh kiém tra dau cudi.
T61 hoi chi Quyén:

“Bao nhiéu % danh gia 1 sao cua khach dén tir chat luong san pham?”

Chi dap:
“Khoang 10%.”

“Bao nhiéu % dén tir giao hang, d6i tra, nhdm don?”
“Khoang 90%...”

Thé ma tir truée dén nay, chi lai tap trung gan hét ngudn luc vao thiét ké va
marketing, con logistics thi giao cho... “may man”.

D6 13 bai hoc nhiéu doanh nghiép Viét Nam mic phai.

Gidi phdp: Toi wu chudi cung vmg khong phdi cdt giam ma la sdp xép lai cho
tron tru

1. Chuén héa quy trinh nhap hang va kiém hang

Chung t6i thiét 1ap quy trinh 3 budc:

Kiém s6 luong

Kiém chat luong

Gén mi vach

Trudc d6, nhan vién kiém bang mat thuong, dé sai va ton thoi gian.
Gio tat ca déu gan ma code quét phat 1a c6 day du thong tin.

2. Sap xép kho theo “ludng chay”
T6i gitip chi Quyén thiét ké lai so d6 kho:
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Hang ban chay dé gan cira.

Hang méi dé khu riéng.

Hang 13i dé vao khu cach ly.

Cac ké dat theo thir tu san phém mau size.

Kho tir chd “méi 1an tim d6 nhu di tim vang” tré thanh “dung dau ra d6”.
3. Lién két v6i mot ddi tac giao hang chinh

Thay vi lam viéc véi 3 don vi, chi chon 1 don vi manh nhét va xay KPI 10 rang:
Ty 1€ giao ding han > 96%

Ty 18 that lac <0.5%

Thoi gian xir 1y doi tra < 48 gio

Nho tap trung, chat lvong giao hang ting rd rét.

4. Ung dung phan mém tdn kho real-time

Tat ca kho don hang bién dong déu cap nhat ngay 1ap tirc.
Nhan vién khong con phai goi nhau hoi: “Con céi vay nay khong nhi?”
Ton kho 4o gidam gan nhu vé 0.

5. Dy bao nhu cau bang dit liéu

Chung t61 phan tich:

San pham ban chay theo mua

Mau nao khach thich

Size nao thiéu

Tuan nao nhu cau cao

Mau nao sip hét vong doi

Nho vay, chi Quyén dit hang dung da khéng du khong thiéu.
Két qua: Khi chudi cung ing hoat déng mwot, doanh nghiép “nhe” di mét nira
Chi sau 60 ngay:

Ty 1€ giao hang dung han tang tr 76% — 97%.

Ton kho du giam 35%.

Khi ra mau méi, khong con canh “chay hang nhung kho lai... con hang”.
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Danh gia 1 sao giam 80%.

Khach quay lai mua lan 2 tang 25%.
Trong budi tong két, chi Quyén néi véi toi:

“Em ctr nghi kinh doanh 13 marketing + san pham.
Nhung héa ra con ¢6 mot thir rat quan trong: 1am sao dé hang dén tay khach
ding nhu cam két.”

Cau ndi ay lam t61 nhé mai.

Bai hoc co nhan

Nguoi xua day:
“Thién toc bat dat.”
Lam nhanh ma khong dung, cudi cung lai cham nhat.

Chudi cung ung 14 minh chtng rd nhat:
Mubdn nhanh phai di dung quy trinh, chir khong phai dot chay giai doan.

Bai hoc thue tién

Pimg dé logistics tré thanh 1y do khach roi bo ban.

San phém tbt chi 1a nira cude choi nira con lai la giao dung, giao du, giao nhanh.
Téi wu khong c6 nghia 1a cat giam ma 1a sap xép lai cho hop 1y.

Mot phan mém ton kho tbt doi khi ctiru doanh nghiép khoi that thoat ca trim
triéu.

T61 vu chuoi cung g khong phai viéc cua kho ma 1a viéc cua toan doanh
nghiép.

Mot san pham tot chi phat huy gié tri khi né dén tay khach hang dung hen, dung
chat luong, dng nhu 101 htra.

Chudi cung tmg chinh 14 ¢ may 4m thim dung sau moi thanh cong khong hao
nhodng nhung cuc ky quan trong.

Doanh nghiép cang lén, chudi cung tmg cang phai manh.
Doanh nghiép mudn manh, chudi cung ing phai thong sudt.
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Phan 4: Marketing & Khach hang

Hiéu hanh vi khach hang siu sic

Nhiéu ndm trudc, t6i timg dong hanh véi mot spa chiam séc da cao cap tai Ha
NGi. Spa nay dau tu bai ban, thiét bi tot, nhan vién chuyén nghiép, bai marketing
cling chinh chu. Vay ma khach dén r6i... khong quay lai.

Chi Hao chu spa lo dén mat ngi. Chi bao:

“Chj 1am moi thir tét rdi, sao khach van khong & lai?

Hay 1a ho khong thich dich vu cua chi?”

T6i da gdp nhidu chii doanh nghiép nhu vay: ho tudng khach roi di vi chdt leong
dich vu, trong khi ly do that sy lai nam sau hon rat nhiéu hanh vi va cam xtc
khach hang ma doanh nghiép khong hiéu.

Xung d@ét: Khi doanh nghiép bdn cdi minh nghi khéach can khéng phdi cdi khdach
that su muon

T6i danh 1 tudn quan sat &m tham tai spa:

Khach dén lam 1an dau thi hai long.

Khach it khi duoc hoi siu vé tinh trang da, thoi quen sinh hoat.
Sau budi du, nhan vién thuong tu van goéi dich vu kha “cao cap”.
Khach git dau cho lich hen nhung... khong bao gior dén 1an 2.
Khi goi cham séc sau dich vy, nhiéu nguoi tra 101:

)

“Chi thay ciing dugc, nhung chi chua thay can thiét phai quay lai.’
“Gid nhiéu spa qué, nén chi ct thay doi xem thtr.”

“Chi khong thich bi tu van géi nhiéu nhu thé.”

Khong ai noi dich vu dé.

Khoéng ai noi spa lam sai.

Khach don gian. .. chua két ni.

Chua tin tuong.

Chua thay Iy do dé quay lai.

D6 chinh 14 ban chat hanh vi khach hang trong nganh dich vu:
Ho khong trung thanh véi dich vu ho trung thanh véi cam giéc.

Gidi phdp: Hiéu khdch bang dir liéu + quan st + thau cam

T6i bét dau bang viéc thu thap thong tin va ling nghe khach & mirc sau hon:
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1. Phan tich tdm 1y khach hang theo 4 nhém dong co

Ly tri: hiéu qua diéu tri, chimg cr khoa hoc, chuyén mén.

Céam xuc: dugc quan tam, dugc nhé tén, cam giac dugc cham soc.
Tién loi: gan nha, d& dat lich, khong chd doi.

Niém tin: do an toan, uy tin, sy minh bach.

Két qua cho thay:
Spa cua chi Hdo manh vé “ly tri”, nhung yéu ¢ “cam xac¢” va “niém tin”.

2. Quan sat hanh vi thuc té tai spa

T6i yéu ciu nhan vién ghi lai:

Khach vao nhin gi dau tién

Khach héi ciu gi nhiéu nhét

Khach ngan ngai lic nao

Khach vui vé lic nao

Khach quyét dinh mua thém dich vu trong tinh hudng nao
Tur @6 ching t61 phat hién:

Khéc}} so bi “‘upselll" qué muec. o
Va diéu ho can nhat khong phai dich vu ma la su thau hiéu.

3. C4 nhan hoa trai nghiém khach hang

T6i thiét ké mot bang cau hoi mém mai, khong mang tinh “chan doan”, ma nhu
mot cudc tro chuyén:

“Chi cham da bao lau rdi?”

“Lan gan nhét chi hai 10ng voi lan da minh 1a khi nao?”

“Piéu chi chua hai long nhat 1a gi?”

“Néu cai thién dugc mot diéu ngay trong thang nay, chi muén diéu gi nhat?”

Khach mé 1ong hon rat nhiéu.
Ho cam thay duoc hi€u, thay vi bi “ban dich vu”.

4. Lam “H6 so hanh vi khach hang"
Chung t61 luu lai:

Lich str cham soc
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S¢& thich

Thoi quen

D1 Uing

Style giao tiép (ngudi thich nhanh ngudi thich chia sé)

Khi khach quay lai, nhan vién nhé dung cai khach quan tim nhat.
Chi vay thoi ma ti 1€ quay lai tdng lén dang ke.

Két qua: Khi doanh nghiép hiéu khdch sau khdch ciing ¢ lai ldu
Sau 2 thang:

Ty I¢ khach quay lai tang tir 18% — 47%.

Doanh thu dich vu lau dai tang 35%.

Feedback “dich vu qué tu vin nhiéu” giam gan nhu 0.

Khach gioi thiéu ban be tang manh.

Mot khach hang than thiét néi véi toi:

“C6 nhiéu spa t6t lim, nhung ¢ ddy chi cam giéc. .. duoc coi trong.”

D6 chinh 1a sttc manh cia viéc hiéu hanh vi thit ma quang cdo hay khuyén mai
khong bao gio¢ thay thé noi.

Bai hoc co nhan

Nguoi xua co cau:
“Biét long nguoi, at biét viéc.”

Trong kinh doanh, “long nguoi” 1a hanh vi, cam xtc, dong co sau xa.
Hiéu dugc nd, doanh nghiép budc mot budc ma dugc ba budc.

Bai hoc thue tién

Khach khong mua san pham khach mua cam giac.

Dich vu t6t khong du; phai dung cai khach can, ding cach ho mudn.

Pimng voi ban khi chua hiéu.

Cé nhan hoéa la chia khoa gilr chan khach hang thoi hién dai.

Hanh vi khach hang thay di lién tuc doanh nghiép phai quan sat mdi ngay.
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Hiéu hanh vi khach hang siu sic khong phai dé “tan dung” ho,
ma dé phuc vu ho ding cach, dung nhu cau, ding tho1 diém.

Khi ban hiéu khach hon ddi thii ban thing.
Khi ban hiéu khach hon chinh ho ban dan dau.

Xay dung thwong hi€éu manh, dang tin cay
To1 ¢6 dip 1am viée va1 mdt startup thuce phém sach tai TP.HCM tén thuong
hiéu 1a Moc Nhién. Nguoi sang 1ap, chi Uyén, 1a mdt phu nit kién dinh, [udn noi:

“Em mudn lam thuong hiéu tir té, khong chay theo chiéu tro.”

Du san pham cua Moc Nhién lam rat tot, nhung doanh so thi ctr 1an dan.
Trong khi d6, nhi€u thuong hi¢u “6n a0, chay quang cao manh, influencer ram
r0, lai ban dat nhu tom tuoi.

Mot budi chiéu, chi Uyén nhin t6i tho dai:
“Chi oi... em lam that ma sao khach khong tin?
Em cam giédc minh dang n6i bang giong nho trong mot cai chg 6n ao vay.”

T6i biét day 13 van dé cua rat nhiéu doanh nghiép Viét Nam:
Ho lam t6t, nhung khong biét cach khién thi truong tin minh.

Xung dot: Khi sy tir t& bi lu mo bai tiéng on thi trudng

Khéch hang ngay nay khong chi nghe nhitng gi ban noi.
Ho nhin xem ban lam gi.

Ho xem ban gidng ai.

Ho cam nhan ban khéc ai.

Thoi diém Ay, Méc Nhién roi vao 3 diém yéu lén:
Thuong hi¢u khong c6 cau chuyén 10 rang.

Hinh 4nh khong ddng nhét giita cac kénh.

Gi4 tri tot nhung khong duoc ké mot cach “du cham”.

Khach hang mua thuc phim sach muén cam giac yén tAm, tin cdy, minh bach.
Nhung moi thtr tir bao bi dén 101 gi61 thi€u ciia Mdc Nhién déu “nhat” dung
nghia sach, nhung lai... khong c6 dau an.

Chi Uyén né1 ding:

“Em sach, nhung thi truong khong nghe thdy giong noi ctia em.”
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Gidi phdp: Xay thuwong hiéu nhw xdy tinh cdch chdn thét va nhat qudn

T61 d€ nghi chi khong nén ¢6 “6n a0 1én, ma hady lam thuong hi€u theo cach
diém tinh nhung siu, xay ni€m tin bang nhiing di€u co that.

1. Xac dinh “ban sic ¢t 16i” thuong hiéu ndy sinh ra dé lam gi?
To61 hoi chi Uyén 3 cau:

“Em mudn thay doi diéu gi trong thi truong?”

“Piéu gi em lam tt hon nguoi khac?”

“Gi4 tri ndo em khong bao gio danh d6i?”

Sau 2 tiéng tro chuyén, bo nhan dién thuong hi¢u tinh than cua Mdc Nhién duoc
hinh thanh:

Tir té

Minh bach

Giir tron su tu nhién

Thuong hiéu manh bat dau tir viéc biét minh 13 ai.

2. Xay cau chuyén thuong hi¢u khong hoa my, ma chan that

Chung t6i ké lai cau chuyén khoi dau cua chi Uyén:

T mot ngudi phu nit bi 4m anh boi thire pham ban sau khi con bi di tmg.
Tur viéc di khao sat timg nong trai.

T su kién tri chon san ph:flm “sach that”, du khé ban hon.

Cau chuyén 4y duogc 1am thanh video ngin.
Ngay dang lén TikTok, clip dat hon 800.000 luot xem.
Khong vi quang cao ma vi cdu chuyén that khién nguoi ta tin.

3. Pong nhit hinh anh dé khach vira nhin ¢4 nhan ra
Chung t61 1am lai:

Logo

Mau sic cha dao

Bao bi

Phong cach hinh anh

Giong no6i thuong hi¢u (tone of voice)
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Khach hang chi can nhin thoang qua 13 biét Mdc Nhién.
D6 1a stc manh ciia nhan dién nhét quan.

4. Minh bach nhu mot 101 cam két

C6 nhitng hom chi Uyén livestream tai nong trai lic 5 gio sang.

C6 hom chi dé khach xem quy trinh dong goi truc tiép.

C6 hom chi cong bd ca sai s6t ctia minh (mot 16 hang bi dap, mot dot giao
cham).

Chinh sy minh bach ay khién khach hang noi:

“Thuong hiéu nay tin dugce.”

- ‘Xéy cong dong thuong hidu khong phai logo, ma 1a nhém nguoi tin cling mot
diéu

Chiing t6i mé nhém “Nha Minh An Sach”, chia sé:

Cach lua chon thuc phém

Cong thirc nau in

Cau chuyén gia dinh

Kién thirc dinh dudng

Khach vao nhom khong phai dé mua hang, ma dé thudc ve.
Khi ho da thudc vé rdi ho ¢ lai.

Két qua. Thuong hiéu manh la thuong hiéu khién khdch... tin
Sau 6 thang:

Doanh thu tang 52%.

Ty 1€ khach quay lai tang 40%.

Nhom cong dong dat 17.000 thanh vién.

Mot clip minh bach quy trinh dong goi dat 1,2 tri€u view.
Khach goi thwong hiéu bang cau: “Sach nhu Moc Nhién 4y.”
D6 13 khi t6i biét: thuong hiéu di “séng”.

Chi Uyén néi trong budi tong két:

“Em khong mudn thuong hiéu minh chi dep.
Em muodn no dang tin.”
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Va t61i mim cuoi.

Boi d6 12 diéu ma quang céo khong bao gio xdy duoc chi vin héa va gid tri méi
xay duoc.

Bai hoc co nhan

Nguoi xua noi:
“Duc toc bat dat nguoi tin méi theo.”

Thuong hi¢u cling vay.
Khdéng can 6n ao.
Chi can nhat quan va chan that.

Bai hoc thuec tién

Thwong hiéu manh ludn bat dau tir gia tri manh.

Khach hang khong tin 161 n61 ho tin hanh dong.

Pong nhat hinh anh giup thuong hiéu d& nhan dién hon 10 lan.
Minh bach 1a chién lugc thuong hiéu manh nhat thoi hién dai.

Cong dong 13 “vong tay” niu khach hang ¢ lai.

Mot thuong hiéu déng tin khong phai thuong hiéu néi hay nhat,
ma la thuong hi¢u song dung véi diéu minh noi.

Khi khéch tin ban, ho khong chi mua

ho ung ho, ho giéi thiéu, ho dong hanh.

Va dé6 1a stcc manh bén virng nhat cia marketing.

Tao trai nghiém khach hang vuot troi

T6i nhé 1an dau budc vao cira hang ctua The Coffee House & TP.HCM. Khong
chi b&d1 mui ca phé thom, hay khong gian gon gang, ma bdi cach nhan vién chao
t6i bang tén, nhd sé thich, va biét luc nao toi chi mudn im ling ngdi thuong
thirc. Mot trai nghiém tudng chimg don gian, nhung khién t6i ty nha: “Day mai
1a cach khién khach hang mudn quay lai.”

Nguoc lai, mdt quan ca phé nho gan nha t6i timg gay an tuong. .. theo chiéu
hudng nguoc lai. Khach dén, goi ca phé, nhan vién quén order, mang sai do,
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khach nhic méi sira, lai con thai do hon doi. Toi khong phai khach duy nhit bo
di, va chl quan thi luon thac mic: “Tai sao khach khéng quay lai?”

Xung dot rd rang: San pham ngon nhung trai nghiém té = khach roi bo, doanh
thu giam.

Xung d@ét: Khi doanh nghiép quén “trdi nghiém” trong cudc dua san pham
Trong nhiéu doanh nghiép Viét Nam, t6i thdy hién twong chung:

Chu trong san pham, quén chiam chut cach khach cam nhan.

Cham quang cdo, quén chdm chit hanh trinh khach.

Tang doanh s6 ngan han, danh ddi 1ong trung thanh dai han.

Chi khi nhin vao hanh vi khach, méi thdy rd: khach hang mua trai nghiém,
khong mua san pham.

Gidi phdp: Trdi nghiém khdch hang phdi dwoc thiét ké nhuw nghé thudt
1. Map hanh trinh khach hang

Chung t61 giup doanh nghi€p vé “Customer Journey’:

Tru6e khi khach dén: website, social media, quang céo.

Khi khéch budc vao: nhan vién, khong gian, &m nhac, mui huong.

Trong qua trinh st dung dich vu: toc do, thai do, tién nghi, gidi phap khi sy cd
xay ra.

Sau trai nghiém: cham soc, feedback, hau mai.

Bang cach nhin toan canh, doanh nghiép mai nhan ra diém dau (pain points) va
co hoi tao WOW.

2. Cé nhan hoa trai nghiém

Khach hang thich dugc nh¢ tén, nhd so thich, va dugc cam théy “dac biet”.

Vi du, tai mot ctra hang thoi trang & Ha N1, khach hang VIP nhan tin nhin moi
thir 46 mdi1 dung phong cach ho ting chon, kém voucher riéng. Két qua: khach
quay lai gap d6i, ti 16 mua ting o rét.

3. Giai quyét van dé trude khi khach nhan ra

Khach hang thuong kho chiu vi van dé nho. Néu doanh nghiép chu dong:
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B4o trudc tinh trang hét hang

Giao hang cham c6 tin nhén cap nhat

Cung cap hudng giai quyét ngay

...khach s& van hai lbng. T’réi nghiém vuot tri khong phai lic nao cling la wow,
ma do1 khi 1a “khong rac r61”.

4. Huén luyén nhan vién thanh “dai st trai nghi¢ém”

Nhan vién 1a mat, tai va trai tim ctia doanh nghiép.

Ho phai hiéu timg budc khach di

Nhan biét cam xtc khach

Biét khi nao nén can thiép, khi nao dé khach tu do

Mot nhan vién cii cua toi ting noi:

“Ngay trudc em nghi chi can pha diing ly ca phé, gid em hiéu phai pha ca ‘cam
giac’ nira.”

5. Po luong va cai tién lién tuc

Trai nghiém khach hang khong tinh.

Feedback truc tiép, survey online, social listening

Do luong NPS (Net Promoter Score)

Thr nghi¢m nho, stra nhanh, nhan rong

Chi khi lién tyuc do luong va cai tién, trai nghiém moi thyc sy vuot troi.

Két qua: Khi trai nghiém la vua, khéch hang la hodng héu

Mot doanh nghiép F&B t6i dong hanh sau 3 thang ap dung phuong phap nay:
Ti 1€ khéach quay lai tang tr 22% — 55%

Thot gian khach ¢ lai cira hang 14u hon 30%

Feedback tich cuc vé nhan vién va khong gian ting 80%

Doanh thu tir khach cii tang 40%

Khéch hang khong chi mua san phdm ho mua ca cdm gidc dugc quan tdm, dugc
ton trong, dugc nhé tén.
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Bai hoc co nhan

Nguoi xua noi:
“Khach to1, gitr cho bang long; khach di, dé lai niém tin.”

Trong kinh doanh hién dai: trai nghi¢ém khach hang vuot trdi chinh 1a cach gitr
cho khach “bang 1ong” ngay tir 1an gap dau tién.

Bai hoc thuc tién

Trai nghiém t6t bat dau tir viéc quan sat va hiéu khach.
Cé nhan hoa 1am khach cam thay dic biét.

Chu dong giai quyét van dé 1a tao WOW.

Nhan vién 1a dai st trai nghiém, can huin luyén ky.

Do luong lién tuc dé cai tién trai nghiém, tranh 16i lap lai.

Tao trai nghiém khach hang vuot trdi khong chi 1a “dich vu tdt hon” ma 1a cam
xuc khach cam nhan trong tirng khoanh khac.

Khi trai nghiém tot hon d6i thu: khach khong chi quay lai ho ké cho ngudi
khéc, va ban c6 dugc vong tron lan téa tu nhién, bén viing nhat.

T6i wu kénh phan phdi va ban hang

Nhiéu nam trudc, toi gap mot thuong hi¢u stra dau nanh tai Déng Nai san phém
ngon, nguyén liéu sach, gia canh tranh. Nhung doanh thu ctr let det. Chi cha
thuong hiéu, chi Lan, th¢ dai:

“San pham ngon, khach thich... nhung sao ban khong chay?”

Nguyén nhan khéng nam & san pham, ma nam & kénh phan phdi va ban hang.
Xung d@ét: Khi san pham tot nhung chwa dén dwoc tay khdch

Chung t61 khao sat:

San pham chi ban tai vai siéu thi 16n, bo qua cac cira hang 16 va kénh online.
Dai 1y khong biét cach trung bay, khéng dugc huéng din ban hang.

Nhan vién ban hang chua hiéu USP (diém ban hang doc d4o) ciia san pham.

Hang ton kho bi cham luan chuyén, mot s6 noi hét hang, noi khac ton nhiéu.
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Khach mudn mua nhung khéng tim thay, hodc thdy ma khéng duogc gidi thiéu
ding cach. San phdm ngon ma khong dén tay khach tat ca la vo nghia.

Gidi phdp: Toi wu kénh phédn phéi theo chién hroc
1. Chon dung kénh theo nhom khach hang
Chung t61 phan loai khach hang:

Nhom gia dinh tré: vu tién si€u thi, ctira hang tién loi, kénh online Facebook/
Shopee.

Nhom vin phong: uu tién vending, café, mini-market gan co quan.
Nhoém khach hang tinh 1€: wu tién dai ly dia phuong, ctra hang 1é.

MB&i kénh c6 cach chidm soc, cach trung bay, cach khuyén mai khac nhau.
2. Hd trg dbi tac ban hang hiéu qua

T6 chte training cho dai 1y vé san pham, USP, cach gi6i thiéu khach.
HO6 trg POSM (poster, standee, mau thir) dé thu hat khach.

Pit KPI 1 rang: s6 luong trung bay, doanh sd, ton kho.

Céc dai 1y tur chd “ban dai tra” trd thanh “dai st thuong hiéu” thuc thu.
3. Pong bo online offline

Chung t6i tich hop ton kho giita cira hang va kénh online:

Khach mua online c¢6 thé chon cira hang gan nhét 1y hang.

Thong tin khuyén mi, combo dugc ddng bd dé tranh nham 1an.

Hé théng quan 1y kénh ban hang real-time dé diéu chinh nhanh néu hang ton
hodc hét.

4. Theo doi hiéu qua tirng kénh
Mbi kénh duogc do ludong:
Doanh thu hang tuan

Ty 18 ton kho

Loi nhuan gop

Danh gi4 khach hang
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Chung t6i nhan ra: mot s6 kénh it doanh thu nhung lai gitip build brand
awareness, trong khi kénh ban tdt lai can nhiéu hd trg dé t6i wu loi nhuan.

Két qua: Khi kénh phdn phéi van hanh nhip nhang

Sau 4 thang:

Doanh thu ting 65%, chu yéu tir kénh 1¢ va online.

Ton kho giam 30%, tranh tinh trang hét thira khong déu.

Nhan vién ban hang ty tin giéi thiéu san pham, doanh sé timg dai Iy ting
4050%.

Khéch dé tim thay san pham, trai nghiém mua sdm thuén tién hon.
Chi Lan nhin t61 cuoi:

“Em tudng t6i vu 13 cat bot chi phi, hoa ra 1a... chim soc timg kénh va timg
diém ban!”

Dung vay. To1i vu khong phai gidm, ma 1a sap xép cham soc do luong.
Bai hoc ¢6 nhan

Nguoi xua day:
“Piéu quan bat dung, tudng quan bat dung.”

Trong kinh doanh hién dai:
San pham tot ma khong dén tay khach ciing nhu kho bau chén dudi dt.

Bai hoc thuc tién

Hiéu khach, hiéu kénh, chon dung diém ban.

HO tro d6i tc ban hang, bién ho thanh “dai st thuong hi¢u”.

Déng b offline online dé trai nghiém mua sam lién mach.

Po ludong hiéu qua timg kénh, diéu chinh kip thoi.

T4i wu kénh phan phéi 13 t6i vu trai nghiém khach hang chir khong chi 13 giam
chi phi.

Kénh phéan phéi khong phai 1a duong dan hang héa don thuan.

Do 1a cau nd1 gitra gia tri san pham va niém tin khach hang.

Khi kénh van hanh tron tru: san pham dén dtng tay khach, dung cach va doanh
nghi¢p “song khoe” bén ving.
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Chién lwgc marketing dwa trén dir liéu

Céch day vai nam, toi ddng hanh véi mot cong ty my pham & TP.HCM. Ho 1am
marketing rAm 19 trén Facebook, Instagram, Shopee, nhung két qua doanh thu
khong dong déu. Chu doanh nghiép, chi Minh, tho dai:

“Chung t6i chay quang céo rat nhiéu, nhung khach khong téi déu, chi phi quang
cdo cu tang, hiéu qua thi khong 6n dinh.”

Nguyén nhan? Chién luoc marketing dira trén cam giac va kinh nghiém, chi
khong dua trén dir liéu thyc té.

Xung d@ét: Khi cam gidc thay thé dir liéu

Chung t6i phan tich chién dich:

Quang cio chay dai tra, khong nham diing nhém khach hang tiém ning.

Noi dung quang céo chua phu hop tirng kénh.

Khong do luong ty 18 chuyén doi tir timg kénh, ting ddi tuong.

Ngén sach bi phan bo theo “cam giac” cia ngudi quan 1y, khong theo ROI thyc
te.

Hau qué: nhiéu chi phi bo ra nhung doanh thu ting it, khach hang muyc tiéu chua
duogc tiép can dung cach.

Chi Minh boi rbi:

“Em thay nhu dang ban stng trong bong tbi vay... biét dau trang, dau trugt!”
Gidi phdp: Chuyén tir cam gidc sang dir liéu

1. Thu thap dit li¢u khach hang

Chung t6i bat dau bang viéc thu thap dit liéu vé hanh vi khach hang:

Ai da mua san phém, mua loai ndo, tan suit ra sao.

Khach xem quang cdo nao, click vao dau, hanh vi trén website, social.

Nhoém khach c6 kha ndng mua cao, nhung chua mua, va 1y do.

Dit liéu nay tré thanh “ban d6” cho moi quyét dinh marketing.

2. Phan khtc khach hang chinh xac

Khong con quang cdo dai tra nira. Chung t61 phan nhém khéch:

Khach trung thanh: nhan thong tin san phim méi, vu dai dic biét.
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Khach tiém ning: timg xem san pham nhung chua mua — retargeting voi noi
dung phu hop.

Khach chua tiép can: tim kénh quang co phu hop, nhim déi trong tuong tu
(lookalike).

Két qua: quang céo hiéu qua hon, chi phi giam, ti 18 chuyén dbi tang.

3. T6i wu ndi dung theo dit liéu

Chung t61 phan tich:

Loai ndi dung nao khach tuong tac nhiéu nhat (video, hinh anh, livestream).
Thoi gian ndo khach online va twong tac cao nhat.

Ngon ngit, cach ké chuyén nao khach dong cam.

Marketing khong con dua vao cam gidc hay “trend”, ma dya trén insight khach
hang thuc su.

4. Po ludng va cai tién lién tuc

Str dung KPI dya trén dir licu: ROI, CPA (Cost per Acquisition), CTR, NPS.
Test A/B cho moi chién dich, lién tuc tinh chinh thong di¢p va kénh.

Khong s “thtr sai”, vi dit liéu cho biét diéu gi hiéu qua.

Sau 3 thang, cong ty my pham:

Chi phi quang c4o giam 30%, nhung doanh sd tang 45%.

Nhom khach tiém ning chuyén doi thanh khach trung thanh ting 60%.

No6i dung duoc khach phan hoi tich cuc hon, ti 18 tuong tac tang 3 lan.

Chi Minh thé phao:

“Gi0 em khong con ban trong bong t6i nita. Moi thir 16 rang, do luong duoc va
hi¢u qua.”

Bai hoc co nhan

Nguoi xua noi:
“Bi€t nguoi bict ta, tram tran tram thang.”

Trong marketing hién dai:
“Biét khach, biét dir li¢u, tram chién dich tram hi¢u qua.”
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Bai hoc thuc tién

Dit liéu 1 nén tang dé ra quyét dinh marketing, khong phai cam giac.
Phén khtc khach hang gitp nhdm dung thong diép, tiét kiém chi phi.
Téi wu ndi dung va kénh dya trén dit liéu thuc té.

Ludn do ludng va cai tién lién tuc.

Chién lugc marketing thong minh = két hop dir li¢u + su sang tao.

Marketing khong con 1a “doan xem khach thich gi”.
Marketing hiéu qué la biét khach, do ludng hanh vi, diéu chinh thong diép va
kénh lién tuc.

Khi dit liéu dan 16i, moi chién dich tré nén chinh xac va bén ving.

Khach hang duoc tiép can dung cach, doanh nghi¢p dat hi¢u qua, va ca hai déu
cam thay hai long.

Giir chan khach hang trung thanh

T6i timg dong hanh v6i mot cira hang thoi trang nhé & Ha Noi. Chu cira hang,
chi Hanh, tu hao vé san phém: thiét ké dep, chét luong tot, gia ca hop ly.

Nhung moi thang chi Hanh phai “chay sale” lién tuc dé 16i kéo khach mai.
Khach cii thi thua thét, hau nhu khong quay lai. Chi tho dai:

“Em ctr nghi khach thich san pham, nhung ho di hét... em phai lam gi dé giir
chan ho?”

D6 1a ciu hoi ma bat clr doanh nghiép nao ciing timg gip: khach hang trung
thanh khong tu dén, néu ban khong xay dung mdi quan hé.

Xung dot: Khi khach hang bo di du yéu san pham

Nhirng khach hang cii clia ctra hang chi Hanh déu tirng mua 12 1an, thich san
pham, nhung r61 ho “mat tich”.

Mot phan do thiéu twong tac sau khi mua hang.

Mot phan do khong c6 1y do dé quay lai, khong c6 uu dai, khong co trai nghiém
moi.

Tham chi khi ctra hang m¢ bd suu tap mo1i, ho khong nhén thong tin.
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Két qua: khach roi di, doanh thu thiéu 6n dinh, chi phi thu hiit khdch méi ngay
cang cao.

Chi Hanh cam giac bét luc:

“Em mat khach nhu nuéc chay qua tay... em ban tét, nhung khach khong tré

29

lai.

Gidi phép: Xay dung long trung thanh bang trai nghiém va gid tri

1. Hiéu khach hang trung thanh thue sy 13 ai

Chung t61 phan tich dir liéu ban hang:

Khach mua tir 2 1an tr& 1én trong 6 thang — nhém trung thanh.
Khach c6 phan hoi tich cuc hodc gi61 thiéu ban beé — nhom fan cung.
Xac dinh ai 1 khach trung thanh dé dau tu dang cach, khong tén cong suc vao
nhom khach kho gifr.

2. Tao gia tr1 lién tuc sau khi ban hang

Khong chi ban xong 14 xong, ma can:

Guri email cam on, huéng dan st dung san pham.

Chia sé meo, tips, thong tin hitu ich lién quan dén san pham.

Tang uu dai sinh nhat, voucher cham soc khach.

Vi du, chi Hanh bét dau giri “Géi bi quyét phdi d6 tudn méi” cho khach mua lan
dau. Khach khong chi quay lai ma con chyp anh dang 1én mang xa hoi.

3. Xay chuong trinh khach hang trung thanh

Chung t6i thiét ké:

Thé diém thuong: tich diém d6i qua, giam gia.

CAp d0 khach hang: bac vang kim cuwong, mdi cip quyén loi ting dan.
Uu tién dac biét: xem trudce bo suu tdp moi, mua trude, dich vu riéng.
Khach cam thdy minh duoc tran trong, khong phai “chi 1a nguoi mua”.
4. Tuong tac thuong xuyén va chan thanh

Nhin tin chic mimg, chic 1&, hoi tham trai nghiém san pham.

Chia sé cau chuyé¢n thuong hi€u, hau trudng san phém.

Nguyén Cam Tho — 0387901636 — Thontc.cv@gmail.com



Tap 1 - 30 Nguyén tic kinh doanh tir doanh nghiép 16n
Mbi tuong tac phai co gia tri, khong spam.

Mot khach hang trung thanh tirng néi véi chi Hanh:

“Em khong mua vi sale, em mua vi cam gidc dugc quan tam.”
5. Phan hoi nhanh va giai quyét van dé kip thoi

Khach trung thanh van ¢6 lic gip van dé:

Hang 15, giao chim, nham san pham.

Hb tro nhanh va chan thanh gitp khach khong roi di.

Chi Hanh lap quy trinh 24h phan hoi moi khiéu nai, diéu chinh kip thoi, khach
hang danh gié cao sy tan tam.

Két qua: Khi trung thanh tré thanh sirc manh bén ving
Sau 6 thang ap dung chuong trinh khach hang trung thanh:
Ti 1€ khéach quay lai tang tr 25% — 60%.

Khach gidi thiéu ban bé ting 3 lan.

Doanh thu tir khach cii chiém 55% t6ng doanh thu, giam ap lyc marketing tim
khach moi.

Chi Hanh hanh phuc noi:

“Biy gi® em khong can dudi khach nita. Khach ti quay lai, ty gi6i thiéu, em chi
viéc gitt 101 htra véi ho.”

Bai hoc co nhan

Nguoi xua day:
“Gitr duogc khach cti, nhu gitr dugc bau vat trong nha.”

Trong kinh doanh hién dai:
Khach trung thanh 12 tai san vo hinh nhung bén viing nhat.

Bai hoc thuc tién
Hiéu khach trung thanh dé dau tu ding ngudn lyc.
Tao gia tri li€n tuc sau ban hang, khong chi ban xong la hét.

Chuong trinh khach hang trung thanh gitp gia ting tuong tac, gan két.
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Twong tac chan thanh va giai quyét van dé nhanh tao niém tin.

Khach trung thanh khong chi mua lai, ma con tr¢ thanh dai st thuong hiéu.

Giir chan khach hang trung thanh khong chi 1a chién Iugc ban hang, ma 1a xay
dung moi quan h¢ lau dai, dya trén ni€m tin va gia tri thyc suy.

Khi khéch trung thanh, doanh nghiép khong chi ban dugc nhidu hon ma con xay
dung duoc vong tron khach hang tu lan toa, bén vimg va dang tin ciy.
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Phin 5: Tang truéng & Poi méi

Tim kiém co hdi ting trudémg méi

Cach day vai nam, toi gip chi Thuy chi mot cong ty san xuat banh keo tai Binh
Duong. Cong ty ctia chi kha 6n dinh, san phdm ban tét & mién Nam, nhung
doanh s6 cr di ngang. Chi thé dai:

“Em cam giac cong ty da dat toi gidi han roi... khong biét 1am sao dé tiép tuc
tang truong.”

DAy 1a cau chuyén ma nhiéu doanh nghiép Viét Nam timg trai qua: ting truéng
cli bao hoa, can tim huéng di méi nhung khong biét bat dau tr dau.

Xung dot: Khi tang truong cii bao hoa

Chung t61 phan tich:

San pham hién tai ban t6t nhung thi trudng di bio hoa.

Khach hang méi ngay cang kho tiép cén, chi phi marketing ting.

Nhan su cha chét ban van hanh hang ngay, khong co thoi gian nghi huéng méi.

Chi Thuy loay hoay, so thir sai s& mat tién, nhung néu khong thir s& dam chan tai
chd. Nguy co 1 ting truéng dinh tré, mat co hoi trude doi thi.

Gidi phdp: Tim kiém co héi tang truong maoi
1. Quan sat thi truong va xu hudng tiéu dung
Chung t6i bat dau bang viéc phan tich:

Xu huéng an vit, banh keo hitu co, it duong, hudng dén sirc khoe dang ting
manh.

Céc kénh ban hang mdi: online, ctra hang tién 191, kénh xuat khau nhd.

Nhan dién co hoi méi giup doanh nghiép biét nén di theo hudng nao thay vi thir
dai tra.

2. Phat trién sdn pham maoi

Chi Thay quyét dinh thir nghiém banh an kiéng it dudng, nham vao nhom
khach hang tré quan tdm strc khoe.

Bit dau vai 16 nho, feedback khach nhanh chong dugc thu thap.
Chinh huong vi, bao bi dya trén phan hoi, khéng dau tu 16n ban dau.
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Keét qua: khach hang cii thich thir, khach hang mé1 quan tdm, tao ngudn tang
truong moi.

3. M rong kénh phan phbi

Khong chi san pham méi, chi Thiy quyét dinh:

Xuat khau thir vao thi truong Campuchia qua kénh online va dai 1y nho.

Tan dung cac san thuong mai dién tir trong nudc dé tiép can khach tré.

Kénh phan phéi da dang gitip san pham dén tay nhiéu khach hon, giam rii ro chi
phu thudc médt kénh.

4, Khuyén khich sang tao tir ng1 bd

Chung tdi to chirc brainstorming cho nhan vién:

Ai cling ¢6 quyén dé xuit y tuong ting trudng moi.

Céc y tudong duge thir nghiém nho, phan hdi nhanh, hoc tir thit bai.

Nhan vién cam thay duoc lang nghe, tao ra van héa d6i moi, vira tang hi¢u suat
vira tim ra co hdi tiém nang.

Két qua: Khi co hoi méi duwoe khai thac ding cach

Sau 6 thang:

San pham banh it duong chiém 15% doanh sd, ting truéng an tuong.

Kénh online va xuat khau thtr gitip doanh thu tong ting 25%.

Nhan vién tu tin dé xuét ¥ tudng maoi, khong so that bai.

Chi Thuy nhin t61 cuoi:

“Em tudng ,téng truong chi 13 ban nhiéu hon, hoa ra 1a dam thtr cai méi, nhin thi
truong va lang nghe khach hang.”

Bai hoc co nhan

Nguoi xua noi:
“Muon bén vitng, phai biét nhin trudc trong sau.”

Trong kinh doanh hién dai:
“Muoén tang trudng, phai biét nhin thi truong, khach hang, va dam tht cai méi.”

Bai hoc thuc tién
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Quan sét thi truong va xu hudng tiéu ding dé nhan ra co hoi.
Phat trién san phém hodc dich vu méi dua trén nhu cau thuc té.
Mo rong kénh phan phéi dé giam riii ro va tang tiép can.
Khuyén khich ndi b dé xuét y tudng, tao van hoa ddi méi.

Bit dau nho, thu nghiém nhanh, hoc tir phan hdi dé mo rong.

Tim kiém co hoi tang truong méi khong phai 1a may rai, ma 1a quan sat, thu
nghiém, hoc hoi, va khai thac co hdi mdt cach co6 chién lugc.

Doanh nghiép dam d6i méi, thich Gmg véi thi trudng, s& khong chi ting trudong
ma con bén viing trong tuong lai.

P6i méi san phfum va dich vu lién tuc

6i nhd mot 1an ghé tham mot quan ca phé tai Pa Nang, do chi Lan 1am chu.
Quan ndi tiéng vai ca phé rang xay thu cong, khach 6n dinh, nhung doanh thu
bét dau chiing lai. Chi Lan th¢ dai:

“Khach quen thi van td1, nhung khong c6 khach méi. Em s¢ quan sé dan trg nén
nham chan.”

Pay 1a tinh trang ma nhiéu doanh nghiép dang d6i mit: san pham cii van 6n
nhung thi truong thay doi1 nhanh, khach hang doi héi méi mé va trai nghiém
khac biét.

Xung d@ét: Khi san pham tot nhung khéng doi moi

Chung t61 khao sat:

Khach quen thich nhung do6i khi cam giac “khong cé gi moi”.

Déi tha canh tranh mé thém menu, chay chién dich trai nghiém méi.
Nhan vién quan c6 ¥ tuéng nhung khéng dugc trién khai vi so thit bai.

Két qua: khach hang méi it, doanh thu chi duy tri, khong ting. Chi Lan cam thay
ap luc: “Li¢u c6 nén mao hiém thay doi khong, so mat khach quen?”

Giai phap: Doi moi lién tuc nhung co chién luoc

1. Lang nghe khach hang va thi truong
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Chung t6i bat dau thu thap phan hoi:

Khach hang mudn c6 dd udng it duong, healthy hon.
Mot s6 khéch tré thich khong gian check-in va trai nghiém méi.
Péi tht méi mé nhiéu hoat dong tuong tac online, thu hut khach tré.

Thong tin nay giup chi Lan xac dinh hudng doi moi thuc su can thiét, khong
phai thay doi theo cam giéc.

2. Thir nghiém san phAm mai nho 1¢

Chi Lan quyét dinh ra mit mot s6 mén mai:

Do ubng it duong, nguyén liéu hitu co.

Menu mua he véi smoothie, cold brew, topping ddc dao.

Céac moén méi duch thir & quy m6 nhd, thu thap phan hoi khach hang. Néu duoc
don nhan, mai trién khai rong rai.

3. Cai thién trai nghiém dich vu

Khong chi san pham, dich vu cling duoc d6i moi:

Nhan vién dugc training tao trai nghiém than thi¢n, nhanh nhen.

Khong gian quan bd tri thém khu check-in, gbc sach, nhac nhe.

Trién khai chuong trinh thanh vién nhan wu dii va cap nhat san phAm méi.

Khach hang khong chi mua ca phé, ma con trai nghiém mot cau chuyén thuong
hiéu song dong.

4, Khuyén khich sédng tao ndi bd

Chung t6i to chirc brainstorming véi nhéan vién:

Ai ciing dugc dé xuét ¥ tuong d6 udng, trai nghiém méi.

Y tuong tot duoc thir nghiém nho ngay tai quan.

Nhan vién thiy minh dong gop gia tri, cam giac gin két va trach nhiém hon.
Vin hoa d6i méi dan hinh thanh, tir trén xubng dudi.

Két qua: Khi d6i mdi tré thanh théi quen

Sau 4 thang:

Doanh thu ting 30%, khach hang méi chiém 40% lugng khach.
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Phan hdi tich cuc vé cdc mén méi, nhiéu khach chia sé trén mang xa hoi.
Nhan vién hang hai dua ra y twong, quan tré nén nang dong va sang tao hon.
Chi Lan vui vé noi:

“Em nhan ra, d6i méi khong phai 1a pha bo cai cii, ma 1a 1am mdi va nang cip
trai nghiém.”

Bai hoc co nhan

Nguo1 xua day:
“Thuy huu bat cap, van vat vo thuong.”

Trong kinh doanh hién dai:
San pham khong d6i méi, du tot, ciing s& tré nén 16i thoi.

Bai hoc thuc tién

Ling nghe khach hang va thi trudng trudc khi d6i méi.

Thir nghiém nho, thu thap phan hoi truéc khi trién khai rong.
D6i méi ca san phém va dich vy, tao trai nghiém toan di¢n.
Khuyén khich n6i bo tham gia sang tao, tao vin hoa d6i méi.

Po6i mai lién tuc gitp doanh nghiép duy tri sitc séng va hap dan véi khach hang.

Do6i méi san pham va dich vu khéng phai chi dé “theo trend” hay chay theo d6i
tha.

N6 1a chia khoa duy tri strc sdng, gan két khach hang va mo ra co hoi ting
truong bén vimg.

Doanh nghiép dam d6i méi s& ludn di trude, ludn thu hat, va ludn sdng dong
trong mat khach hang.

Xay dung doi ngii sang tao va chi dong

T6i timg gap mot cong ty cong nghé tai Ha Noi, chuyén phat trién phan mém
quan Iy doanh nghiép. Céng ty c6 san pham tét, khach hang 6n dinh, nhung doi
ngli nhan vién thuong lam viéc theo “Iénh trén 1énh dudi”, khong ddm duara y
tudng moi.
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Chi Mai, CEO cua cong ty, chia sé:

“Em mubn doi ngii cha dong hon, nhung moi ngudi ctr chd chi thi, khong dam
thir nghiém hay dé xuat giai phadp mai. Diéu do khién cong ty khong do1 mai
nhanh duoc.”

Pay 1 tinh trang pho bién ¢ nhiéu doanh nghiép Viét Nam: nhan vién tai ning
nhung thiéu mdi truong khuyén khich sang tao va chu dong, dan dén tiém ning
tang trudng bi han ché.

Xung dot: Khi nhdn vién lam viéc thu dong

Trong céac cudc hop, chi Mai nhan théy:

Y tudng tot thuong khong duoc dua ra.

Nhan vién e ngai sai sét, s¢ bi phé binh.

Cong ty mudn d6i méi san pham, nhung nhén vién khong tham gia dugc.

Két qua: téc 46 d6i méi cham, cac d6i thu nhanh nhay hon, doanh nghiép mét co
hoi.

Chij Mai lo ling:

“Néu nhan vién khong chil dong, cong ty s& mii chay theo d6i thu, khong bao
gi0 di trudce dugce.”

Giai phap: Xay dung van hoa sang tao va chu dong

1. Khuyén khich d& xuét va thir nghiém

Chung t6i trién khai:

M&i nhan vién dugc khuyén khich dé xut it nhat mot y twong mdi thang.

Y tuong duoc danh gia dua trén gia tri va kha thi, khong phan xét néu that bai.
Thir nghiém nho, do luong hiéu qua, hoc tir két qua.

Nhan vién tir chd so sai bt dau tu tin dwa ra ¥ tudng.

2. Trao quyén va trach nhiém

Chung t6i phan quyén 13 rang:

Nhan vién duoc phép quyét dinh trong pham vi du 4n nho.

Néu thanh cong, ho dugc ghi nhan; néu thit bai, ca nhom hoc héi.
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Quyén han di kém trach nhiém gitip nhan vién cha dong hon, cam giac “viéc
minh lam anh hudng thuc su”.

3. Tao moi truomg hd trg va hop tac

T chirc cac budi brainstorming, hackathon noi bo.

Khen thudng ¥ tudng sang tao, khong chi thanh cong ma con ¢ gang va tu duy
khac biét.

Khuyén khich chia sé kién thuc gitra cac bo phan.

Vfin hoa hop tac va khuyén khich sang tao dan hinh thanh, moi ngudi cam thay
tiéng no1 ctia minh co6 gia tri.

4. Phat trién k¥ ning va tu duy d6i méi

T6 chiic workshop vé sang tao, design thinking, tu duy phan bién.

Nhan vién hoc cach dat cau hoi, thir nghi€ém, va tinh chinh y tuéng.

Doi ngii khong chi thuc thi ma con tré thanh ngudi kién tao, goi ¥ giai phap.
Két qua: Khi @i ngii chii dong va séng tao

Sau 6 thang:

Hon 70% nhén vién tham gia dé xuat y tudng.

Cong ty ra mat 2 san phAm méi dugc khach hang dén nhan tich cuc.

Nhan vién cam thay gan két, hanh phiic, mdi trudng lam viée nang dong hon.
Chi Mai cuoi:

“Qi(‘f t‘61 khong con phai chi dg}o timg budc. Nhan vién tu tim cach giai quyét
van d¢, t6i chi dinh hudng chién luoc 16n.”

Bai hoc co nhan

Nguoi xua noi:

“MGat cay lam chang nén non, ba cay chym lai nén hon nti cao.”

Trong kinh doanh hién dai:

Doi ngii sdng tao va chu dong 1a stc manh tap thé gitp doanh nghiép vuot bao
va dan dau.

Bai hoc thuc tién
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Khuyén khich dé xuat va thir nghiém tir moi cap.

Trao quyén kém trach nhiém dé nhén vién chii dong.
Tao mdi trudng hop tac, khong phan xét sai 1am.
Phat trién k¥ ning tu duy sang tao lién tuc.

Nhan vién chii dong = doanh nghiép d6i méi, bén viing, phat trién nhanh.

Mot doi ngili sang tao va chu dong khong chi gitip giadi quyét van dé hién tai, ma
con tao ra co hdi, thuc day déi méi va nang tam doanh nghiép.

Doanh nghiép biét nudi dudng ning luc nay sé& ludn linh hoat, thich Gmg va din
dau trong moi truong kinh doanh diy bién dong.

Hoc héi tir thit bai va nhanh chéng diéu chinh

Cau chuyén xdy ra tai mdt startup cong nghé & TP.HCM, do chi Lan Anh lam
CEO. Cong ty vira ra mat mot ung dung két ndi giao d6 an danh cho ngudi ban
ron. Ngay tir ngdy ddu, tng dung nhan duoc nhiéu ky vong, nhung chi sau 2
tuan, sb luong tai va ngudi dung hoat dong rat thap.

Chij Lan Anh lo lang:

“Em nghi san pham t6t, nhung sao khach khong dung? Ching ta c6 thé thét bai
ngay ca khi dau tu nhi€u cong strc.”

Day la trai nghi¢m quen thudc: that bai khong béo trude, nhung néu biét hoc hoi
va di€u chinh nhanh, that bai s€ tr¢ thanh b¢ phong.

Xung dét: Khi that bai tao dp lie

Trong tudn dau, team phan tng:

Mot s6 ngudi cam thdy nan 10ng, cho ring ¥ tudng sai lam.

C6 ngudi mudn tiép tuc quang cao manh mé, bat chap chi phi.

Lo léng ctia chi Lan Anh: néu khong diéu chinh nhanh, nguén luc s€ can kiét, uy
tin giam sut.

Ap luc ddn 1én toan bo doi ngt, tinh than giam sut. Pay l1a diém quyét dinh: bo
cudc hay hoc tur that bai dé cai thi¢n?

Giai phap: Hoc hoi tur that bai mot cach hé théng
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1. Phan tich nguyén nhén that bai

Chung t61 cung team di vao dit liéu:

Nguoi dung tai nhung khong dang ky — UX khong than thién.

Khong c¢6 huéng din 1 rang khi 1an dau st dyung.

Noi dung marketing chua truyén tai dung loi ich tmg dung.

Bai hoc: khong doan, ma dya vao dir li¢u va phan hdi thue té dé x4c dinh van dé.
2. Piéu chinh nhanh va thir nghiém nho

Thay vi trién khai dai tra, team thuc hién:

Stra giao dién dang ky, 1am huéng din rd rang, than thién.

Thtr nghiém A/B quang cdo, do ludong hi¢u qua ting thong di¢p.

Nhom nho thir nghiém trude 100 ngudi dung, nhan phan hdi ngay.

Thur nghiém nho gitip gidm rui ro, thu thdp insight nhanh, va phan tung kip thoi.
3. Tao van hoa chép nhén thit bai

Chung t6i khuyén khich team:

That bai khong phai 13 két thuc, ma 1a dir liéu quy gia dé cai tién.

Ghi nhan nhitng nd lyc, khong trimg phat néu thét bai trong pham vi thir
nghiém.

MJi thit bai déu c6 “bai hoc rit ra” cu thé, chia sé vdi toan bo team.

Nhén vién dan dan ty tin dwa ra ¥ tuong, khong so sai 1am, tao méi trudng ddi
mdi lién tyc.

Két qua. Khi that bai tré thanh dong luc

Sau 1 thang diéu chinh:

Ti 1é nguoi dung dang ky tang 3 lan.

Tuong tac trén tmg dung va phan hoi tich cyuc ting manh.

Nhan vién tu chu dong thtr nghiém tinh ning méi, dé xuat cai tién lién tuc.
Chi Lan Anh cuoi:

“Em nhan ra, that bai khong phai két thiic. Néu hoc hoi va diéu chinh nhanh, nd
la dong lyc dé di xa hon.”

Nguyén Cam Tho — 0387901636 — Thontc.cv@gmail.com



Tap 1 - 30 Nguyén tic kinh doanh tir doanh nghiép 16n

Bai hoc co nhan

Nguoi xua day:
“That bai 1a me thanh cong.”

Trong kinh doanh hién dai:
Thét bai 1a dit liéu, diéu chinh nhanh 14 sitc manh. Ai hoc tir thit bai s& di nhanh
hon.

Bai hoc thuc tién

Phén tich nguyén nhan that bai dia trén dit liéu, khong phong doan.
Thir nghiém diéu chinh nhé trudc khi trién khai rong.

Tao vin hoa chip nhan thit bai va hoc hoi lién tuc.

Ghi nhan bai hoc va chia sé vdi toan by doi ngil.

Thét bai nhanh + diéu chinh nhanh = ting tc hoc hoi, dan dau thi truong.

Thét bai khong dang s, diéu déng so 1a khong hoc hoi va khong didu chinh kip
thoi.

Doanh nghiép biét hoc tir that bai, phan img nhanh va ap dung cai tién sé& ludn
dung vitng, phat trién bén vimg va sin sang nim bét co hoi.

Mé rong thi treong ding thoi diém

T6i nhé lan gép anh Tudn CEO mot céng ty san xuét d6 gia dung tai TP. HCM.
Cong ty anh noi tleng voi san pham chét lu’ong, ban chay ¢ thi truong mién
Nam. Nhung anh Tuan mu6n mé rong ra mién Bic va cac tinh 1an cén.

Ban dau, anh qua héo htc, trién khai mé rong ngay lap tic. Két qua: chi phi van
chuyén cao, doi ngli phan phdi chua kip chuan bi, khach hang méi khong hiéu 1o
thuong hi€u. Anh that vong:

“Em tudng san pham tot s& ban dugc ngay, nhung mé rong voi vang khién cong
ty ling ting va that thoat chi phi.”

Pay 1a cau chuyén pho bién: mé rong thi trudng qua sém hay qua voi vang, co
thé lam that bai chién lugc tang truong.
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Xung dot: Khi mo rong thiéu chudn bi
Trong thang dau trién khai:
Kho vén tai thi truong méi qué tai, thiéu nhan sy xtr Iy don hang.

Marketing khong da manh dé gidi thiéu thuong hiéu, khach hang méi khong tin
tudng.

Chi phi tdng nhanh, nhung doanh thu khong nhu ky vong.

Anh Tuén phai tam dimg mot phan chién luoc, cam giac ap luc ning né: “Mé
rong khong phai lic nao cling tot, timing mdi quan trong.”

Gidi phdp: M6 réng thi truong diing thoi diém

1. Panh gia kha ning ndi luc va chun bi

Trudc khi mo rong, can danh gia:

Nhan su, kho bai, logistics da du dé phuc vu thi trudng maéi chua.
Marketing va chim soc khach hang co sin sang khong.

Dong tién c6 dam bao cho qué trinh mé rong dai han khong.

Anh Tuén quyét dinh chuan bi doi ngi, t6i uu kho bai, dao tao nhan vién cham
soc khach hang trudc khi trién khai.

2. Nghién ctru thi truong va khach hang mai
Phén tich hanh vi tiéu ding, ddi thu canh tranh, kénh phan phéi.
Thtr nghiém ban hang nho tai mot s tinh trude khi mé rong dai tra.

Vi du, cong ty anh Tudn thir nghiém véi 2 thanh phé 16n ¢ mién Bic, thu thap
phan hoi khach hang va hiéu qua van hanh.

3. Bit ddu nho va mé rong theo giai doan

Trién khai thir nghi¢m nho, tbi wu quy trinh, stra ddi chién lwoc dua trén dit liéu
thuc té.

Khi thanh cong, md rong thém céc tinh, dan dan chiém thi phﬁn.
Céch lam nay giup giam rui ro, tiét kiém chi phi va dam bao trai nghiém khach
hang tot.

4. Theo ddi va diéu chinh lién tuc
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Do luong hiéu qua doanh thu, chi phi, feedback khach hang.

Diéu chinh kénh phan phdi, marketing va san phidm phu hop véi thi trudng méi.
Mo rong ‘dl'mg thoi diém khong chi 1a bude di, ma 1a quy trinh co kiém soat, hoc
héi va di€u chinh lién tuc.

Két qua: Khi timing va chudn bi dong b6

Sau 6 thang thur nghiém:

Céc thi truong méi ting trudng on dinh, chi phi kiém soét t6t.

Doanh thu toan cong ty ting 25%, thuong hiéu dugc khach hang mién Bac biét
dén.

Anh Tuén tu tin mo rong thém cac tinh khac, khong con lo lang that bai nhu
trudce.

Anh Tuan chia sé:

“Em méi hiéu, mo rong thi trudng khong phai chay nhanh, ma 14 chay ding thoi
diém va c6 ké hoach.”

Bai hoc co nhan

Nguodi xua noi:
“Xuat quan phai dung luc, kéo thang chua thay da thua.”

Trong kinh doanh hién dai:
Mo rong thi truong ding thoi diém 1a chia khoa tang trudng bén viing, tranh rai
ro khong can thiét.

Bai hoc thuc tién

Danh gia nang luc ndi lyc trude khi mé rong.

Nghién ctru k¥ thi truong va hanh vi khach hang méi.

Bit dau nho, trién khai theo giai doan, hoc hoi tir thir nghiém.
Theo ddi, do luong va diéu chinh lién tuc.

Timing + chuén bj tét = mé rong thanh cong, ting truéng bén ving.
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M6 rong thi truong khong chi 1a budce di tdo bao, ma la chién luoc co kiém soét,
dua trén dir li€u va timing chinh xé&c.

Doanh nghiép biét mé rong ding thoi diém s& tranh ling phi, ting téc do phat
trién va xay dung thuong hiéu virng chac trén thi truong méi.

Pinh hwéng phat trién bén virng va thich &ng twong lai

T6i nhé lan ghé thaim mot doanh nghi€p san xut thuc phém organic tai Pa Lat,
do chi Hanh 1am CEO. Céng ty dang phat trién manh, san phdm ban chay khip
ca nudc, nhung chi Hanh lo lang vé twong lai:

“Em khong mudn cong ty chi ting truong theo kiéu an xo6i. Néu thi trudng thay
doi, ching ta s€ dung trude nguy co bi bo lai.”

Pay 1a ndi lo chung ctia nhiéu doanh nghiép: tang truong nhanh nhung thiéu
dinh hudng bén vitng, s& khé ton tai lau dai.

Xung dot: Khi ting truéng nong ma thiéu chién lwoc bén viing

Nhiéu quyét dinh tap trung vao loi nhuén ngan han, nhu giam chi phi nguyén
liéu, nhung anh hudng chat lugng san pham.

Ning luc quan 1y va nhan sy chua san sing cho mé rong quy mo.
Rui ro thi truong, phap 1y va moéi truong chua dugce tinh toan ky.

Chi Hanh nhan ra: néu khong xay dung chién luogc bén ving va thich g, cong
ty c6 thé mat vi thé trong vai nam tdi.

Gidi phdp: Phdt trién bén vitng va thich vmg tuwong lai
1. Xéc dinh tAm nhin dai han

Chi Hanh cung team xé&c dinh muc ti€éu 510 ndm: tr¢ thanh thuong hi€u thuc
pham organic uy tin, gitr chat lugng va trach nhi¢ém xa hadi.

Tam nhin nay lam kim chi nam cho moi quyét dinh, tir san xut, marketing dén
tuyén dung.

2. Pau tu vao nhan luc va vian hoa doanh nghiép

Phat trién doi ngii quan 1y va nhan vién c6 tu duy bén vimg, linh hoat.

Tao van hoa hoc hoi lién tuc, chu dong ddi méi.

Khuyén khich nhan vién dua ra y tuong cai tién quy trinh, san pham, dich vu.
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Nhan vién khong chi 1am viéc, ma con cung xay dung twong lai cong ty.

3. Quan ly ruai ro va tai nguyén

Pam bao ngudn nguyén liéu sach, bén virng, hop tac véi ndng dan dia phuong.
Kiém soat rai ro phép 1y, tai chinh va thi truong.

Xay dung hé théng van hanh linh hoat dé thich (mg khi bién dong xay ra.
Doanh nghiép khong chi phat trién ma con ton tai va thich nghi.

4. B6i méi lién tuc va thich tng thi truong

Theo doi1 xu hudng tiéu dung, cong ngh¢, luat phap va méi truong.

Thir nghiém san phdm va dich vu méi theo hudng bén viing, 1y khach hang 1am
trung tam.

Diéu chinh chién lugc nhanh chéng khi thi truedng thay doi.
Po6i mai lién tuc giup doanh nghiép khong bi bo lai phia sau.
Két qua: Khi phdt trién bén viing tré thanh théi quen

Sau 3 ndm:

Cong ty chi Hanh mo rong ra 3 tinh, van giit chat luong va thuong hiéu viing
chic.

Ngudn nguyén lidu 6n dinh, mdi quan hé v6i nong dan dia phuong bén viing.
Doanh thu ting déu din, khach hang trung thanh ting, nhan vién gan két hon.
Chi Hanh néi:

“Em nhan ra, ting truéng bén vitng khong nhanh nhu ting trudng néng, nhung
n6 dua cong ty di xa hon va chac chan hon.”

Bai hoc co nhan

Nguoi xua day:
“Thity vinh luu, day bat doan.”
(Nué6c chay bén 1au, day sdu mdi ton tai.)

Trong kinh doanh hién dai:
Doanh nghiép bén vimng va linh hoat méi séng 1au va dan dau.
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Tap 1 - 30 Nguyén tic kinh doanh tir doanh nghiép 16n

Bai hoc thuc tién

Xéc dinh tam nhin va chién lugc dai han.

Pau tu vao nhan lyc, vin hoa va quy trinh bén vimg.

Quan ly rai ro va nguén luc mot cach co hé théng.

Thich tmg lién tuc v6i thay doi thi trudng, cong nghé va ludt phap.

Phat trién bén viing 1a nén tang cho ting trudng lau dai va 6n dinh.

Dinh hudng phat trién bén viing va kha niang thich tmg véi twong lai 14 chia
khoa dé doanh nghiép ton tai, phat trién va dan dau.

Doanh nghiép biét can bang giira tang truong nhanh va bén viing s& khong chi
thanh cong hom nay, ma con viing vang va linh hoat trong moi1 bién dong cua
tuong lai.

Loi ket

Khi 14t dén trang cudi cing cua cubn sach nay, ban c6 thé s& nghi: “Minh khong
thé 4p dung tit ca 30 nguyén tic ngay 1ap tirc.” Va ban ding. Khong ai c6 thé
thay d6i doanh nghiép chi trong mot ngay.

Nhung diéu quan trong 13 ban d biét cac nguyén tic ton tai va hoat dong ra sao.
Ban di thay cach nhitng doanh nghiép 16n ¢ Viét Nam van dung chiing, tir
Vinamilk xay dung chudi cung tng hiéu qua, Thé Gi6i Di Pong téi uu hda vén
hanh, dén Viettel mo rong thi truong va dich vu. Nhirng cau chuyén thuc té éy
s& gitip ban hinh dung cach ap dung nguyén tic vao cong ty clia minh, timg
budc mot.

Hay bit ddu bang mot hodc hai nguyén tic ban thay phu hop nhét véi thuc té
doanh nghiép ctia minh. Tir d6, dan dan mo rong ra cac nguyén tic con lai. Khi
tirng nguyén tac duoc song trong van hoa va cach van hanh cua cong ty, ban sé
thdy doanh nghiép khong chi 16n manh vé doanh thu ma con vimg bén vé tu duy
va chién lugc.

Cubn sach nay khong két thic ¢ ddy né chi 1a khai dau. Hanh trinh van dung
cac nguyén tac kinh doanh tir doanh nghiép 16n con dai, nhung ting budc di s€
dua ban va doanh nghiép dén gan hon véi thanh cong bén vimg.
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