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Loi mé dau

T6i con nhé 1an gdp mot nhom ban tré khéi nghiép & TP.HCM. Ho c6 y tudng
rat hay, nhung khi trién khai, moi thir ri tung. Mdi nguoi mot cach lam, khong
ai thong nhat phuong phap, két qua 14 san pham ra mat cham, chi phi doi lén
cao, co hoi thi trrong tro1 qua mat.

Luc d6, toi chot nghi: doi khi, ching ta khong thiéu y tudng, ma thiéu mot mo
hinh kinh doanh 13 rang, dé& trién khai va linh hoat. Mot m6 hinh tot giong nhu
chiéc ban dd dan duong: ban biét diém xudt phat, 10 trinh, va cac chdt quan
trong dé dén dich. N6 khong can qué phuc tap, nhung phai chinh xac, dé thir va
ap dung nhanh.

Nhin vao cac doanh nghiép 16n ¢ Viét Nam, nhu Thé Gidi Di bong, VinFast
hay Tiki, t61 nhan ra ho déu co nhitng mo hinh kinh doanh tinh gon, dé nhan
rong va ludén diéu chinh linh hoat dé thich tmg thi trudng. Hoc héi tir ho, chiing
ta khong chi hoc cach van hanh, ma con hoc cach bién y tuéng thanh két qua
thuec te.

Trong cudn sach ndy, t6i muén chia sé 30 mod hinh kinh doanh ¢6 thé ap dung
nhanh tur ban lé, dich vy, cong nghé, dén san xuat. M01 md hinh déu di kém cau
chuyén thyc té tai Viét Nam, dé ban thay rd cach trién khai, loi ich va nhiing
diéu can luu y.

Hay coi day nhu mot ban dd so khai, giap ban chon mo hinh phu hop, trién khai
nhanh va hoc hoi tir thuc t€, d€ doanh nghi¢p ctia ban khong con “mét moéi thur
va sai”, ma tién budc chac chan hon.
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Phan 1: M6 hinh dua trén khach hang
1. M6 hinh thué bao (Subscription)

T6i van nho lan dau gap Ha, CEO mot startup cung cap thue pham hiru co tai
TP.HCM. Cb 4y tdm su, viéc ban 1é timg don khién dong tién that thuong, kho
du doan. Mua nay khach it, mua kia khach nhiéu, doi logistics cing thang, nhan
vién mét moi.

“Em mudn doanh nghlep 6n dinh, nhung ban l¢ timg don khién moi thir khé
kiém soat qua,” Ha noi, giong vira lo ling vira quyét tam.

Day 1a van Qé ma hé}u hét doanh nghiép nho gip phai: khong c6 mé hinh gitp 6n
dinh dong tién va gan két khach hang lau dai.

Mot mentor goi ¥ cho Ha thir ap dung m6 hinh thué bao, noi khach déang ky dich
vu theo tuan hodc thang. Y tudng niy ban dau vap phai nhiéu phan déi noi bo:

« Mot s6 nhan vién lo ngai, khach hang Viét Nam vén quen mua 1¢, liéu co
chiu dang ky theo thang?
o Mot so khac nghi, viéc quan 1y dang ky phurc tap, chi phi van hanh tang.

Ha dimg trudc xung dot 1on: gitra mong mudn 6n dinh va ap luc thi trudng, giita
lgi ich dai han va e ngai ban dau.

Co quyét dinh bat dau thir nghiém nho: chon 50 khach hang than thiét, cung cép
g01 thué bao 1 thang, vé1 vu dai dac biét nhu giam 10% gia va giao hang linh
hoat.

Qua trinh thiwr nghiém

Trong tuan dau tién, mot s6 khach hang phan hdi ring ho “khong quen phai
thanh toan dinh ky”, trong khi mét vai nguoi khac lai rat hao hing vi khong phai
suy nghi mdi 1an dat hang Nhin vao dir liéu, Ha nhén ra rang sy khac biét vé
thoi quen mua hang gitra cac nhém khach hang 1a rat 16n.

Co cung ddi ngii quyét dinh tinh chinh mé hinh:

« Cho phép khach huy hodc thay d6i goi bét cir It ndo, giam rai ro tam 1y
cho khach.

« Thém tiy chon giao hang linh hoat, tir 13 lan/tuan.

o Tao chuong trinh uvu dai riéng cho khach dang ky lau dai: giam gia, tang
qua, trai nghiém san pham mai trudc.
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Chi sau 2 thang, 40/50 khach hang tiép tuc gia han sang thang thtr hai, mang lai
dong tién 6n anh va du doan du:()c~ . Nh‘én vién logistics cling bt ap luc vi bict
chinh xac khdi lugng giao hang moi tuan.

Ha no1 véi toi:

“Em ma1 nhan ra, mo hinh thué bao khong chi giap on dinh doanh thu, ma con
tao ra khach hang trung thanh, dong thoi to1 vu van hanh va dy bao nhu cau
trong tuong lai.”

Nguoi xua day: ’ ’
“D1i bat bi€n, img van bién” nghia la gilr vitng c6t 161 nhung linh hoat thich ting.

Trong truong hop ctia Ha, cdt 18i 13 chét luong san pham va trai nghiém khach
hang, con mo hinh thué bao 1a cach tng bién thong minh véi nhu cau va thoi
quen nguoi tiéu dung.

Tuong ty, trong chién tranh va kinh doanh, cac bac quén su thoi xwa ciing day:
mdt ké hoach t6t phai du ving chic dé ton tai, nhung du linh hoat dé thay d6i
khi hoan canh bién dong. Pay chinh 14 tinh thdn ma mé hinh thué bao dem lai:
6n dinh nhung van linh hoat.

Bai hoc ving dung nhanh kém vi du cu thé
1. Chon san pham hodc dich vu phi hop

Vi du: Cong ty Boxed.vn cung cp thuc phdm hitu co nhén thiy rang cac loai
rau ¢l qua tuoi 1a san pham dugc khach hang mua dinh ky hang tuan. Ho khong
trién khai thué bao cho cac loai gia vi hay d6 kho vi nhu cau khong déu. Nho
vay, mo hinh thué bao 6n dinh va d& du doan.

2. Bit dau véi nhém khach hang nho, thir nghiém va thu thap phan hoi

Vi du: Startup giao dd an Chefood tai Ha Noi bat dau thu nghiém mo hinh thué
bao véi 30 khach hang than thiét. Ho gui combo bita trwa 3 lan/tuan. Sau mot
thang, Chefood thu thap phan hdi vé chat luong, thoi gian giao hang va murc gia
hop 1y trude khi mé rong ra 300 khéach hang.

3. Xay dung wu dai hap dan dé khach dang ky dai han

Vi dy: Sita hat Mr.Bean tai TP.HCM trién khai goi thué bao hang thang cho
khach hang: giam 15% gi4, mién phi giao hang, kém mot mén qua nhd vao moi
thang. Uu dai nay khién 70% khach hang ban d4u gia han sang thang thi hai va
tao ra khach hang trung thanh 1au dai.
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4. Téi vu logistics va van hanh dya trén sb luong khach hang thué bao

Vi du: Bach Hoéa Xanh 4p dung mé hinh phan phdi hang héa theo diang ky cho
cac khach hang thuong xuyén. Nho biét trude sd luong don hang tudn, ho sép
xép nhan sy, xe giao hang va kho bai hop 1y, giam chi phi va tranh that thoat
hang hoa.

5. Piéu chinh linh hoat trudc khi trién khai rong

Vi du: Startup Giao Hang Nhanh (GHN) thtr nghiém mé hinh giao hang theo
hop ddng thué bao v6i mot s6 ctra hang tai Ha Noi. Khi thdy mot 0 tuyén
dudng phat sinh chi phi van chuyén cao, GHN diéu chinh tuyén duong, gio giao
hang va mirc phi phi hop trude khi trién khai mé hinh trén toan quéc.

2. Mo hinh Freemium

Hung, mot 1ap trinh vién tré 6 Ha Noi, lu6n a apuy tuong vé mot tmg dung quan
1y chi tiéu ca nhan. Anh mudn san phim ctia minh phd bién rong rii, , nhung
ngan sach marketing con han ché, trong khi ngudi ding Viét Nam van con e
ngai tra tién cho tng dung méi.

Ban dau Hung dinh ban tmg dung véi phi hang thang, nhung ngay trong tuan
dau thir nghiém, anh nhan ra: ngudi dung mudn trai nghiém trude khi bo tién ra.
Ho tai img dung, nhung khong tra phi, va ti 1€ ro1 bo cao.

Mot mentor goi y:

“Hay thir md hinh Freemium: phién ban co ban mién phi, con phién ban nang
cao méi tinh phi. Ngudi dung trdi nghiém trudce sé de bi thuyét phuc tra phi
hon.”

Nhung quyét dinh nay khong hé don gian. Team Hung phan déi:

“Néu cung cip mién phi, liéu ching ta c6 thu duoc doanh thu du dé duy
tri?”
“Nguoi dung sé chi dung mién phi, khong bao gio tra tién!”

Hung hleu rang day 1a xung dot dién hinh giita tam nhin dai han va ap luc doanh
thu ngan han. Anh quyét dinh thir nghiém voi 500 nguoi ding ban dau:

« Phién ban mién phi cho phép quan 1y chi tiéu co ban, theo ddi thu nhap va
chi tiéu hang ngay.

« Phién ban tra phi m¢ khéa bao céo chi tiét, du bao ngan sach, goi y t6i uu
chi tiéu va két ndi ngan hang.
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Sau 3 thang thir nghiém, két qua bat ngo:

 70% nguoi dung tiép tuc str dung phién ban mién phi.

« Trong sb d6, 15% quyét dinh ning cip 18n phién ban tra phi dé trai
nghiém ddy du tinh ning.

« Doanh thu bt dau 6n dinh, trong khi s luong ngudi ding ting déu.

Hung nhan ra rang Freemium gitip thu hut khach hang, tao niém tin va mo
d}Ic‘mg cho doanh‘thu dai han. Anh cling hoc duogc rang thf}’ nghiém lién tuc va
lang nghe phan hoi tir nguoi dung mién phi la chia khoa dé tang ty 1€ chuyén
doi.

Nguoi xua cé cau:
“Cho di trudc, nhan lai sau” nguyén tac cot 161 trong ca kinh doanh va quan h¢.

MO hinh Freemium chinh la hién dai hoa tu tuong nay: cung cap gié tri ban dau
mién phi, xay dung niém tin, sau d6 khach hang san sang tra tién cho gia tri cao
hon. Pay la su két hop giira khéo 1éo trong chién lugc kinh doanh va sy ton
trong trai nghi¢ém cua khach hang.

Bai hoc ving dung nhanh kém vi du thue té
1. Cung cp gia tri mién phi du hip din

Hung nh¢ lan dau tung phién ban mién phi cua tmg dyng quan ly chi tiéu. Anh
lo lang liéu nguoi dung co thay da hip dan dé tiép tuc dung khong? Ban dau,
nhiéu ngudi chi thir vai ngay roi bo, vi tinh ning qué so sai.

Sau d6, Hung quyét dinh cai tién: phién ban mién phi van giit kha nang quan ly
thu chi co ban, nhung thém biéu db truc quan giup ngudi dung thay r0 murc chi
tiéu mdi tuan, nhac nho khi chi vuot ngan sach, va goi y cach cat giam nhiing
khoan khong can thiét.

Ngay lap tirc, phan tmg ciia nguoi ding khac han: ho chia sé hinh anh biéu do
trén mang xa hoi, ban tan voi ban be, va su dung img dung hang ngay. Nho
phién ban mién phi that sy hitu ich, Hing da tao duoc cong dong ngudi ding
trung thanh, dong thoi mé duong cho phién ban tra phi.

Bai hoc: Gi4 tri mién phi phai da hip dan dé nguoi dung mudn gitr lai, néu
khong, mo hinh Freemium s& that bai ngay tir budc dau.

2. Xéc dinh tinh ning nang cao hip dan

17
Nguyén Cam Tho — 0387901636 — Thontc.cv@gmail.com



Tap 2: 30 mod hinh kinh doanh tng dung nhanh

Sau khi nguoi dung da gan bo véi phién ban mién phi, Hung nhan ra rang chi c6
mdt sO nguoi san sang chi trd. Anh va doi ngti phai suy nghi: tinh ndng nao thuc
su khién nguoi dung “phai tra tien?

Ho tién hanh khao sat, phong van nh1eu ngudi dung: ai cling mudn béo cao chi
tiét, du bao  ngan sach, két ndi truc tiép voi ngan hang nhitng tinh nang khong
thé thiéu néu muén quan 1y chi tiéu nghiém tac. Hung chon d6 1am tinh nang
nang cao tra phi.

Trong qua trinh trién khai, Hung gip mot van dé: nhiéu nguoi dung mién phi
than phlen rang khong blet phién ban tra phi khac gi. Hung quyet dinh tao video
hudng dan, demo truc tiép nhimg gi phién ban tra phi c6 thé 1am tir bao céo chi
tiéu theo tung loai, du bao chi tiéu thang téi, dén canh bao khi tai khoan vuot
muc.

Két qua: nguoi dung hiéu 16 gia tri va ty 18 nang cap ting manh.

Bai hoc: Chi khi nguoi dung théy gia tri vuot trdi so voi mién phi, ho méi san
sang tra tién. Xac dinh tinh nang nang cao hap dan la yeu t6 quyet dinh ty 1¢
chuyén doi.

3. Thtr nghiém v&1 nhom nguoi dung nho

Hung quyét dinh khong trién khai Freemium dai tra ngay, ma thir nghiém voi
500 nguoi dung dau tién. Anh sip xép timg nhom, theo ddi cach ho st dung,
nhitng tinh ndng nao bi bo qua, va ghi nhan nhitng kho khan ho gap phai.

Trong qua trinh thir nghiém, Hung phat hién ra mét “diém ngh&n”: nhiéu ngudi
dung mién phi khong biét cach tao bao céo chi tiét va nghi Gmg dung khong hitu
ich. bay la tin hi¢u quan trong de Hung diéu chinh UI/UX. Anh thay dbi cach
hién thi, thém hudng din, va gin céc tinh ning nang cao trong trai nghiém nguoi
dung mot cach ty nhién.

Nho thir nghiém nhém nho, Hung vira tiét kiém chi phi, vira ting hiéu qua trién
khai, trudc khi mo rong ra toan bd thi truong.

Bai hoc: Thir nghiém nhé giup phat hién 16i, tinh chinh trai nghiém va giam rai
ro khi trién khai rong.

4. Thu thap dit liéu va phan hoi

Khong chi theo doi sO luot tai hay ning cip, Hung con thu thép phan hoi chi tiét
tir ngudi dung mién phi: ho thich gi, kho chiu gi, mudn thém gi. Anh lap bang
phan tich, so sanh dit liéu theo nhom tudi, nghé nghiép, théi quen chi tiéu.
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Mot vi du cu thé: nhém ngudi dung tré thich tinh ning biéu db truc quan, con
nhom nguoi dung truong thanh lai muén bao cdo chi tiét, du bao ngan sach. Nho
thong tin nay, Hung tinh chinh phién ban mién phi dé phuc vu ca hai nhom,
dong thoi thiét ké phién ban tra phi tip trung vao bao cdo nang cao noi nhom
truong thanh sin sang chi tra.

Bai hoc: Lang nghe va phan tich dir lidu giap t01 uu trai nghiém, tang ty 1¢ nang
cap, dong thoi phat hién nhitng nhu cau tiém an dé cai tién san pham.

5. Kién nhan

M0 hinh Freemium khong phai phep mau ngay lap tirc. Trong nhimg tuan dau,
Hung gan nhu nan long: s6 nguoi nang cép rét it, doanh thu hau nhu bang 0,
trong khi chi phi van hanh van chay.

Nhung anh nhé cau c6 nhén:
“Cham ma chac, bén virng maéi 1a thanh cong.”

Hung kién nhan theo ddi, cai tién, va tung budc mo rong. Sau 6 thang, sO ngu’(n
dung tra phi ting déu, doanh thu bét dau on dinh, va cong déng ngudi ding mién
phi ciing ting 1én, tao nén tang bén ving.

Freemium tang trudng cham, nhung bén virng. Kién nhan va cai tién lién tuc 1a
chia khoa dé thanh cong.

3. Mo hinh Marketplace két ndi ngudi ban nguoi mua

Minh, mét k§ su phan mém & TP.HCM, lu6n mo udc xay dung mot nén tang
gilip cac nha san xuat ndng san nho két ndi truc tiép voi ngudi tiéu ding. Anh
mudn tao co hdi cho ndéng dan ban hang gia tt hon, déng thoi mang lai san
pham tuoi ngon cho nguoi thanh phd.

Nhung hién thyc khong don gian. Khi Minh trién khai thir nghiém, anh gip
xung dot 1on:

« Nguoi ban thi khong quen véi cong nghé, ngai dang san pham 1én nén
tang.

« Ngudi mua lai lo ngai vé chat luong, giao hang, va thanh toan truc tuyén.

« Chi phi van hanh va kiém so4t chat luong 1am doi ngii vira méi 1ap kho
khan, nguén luc han ché.

Minh nhan ra rang Marketplace khong chi 1a phan mém, ma 1a hé sinh thai can
can bang giita niém tin cia ngudi ban va ngudi mua. Anh phai nghi ra giai phéap
dé moi bén déu cam thay loi ich, dong thoi dam bao tinh minh bach va trai
nghiém tdt.
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Qua trinh xay dung va thir nghiém
Minh quyét dinh trién khai timg budc:

1. Chon nhém nha cung cdp nho 20 néng dén tai Hoc Mon, ¢6 kinh nghiém
ban hang offline. Anh tip huin cach tao san pham trén img dung, chup
anh, mo ta chi tiét va quan 1y don hang.

2. Thir nghiém v6i nhoém khach hang than thiét 100 nguoi tiéu dung sin
sang thir nghiém nong san twoi. Minh huéng dan cach dit hang, thanh
toan va nhéan hang.

3. Pam bao niém tin Minh thém tinh niang danh gia ngudi ban, hé théng
hoan tién néu san pham khéng dung chat lugng, dong thoi hd trg hotline
cho ca ngudi ban 1an ngudi mua.

4. Tinh chinh lién tuc Khi mot s6 nha cung cap chdm giao hang, Minh diéu
chinh co ché thuong phat, gitip ho duy tri cam két vi khach hang. Khi
khach hang phan nan vé thiéu thong tin, Minh thém chi tiét san pham,
hudng dan ché bién, va hinh anh thuc té.

Két qua sau 3 thang thtr nghiém:

« Nguoi mua tang 60% va danh gia tich cyc ve chat luong san pham

« Nguoi ban nhan ra doanh thu 6n dinh, va 80% tiép tuc sir dung nén tang.

« Minh rat ra rang niém tin 13 yéu t6 quyét dinh su thanh cong cua
Marketplace.

Nguoi xua co cau:
“Lay tin lam dau” trong kinh doanh, uy tin va ni€m tin 1a nén tdng moi giao
dich.

Marketplace hién dai van dua trén nguyén tac nay: néu nguodi mua va ngudi ban
khong tin tuong lan nhau, nén tang sé& that bai, du giao dién dep hay cong nghé
tién tién dén dau. Niém tin dugc xay dung qua minh bach, trai nghiém tot, va co
ché bao vé ca hai bén.

1. Bat dau vé1 nhom nho nguoi ban va nguot mua

Khéi dau 13 bude quan trong nhét. Khong mot Marketplace nao thanh cong ngay
tr quy mo 1on. Khi moi xay dung nén tang, Minh CEO startup nong san quyét
dinh chi moi 20 nha cung cap va 100 khach hang than thiét tham gia thir
nghiém. Ban dau, nhiéu nguoi ban lo ngai: liéu c¢6 ai mua san pham? Khach
hang ciing e ngai, ho khong biét chét lugng c6 6n khong.

Nhung chinh nh¢ bét dau nho, Minh ¢6 thé kiém soat moi thi: theo ddi chat
lugng san pham, ho trg nha cung céap trong quy trinh dang ban, huéng dan khach
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hang cach dat hang va thanh toan. Khi phat sinh 16i nhu don hang tré hodc san
pham hu hong doi ngil kip thot can thi€p, di€u chinh quy trinh.

Vi du ¢ Viét Nam, Cho Tét cling 4p dung nguyén tic twong tu: khi méi thanh
1ap, ho chi cho phép mét 5O lugng nguoi ban gioi han, tap trung tai mot vai
tinh/thanh pho Diéu nay giup nén tang kiém soat dugc trai nghiém mua ban, tao
uy tin va dé quan 1y hon, trude khi mé rong ra toan qudc.

Bai hoc: Bit dau véi quy m6 nho giup giam rui ro, kiém soat chét lugng va tao
nén tang cho mé rong bén vimng.

2. Dam bao niém tin cho ca hai bén

Niém tin 1a try cot ciia moi Marketplace. Néu nguoi ban khong tin khach hang,
hodc khach hang khong tin nguoi ban, nen tang s& that bai. Minh dé hoc dugc
diéu nay ngay trong thang dau tién: mot s nha cung cép lo ngai khach hang huy
don hodc khiéu nai san pham, trong khi khach hang so bi lira, nhan san pham
khong diing cam két.

Giai phap 1a xay dung co ché bao vé va minh bach:

« Nguoi mua dugc hoan tién néu san pham khong dung nhu mo ta.

« Ngudi ban duge hd trg trong viée khiéu nai va xir ly van dé hop 1y.

« Hé thong danh gia ngudi ban va san pham dugc cong khai, giup moi
ngudi thay duoc uy tin cta dbi tac.

Vi du dién hinh & Viét Nam 14 Lazada va Shopee. Khi mua hang, khach hang c6
the xem danh gia cua nguoi mua trudc, trong khi nha ban biét rang neu giao
hang tré hodc san pham kém chat lugng, ho s& bi phat, anh hudng xep hang. Co
ché nay budc ca hai bén phai nghiém tic, tao niém tin va giit uy tin nén tang.

Bai hoc: Marketplace chi t6n tai khi ca ngudi mua va ngudi ban déu tin tudng hé
thdng, nho co ché minh bach, 16 rang va cong bang.

3. Hd tro nha cung cip khong quen cong nghé

Mot thach thire 16n 13 nhiéu nha cung cap, dic biét néng déan, khong quen cong
ngh¢. Ho s sai sot khi déng san pham, lo lang vé thanh toan va khong biét cach
xu ly don hang. Neu b6 qua diéu nay, nhidu ngudi ban s& roi nén tang, lam giam
ngudn hang va niém tin khach hang.

Minh va d6i ngii quyét dinh cung cip hd trg tryc tiép va dao tao:

« Hudng dan timg budc cach tao san pham, dang hinh anh, mé ta chi tiét.
 Giai thich cach nhan don va theo doi trang thai giao hang.
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« Thiét 13p hotline va nhom chat hd tro k§ thuat 24/7.

Vi du, startup FarmEasy & TP.HCM da lam diéu twong ty: ho huan luyén nong
dan cach dang san pham, chup hinh dep, theo ddi don hang, va huéng din giao
tiép v6i khach hang. Nho vay, cac nha cung cap cam thay tu tin, giam rao can
cong nghé va cam két 1au dai véi nén tang.

Bai hoc: Marketplace thanh cong khi nha cung cap cam théy tu tin va duoc hd
trg day du.

4. Tinh chinh co ché van hanh lién tuc

Marketplace khong phai cai dat mot 1an 1a xong; né can tinh chinh lién tuc dua
trén dir lidu thuce té. Trong thang dau, Minh phat hién mot s6 nha ban cham giao
hang, mot sé khach phan héi vé chat lugng san pham. Thay vi trung phat ngay,
Minh phén tich nguyén nhan: liéu quy trinh van hanh c6 rac r6i? Liéu nhén sy
c6 du nang luc?

Minh thiét ké hé thong thuéng phat: ngudi ban giao hang ding hen dugc diém~
uy tin cong thém, sdn pham bi tra lai qua nhiéu lan bi canh bao, dong thoi cé ho
trg dé cai thién chat luong.

Vi du thuc té: khi phat hién nha ban trén Shopee bi khach phan hdi x4u nhiéu
1an, hé thdng tu dong canh bao va hudng dan nha ban cach cai thién hinh anh,
md ta, dong goi, va giao hang. Két qua 1a uy tin nha ban ting 1én, khach hang
hai long hon.

Bai hoc: Theo doi va tinh chinh lién tuc giip nang cao uy tin, gilt chan nguoi
dung, va toi uu trai nghiém.

5. M6 rdng tung budc

Khi moi thir 3 6n dinh nha ban tin tudng, khach hang trung thanh, van hanh
tron tru Minh bt dau mo rong Marketplace: thém nha cung cap méi, mé rong
sang cac loai san pham khac, m¢ rong dia ban.

Nhung anh khéng voi vang: mo rong tirng budce, kiém soat chat lugng, ti€p tuc
dao tao nha ban md1i, va dam bao co ché van hanh van hoat dong hi¢u qua.

Vi dy, Cho Tét va Lazada cling ap dung cach nay: ho khong bung quy mé toan
qudc ngay tu dau Ho bt dau tai mot vai khu vuc, vai nganh hang, dam bao trai
nghiém t6t va niém tin vimg chic trude khi mo rong.

Ba‘}i hoc: Mé rong Marketplgce c?u; c6 ké hoach, kiém soat chat lugng, va duy tri
niém tin. “Nhanh” khong bang “bén viing”.
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4. Mo hinh Dropshipping

Lan, mot ¢0 gai tré dam mé thoi trang tai Ha No1, luon a ap uy trong mo shop
online ban quan 4o va phu kién. Nhung von liéng han ché, c6 khong mubn 6m
hang ton kho, tranh rai ro khi san pham khéng ban duoc. Mot nguoi ban gioi
thiéu cho ¢6 m6 hinh Dropshipping, noi ¢6 c6 thé ban hang ma khong can nhap
hang sin, don hang s& dugc nha cung cip gui truc tiép dén khach.

Lan bat dau véi niém héo hie, nhung thyc té khong don gian. Trong nhiing tuan
dau, c6 gap xung dot 1on:

- Nha cung cap gui hang cham, khach phan nan va yéu cau hoan tién.

« Mot s6 san pham khong dung mAu, chat lwong kém, anh hudng uy tin
shop.

« Lan cam thiy 4p luc quan Iy nhiéu nha cung cp cung liic, trong khi khach
hang ngay cang doi hoi cao.

Lan nhan ra rang Dropshipping khong phai “ban hang dé dang”, ma 1a ngh¢
thuat quan Iy nha cung cap, kiém soat chat lugng va tao trai nghiém tot cho
khéach hang.

Qua trinh thir nghiém va cadi tién

1. Chon nha cung cap uy tin Lan chi hop tac v0i 23 nha cung cap dau tién,
kiém tra chat lugng san pham k¥ ludng, yéu cau mau thir trude khi ding
ban.

2. Tao hé théng kiém soat chat luong Lan chup anh san phém thuc té, so
sanh v6i mau nha cung cap giri, ghi cht cac vin d& can cai thién.

3. Thiét lap ky vong voi khach hang Trén website va fanpage, Lan cong
khai thoi gian giao hang du kién, chinh sach ddi tra, va thong tin lién hé.

4. Tinh chinh quy trinh van hanh Khi phét hién nha cung cip giao hang
cham, Lan trao ddi truc tiép, déng thoi chuan bi ké hoach du phong dé
khong anh huodng trai nghiém khach hang.

Sau 3 thang, shop online cua Lan bat dau 6n dinh: khach hang hai long, ty 18
hoan tra thap, va doanh thu tang déu. C6 nhén ra: Dropshipping thanh cong
khong nho may mén, ma nhd quan 1y tot nha cung cép, kiém soat chat luong va
cham soc khach hang.

Nguoi xua co cau:
“Can tac vO uu” sy chuan bi k¥ ludng va kiém soat chi ti€t gitip tranh rai ro sau
nay.
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Trong Dropshipping, cau nay hoan toan ding: du khong gitr hang t6n kho, ban
van phai chuan bi, giam sat, va quan ly nha cung cap ky ludng dé dam bao san
pham dén tay khach hang dung chat luong, diing hen.

Bai hoc ing dung nhanh kém vi du thye té Viét Nam
1. Chon nha cung cép uy tin

Thuo déu Lan gap van dé 16n: nhiéu nha cung cap hira giao hang nhanh, nhung
thyc té cham tré, hang khong dung mau, khién khach hang phan nan va huy don.
C6 nhan ra rang, trong Dropshipping, chat luong nha cung cap quyét dinh 70%
trai nghiém khach hang.

Cb bat dau tim kiém nhig nha cung cip da co thuong hiéu, dugc nhidu ngudi
danh gia t6t trén thi truong. Mot nha cung cap my pham tai TP.HCM cam két
giao hang dung han, san pham chét luong cao, va c6 chirng nhén hop phap. Mot
nha cung cép quan 4o handmade ciing co phan héi tot tir khach hang cli. Lan
quyét dinh chi hop tac véi 23 nha cung cap dau tién dé giam rui ro.

Két qua: khi khach hang dat don, ty 1& phan nan giam dang ké, uy tin shop ting,
va Lan c¢6 thoi gian tip trung tinh chinh quy trinh van hanh.

Bai hoc: Khong phai cang nhleu nha cung cap cang tot, ma chon nhimg nha
cung cap dang tin cdy moéi 1 nén tang dé xay dung thuong hiéu bén ving.

2. Kiém tra mau trudc khi ban

Lan nh4n ra rang hinh anh va mé ta san pham c6 thé quyét dinh viéc khach c6
dat hang hay khong. Mot 1an, m¢t khach hang huy don sau khi nhan hang vi
mau sac 4o khong diing nhu anh trén website di€u nay khién Lan rat soc.

Co quyét dinh 4p dung quy trinh kiém tra mau trude khi dang ban: mdi san
pham mai phai dugc gui mau that, Lan chup anh thyc té, viét mé ta chi tiét vé
chat liéu, kich thudc, mau sac va huéng dan sir dung.

Vi du: cac shop dropshipping qun 4o tai Ha N¢i ciing lam tuong tu ho mua
trude vai mau tu nha cung cap, chup anh voi anh sang thuc té, mo ta k§ cang, va
ghi chu cac diém khac biét co thé xay ra. Khi khach hang nhan hang, moi thir
gan nhu giéng v6i hinh anh trén website, tao trai nghiém tin cay.

Bai hoc: Kiém tra mau trudc khi ban gitp tranh phan nan, ting ty 1¢ mua hang
va xay dung uy tin lau dai.

3. Thiét 1ap ky vong véi khach hang
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Trong thang dau, nhiéu khach hang cua Lan that vong vi thoi gian giao hang lau
hon du kién. Lan nhén ra rang khach hang khong phién khi cho lau, nhung ho
phién néu khong biét trudce.

Co quyét dinh thiét 1ap ky vong rd rang: trén website va fanpage, co cong khai
thoi gian giao hang du kién, phi van chuyén, chinh sach dbi tra, va hotline hd
tro. Déng thoi, Lan guri email hoac tin nhén x4c nhan don, thong béo trang thai
don hang hang ngay.

Vi du: TikiNOW va nhiéu shop dropshipping tai Viét Nam cling ap dung cach
nay khach hang biét ho s€ nhan hang trong bao lau, thu tuc d6i tra ra sao, giam
bét sur lo lang va tang niém tin.

Két qua: ty 18 huy don giam, khach hang hai long hon va sin sang quay lai.

Bai hoc: Thiét 1ap ky vong minh bach gitp khach hang an tdm va ting sy trung
thanh.

4. Quan ly nha cung cap chat ché

Khi quy m6 don hang tang 1én, Lan phat hién mot s6 nha cung cap bat dau giao
hang tré, chat lugng san pham khong dong déu. Thay vi chi trach moc, Lan xay
dung hé théng quan 1y nha cung cap:

« Kiém tra dinh ky chat luong san pham va thoi gian giao hang.

« Ghi nhan phan hdi tir khach hang, 601 chiéu véi nha cung cap dé cai thién.

« Sir dung Google Sheet hoic phan mém quan 1y don hang dé theo ddi tién
do va ty 1€ hoan tra.

Vi du: nhiéu shop Dropshipping tai Viét Nam ap dung cach nay. Ho thiét 1ap
bang theo ddi chi tiét: don hang nao da gui, san pham nao gap 16i, thoi gian giao
hang, phan hdi khéach. .. gitp nhanh chong phat hién van dé va xir Iy trude khi
anh hudng trai nghiém khéach hang.

Két qua: uy tin nha ban tang, khach hang hai long, va Lan giam duogc stress vi
moi viéc da cd h¢ thong theo doi 1o rang.

Bai hoc: Quan Iy nha cung cap chit ché gitp duy tri chat lwong, niém tin khach
hang, va tang hi€u qua van hanh.

5. Bat dau v6i quy mo nhd, tinh chinh truée khi mo rong

Lan tung nong voi thém 50 san phim méi cing lic. Hau qué 1a mot sé don hang
bi tré, khach hang phan nan, va c6 phai xir Iy qua tai. Sau do, c6 rat kinh
nghiém: bat dau voi quy mé nhd, tinh chinh quy trinh, réi méi mo rong.
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C6 thtr nghiém 20 mAu véi 2 nha cung cip dau tién, kiém tra toan bo quy trinh
tur dat hang, thanh toan, van chuyén, dén dich vu khach hang. Khi moi thtr 6n
dinh, ¢6 m&i mé rong lén 100 san pham va thém nha cung cap thu 3.

Vi du thyc té: nhiéu shop Dropshipping thanh cong tai Viét Nam ap dung chién
luge nay mo rong tung bude dé dam bao chat luong, tranh phan hoi tiéu cuc va
xay dung thuong hi¢u bén ving.

Bai hoc: Tang trudng timg budc gitp giam rui ro, kiém soat chat luong va giir
uy tin shop.

5. Mé hinh Dich vu theo nhu cau (On-demand)

Hai, mot chang trai tré & TP.HCM, vira tot nghiép nganh logistics, ludn dp u y
turong vé mot tmg dung giao hang nhanh, noi khach hang chi can mo app, dat
dich vu va nhan Vlen giao hang sé den ngay. Hai tin rang nguoi Viét ngay cang
béan ron, nhu cau “c6 ngay, lam ngay” s& rat 16n.

Ban dau, moi thtr tuong chimng dé dang: app da thiét ké xong, danh sach dbi tac
tai x¢ san sang, marketing da chay quang cdo. Nhung thuc té, trong tuan dau

tién, Hai phai d6i mit v6i xung dot nghiém trong:

o Khéach hang phan nan nhan vién giao hang dén tre, doi khi giao nham dia

chi.

o Tai xé khong nhan du don vi chua hiéu app, hodc khong hai long v&i murc
thuong/hoa hong. 7

o MGt so6 don hang b1 huy, khach tuc gian va dé lai danh gia tiéu cuc trén
app.

Hai nhan ra rang, mo hinh On-Demand khong chi la “cong ngh¢” hay “ing dung
tién ich”, ma 1 nghé thuat quan 1y doi ngii, t6i wu van hanh va thiét 14p niém tin
voi khach hang.

Qua trinh thiwr nghiém va cdi tién

1. Bét dau véi khu vue nho, thir nghiém tung bude
Hai chon quan 1 va quan 3 khu vuc trung tam TP.HCM lam diém thu
nghiem Tat ca don hang déu dugc theo ddi sat sao, tir lac khach dit dén
khi giao hang thanh c6ng. Nho quy mé nho, doi ngii ¢6 thé kip thoi phat
hién 15i va cai tién.

2. Dao tao va hd trg nhan vién
Nhiéu tai xé méi gip kho khin trong viéc s dung app, ddn dén nham lan
dia chi va tré gio. Hai t chirc budi training truc tiép, dong thoi 1ap nhom
chat hd trg 24/7 dé nhéan vién c6 thé hoi va nhan hudng dan tic thi.
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3. Thiét 1ap ky vong voi khach hang
Hai nhén ra rang, khach hang khong phién khi chd 2030 phut néu biét
truée. Anh cip nhat app hién thi thoi gian giao du kién, hd tro live chat,
va thong bao khi don hang dang trén duong.

4. Tinh chinh quy trinh van hanh lién tuc
Khi phét hién mot s6 tai xé thudng xuyén giao cham hodc danh gia khach
hang thap, Hai thiét 1ap hé thong thuong phat minh bach: giao dung gid
nhan thém diém, hoan thanh nhiéu don dugc thudng, nhdm don hay phan
hdi xAu s& bi canh bao.

5. Mo rong dan
Khi moi thtr van hanh tron tru ¢ quan 1 va quan 3, Hai bat ddu mo rong ra
cac quan khac, thém dich vu mai nhu giao thuc phém, giao thudc va dich
vu tién ich khac, nhung van duy tri quy trinh van hanh chuan va hé théng
kiém soat chit luong.

Vi du thue té Viét Nam

1. Grab: Bit dau véi dich vu GrabTaxi, sau d6 mé rong sang GrabBike,
GrabFood va GrabExpress. Ho luon thtr nghiém ttrng khu vyc, theo doi
thoi gian giao, danh gia khach hang va tai xé, lién tyc tinh chinh.

2. Now.vn (dich vu giao d6 an): Khi méi ra mat, ho chi phuc vu mot vai
quan trung tam TP.HCM, tap trung vao viéc toi uu thoi glan glao kiém
soat chat lwong nha hang, va hd trg khach hang khi xay ra van dé.

Bai hoc: On-Demand thanh cong nho thir nghiém nhd, t6i wru van hanh, dao tao
nhan sy, va mo rong dan ting budec.

Nguoi xua cé cau:
“Cham ma chac” nhiing budce di can trong va c6 ké hoach gitip dat thanh cong
bén viing.

Trong m6 hinh On-Demand, khoi dau quy mo nho, tinh chinh lién tuc va quan Iy
chat luong tuong tu nhu cau nay. Du thi truong nong béng va canh tranh cao,
nhitng nguoi lam ding quy trinh s€ tao ra dich vu uy tin va duy tri khach hang
lau dai.

Bai hgc &rng dung nhanh M6 hinh On-Demand

1. Bit dau tir khu vuc nhé, kiém soat chét lugng

Khi Now.vn ra mat, ho khong 14p tirc phu song toan TP.HCM. Thay vao do, ho
chi phuc vu vai quan trung tdm nhu quan 1, quan 3. Ly do rat don gian: nhiing
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quan nay cé mat do dan cu cao, nhu cau giao hang 16n, nhung quy mo van du
nho dé kiém soat chat luong.

Trong tuan dau, c6 mot vai don hang giao tré, mot s6 mon dd bi giao nham.
Nhung vi quy mé nho, doi ngii quan 1y dé dang theo ddi, ghi nhan phan hoi va
xtr Iy nhanh chéng. Ho goi dién truc tiép cho khach hang dé xin 16i, bdi thuong,
ddng thoi phan tich nguyén nhén: do tai xé chua quen dudng, do quan khong
chuan bi diing don.

Két qua: Moi van dé duoc giai quyét trong ngay, khach hang van hai long, va
quy trinh van hanh dugc tinh chinh trudc khi mé rong sang cac quéan khac.

Bai hoc: Bt dau tir khu vye nho gitip giam rui ro, kiém soat chat lugng va diéu
chinh quy trinh van hanh trudc khi mé rong.

2. Pao tao nhan vién va do1 tac

GrabBike khi méi ra mét cling gip tinh trang tuong tu. Nhiéu tai xé méi khong
quen dung app, giao nham dia chi, hoic khong biét cach chim soc khach hang
khi xay ra van dé. Phan nan ting 18n ting ngdy, anh hudng truc tiép t6i uy tin
dich vu.

Pé giai quyét, Grab t6 chirc budi dao tao truc tiép cho tat ca tai xé mai: cach sur
dung app, quy trinh nhan giao hang, cach lién h¢ khach hang khi gap su cb.
Pong thoi, mot nhom hd trg 24/7 duogce 1ap ra dé tra 101 cac thic mic nhanh nhat.

Két qua: Sau 2 tudn, s 16i giam dang ké, ty 1é giao hang thanh cong ting, khach
hang hai 16ng hon. Nhan vién ciing tu tin hon, khong con lung tang khi xur ly
tinh hudng.

Bai hoc: Pao tao k¥ ludng gitip nhan vién va déi tac hiéu rd quy trinh, giam 15i
van hanh, nang cao trai nghi¢m khéch hang.

3. Thiét 1ap ky vong rd rang véi khach hang

Ban dau, nhiéu khach hang On-Demand tirc gian vi giao hang lau, mac du thyc
té dich vu da cé gang hét stc. Hai founder mot startup dich vu tién ich theo yéu
cau nhén ra rang khach hang khong phlen neu biét trudc thoi gian giao hang,
nhung ho cyc ky kho chiu néu bi “bat ngd™ tré.

Anh quyét, dinh hién thi thong tin minh bach trén app: thoi gian giao du kién, phi
dich vu, s0 dién thoai ho trg. Dong thoi, hé thong tu dong guri thong bao trang
thai don hang: “Nhan vién dang di chuyén”, “Pon hang da giao thanh cong”.
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Két qua: Khach hang khong con goi dién phan nan nhiéu, ty 18 huy don giam, va
muc do hai long tang dang ke.

Bai hoc: Thiét 1ap ky vong minh bach gitp khach hang an tam, tao niém tin va
tang kha nang quay lai dich vy.

4. Hé théng thuong phat minh bach

Trong giai doan dau, nhiéu tai xé giao tré hodc danh gia khach hang thip, dan
dén mau thuan va phan hoi ti€u cuc. Hai trién khai hé thong thudéng phat ro
rang:

« Giao ding gio, hoan tat don hang dugc thuong diém/tién.
« Nham dia chi, giao tré, hodc phan héi xau tir khach s& nhan canh béo,
nhi€u lan vi pham s& tam ngung hop téc.

Diéu nay tao dong luc dé nhan vién nd lyc hon va tu giac tuan tha quy trinh. Céc
khach hang ciing nhan thay dich vu tré nén uy tin hon.

Keét qua: Hi€u suat giao hang tang, phan hoi ti€u cuc gidm, uy tin dich vu dugc
cung cO.

Bai hoc: H¢ thong thudng phat minh bach thic day higu sudt, gitr cht luong
dich vu 6n dinh, va xay dung niém tin vdi khach hang.

5. M& rong tirng budc, tinh chinh lién tuc

Sau khi quy trinh van hanh tron tru & vai quan trung tam, Now.vn va Grab madi
bét ddu mo rong sang cac quan khac, thém dich vu giao thuc pham, giao thudc,
va tién ich khéc. Nhu’ng ho van gitt nguyén nguyén tic: timg budc mo rong, lién
tuc theo doi va cai thién.

Vi du: khi mo rong sang quan 5, mot s tai xé gap van dé véi giao thong phuc
tap hon, dan dén cham gio. Poi ngil van hanh ngay 1ap tre tinh chinh tuyén
duong, diéu chinh khung gio giao hang, va huéng dan tai xé tdi wu dudng di.

Ké} qua: Quy md m¢ rong thanh cong, khach hang mai hai long, dich vu duy tri
chat lugng, doanh thu tdng 6n dinh.

Bai hoc: Khong v0i vang mo rong toan bo; tinh chinh lién tuc va mo rong tung
budc gitp giam rii ro, kiém soat chat luong, va duy tri uy tin lau dai.

M6 hinh On-Demand 1a dich vy “ttrc thi” nhung thanh cong cta n6 khong dén tur
cong nghé hay app, ma tir quan 1y doi ngdi, kiém soat chat luong, dao tao dbi tac,
va thiét 1ap niém tin v6i khach hang. Khi van hanh t6t, mé hinh nay giup doanh
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nghiép nhanh chong tdng trudng, mé rong thi trudong va tao ra trdi nghiém khach
hang vuot troi.

6. M6 hinh Cong dong Twong tac xi hji

Hanh, mét nir founder startup vé gido duc ky nang mém tai Ha NO1, ludn tin
rang gia tri 16n nhat khong phai 1a khoa hoc hay tai liéu, ma 1a su két ndi giira
ngudi hoc véi nhau. Khi méi bat dau, Hanh chi cung cp khoa hoc online,
nhung thay rang hoc vién thuong roi di sau khi hoan thanh khoa hoc, it twong
tac va it quay lai mua san phAm méi.

C0 nhan ra rang, dé tao sy gan két 1au dai, can xay dung mot cong dong tra phi,
noi hoc vién khong chi hoc, ma con dugc két ndi, chia s€, hoc hoi 1an nhau va
nhén ho trg tir mentor. Tuy nhién, qua trinh trién khai khong hé sudn sé.

Qua trinh thwr nghiém va cdi tién

1. Bit dau v6i nhoém nhd, kiém soat chit luong
Hanh moi 50 hoc vién dau tién tham gia nhém VIP trén nén tang
Telegram va Facebook. Luc dau, mot sb hoc vién khong twong tac, con
cac bai dang chia sé thuong bi bé qua. Hanh phai truc tiép nhén tin, 201
mé chii dé thao luan, tao mini-challenges dé khuyén khich twong tac.

Két qua: sau 2 tuan, cac thanh vién bat dau dang bai hoi tra 10i 1an nhau, chia sé
kinh nghiém va cam thay gan két hon. Hanh rat ra bai hoc quan trong: khoi dau
v61 nhom nho gitup kiém soat chat luong twong tac va di€u chinh ndi dung kip
thoi.

2. Xay dung gia tri vuot troi dé giir chén thanh vién
Khong chi tao noi thao luén, Hanh t6 chirc webinar truc tiép, cung cap tai
lidu doc quyén, két ndi mentor véi hoc vién. Mot hoc vién chia se: “Néu
chi mua khoa hoc, i s& hoc xong rdi thoi, nhung & day t6i o ngudi hoi
nguoi tra 10i, c6 mentor hudng dan, cam giac nhu duoc dong hanh.”

Két qua: ty 16 thanh vién roi di thdp, nhiéu ngudi dang ky tiép cac khoa moi.

3. Thiét lap quy tac cong df)ng r0 rang
Mot sO thanh vién ban dau dang bai khong phu hop, gay xung dot trong
nhom. Hanh 1ap bo quy tic cong dong: ndi dung chia sé lién quan dén chu
dé, khong spam quang cdo, t6n trong ngudi khac. Viée nay gitp nhém
van hanh tron tru va duy tri van hoa tich cuc.

4. Khen thudng va tao dong luc cho thanh vién tich cuc
Hanh tang huy hi¢u, quyén truy cap tai liéu dac biét, hodc mentor 1-1 cho
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nhirng thanh vién tich cuc chia sé, tra 101 nguoi khac. Nho do, dong luc
tham gia ting, nhom trd nén séng dong.

5. Mé rong cong dong ting budc
Sau khi nhom dau tién van hanh 6n dinh, Hanh mo rong thém cac 16p
khéc, tao cac nhom phu theo chuyén d¢, nhung van duy tri quy chuan
quan 1y va tuong tac.

Vi du thye té Viét Nam

1. Cong ddng Base.vn Academy: Céc hoc vién dugc két ndi trong group
riéng, nhan mentor huéng dan, tham gia workshop truc tiép. Nhém hoat
dong tich cuc gitp hoc vién duy tri dong luc va tang ty 1€ hoc vién quay
lai.

2. Cong dong doanh nhan Shark Tank Viét Nam: Céc founder tham gia
forum, event offline, chia sé kinh nghiém kinh doanh, hd tro 1an nhau.
bay la mot vi du m6 hinh Membership/Community gitp tao gia tri lau dai
va két n6i manh mé.

Nguoi xua c6 cau:

“Nguoi cung chi hudng, viéc s€ thanh”.

Mo hinh cong dong hién dai van hanh theo nguyén tic nay: khi moi ngudi cling
muc tiéu, hd tro 1an nhau, gia tri cong hudéng tao ra thanh cong bén virng.

Bai hoc irng dung nhanh kem vi du thuc té Viét Nam
1. Bat dau v61 nhom nho, kiém soat chat lugng tuong tac

Hanh quyét dinh thir nghiém mé hinh cong dong véi 50 hoc vién VIP dau tién.
Ban dau, cac hoc vién im lang, khong ai chiu chia sé hay dat cau hoi. Hanh rat lo
lang: liéu cong dong co6 thuc sy hitu ich?

C6 khong bd cudc ma tryc ti€p nhan tin tirng ngudi, goi mod cac chu dé thao
luan, dat cau héi khoi mé. M1 ngay, cd dang mdt bai nho vé k¥ ndng mém, yéu
cau moi nguoi trd 101 hoac chia sé trai nghiém.

Sau 2 tuan, cac hoc vién bat dau tuong tac, dat cau hoi va tra 161 nhau. Nhom tro
nén song dong, moi nguodi cam thay gan keét.

Bai hoc: Bit dau tir nhom nho giﬁp kiém soat chat lugng, phat hién van dé sém
va tao van hoa tuong tac viing chac.

2. Tao gia tri vuot trdi dé gilr chan thanh vién

Sau khi nhom bat déu hoat dong, Hanh nhan ra rang chi thao luan thoi chua du.
Mot s6 thanh vién Van dang ky khoa hoc nhu‘ng 1t tham gia. Co quyet dinh cung
cap webinar truc tlep, tai liéu doc quyen va két ndi mentor vai hoc vién.
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Vi du: Trong mot budi webinar vé “K¥ ning lanh dao ca nhan”, cac mentor tra
161 truc tiép cau hoi cua tung hoc vién, dua ra 161 khuyén cd nhan hoa. Mgt hoc
vién chia sé: “Néu chi hoc online thi toi s& hoc xong rdi thoi, nhung & day toi co
mentor va ban dong hanh, cam giac nhu ¢6 ca cong dong hd tro.”

Bai hoc: Tao gia tri vuot trdi gitip gift chan thanh vién va khuyén khich ho gén
bo lau dai.

3. Thiét 13p quy tic cong dong 15 rang

Nhom ngay cang 16n, mot sé hoc vién bt dau dang bai khong lién quan, quang
céo dich vu riéng, khién khong khi nhom hén loan. Hanh quyét dinh thiét 1ap
quy tic cong dong: ndi dung chia sé lién quan cha dé, khong spam, ton trong
nguoi khac.

Ban dau, mot vai nguoi phan img, cam thay bi giéi han, nhung khi ho hiéu quy
tac giup nhom chat luong hon, moi ngudi déng thuan. Tuong tac tré nén tich
cuc, cac thanh vién moi cling hoc dugce céach chia sé hiéu qua.

Bai hoc: Quy tic cong dong giup duy tri vin héa tich cuc va chat luong noi
dung, gidm xung dot.

4. Khen thudng thanh vién tich cuc

Mot s6 hoc vién nhiét tinh chia sé, gitp tra 10i ciu hoi cia ngudi khac, nhung ho
cam thay no luc ctia minh it dugc ghi nhan. Hanh trién khai h¢ thong khen
thuong: huy hi€u, quyén truy cap tai li€u dac bi¢t, mentor 1-1 cho thanh vién
tich cuec.

Vi du: Minh, mot hoc vién nhiét tinh, nhan dugc mentor riéng tu sau khi tra 161
nhi€u cau hoi va chia sé kinh nghiém. Anh tré thanh “dau tau” trong nhém,
khuyén khich céc thanh vién khéc tham gia tich cuc.

Bai hoc: Khen thudng dong vién thanh vién tich cuc, tang tuong tac va xay dung
van hoa cong dong virng manh.

5. M6 rong timg budc, duy tri tiéu chuin

Sau khi nhom nhé véan hanh 6n dinh, Hanh mo rong sang cac nhom chuyén dé
khac, vi du: k§ nang thuyét trinh, quan 1y thoi gian, k§ nang lanh dao tré. Co van
gitr nguyén quy chuan quan Iy va tu:ong tac: duy tri quy téc, tiép tuc khen
thuémg, ho tro truc tlep cac thanh vién moi.

Két qua: cac nhom phu tré nén so1 ndi, thanh vién gan két 1au dai, hoc vién méi
tiép tuc gia nhap nho uy tin cia nhom dau tién.
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Bai hoc: M rdng timg budc, giir tiéu chuan va quy trinh, giup cong dong phat
trién bén virng, tao gia tri lau dai cho thanh vién.

Bai hoc ¢6t 16i: M6 hinh cong dong khéng chi ban san pham, ma ban trai
nghiém, két ndi va gia tri 1au dai. Nguoi lam cong dong thanh cong ludn bat dau
nho, tao gia tri vuot trdi, quan ly van héa va mé rdng ting bude, nho do xay
dung niém tin va long trung thanh cta thanh vién.
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Phan 2: M6 hinh dwa trén sin pham/dich vu
7. M6 hinh Sin phim ddc quyén / limited edition

Thuén, chi mot cira hang thoi trang & TP.HCM, ludn thay rang khach hang Viét
Nam ngay cang quan tim dén san pham doc dao, kho tim, co tinh “doc quyén
Lic mé rong ctra hang online, anh nhan ra rang san pham pho thong giong hét
d6i thu, ban chay ban diu nhung nhanh chong bio hoa, khach hang chuyén sang
shop khac.

Anh quyét dinh thir mot chién lugc méi: san pham Limited Edition mdi mau chi
san xuat so lugng gioi han, co ngay ban cu thé, khong tai ban ngay 1ap tuc.
Nhung viéc nay khong hé don gian.

Qua trinh thir nghiém va cdi tién
1. Xé&c dinh san pham va so lugng gi61 han
Thuan chon mét mau 4o khoac dic biét hgp xu huéng, chi san xuat 50 chiéc.

Ngay tir dau, doi thiét ké phai dam bao chét liéu tt, mau doc ddo, va hinh anh
quang ba dep mat.

2. Tao sy kién ra mat san pham

Anh t6 chire mot chién dich online, thong bao réng chi ¢6 50 chiéc, ai mua
nhanh s€ s¢ hitu trude. Két qua: luot truy cap website tang dot bién, nhi€u nguoi
dat trudc du chua nhin tdn mat san pham.

3. Poi mat xung dot: khach hang that vong vi hét hang

Mot s6 khach hang khong kip dat hang phan ng tiéu cyc, gui email phan nan.
Thuén nhén ra rang gidi han s6 lugng vira tao sy doc quyén vira c6 thé gay that
vong. Anh giai quyét bang cach:

« Thong bao trudc vé s6 luong gidi han trong tat ca cac kénh marketing.
o Tao danh sach cho cho khach hang quan tam, wu ti€n cho lan ra mat tiép
theo.

Két qua: khach hang cam thdy cong bang va himg tht hon véi san pham, khong
con phan nan nhiéu.

4. DPanh gia hi¢u qua va tinh chinh
Moi dot ra mét, Thudn ghi nhan sd luong ban, phan hoi khach hang, luogt truy
cap va chia sé trén mang xa hoi. Anh nhan thay mirc d§ hao htrc va chia sé cua
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khach hang ting khi san pham c6 tinh doc quyén, dong thoi tao hiéu tmg truyén
miéng manh me.

Vi du thye té Viét Nam

1. Ca phé Trung Nguyén Legend: phat hanh céc loai ca phé Limited Edition
dip Tét hodc su kién dic biét, khach hang xép hang mua, tao hi¢u ting
truyén thong manh mé.

2. Biti’s Hunter x Céc nghé si: mdi phién ban hop tac chi san xuat sd lugng
gi6i han, khach san ling va tao cong dong chia sé trai nghiém mua sam.

Bai hoc ing dung nhanh kém vi du thue té Viét Nam
. Chon san pham phu hop véi chién lugc doc quyén

Thuén, chu mot shop thoi trang tai TP.HCM, nhén thdy 4o khoac clia cac cua
hang khac déu gidng nhau, khach hang khong hing thi. Anh quyét dinh thir
chién luoc Limited Edition, nhung gap khé: chon mau nao vira doc d4o vira ban
duoc.

Sau nhiéu thir nghiém, anh chon mau 4o khoac thiét ké riéng, chét liéu cao cép,
hoa tiét doc ddo. Két qua: du chi 50 chiéc, khach hang san lung va danh gié cao
su khac biét.

Bai hoc: San pham phai da doc dao dé khach nhén ra gia tri vuot troi so véi thi
truong.

2. Xac dinh s6 luong va thoi diém ra mat

Ban dau Thuén san xuat 200 chiéc, nhung mot nira con chwra ban hét thi khach
hang da bot hung thu. Anh hoc dugc rang gi61 han s6 lugng vira phai s€ tao cam
giac khan hiém va kich thich nhu cau.

Lan sau, anh chi lam 50 chiéc va thong bao trudc 2 tuan, khach hang hao hirc
dat trudc, website qua tai trong ngay mé ban.

Bai hoc: Khong san xudt qué nhiéu, dong thoi thong bao thoi diém ra mat 1o
rang d€ khach chuan bi va cam nhéan sy hiém co.

3. Tao su kién ra mat

Thuén t6 chtrc chién dich online: countdown trén Facebook, hinh dnh san pham
dep, video teaser. Anh con moi mdt sO influencer trai nghiém va dang hinh.
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Ngay md ban, khach hang xép hang online, share link san pham, tao hiéu timg
truyén thong mién phi. Ban dau, Thuén lo lang hé thong c6 thé sap, nhung nho
chuan bi k¥, moi thir dién ra sudn sé.

Bai hoc: Mot sy kién ra mat hép dan va bai ban tao buzz, gitip khach hang cam
thay “duoc trai nghi€ém” hon la chi mua san pham.

4. Quan 1y ky vong va phan hoi khach hang

Mot s6 khach khong kip dat hang phan mg tiéu cuc, gui email phan nan. Thuan
nhén ra rang gidi han san phdm vira tao cam giac dic biét, vira ¢ thé khién
khach that vong.

Anh giai quyét bang cach: tao danh sach cho, théng bao rd sd lugng con lai, wu
tién khach danh sach cho cho dot ra mat tiép theo. Khach hang cam thay cong
bang va van hao hirc chd san pham méi.

Bai hoc: Minh bach va quan 1y ky vong khach hang gitip gidm phan nan, duy tri
uy tin va long trung thanh.

5. Tinh chinh dya trén dit liéu thyuc té

Sau mdi dot ra mét, Thuin ghi nhan: ) luong ban, luot truy cap, luot share,
phan héi khach hang. Vi dy, 40 mau xanh dugc yéu thich hon mau do, khach
phan hdi mudn c6 size 16n hon. Anh diéu chinh mau, sb lugng va mau sic cho
1an ra mit tiép theo.

Bai hoc: Dit liéu thuc té gitip t6i wu san pham, nang cao trai nghiém khach hang
va tang hi€u qua chién lugc Limited Edition.

Bai hoc cbt 16i: San pham Limited Edition tao sy himg tht, gia tang nhu cau tlrc
thi va xay dung thuong hiéu doc quyén, nhung can quan Iy ky vong khach hang
va tinh chinh chién luoc lién tuc.

8. M6 hinh Bundling (géi sin pham két hop)

Lan, chi mot ctra hang thyc phém hiru co & Ha No1, nhan théy nhiéu khach hang
mua ting san pham 1¢ nhung it khi mua da bo dé sir dung 1au dai. C6 nay ra y
tuong goi san pham két hop (Bundling): két hop cac loai thuc pham, nudc ép, do
an nhe thanh mot goi, ban véi gia uu dai.

Nhung thir nghiém dau tién khong sudn sé. Mot sb khach hang khong hleu gia
tri g1, nghi rang ho co thé mua ¢ ré hon. Lan phai suy nghi cach truyén tai gia
tri, didu chinh thanh phan géi va chién lugc marketing.
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Qua trinh thir nghiém va cai tién
1. Xac dinh san pham di kém

Lan chon két hop: bt ngt cbe + nudc ép trai cay + snack hat dinh dudng, phu
hop nhu cau an udng lanh manh hang ngay. C6 dat muc tiéu: goi mang lai gi tri
téng thé cao hon gia mua 1¢, dong thoi tién loi cho khach.

2. Tao thong di€p 10 rang
Lan d4u, Lan chi ghi “G6i combo thuc phdm” trén website, khach chua hiéu.
Sau do, co6 viét chi tiét: “Moi goi du cho bira sang, bira phu va bita x¢ trong mot
tuan, tiét kiém 15% so v&i mua 1¢”, kém hinh dnh mo6 ta sdn pham. Luot dat
hang tang ro rét.

3. Poi mat xung dot: khach khong quen géi

Mot s6 khach van mudn mua 1¢, lo lang rang s& lang phi san pham ho khong
thich. Lan giai quyét bang cach:

« Cho phép thay thé san phé}m trong goi theo so thich.
o Giam gid nhe cho khéch lan dau thur goi.

Khach hang hai long, bt dau thir va nhén ra su tién loi cua Bundling.

4. Danh gia hi¢u qua va tinh chinh
Lan ghi nhan doanh sO, phan hoi khach, va ty 18 khach quay lai mua goi lﬁm hai.
C6 nhén thay: goi combo “gia tri cao, tién loi, linh hoat” ban chay hon héan san
pham I¢.
Vi du thye té Viét Nam

1. The Coffee House: gbi ca phé + banh mi + nudce ép, tién lgi cho khach
order online, gi4 hap din hon mua 1é.

2. VinMart / VinMart+: g01 thuc phdm co ban hodc goi bita sang, giup
khach tiét kiém thoi gian va chi phi, ddng thoi thuc day doanh s cac san
pham it ban 1¢é.

Bai hoc ing dung nhanh kém vi du thue té Viét Nam
1. Xéc dinh san pham két hop hop 1y

Lan, chu mot ctra hang thyc pham hiru co 6 Ha Noi, tung gép van dé: khach
hang chi mua tirng san pham 1é, doanh s6 khong 6n dinh. C6 thir nghiém gop
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nhiéu san pham nhung khong thanh cong vi khach thiy géi 1on xon, khong 1d
gia tri.
Sau nhiéu thtr nghiém, Lan quyét dinh chon cac san pham di cung nhau tu

nhién: bot ngii coc nude ¢p_snack hat dinh dudng. B ba nay hop 1y cho bira
sang hoac bira phy, khach de¢ hiéu va ti¢n stir dung.

Két qua: doanh sb goi combo ting 70% so v6i ban 1¢ tirng san pham, khach nhan
ra sy tién loi va gia tri tong thé.

2. Tao gia tri 10 rang cho khach

Lan dau tién Lan quang ba goi combo, ¢6 chi ghi “Combo thuc pham hitu co”.
Két qua: khach lang ting, khong thiy loi ich, doanh s thap.

Lan diéu chinh thong diép: “Mdi goéi di cho bita sang va bira phy trong mot
tuan, tiet kiém 15% so vo1 mua 1€.” Hinh anh va bang gia minh hoa rd rang gitp
khach hiéu ngay gia tri.

Két qua: lugt mua tdng manh, nhiéu khach dé lai phan hoi réng ho thich su tiét
kiém va tién loi.

3. Cho phép linh hoat tity chon

Mot s6 khach phan héi rang ho khong an snack hat hoac mudn thay nude ép
thanh sinh td khac. Lan nhan ra néu goéi qué cung nhéc, khach s& bo qua.

C6 ap dung cach linh hoat tuy chon thanh phﬁr} trong g6i, khach van duoc uu dai
khi doi san pham. Khach hang hai long hon, s6 lugng g61 ban ra tang, nhiéu
khach quay lai mua lan hai.

4. Truyén thong truc quan va hap dan

Lan nhén ra khach online kho tudng tuong goi san pham ra sao. C6 thué
designer chup anh bd combo, quay video hudéng dan sir dung va dang trén
fanpage.

Hiéu qua: khach hang hiéu ngay goi ¢ gi, cach sir dung va loi ich. Luot share
va comment tdng manh, gbéi combo nhanh chéng tr¢ thanh san pham ban chay
nhat thang.

5. Tinh chinh duya trén phan hoi thuc té

Sau mdi dot ban, Lan ghi nhan: khach thich mau sdc bao bi hon, muén g61 nho
hon cho thir nghiém trude, mot s6 san pham bi phan hoi vé d ngot.
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Lan diéu chinh: chia goi thanh 2 kich thudc, thay doi ty 18 nguyén liéu, cap nhat
thong tin trén website. K&t qua: doanh s6 goi combo tang thém 30%, khach quay
lai mua thuong xuyén, dong thoi giam phan nan.

Bai hoc cot 13i: Bundling giup tang gia tri cam nhén, thic day mua hang va tdi
uu doanh thu, nhung cin linh hoat, truyén thong rd rang va lang nghe khach
hang.

9. M6 hinh Sin pham xanh / bén virng

Minh, chu mdt ctra hang do6 dung ca nhén tai TP.HCM, nhan théy khach hang
ngay cang quan tam dén san pham than thién moi truong. Ban dau anh thir nhap
vai san pham tai ché, than thién v6i moi truong, nhu’ng doanh s6 rat thap Khach
hang con hoai nghi vé chét luong va gia cao hon so voi san pham truyén théng.

Minh ding trude xung dot: mudn di theo xu huéng bén ving nhung néu khong
ban duoc, ctra hang s€ gap rui ro. Anh quyét dinh tim cach két hop gido duc
khéach hang va cai thién trai nghi€ém mua sam, tao chién lugc “san pham xanh
nhung van hap dan va tién loi”.
Qua trinh thir nghiém va cai tién

1. Chon san phém c6 gia tri bén virng thuc su
Minh khdng nhap tran lan, anh chi chon chai nudc thuy tinh tai st dung, ti vai
sinh hoc va ong hut inox, nhitng san pham ma khach hang dé thay tac dung truc
tiép va su dung hang ngay.

2. Tao cau chuyén va thong di€p 10 rang

Anh dang tai tren fanpage: “MJdi chai thuy tinh gitip giam 100 6ng nhwra ra moi
truong moi nam”, kem video hudng dan céach tai str dung va bao quan. Khach
hang bat dau hleu gié tri thyc su ciia san pham xanh, khong chi 1a “dat hon”.

3. P6i mat xung dot: khach lo gia cao

Mot s6 khéach tir chdi mua vi nghi san pham xanh luén dat. Minh giai quyét bang
cach:

« Tao g6i combo giam gia cho khach mua bo san pham.
o Thé hién 10 chi phi tiet kiém lau dai (vi dy ong hut inox dung hang nam

thay vi 6ng nhura).

Khach hang dan chap nhan va cam thay gia tri ximg dang.
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4. Panh gia hi€u qua va tinh chinh

Minh theo d&i doanh sd, phan hoi khach va luot chia sé trén mang xa hoi. Anh
thay rang khach hang yé€u thich san phdm xanh khi ¢6 cau chuyén va minh
ching thuc té, tir d6 anh mo rdng dong sdn pham xanh theo nhu cau khach.

Vi du thue té Viét Nam

1. Tiki/ GreenTiki: cung cap san pham than thién moi truong, kém thong tin
tiét kiém rac thai nhyua, duge khach hang danh gia cao.

2. Rau sach VietGAP tai Ha Noi va TP.HCM: ngudi mua san sang chi tra
cao hon vi san phém an toan, bén virng, c6 chirng nhan va cau chuyén
nong dan minh bach.

Bai hoc ving dung nhanh kém vi du thye té Viét Nam
1. Chon san phém xanh c6 gia tri thuc té

Minh, chu ctra hang do dung ca nhan tai TP.HCM, tung nhéap rat nhiéu san pham
xanh nhung doanh s thap. Khach hang phan nan rang mot s6 mon “xanh”
nhung khoé st dung hoidc khong thuc su khac biét so v6i san pham thuong.

Sau nhleu thir nghiém, Minh quyet dinh chi gitr lai chai thuy tinh tai sir dung, tai
vai va 6ng hut inox, nhitng san pham khach dé thay loi ich truc tiép: tiét kiém
rac thai nhya, tién 191, va dung lau dai. VietGAP cling dp dung tuong tu: chi ban
rau qua sach, hiru co, c6 chirng nhan rd rang.

Két qua: khach dé dang hiéu gié tri san pham, doanh sé ting 1én, va cira hang trd
thanh diém dén uy tin cho nhitng ai quan tdm san pham bén viing.

2. Truyén tai cau chuyén va loi ich 16 rang

Minh nhan ra rang khach hang khong mua san pham xanh chi vi n6 “than thién
mdi trudng”, ho can hiéu tac dong cu thé va loi ich hang ngay.

Anh tao video hudng dan céch tai str dung chai thuy tinh, cach bao quan tii vai
va 6ng hut inox. Trén fanpage anh chia sé: “Moi chai thily tinh gitip giam 100
ong nhya ra moéi truong moi nam.” Tiki GreenTiki cling minh bach ghi 18 lgi ich
moi truong va suc khoe cua tung san phém.

Két qua: khach hang bét dau tin tudng, chia sé thong tin va ung hd, doanh s san
pham xanh tang ro rét.

3. Tao vu dai dé giam rao can gia
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Du yéu thich san pham xanh, nhiéu khach van e ngai gia cao hon san pham
thong thuong. Minh nghi ra cach: géi combo gidm gia cho lan mua dau, dong
thoi nhan manh lgi ich 1au dai va tiét ki¢m khi sir dung lau dai.

Vi du: mua 1 bd chai thity tinh + dng hiit inox sé& ré hon mua riéng 1é, dong thoi
khach nhan dugc hudong dan stir dung chi tiét.

Két qua: khach dé dang quyét dinh mua, ty 1¢ khach quay lai tang, dong thoi
nang cao nhan thuc vé gia tri thuc té ctia san pham xanh.

4. Ling nghe phan hdi khach hang

Sau mot thot gian, Minh lién tuc héi khach hang: “Ban théy san phém thé nao?
Gia ca, chat lugng c6 hop 1y khong?” Nhiéu khach phan hoi: muon chai thuy
tinh nho hon dé mang di ldm, mu6n 6ng hit dé v¢ sinh hon.

Minh nhanh chéng g‘iéu chinh: chia san pham theo kich thudc, cap nhat video
hudng dan v¢ sinh ong hut, di€u chinh gia combo phu hop. VietGAP ciing lién
tuc ghi nhan phan hoi vé mau ma va trong luong rau cu dé dap ung nhu cau
khéch.

Két qua: khach hang hai 1ong, phan nan giam, khach quay lai mua nhiéu hon.
5. Mé rong khi c6 tin hi¢u tich cuc

Khi khach hang d4 hiéu va chap nhan gié tri san phim xanh, Minh mé rong
dong san pham: bo sung ly inox, hop com gitt nhiét, ti dung thuc pham tai su
dung.

Anh vén duy tri ciu chuyén minh bach, truyén thong rd rang va uu tién chat
luong, nho dé thuong hi€u bén virng duoc nang cao va trd thanh Iya chon quen
thudc cho khéach hang quan tdm moi truong.

Két qua: ctra hang Minh tro thanh thuong hiéu nho nhung dang tin cdy, khach
trung thanh ting, doanh thu 6n dinh, dong thoi gép phan lan téa ¥ thirc bén
viing.

Bai hoc cbt 16i: San pham xanh khong chi 1a xu hudéng ma con 1a co hdi xay
dung thuong hiu c6 trach nhiém, thu hut khach trung thanh va tao gia tri lau
dai, nhung can cau chuyén rd rang, minh bach va giai phap gia hop ly.

10. M6 hinh Tuy chinh theo ca nhan (Personalized)

Lan, chu mot ctra hang qua tang tai Ha N¢i, nhan thay khach hang ngay cang
muon san pham ddc dao, thé hi¢n ca nhan va phong cach riéng. Ban dau, co chi
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ban cac san pham san c6, nhung nhiéu khach phan nan rang “moén qua trong
giong nhau, khong c6 gi ddc biét”.

Lan dtng trude thach thic: 1am sao vira c4 nhan hoa san pham, vira quan 1y don
hang va chi phi hi¢u qua? C6 quyét dinh thtr nghi€ém mé hinh tuy chinh theo ca
nhan.
Qua trinh thir nghiém va cai tién

1. Chon san pham phu hop dé tury chinh
Lan bét dau v6i san pham d& c4 nhan hoéa: s6 tay, ly s, 4o thun in tén hodc hinh
anh do khach chon. Pay la nhiing san pham khach dé nhan ra sy khac biét va
khong qua phuec tap dé thuc hi¢n.

2. Tao trai nghi¢m dat hang don gian
Lan thiét ké website vi form dién tén, chon mau sic, hinh anh miqh hga san
pham. C6 hudng dan chi ti€t tirng budce, gitp khach hang tu tao thiét ké ma
khong bi r6i.

Vi du: Khach mudn ting ban bé ly st in hinh chibi theo chan dung cua ho, Lan
cho phép tai anh, chon font chir va mau sac.

3. Thu nghiém véi nhom khéach nhé

Lan moi 50 khéach trung thanh thir san pham tiy chinh dau tién. Mot s6 khach
gap kho khan trong viéc upload hinh, mot s6 muon thay doi vi tri chir va hinh.

Lan lang nghe, tinh chinh giao dién, thém huéng dan timg budc va thong bao rd
rang vé thoi gian hoan thién.

4. Pam bao chit lugng va thoi gian giao hang

MGdi san pham déu dugc kiém tra trude khi giao. Lan dat quy trinh: in thu trudc,
dong goi can than, chyp anh san pham dé khach duy¢t trude khi gui.

Két qua: 100% khach hai long, phan hdi tich cyc trén fanpage, nhiéu khach chia
sé trai nghiém v&i1 ban be.
5. M6 rong va da dang hoa

Khi mé hinh hoat dong t6t, Lan md rong sang balo, ti vai, 40 khoac, dong thoi
gilr nguyén trai nghiém ca nhén hoa va quy trinh kiém soat chat luong. Khach
hang trung thanh ting manh, doanh thu tang 6n dinh.
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Vi du thue té Viét Nam

1. The Coffee House: cho phép khach hang tiy chinh ly ca phé véi khau vi,
topping riéng.

2. Cura hang qua tang online tai TP.HCM: cho phép in tén, thong di¢p va
hinh anh trén s6 tay, ly st, 4o thun, thu hut khach mua lam qua sinh nhét,
ky niém.

Bai hoc ing dung nhanh kém vi du thye té Viét Nam
1. Chon san pham d& c4 nhan hoa

Lan, chu mot ctra hang qua tang tai Ha Noi, tung thur nhap | nhiéu loai san pham
khéc nhau dé c4 nhan héa: tir binh nuéc, 40 thun, so tay, dén cac moén do cong

nghe Tuy nhién, nhiéu san pham khong thyuc su khac biét, khién khach bbi réi

va doanh sb thap.

Mot ngay, c6 quyét dinh tap trung vao nhiing san pham khéch dé thiy su khac
biét va dé quan 1y san xuat. Lan chon s6 tay, ly sit, 40 thun, balo nhimg mén cO
thé in tén, hinh anh hodc thong diép ca nhan, nhung khong qua phirc tap dé in 4n
hay dong goi.

Két qua 1a: khach hang cam nhan ngay duoc gia tri c4 nhan hoa, qua trinh san
xuit dé kiém soat, va Lan tiét kiém duoc thoi gian, chi phi so véi viéc thir nhiéu
loai san phém khéac nhau. Cura hang bét dau nhan duoc nhiéu don dit hang hon,
dic biét 1a cho cac dip sinh nhat, ky niém, 18 Tét.

2. Tao trai nghi¢m dat hang don gian, tryc quan

Lan nhan ra rang khach hang gip kho khan khi phai dién nhiéu thong tin hodc
tai anh cho san pham ca nhan hoa. Mot s6 khach bo do gitra ching vi qua roi.

C6 quyét dinh thiét ké mot trai nghiém truc quan va dé thao tac trén website:
form chon mau sdc, tai hinh anh, xem trudc sdn pham ngay trén man hinh.
Khach hang c6 thé di chuyén, xoay anh, chon font chir va mau sac trudc khi dat
hang.

Vi du: mot khach hang mudn in hinh chibi cia minh 1én 1y str, nho giao dién
tryc quan, chi vai thao tac 1a hoan thanh va thdy ngay mau san pham. Khach hai
1ong, dat hang ngay ma khong can hoi nhiéu.

Két qua: ty 1€ khach hoan tat dat hang tang manh, Lan giam dugc ) luong don
bi huy hodc stra sau khi san xuat, dong thoi khach hang cam thay trai nghiém
mua sam thuan tién va tha vi.
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3. Thir nghiém vé1 nhém nho trude khi mo rong

Thay vi trién khai ngay toan bo san phém‘cé nhén hoa, Lan quyét dinh thur
nghiém vé1 nhom 50 khach trung thanh dau tién. C6 muon lang nghe phan hoi,
phat hién 161 va diéu chinh quy trinh trude khi mé rong.

Trong qua trinh thir nghiém, nhiéu khach phan hdi: hinh tai 1én bi mo, font chi
kho doc, hodc mudn thay d6i vi tri chit va hinh anh. Lan nhanh chéng tinh chinh
giao dién, thém hudng dan timg budc, va thong bao 10 thoi gian hoan thién san
pham.

Két qua: tat ca khach déu hai 1ong, phan héi tich cuc vé trai nghiem ca nhan hoa.
Lan rat ra duge kinh nghlem quy bau: bit ¢au voi nhém nho gitp giam rii ro,
t6i wu quy trinh va cai thién san pham trude khi mo rong.

4. Pam bao chat luong va thoi gian giao hang

Mot trong nhitng van dé 16n nhat v6i san phidm c4 nhan hoa 13 kiém soat chat
lugng va thoi gian giao hang. Lan da timg gdp mot vai don khach phan nan vé
mau in sai hodc giao cham, khién uy tin bi anh hudng.

Lan thiét 1ap quy trinh: in thi tung san pham, chup anh xac nhén véi khach
trude khi dong gbi, dong goi can than va van chuyén dung hen. Nho vay, khach
duoc trai nghiém san pham dung nhu ky vong, khong con phan nan vé chat
lugng hay thoi gian.

Két qua: khach hai long, tin tudng, va san sang quay lai mua thém hodc gioi
thi¢u cho ban be. Lan hiéu rang quy trinh kiém soat chat lugng chat ché 1a yéu to
song con trong mod hinh ¢4 nhan hoa.

5. M6 rong khi m6 hinh da van hanh tron tru

Khi quy trinh d4 6n dinh va khach hang hai 10ng, Lan bt ddu mé rong dfmh
muc san pham c4 nhan hoa: balo, 40 khoac, hop dung do, tai vai... Co van duy
tri trai nghiém truc quan, quy trinh kiém soat chat luong va thoi gian giao hang
chat ché.

Khach hang trung thanh ting manh, nhiéu khach dat hang theo nhom hodc mua
qua tang cho dong nghiép, ban bé. Thuong hi¢u cua Lan tr¢ thanh dia chi quen
thudc cho nhitng ai mudén moén qua doc déo, ca nhan hda va dang tin cay.

Bai hoc rat ra: mo rong san pham phai dua trén quy trinh van hanh da tron tru,
trai nghiém khach hang tét, va kiém soat chat lugng chit ché dé ting sy trung
thanh va uy tin thuong hiéu.
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Bai hoc ¢dt 16i: M6 hinh tiy chinh ca nhan gitp ting su gan két cua khach hang,
tao trai nghiém doc ddo va gid tri riéng, nhung yéu cau quy trinh van hanh chat
ché va trai nghi¢m don gian, tryc quan.

11. M6 hinh Dich vu tron goéi (Full-service)

Minh, chi mot cong ty to chirc su kién tai TP.HCM, timg gap van dé 16n: khach
hang lién tuc phan nan vé viéc phai thué nhidu nha cung cap riéng I¢ tur trang tri,
catenng, am thanh dén ekip quay phim dan dén viéc phdi hop réi ram va thoi
gian chuan bi kéo dai.

Minh nhén ra rang néu cung cip dich vu tron goi, khach sé tiét kiém thoi gian,
khong phai dau dau tim nhiéu bén, va doanh nghiép co thé kiém so4t chat luong
dong bo. Tuy nhién, trién khai mé hinh nay khong hé dé: can doi ngii du nang
luc, quy trinh chit chg, va kha ning diéu phdi moi khau cing luc.

Qua trinh thir nghiém va cai tién

1. Xay dung géi dich vu mau

Minh tao mot goi co ban gom: tu vén thiét ké, chudn bj khong gian, thyc phérp,
am thanh anh sang, quay chup va hau ky. Goi ndy co thé tuy chinh theo yéu cau
khach.

2. Thtr nghi€ém vé&i nhdém khach nho

Anh bt dau véi 35 khach than quen, t6 chure sy kién tir 50100 nguoi. Nhing sy
kién dau tién gip van dé nho: thuc pham giao mudn, thiét bi Am thanh can diéu
chinh, ekip chua phdi hop nhip nhang.

Anh hop do1 ngi, tinh chinh quy trinh: phan cong dau mdi, 1ap checklist ting
khau, chuan bi phuong an du phong.

3. Pam bao chat lugng va trai nghiém khach hang

Minh kiém tra timg khau: tir ¢4t mon an, trang tri, 4m thanh dén nhan sy phuc
vu. Khéch dugc trai nghiém sy kién tron goi, dong bg, khong lo lang gi vé chi
tict.

Vi du: mot khach cudi hoi tai quan 1 TP.HCM, Minh va doi chuén bi tur trang tri
dén qua tdng khach, moi thir theo ding lich trinh. Khach hai long, nhiéu nguoi

ban cua ho dat dich vu sau do.

4. Thu thap phan hdi va t6i vu hoa
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Sau mdi su kién, Minh gtri khao sét, goi dién hoi chi tiét vé trai nghiém. Anh
nhan théy khach mudn thém tuy chon am nhac, thyc don da dang, va dich vu
hau su kién (don dep, luu trit hinh anh). Minh diéu chinh g6i mau, thém lya
chon, va tao quy trinh chuan dé nhan vién dé& thuc hién.

5. M rong khi mé hinh d3 6n dinh

Khi géi dich vu mau van hanh tron tru, Minh mé rong: thém céac géi cho hoi
thao, sinh nhat, team building, sy kién doanh nghi¢p. Anh van duy tri trai
nghiém tron goi, ki€m soat chat lugng chat ché va lang nghe khéach hang lién
tuc.

Vi du thue té Viét Nam

1. MoMo Event Services: cung cap tron goi tir tu van, setup, 4m thanh dnh
sang dén hau ky.

2. Cong ty to chirc cudi tai Ha Noi: goi tron goi “All-in-one” gitp khach
khong phai lién hé nhiéu nha cung cap, dong thoi kiém soét chi phi va
chat lugng.

Bai hgc irng dung nhanh
1. Xay dung g6i dich vu mau dé quan 1y

Minh, chu cong ty t6 chire su kién tai TP.HCM, timg gap rac roi 16n khi khach
yéu cau nhiéu dich vy riéng 1€: trang tri, &m thanh, catering, quay phim.. . khién
anh phai phoi hop voi nhidu nha cung cép, dé xay ra sai sot.

Mot ngay, Minh quyét dinh tao mot goi dich vu mau. G6i nay bao gom tét ca
cac khéu chinh: tu van, setup khong gian, thuc pham, Am thanh, quay phim.
Khach van c6 thé tily chinh thém néu muén.

Trong 1an dau trién khai, Minh va doi ngii nhan ra réng viéc tap trung vao mot
g6i mau giup moi thir dé kiém soat hon, tir dat moén an, setup trang tri dén phoi
hop am thanh anh sang. Khach ciing théy thuén tién vi chi can lién hé mot noi

duy nhat.

Két qua: trai nghlem ctia khach lién mach, Minh kiém soat duoc tién do, chi phi
va chit luong, giam cing thang va rui ro khi trién khai nhiéu nha cung cap riéng
1€.

2. Thir nghi€ém v&1 nhdm nhé trude khi mé rong

Trudc khi 4p dung rong rai, Minh quyét dinh thir nghiém véi 35 sy kién nho, voi
quy md tir 50100 khach. Nhiing sy ki¢n ndy gitip anh phat hién cac van dé tiém
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an: mon an giao chdm, am thanh can di€u chinh, dji ngili chua phoi hop nhip
nhang.

Minh t6 chire hop do6i ngil ngay sau moi su kién, phan cong dau mdi 16 rang, 1ap
checklist chi tiét cho tirng khau, chuan bi phuong an du phong cho nhiing su c6
nho.

Két qua: cac su kién thir nghiém dién ra suén sé, khach hai 1ong, Minh rut ra bai
hoc quy gia: bat dau tir nhom nho giup giam rui ro, tinh chinh quy trinh va
chuan bi cho viéc mé rong quy mo 16n hon.

3. Pam bao chét lugng va trai nghiém dong bo

Trong lan t6 chue su kién dau tién cho khach VIP, Minh phat hién réng néu mot
khau truc trac, ca trai nghi¢m khach s€ bi anh huong: am thanh 161, trang tri chua
ding y, mon an giao mudn.

Anh 1ap quy trinh kiém soat chit ch&: kiém tra tung khau trudc su kién, chuén bi
phuong an du phong, va c6 dau mdi chiu trach nhiém cho tung mang. Vi du, doi
am thanh s& luon c6 k¥ thuat vién dy phong, nhan vién trang tri kiém tra
checklist 3 1an trudc gio mo cta.

Két qua: khach dugc trai nghiém dich vu tron géi lién mach, khong phai lo lang
gi, Minh nang uy tin cong ty, khach hai long va gioi thi€u thém nhiéu su kién
moi.

4. Thu thap phan hdi va t6i vu hoa

Sau mdi sy kién, Minh goi dién hodc gtri khdo sat truc tiép t61 khach hang, hoi
vé timg chi tiét: mon dn, 4m thanh, trang tri, thoi gian phan hoi. Nhiéu khach
gopy mudn thém tuy chon am nhac, thuc don da dang, dich vu hau su ki¢n nhu
don dep va luu trit hinh anh.

Minh 1ap tirc cap nhat goi mau: thém lya chon thuc don, chuan hoéa quy trinh
héu sy kién, bo sung hudng dan cho nhan vién. Viée nay giup cong ty lién tuc
cai tién, dap ung nhu cau khach hang thuc t€, tao sy tin tuéng va trung thanh.

5. M¢ rong khi quy trinh da van hanh tron tru

Khi g6i dich vu mau d3 van hanh 6n dinh, Minh bt diu m& rong loai su kién:
hoi thao, team building, tiéc sinh nhat, su kién doanh nghiép. Anh van duy tri
quy trinh kiém soat chat luong chit ché, ling nghe phan hoi khach hang, va dam
bao trai nghiém dong bo.
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Vi du, v6i mot su kién hoi thao 200 khach, tat ca khau tir setup, Am thanh, do an,
dén quay phim déu dién ra lién mach, khach danh gia cao sy chuyén nghiép.
Nho do, cong ty Minh nhanh chéng xay dung dugc thuong hi¢u uy tin trong linh
vuc dich vy tron goi.

Bai hoc rat ra: M6 hinh Full-service thanh cong nho tap trung vao goéi mau dé
quan ly, thir nghiém nhom nho, ki€ém soat chat lugng, thu thap phan héi va mé
rong khi quy trinh da van hanh tron tru.

Bai hoc cbt 16i: M6 hinh dich vu tron g01 giup tao trai nghiém lién mach, giam
ndi dau cua khach phai ty phdi hop nhiéu nha cung cap, nhung yéu cau quy trinh
chit ché, doi ngii phdi hop nhip nhang va kha ning lang nghe khach lién tuc.

12. M4 hinh Dich vu kém sian pham (Product + Service)

Lan, chi mot shop di¢n thoai tai Ha Noi, tirng gdp tinh huéng: khéach hang dén
mua dién thoai thuong lo ling vé viéc st dung, bao hanh va hd trg sau ban hang.
Néu chi ban san pham don thudn, ty 18 khach quay lai thap, con nhimng van dé
phét sinh d& gay mat uy tin.

Lan nh4n ra rang mot san pham kém dich vu di kém sé& giai quyét dugc van dé
nay: khach khong chi mua san phrflm, ma con nhan duogc dich vu cham soc,
hudng dan st dung, bao hanh, va hd trg ky thuat. Diéu nay giup khach an tam,
tang niém tin va kha ning quay lai mua thém san pham.

Qua trinh thir nghiém va cai tién

1. Xay dyng goi san pham + dich vu mau

Lan tao mot go6i co ban: khi khach mua dién thoai, ho dugc ting kém huéng dan
st dung chi tiét, bao hanh 12 thang, ho trg k¥ thuat qua hotline, va mét lan cai

dat ung dung mién phi.

Nhitng ngay dau, Lan gap kho khan: khach khong doc hudng dan, nhan vién
khong theo kip sb lugng yéu cau hd trg, din dén phan hoi chdm va mot vai
khach khong hai long.

2. Thtr nghiém v6&i nhdém khach nho

Lan quyef:t dinh thur nghiém voi 50 khach trung thanh. C6 theo sat ting khach:
hudng dan truc ti€p, hoi vé trai nghiém st dung, ghi nhan moi phan hoi.

Két qua: khach cam théy hai long vi ho nhan duoc nhiéu hon san phém, dich vu
ho trg gitp ho an tdm va tin tudng ctra hang. Lan nhan ra can chuan hoa quy
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trinh hd tro, tao checklist cho nhan vién va ddo tao ho xir Iy nhanh céc véan dé
pho bién.

3. Bam bao trai nghiém dich vu di kém déng bo

Lan trién khai mot hé thong quan 1y: mdi khach mua san pham duoc gan ma,
nhan vién cham séc theo doi tinh trang bao hanh, ho trg cai dat, nhac nhé céac
dich vu bao tri.

Vi du: khach mua laptop Dell tai cira hang ctia Lan s& duoc cai dit san phan
mém can thiét, hudng dan st dung, va duoc goi dién sau 7 ngay dé hoi trai
nghiém. Khach hang cam thay chuyén nghiép, hai long va gidi thiéu ban bé dén
ctra hang.

4. Thu thap phan hdi va t6i vu hoa

Lan giri khao sat truc tuyén, hoi chi tiét vé cac dich vu di kém: bao hanh, huéng
dan sur dung, cai dat, ho tro ky thuat.

Mot khach hang phan h01 rang: “Dich vu cai dat app rat tién, nhung minh muon
duoc hudng dan thém vé sao luu dix liéu.” Lan lap tic bd sung dich vu tu van
sao luu, tao video huéng dan truc tuyén, va cap nhat quy trinh cho nhén vién.

5. M& rong khi quy trinh da van hanh tron tru

Khi géi dich vu miu van hanh t6t, Lan mo rong: ban thém phu kién, goi bao
hanh m¢ rong, khoa hoc st dung san pham cho ngudi cao tudi. Tat ca déu kém
theo dich vu ho trg chuyén nghiép.

Vi du: kpéch mua smartphone cao cép nhan thém hudng dan sir dung Al, dich
vu chuyén dit liéu, bao hanh mé rong. Khach hai long, quay lai va gidi thiéu
nhiéu ngudi maoi.
Vi du thue té Viét Nam
1. FPT §hop: ban san phém cong nghé kém géi bao hanh, hd tro cai dit va
chuyén dir licu. ’ q ,
2. Thé Gi61 Di Bong: cung cap san pham + dich vu cai dat, tu van st dung,
bao hanh m¢ rong, gitp khach hang an tdm va trung thanh.
Bai hoc rng dung

Minh, cha mot shop dién thoai tai Ha Noi, nhan ra rang khach hang thuong gap
kho khan sau khi mua san pham: khong biét cai dit tng dung, bao quan thiét bi,
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hay xtr 1y su ¢6 ki thuat. Nhitng vAn dé nay khién ty 16 khach quay lai thap, con
nhan vién thuong bi qua tai.

Minh quyét dinh thtr nghiém g('zi san phélm + diqh vu mau: khi khach mua dién
thoai, ho s€ dugc kém huépg dan st dung chi tiét1 bao hanh 12 thang, ho trg k¥
thuat qua hotline, va mét lan cai dat tng dung mién phi.

Ngay déu tién trién khai, c6 khach goi lién tuc vi khong tim thdy cong sac, trong
khi nhan vién chua quen quy trinh. Minh lap tirc chuan hoa checklist, phan
quyén cu thé cho nhan vién hd trg va tao video huéng dan don gian. Két qua:
khéach an tam, nhan vién giam ap luc, goéi dich vu van hanh tron tru hon.

2. Thir nghiém véi nhém khach nhé trudce khi trién khai rong

Lan, chit mot shop laptop tai TP.HCM, muén trién khai dich vu kém san pham
mdi. Thay vi &p dung ngay cho toan bd khach hang, c6 chon thir nghiém véi 50
khéch trung thanh, theo sat tirng trai nghiém.

Mot khach hang gap khé khan khi chuyén di liéu tir may cii sang may méi, Lan
tryc tiép huéng dan qua video call, ddng thoi ghi nhan moi diém chwa thuan tién
trong quy trinh. Mot s6 khach phan hdi mong mudn duge huéng dan chi tiét hon
vé phan mém cai san.

Nho thu nghiém nhom nho, Lan tinh chinh quy trinh, dao tao nhan vién, va hoan
thién goi dich vu trudc khi trién khai ong. Diéu nay giup giam rui ro, ting hiéu
qua va khach hang hai 1ong ngay tir dau.

3. Pam bdo trai nghiém dich vu di kém dong bd

Cong ty Minh nhan thé'iy réng néu mot khau dich vu truc tric, trai nghiém khach
hang s€ bi anh hudng ngay 1ap tuc: hudng dan st dung khong ro rang, nhan vién
ho tro tra 101 cham, hoac bao hanh bi kéo dai.

Minh quyet dinh chuan héa toan b quy trinh: tao checklist cho timg budc, phan
cong dau mdi chiu trach nhiém rd rang, va thiét 1ap hé théng theo doi tién do
tung khach hang.

Vi du: khi khach mua laptop, nhan vién kiém tra cai dat phan mém, hudng dan
truc tlep, goi dién nhic nho khach vé bao hanh, dam bao khong c6 18i nao bi bo
sot. Két qua: khach hai 10ng, trai nghiém dong bo va uy tin thuong hiéu ting
manh.

4. Thu thap phan hdi va t6i vu hoa
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Lan khong dung lai ¢ viée trlen khai dich vu. Co guri khao sat, goi dién va theo
ddi phan hoi cia khach: ho can huong dan chi tiét vé phan mém, mubn bao hanh
nhanh hon, hay muén hd trg sau gio hanh chinh.

C0 lap ture cap nhat quy trinh: bd sung video hudng dan, dao tao nhan vién giai
quyét cac van dé pho blen nhanh chéng, thém dich vy tu van truc tuyén. Nho do,
khéach hang cam thay mdi 1an mua san pham déu c6 trai nghiém dich vu tuyét
voi, ting niém tin va kha ning quay lai.

5. Mé& rong khi m6 hinh vén hanh tron tru

Khi goi san phrflm + dich vu da van hanh muot ma, Minh mé rdng thém céc loai
san pham va goi dich vu nang cao: laptop + bao hanh mé rong, smartphone + cai
dat app, phu kién + hudng dan sir dung.

Nhan vién dugc dao tao theo checklist chuan, khach hang van nhan duoc trai
nghiém dong bo. Khach hai long, quay lai, va shop nhanh chong tro thanh diém
dén uy tin cho cac san phdm cong nghé véi dich vu di kém chat luong.

Mb hinh san pham kém dich vu giup tang niém tin, tao trai nghiém tron ven, gitr
khach trung thanh, nhung yéu cau quy trinh chuan, nhan vién dio tao tot va lang
nghe phan hoi lién tyc.

Bai hoc cdt 16i:
M6 hinh Product + Service thanh cong nh¢ tap trung vao:

« Xay dung gb6i mau dé quan ly

« Thir nghiém nhém nhé trude khi trién khai rong
« Dam bao trai nghiém dong bd

« Thu thap phan hoi va tdi uu hoa lién tuc

o Mo rong khi quy trinh da van hanh tron tru

Nho d6, khach hang khong chi mua san phém, ma con nhén trai nghi¢m tron
ven, tin tudng va trung thanh véi doanh nghiép.
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Phan 3: M6 hinh dua trén kénh phéan phoi
13.M6 hinh Ban hang tryc tuyén (E-commerce)

Hang, chii mot shop thoi trang tai TP.HCM, luén mo u6c mo rong thi truong
vuQt ra ngoai cua hang truyen thong. Co nhan ra rang khach hang ngay cang
mua sim truc tuyen nhiéu hon, dic biét 1a gidi tré. Thé nhung, viéc chuyen sang
ban hang truc tuyén khong hé don gian: website thiéu chuyén nghiép, giao dién
khé dung, hinh anh san pham chua hap dan, va lugng khach truy cap qua it.

Hing nhanh chong nhan ra vin dé: khong chi can c6 kénh online, ma con phai
van hanh bai ban va t61 uu trai nghiém khach hang.

Qua trinh trién khai va thir nghi¢m

1. Xay dyng nén tang ban hang truc tuyén

Hing bat ddu v6i mot website chudn e-commerce, tich hop gio hang, thanh toan
truc tuyén va ho trg chat tryc tuyén. Co cling dang san pham 1én Shopee va

Lazada dé thu nghiém ban trén marketplace, tin dung luu lugng khéch c6 san.

Ban dau, don hang van rat it. Khach phan nan rang hinh 4nh san pham khong 5
rang, thong tin size chua chuan, va phi van chuyén chua minh bach.

2. Chuan hoa hinh danh va mo ta san pham

Hang quyét dinh chup lai tit ca san pham voi phong nén dong bo, hudéng dan
khach do size va thém thong tin chi tiét vé chat liéu, cach bao quan.

Vi du: mét chiéc 4o khoac “Limited Edition” dugc chup 5 goc nhin, kém video
thir mac thyc t€. Khach hang cam thay tu tin hon khi dat mua tryc tuyén, giam
han ty 1€ tra hang.

3. T6i wu trai nghiém mua hang va giao hang

Hing trién khai hé thong quan 1y don hang, két ndi truc tiép voi dbi tac van
chuyén uy tin. Khach hang nhan dugc thong bio vé tién trinh don hang: xac

nhan, dong goi, giri di, va thoi gian giao duy kién.

Nho véy, khach khong con phan nan vé don hang bi cham hay bi thét lac. Trai
nghiém mua hang tryc tuyén trd nén lién mach va dang tin cay.

4. Quang ba va thu hut khach online
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Hing tan dung Facebook Ads, Instagram, Tiktok va SEO dé ting luot truy cap.
C6 tao cac video ngan, huéng dan phoi do, két hop livestream dé tu van truc
tiép.

Vi du: mot budi livestream ban 4o khoac méi thu hiit hon 1.000 nguoi xem, tao
ra hon 200 don hang chi trong 2 gio. Hang nhén ra rang tuwong tac tryc tiép va
ndi dung sinh dong 1a chia khoéa tang doanh s6 online.

5. Thu thap phan hoi va tinh chinh lién tuc

M&i don hang dugc kém phiéu khao sat nhanh, khach co thé danh gia trai
nghiém tir san pham, dich vu dén giao nhan. Hang theo ddi ty 1¢ tra hang, phan
hdi tiéu cuc va diéu chinh: thém video huéng dan, cai thién mo ta size, hodc uu
tién ddi tic giao hang nhanh.

Két qua: trong vong 6 thang, doanh s6 truc tuyén chiém gan 30% tong doanh thu
cua hang, ty 1€ khach quay lai ting dang ké.

« The Coffee House: ban d6 uéng va merchandise online, két hop giao hang
nhanh va trai nghiém khach hang xuyén sudt tir ¢at hang dén nhan hang.

» Tiki, Lazada, Shopee: cac marketplace giup cac doanh nghiép nho mo
rong thi truong, két hop hé théng thanh toan va van chuyén chuyén
nghiép.

« Biti’s Hunter: ban giay tryc tuyén kém livestream, video trai nghiém dé
khéch tin tudng khi dat hang tur xa.

Bai hoc irng dung
1. Xay dung nén tang ban hang online chuyén nghiép

Hang, chi mot shop thoi trang nho tai TP.HCM, timg mé website ban hang
online nhung khong miy hi¢u qua. Giao dién rdi ram, gio hang kho thao tac,
khéach hang thuong bo don gitra chirng. Mot ngay, c6 nhan dugc email phan nan
tir khach: “Khéng thé thanh toan, khong biét san phdm da con hay hét!”

Hing quyét dinh thué mot don vi thiét ké chuyén nghiép dé xay dung lai nén
tang: website cod gid hang truc quan, thanh toan da kénh, chat ho tro truc tiép.
Sau khi hoan thién, c¢6 thtr nghi¢ém véi nhém khach trung thanh. Moi nguoi dé
dang chon size, thanh todn va nhan tu van ngay trén website. Két qua: lugng don
hang tang ro rét, khach hai long, ty 1¢ bo gid hang giadm dang ké.

2. Chuén héa hinh anh va mo ta san pham

Lan, chu mot shop gidy & Ha Noi, nhan ra rang khach hang tric tuyén kho quyét
dinh mua néu hinh anh san pham khong r6 rang. Ban dau, c¢6 chi chup vai buc
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anh ngau nhién, mo ta ngan gon. Mot khach mua gidy, nhan hang rdi tra lai vi
mau sic khong giéng hinh.

Lan thay d6i: mdi san pham dugc chup 56 goc, quay video thir, kém thong tin
chi tiét vé chat liéu, size, cach bao quan. Khi dang 1én website va Shopee, khach
hang d& dang hinh dung san phim nhu cam trén tay. Ty 18 tra hang giam, luot
dat mua tang, va khach cam thay tin twong hon khi mua online.

3. T6i wu trai nghiém mua hang va giao hang

Minh, chi mét ctra hang dién thoai tai TP.HCM, gap tinh trang khach phan nan
giao hang chdm hodc nham san pham. Luc dau, c6 dung Google Sheet theo doi
don hang, nhung qua tai khi s6 lugng tang lén.

Co quyét dinh trién khai hé thong quan 1y don hang chuyén nghiép, két ndi truc
tiép véi cac ddi tac van chuyén uy tin. Khach nhan duoc thong béo lién tuc vé
trang thai don hang: xac nhan, dong goi, guri di, thoi gian giao du kién. Nho vay,
khach hang yén tdm, nhan vién giam ap luc, va shop ghi nhan ty 1€ giao diing
han tang tir 70% 1én 95%.

4. Quang ba va tuong tac truc tiép véi khach

Hong, chi mot thuong hiéu my phé{n tai Pa Nang, thdy rang vi¢e chi dang hinh
san pham lén Facebook khong du dé thu hat khach. Do do, c6 bat dau livestream
gi61 thi¢u san pham, huong dan dung, két hop video ngan trén Instagram va
Tiktok.

Trong mdt budi livestream ban kem dudng, Hong truc tiép tra 10i cau hoi ciia
500 ngudi xem, demo san phdm va giai thich thanh phan. Két qua: hon 200 don
hang chi trong 2 gio. Khach hang cam thay gan két véi thuong hiéu, va Hong
hiéu duoc thoi quen, nhu cau ciia khach ngay tirc thi.

5. Thu thap phan hdi va tinh chinh lién tuc

Lan, chu mét shop quan 4o tai Ha No1, nhan ra rang khach thuong im lang khi
gip van dé, nhung ty 1¢ tra hang van cao. C6 quyét dinh thu thap phan hoi chu
dong: gui khao sat online, goi dién hoi tham, doc danh gia trén website va
marketplace.

Khi nhan théy khach kho chon size, Lan bd sung bang hudng dan chi tiét, thém
video thir d6 va hudng dan chon size. Khi khach phan nan vé giao hang cham,
¢6 diéu chinh ddi tac van chuyén va thém thong bao trang thai don hang. Két
qua: trai nghiém khach hang cai thi¢n, ty I¢ tra hang giam dang ké, khach quay
lai mua nhiéu 1an hon.
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Mo hinh ban hang truc tuyén thanh cong khong chi 1a “ban trén website”, ma la
tao trai nghiém lién mach, tuong tac truc tiép, va lang nghe khach hang lién tuc.

13. Mo hinh Kinh doanh qua mang xa hi

Mai, mdt c6 gai tré tai Ha Noi, bét dau ban phu kién thoi trang trén Facebook ca
nhan. Ban déu, viéc kinh doanh rat thuan lgi: ban bé like, share, don hang tu
ngudi quen ting déu. Nhung khi ¢ quyét dinh mé rong sang nhom khach hang
ngoai ban be, moi thir trd nén kho khan: khach hang méi khong tin tuong,
comment hoi gia lién tuc, inbox qua tai, trong khi Mai chi c6 mdt minh quén ly
moi thur.

Mai nhén ra rang ban hang qua mang xa hoi khong chi 1a dang san pham 1én va
cho khach mua, ma can chién lugc, quy trinh va xay dung niém tin.

Qua trinh trién khai va thir nghiém

1. Chon nén tang va dinh vi thuong hi¢u

Mai quyét dinh tap trung vao Facebook va Instagram, noi khach hang muc tiéu
1835 tudi thuong xuyén hoat dong. Co6 tao fanpage riéng, xay dung thuong hi¢u
chuyén nghi¢p vdi logo, anh bia, mo ta rd rang va thong tin lién hé.

Ban déu, khach hang inbox héi san pham nhung Mai tra 15i cham, nhiéu don bi
bd 16. C6 hoc cach tdi wu inbox, chatbot va tra 161 tw dong, gitip khach khong
phai cho lau.

2. Tao ndi dung hap dan va chia sé gia tri

Thay vi chi ding hinh san phdm, Mai bét dau tao video hudng din phdi d6, meo
bao quan, review thyc t€. Noi dung vira tha vi, vira hiru ich, khién khach hang

muon theo ddi va tuong tac.

Vi du: mot video phdi vong tay, nhan va tiii xach trong outfit cong s dugc hon
5.000 lugt xem, 300 luot chia s€, thu hut 50 inbox dat hang trong 24 gio.

3. Xay dung niém tin va minh bach
Mai nhan ra khach hang mua online qua mang xa hoi can su yén tam: anh san

pham thuc té, video unboxing, danh gia khach hang trude. Co ding video thur
san pham trén tay, chia sé review tur khach cii, va cong khai chinh sach doi tra.
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Vi du: Khi khach phan nan mau sac khac hinh ding, Mai nhanh chéng hd tro doi
san pham va dang cau chuyén d6 nhu mot minh chirng vé uy tin. Ni€ém tin ctia
khach hang méi tang manh.

4. T6i uu quy trinh ban hang va giao nhan

V6i luong don ting, Mai trién khai hé thong quan 1y don, nhén van chuyén va
checklist giao hang. Nhan vién giao hang dugc huan luyén dong goi can than,
g hinh xac nhan cho khach trude khi giao.

Nho vay, ty 1¢ don bi hiy giam, khach nhan hang ding hen va hai long.
5. Thu thap dir li€u va tinh chinh lién tuc

Mai theo ddi lugt twong tac, click vao san pham ty 1¢ inbox thanh don va phan
hoi khach hang. Khi nhan thay mot so san pham ban cham, c6 thir thay hinh anh,
gi4, hodc chay chuong trinh wu dii ngn han.

Vi du: day chuyén bac ban cham trong tuan dau nhung sau khi Mai livestream
tryc tiép kém qua tang nho, luong ban tang gap 3 lan. C6 nhan ra rang tinh chinh
lién tuc theo phan hoi 1a chia khoa thanh cong trén mang x4 hoi.

Vi du thuc té Viét Nam

« Chang Beauty, Coco Shop, Méan Handmade: cac shop nho ban quén 4o,
phu kién, my phém, phat trién manh nhd Facebook, Instagram, Tiktok,
livestream, két hop review khach hang va chuong trinh minigame.

o Nhom mua hang Facebook: ban ndng san, dd handmade, cac dich vu, tan
dung group dé tiép can khach muc tiéu nhanh chéng.

Bai hoc irng dung
1. Chon nén tang va dinh vi thuong hi¢u

Lan, mot cb gai tré tai TP.HCM, bit dau ban tai xach handmade trén Facebook
c4 nhan. Ban dau, moi viéc thuan loi vi ban bé, nguoi quen mua ung hd. Nhung
khi Lan mudn mé rong sang khach hang méi, mot van dé 16n nay sinh: khach
ha‘mg khong biét 6 12 ai, inbox lién tuc hoi vé thong tin cura hang, dia chi, gia ca,
khién Lan kiét suc.

C6 quyét dinh tao fanpage chuyén nghiép: dit logo, anh bia, thong tin lién hé
day du, thém chatbot tra 10 ty dong cac cau hoi thuong gap. Sau khi trién khai,
khach hang méi d& dang tim hiéu vé cira hang, hoi dap nhanh chong, tin tudng
hon va don hang bat du tang tro lai.
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2. Tao noi dung hip dan va chia sé gia tri

Hang, chi mot shop my pham tai Ha Noi, timg chi dang hinh san pham don gian
kem gid. Lugng tuong tac rat thap, khach inbox thwa thét. C6 nhan ra chi ding
anh san pham khong du dé giir khach.

Hang bat dau thir tao ndi dung gia tri: video hudng dan trang ¢ diém, review thuc
te meo cham soc da. Trong mot budi livestream, ¢6 hudng din cach mix kem
nén voi phan mé, truc tiép tra 101 cau hoi 200 khach xem. Két qua: 150 don hang
trong 2 gio, luot theo doi fanpage tang manh. Khach hang khong chi mua san
pham, ma con cam thay duoc gan két va hoc duoc kién thirc hitu ich.

3. X4y dung niém tin va minh bach

Minh, chu mot shop thoi trang online tai Da Néng, gip tinh trang khach hang
inbox hoi gia nhiéu nhung khong dam mua, hodc khi nhan hang thi phan nan

khac hinh anh. Minh nhén ra rang khach mua hang qua mang xéa hoi can niém
tin dé quyét dinh.

Minh thay d6i: dang hinh anh thyc t& san phim trén tay ngudi mau, video
unboxing, review tir khach cii va cong khai chinh sach doi tra minh bach. Khi
mdt khach hang phan anh 4o 1éch mau, Minh xir Iy nhanh, d6i san pham, dong
thoi chia sé cAu chuyén nay dé minh chiémg uy tin. Tir d6, khach hang méi yén
tam hon va ty 1€ ddt hang tang vot.

4. T6i wu quy trinh ban hang va giao nhan

Huong, chu shop gidy tai TP.HCM, trudc day chi ghi don hang trén so tay, dan
dén nham 1an, giao cham, khach hang phan nan. Xung dot xay ra: mot khach dat
3 d6i gidy, nhan nham 1 d6i, doa khong mua nira.

Huong quyét dinh trién khai hé thong quan 1y don hang chuyén nghiép, dén
nhin van chuyén, checklist ddng goi, nhan vién giao hang dugc huéng dan chi
tiét. Két qua: moi don hang duogc kiém tra k¥ trude khi giri, khach nhan dung
san pham va ding thoi gian. Shop nhan nhiéu phan hdi tich cyc, ting ty 18 khach
quay lai.

5. Thu thap dir li€u va tinh chinh lién tuc

Quynh, chu shop quan 40 & Ha Noi, nhan thay nhiéu khach inbox nhung khong
mua, mot s6 san pham ban cham. Ban dau c6 khong biét Iy do. Quynh quyét
dinh thu thap dit liéu va phan hdi tir khach hang: gtri khao sat online, doc danh
gia, goi di¢n hdi tham khach trung thanh.
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Két qua: co nhan ra khach kho chon size va khong biét mau thyc té. Quynh thém
video thur d6, bang chon size chi tiét, thay doi hinh anh san phém Sau do, doanh
s6 ting, ty 16 tra hang giam, va khach quay lai mua nhiéu lan. Viéc thu thap dir
lidu lién tuc gitp ¢ diéu chinh kip thoi, ting uy tin va doanh thu bén viing.

Bai hoc cot 16i:

Kinh doanh qua mang x3 hdi thanh céng khong phai chi ding san pham, ma 1a
xay dung niém tin, tao ndi dung gia tri, ti vu trai nghiém khach hang va lién tuc
tinh chinh theo dit li¢u thyc té.

14. M6 hinh Ban hang da kénh (Omni-channel)

Lan Anh, chu mét thuong hiu thoi trang tré tai TP.HCM, timg chi ban offline
tai mot cua hang nho. Khach quen dén dong, nhung c6 nhan ra: doanh thu khong
ting trudng, con nhidu khach tiém ning mua online nhung khong biét dén shop.

Co quyét dinh trién khai mé hinh ban hang da kénh tan dung ca ctra hang vat 1y,
website, mang xa hdi va cac san thuong mai di¢n tir. Tuy nhién, viéc két ndi
nhiéu kénh lai phat sinh nhiéu van dé: ton kho khong dong bd, khach hoi san
pham online nhung cira hang hét hang, don online d6i khi bi tring vi don
offline.

Qua trinh trién khai v thir nghiém
1. Pong b t6n kho va san pham

Lan Anh hop nhat di liéu ton kho tir ctra hang, website, Facebook, Instagram va
Lazada. Ban dau, nhén vién phai nhép dir liéu thu cong, dan dén sai sot lién tuc.
Sau vai tuan, cd trién khai phan mém quan 1y tap trung.

Két qua: khach mua online luén thay 5O lugng san pham chinh xéc, khong con
tinh trang “hét hang nhung website van hién thi”.

2. Trai nghiém mua hang lién mach

Lan Anh mudn khach hang cam théy mua online hay offline déu duoc phuc vu
tuong tu. Vi dy, khach c6 thé dat san pham online va nhan tai ctra hang, hoac tra
san pham tai cua hang néu khong ung.

Ban dau, mot sé khach phan nan vi nhan vién ctra hang chua ndm quy trinh. Lan
Anh t6 chtrc dao tao, chuan hoa hudng dan, checklist nhan tra hang. Sau do, ty

1¢ khach online dén cira hang nhan hang ting, khach hai 1ong vi tién loi.

3. Marketing dong bo
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C6 tao thong diép thuong hi¢u théng nhét trén tat ca kénh: website, Facebook,
Instagram, email marketing, va san TMDT. Khi ra sdn pham mai, khach nhan
thong bao dong thoi qua nhiéu kénh.

Vi du: b suu tap do thu dong duoc gioi thi€u qua livestream, email, post hinh
trén Instagram va website cung Iuc. Khach hang dé dang theo doi, twong tac, va
doanh s6 tang gap 3 so vdi chi ban offline.

4. Thu thap dit liéu va phan hoi

Lan Anh theo d&i hanh vi khach trén moi kénh: san pham xem nhiéu, ty 1¢ click,
inbox hoi dat hang, phan hoi vé chat luong. Co phat hién rang khach mua online
thuong chon mau khac so véi khach offline, va nhanh chong diéu chinh hinh
anh, mo ta dé phu hop timg kénh.

Vidu

« Thé Giéi Di bong: khach co thé mua online, dat qua app, nhan tai ctra
hang, doi tra linh hoat. Tét ca kénh déng bd ton kho, thong tin va chuong
trinh khuyén mai.

« The Coffee House: khach c6 thé dit ca phé online qua app, quay takeaway
tai cira hang hodc tham gia chuong trinh tich diém. Dir liéu khach hang,
voucher va khuyén mai dong bo trén tat ca kénh.

Bai hoc irng dung
1. Pong b t6n kho va dir liéu san pham

Hai, chi mét cira hang dién thoai di dong nho ¢ Ha Noi, trude day ban offline
rat tbt nhung quyét dinh md rong sang ban online trén Facebook va Lazada. Ban
dﬁu, moi thur ¢6 vé thuan 191, nhung van dé ndy sinh ngay: khach online dat méot
méu dién thoai, nhung khi t6i cira hang nhan, san pham da hét. Khach hang phan
nan, dé lai danh gia xau va khong quay lai.

Hai nhén ra rang cac kénh chua dong bo dit liéu ton kho. C6 dau tu phin mém
quan 1y tap trung, cap nhat ton kho moi kénh theo thoi gian thuc. Sau mot tuan
thir nghiém, khach dit online khong con nhan thong bao san pham hét, don hang
duoc xir Iy nhanh chéng. Két qua: uy tin ting, doanh s online nhay vot, khach
hang hai long vi thong tin chinh x4c.

2. Trai nghiém mua hang lién mach

Thuy, chu mot thuong hi€u thoi trang nir tai TP.HCM, ban ca cira hang offline
va online. Khach online thuong hoi: “T61 ¢6 thé dén thur d6 trude khi nhan
khong?” cau tra 101 trudc day 1a “khong thé”, khién nhiéu khach bo di.
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Thity quyét dinh tao trai nghiém lién mach: khach dit online c6 thé thir truc tiép
tai cira hang hodc dat hang online, chon giao tan nha. Ban dau nhan vién hoi
lang ting, nhung sau vai tudn chuan hoa quy trinh, khach co thé chuyén d6i dé
dang gitra cac kénh. Két qua: lugt dit hang online ting, khach offline hai long vi
van duoc tu van, trai nghiém mua sam lién mach.

3. Marketing va thong diép dong bo

Minh, chii mot shop my pham & Pa Ning, timg chay quang cao Facebook va
email marketing riéng r&, nhung khach thuong bi “rdi” thong tin: chuong trinh
giam gia trén Facebook khac website, uu dai offline khong cap nhat. Két qua:

khach inbox hoi lién tuc, ty 1€ mua hang giam.

Minh quyét dinh dong bo thong diép: tat ca kénh hién thi cing mot chuong
trinh, hinh anh, thong tin gia, wu dii giéng nhau. Khi tung ra bo san pham dudng
da méi, khach nhan thong béo trén Facebook, website va email ciing ltic. Két
qua: khach dé theo ddi, nhan dién thuong hiéu manh hon, doanh ) tang 30%
trong thang dau tién.

4. Thu thap dir li¢u va tinh chinh lién tuc

Lan Anh, chu mét shop d6 dung nha bép tai TP.HCM, ban ca offline va online.
Ban dau, ¢6 chi quan sat don hang tong thé ma khong phan tich ting kénh. Van
de: mot s6 san pham ban online cham nhung offline hét nhanh, c6 khong biét 1y
do.

Co trién khai hé théng thu thap dir li¢u: theo ddi lugt xem san phém, inbox, ty 1€
chuyén dbi trén ting kénh. Phat hién rang khach online thich combo, nhung anh
san pham chua rd rang, con khach offline thich san pham 1é. Lan Anh chinh stra
hinh anh, cung c4p combo online, diéu chinh hién thi offline. Két qua: ty 1¢ dat
hang online tang 40%, offline 6n dinh, khach hai 1ong vi thong tin minh bach va
trai nghiém phu hop ting kénh.

Bai hoc cdt 15i:

Omni-channel khong chi 1a ban nhiéu noi, ma 14 tao trai nghi¢m lién mach, déng
b, va thu thap dir liéu dé cai tién lién tuc, gitip doanh nghiép vira giit khach
hién tai, vira mé rong khach tiém nang.

15. Mb hinh Nhwong quyén / Franchise

Huong, chu thuong hi€u tra sira vira ndi tai TP.HCM, ting muén md rong nhanh
chong ra nhiéu quan, tham chi ra Ha Noi. C6 nhén ra réng tu quan ly tat ca ctra
hang s& rat kho: nhan sy thiéu kinh nghiém, chat lugng san pham khéng dong
déu, thuong hiéu khé kiém soat.
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Sau khi nghién ctru, Huong quyét dinh thir trién khai mé hinh nhuong quyén
cho phep cac doi tac mo cura hang dudi thuong hi€u cua o, nhung phai tuan thu
quy chuan vé san pham, dich vy, va marketing.

Qua trinh trién khai va thir nghiém
1. Chuén hoéa quy trinh va san pham

Huong 1ap bo tai lidu huéng dan chi tiét: cong thirc pha ché, checklist chuan bi
nguyen licu, thiét ké cira hang, cach phuc vu khach. C6 nhan ra rang néu khong
chuan hoéa moi thir, cic cira hang nhuong quyén sé khién thuong hiéu bi anh
huong.

Ban dau, mot sb quan nhuong quyén pha ché khong dung chuan, khach phan
nan vé huwong vi. Huong t6 chtrc huan luyén tryc tiép va online, déng thoi kiém
tra dinh ky. Sau vai thang, chat luong déng déu, khach nhan ra huong vi quen
thudc du dén quan khac nhau.

2. H6 trg va gidm sat doi tac

Huong tao nhém Zalo riéng cho cac nha nhuong quyén, chia sé meo van hanh,
huéng dan marketing, hd tro giai quyét van de.

Vi du: mot ddi tac tai Pa Nang gap tinh trang nguyén liéu hét hang gitra tuan.
Huong nhanh chong tu van nguén cung, hudng dan dit hang trude va diéu chinh
menu tam thoi dé tranh mét khach. Nho hd tro lién tue, cac doi tac cam thay yén
tam va thuong hi€u duy tri uy tin.

3. Marketing va nhan dién thuong hiéu dong bo

Huong yéu ciu tat ca cira hang nhuong quyén sir dung hinh anh, slogan, logo va
mau sac dong b¢. Khi ra chuong trinh vu dai méi, cac ctra hang phai cap nhat
trén fanpage, banner, menu.

Vi du: bo suu tap tra stta “Huong Viét” duoc ra mit cung lac ¢ 5 tinh, tao hi¢u
ung truyén thong manh. Khach hang cam thay thuong hi¢u uy tin, nhat quan.

4. Thu thap phan hdi va cai tién lién tuc

Huong yéu cau tat ca quan nhuong quyén giri bio cao hang tuan: doanh thu,
lu’orng khach, phan hdi vé san pham va dich vu. Tur d6, 6 phat hién rang khach &
mién Bic thich it dwong hon, c¢6 diéu chinh cong thirc va truyén thong phu hop
tung khu vuc.

Vidu
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« Highlands Coffee: mé rong nhuong quyén trong ca nude, chuan hoa
menu, nhan vién, hinh anh thuong hiéu, dao tao d6i tac lién tuc.

+ Gong Cha Viét Nam: nhugng quyén chi nhanh theo chuan qudc té, giam
sat chat luong, marketing dong b, tao trai nghiém khach hang thong nhat.

Bai hoc ing dung nhanh kém vi du Vi¢t Nam
1. Chuan héa quy trinh va san pham

Huong chu thuong hiéu tra sita “Tra & Chill” tai TP.HCM mudn mé rong ra
Ha Noi thong qua nhuong quyén. Lan dau tién, mot dbi tic méi tai Cau Gidy
pha ché tra sita theo cach riéng, thém nhiéu topping ma Huong khong chap
thuan. Két qua: khach quen nhan ra huong vi khac, phan nan trén fanpage.

Huong quyét dinh chuan hoa toan bo quy trinh: tir cong thire, lugng duong, cach
pha, dén trang tri ly. C6 t6 chirc video hudng dan, tai liéu chi tiét va budc tat ca
dbi tac phai tuan theo. Sau vai tuan, chét lugng dong déu & moi ctra hang. Khach
quen vui mung vi huong vi luén nhu nhau du di Ha No1 hay TP.HCM, thuong
hiéu gitt dugc uy tin.

2. HO trg va gidm sat doi tac

Minh, ddi tac nhuong quyén cua “Tra & Chill” & Pa Néing, ban dau gip khé
khan: nhan vién thiéu kinh nghiém, may pha hong, don hang giao chdm. Khach
hang phan hoéi khong hai 1ong, mot s6 ngudi bo di.

Huong lap nhom Zalo riéng, t6 chtrc budi huan luyén truc tiép va online, chia sé
kinh nghiém véan hanh, cach xir Iy tinh hudng, quan Iy nguyén liéu. Mdi tuan,
Huong goi dién kiém tra, giai quyét moi van dé cuia Minh. Sau mdt thang, quan
hoat dong tron tru, nhan vién tu tin, khach hang hai 1ong. Minh cam thay yén
tAm, m6 hinh nhuong quyén van hanh hiéu qua.

3. Marketing dong bo

Khi “Tra & Chill” tung bo suu tap tra mua he méi, Huong yéu cau tat ca ctra
hang nhugng quyen didng cung mot hinh anh, cuing mdt thong di€p va khuyen
mai. Ban dau mot s6 quan dang bai khac hinh anh, tong mau khong giéng nhau.

Khach & TP.HCM va Ha Noi thiy su khong dong nhét, thic mac gia ca vauu
dai khac nhau. Huong phai hop nhanh véi cac d01 tac, nhain manh tam quan
trong cta nhan dién thuorng hi¢u dong bd, cung cap san hinh anh, caption,
hashtag. Sau d6, moi cira hang dang dong loat, chién dich thanh cong, luot
khéach tang manh, thuong hi¢u dugc nhan dién manh mé trén toan quoc.

4. Thu thap dir liéu va cai tién lién tuc
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Huong yéu ciu tit ca quan nhuong quyén giri bao cdo hang tuan: doanh thu,
lugng khach, san pham ban chay, phan hoi cua khach.

Vi du: Quan tai Ha NOi1 nhan théy tra dao ban cham, trong khi quan TP.HCM
ban rat chay. Huong phan tich dit liéu, phat hién khach rmén Bic thich tra it
dudng va it topping hon. C6 diéu chinh cong thirc va truyen thong riéng cho khu
vue d6. Két qua: tra dao ban chay tr¢ lai, doanh thu ddng déu, khach hang cam
thdy duoc phuc vu dang nhu cau.

Bai hoc cbt 15i:

Mo hinh nhu’O‘ng quyén gitip mé rong nhanh, nhung chia khéa thanh cong la
chuan hoa, giam sat chit che, hd tro lién tuc va tinh chinh dya trén phan héi thuc
té, dé thuong hiéu phat trién bén viing ma khong mat kiém soat.

16. Mo hinh Pop-up / cira hang tam thoi
Nguyén tic 17: M6 hinh Pop-up / Cira hang tam thoi

Lan, chu thuong hiéu thoi trang tré “StyleUp” tai TP.HCM, timg mudn kiém tra
phan tmg khach hang véi bo suu tip mdi ma khong tén qua nhiéu chi phi mo
ctra hang ¢d dinh. C6 biét rang mé cira hang méi 13 rti ro 16n: chi phi thué mit
bffmg, nhan sy, ton kho... déu cao.

Lan quyét dinh thir mo hinh Pop-up m& mét cira hang tam thoi 2 tuan trong
trung tam thuong mai sam uat. Nhung ngay tir ngay dau, c6 gap nhiéu thach
thirc: khach dén it hon dy doan, nhan vién chua quen quy trinh, viéc trung bay
san pham chua thu hut, khién doanh thu thap hon ky vong.

Qua trinh trién khai va diéu chinh
1. Chon vi tri va thoi diém phu hop

Lan nhan ra réng vitri la yéu t6 séng con. Ban dau, cira hang tam dat ¢ téng 3,
khu it khach. Sau vai ngay, Lan chuyén sang tang trét, gan khu an uéng va 161 di
chinh. Ngay 1ap turc, luong khach tang gap doi.

C6 ciing chon thoi gian Pop-up trung voéi 1€ hoi hodc sy ki¢n mua sam, tan dung
dong nguoi dong, giup thu hut khach thur san pham.

2. Trung bay va trai nghiém san phdm hap dan

Ban d4u, san pham duoc xép trén ké don gian, khach di qua chi liéc nhin. Lan
nhanh chéng thué designer dé bé tri quay trung bay sang tao, c6 goc chup anh
“check-in”, gitp khach vira thir san pham, vira chup hinh chia sé trén mang x4
hdi.
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Két qua: khach & lai 1au hon, nhiéu ngudi quay lai mua san phim, hashtag
thuong hiéu tran trén Instagram va Facebook.

3. Nhan su va trai nghi¢ém khach hang

Nhan vién chua quen cach tu van nhanh, khién khach béi rdi. Lan t6 chirc
training ngan trudc gio md clra mdi ngay, hudng dan cach gi6i thiéu san pham,
tu van kich ¢d, két hop outfit, va xir Iy tinh huéng khach phan hoi khong hai
long.

Ngay tuan thir hai, d6i ngii van hanh muot ma hon, khach khen trai nghiém than
thién, chuyén nghiép.

4. Thu thap dir liéu va cai tién

Lan yéu cg‘?lu ghi lai moi giao Qich, phan hdi khéch, san phém ban chay va it ban,
tur d6 quyét dinh b suu tap ti€p theo.

Vi du: 4o khoac oversized va vay denim ban chay, trong khi gidy sneakers it
khach quan tam. Lan dua dit liéu nay vé TP.HCM @¢é tinh chinh san pham trude
khi san xuat hang loat.

Vidu

« The Coffee House ting m& pop-up tai cac trung tdm thuong mai dé glOl
thiéu menu méi, do phan hdi khach, va quyét dinh c6 trién khai rong rai
hay khong.

« Kenh14 va nhiéu startup thoi trang Viét ding pop-up dé test san pham va
xay dung nhan dién thuong hiéu truéc khi mé ctra hang 6 dinh.

Bai hoc ung dung
1. Chon vi trf va thoi diém thich hop

Lan, chu thuong hiéu thoi trang tré “StyleUp”, ban ddu mé pop-up tai ting 3
mot trung tam thuong mai 6 TP.HCM. Cira hang chi c6 vai nguoi gh¢ tham moi
ngdy, doanh s6 thap hon ky vong. Lan quan sat va nhan ra vi tri la van dé: tang 3
it khach di qua, khach cha yéu vao khu an ubng va rap chiéu phim.

Co quyet dinh di chuyén ctra hang xuong tang trét, gan 16i di chinh va ctra ra
vao, dong thoi mo pop-up trong tuan 1& mua sam cudi nam. Két qua 1a lugng
khach ting gap doi, nhleu nguoi dung thir do, chup hinh va chia s¢ trén mang xa
hoi. Lan hoc duoc rang vi tri va thoi diém quyet dinh dén sy thanh cong cua
pop-up, tham chi quan trong hon ca viéc chudn bi san pham.
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2. Trung bay va trai nghiém hap dan

Ban dau, quay trung bay ctia Lan chi don gian dat san pham trén ké, khach di
qua chi liéc nhin r6i di. Nhan thay khach khong tuong tac, Lan thué mét
designer dé tao goc “check-in” Instagram va bo tri san pham theo set phdi do.

C6 con chuan bi bang théng tin vé chat liéu, cach mix & match, khién khach d&
hinh dung khi thtr. Mot ban tré dimg thir 40 khoac oversized, chup anh cung ban
be, roi chia sé trén story Facebook. Chi sau vai ngay, nhiéu khach dén vi muén
trai nghiém va chup hinh. Lan nhan ra rang trung bay dep va trai nghiém hap
dan khong chi giip ban hang, ma con lan toa thuong hiéu manh mé.

3. Pao tao nhan sy va chuan hoa trai nghiém

Ngay dau khai truong, nhan vién pop-up chua quen cach tu van, khach hoi vé
size, mix do, ho loay hoay, thdm chi c6 luc tra 161 sai thong tin. Lan nhén ra néu
khong chuan hoa trai nghiém khach, pop-up s€ that bai du san pham tot.

Cb t6 chirc training ngan trudc gid md cira mdi ngay, huéng dan cach tu van,
chao hoi, xur ly phan nan va goi y mix d6 nhanh. Nhan vién bat dau lam quen,
khach hang cam thiy than thién va chuyén nghlep, ty 1€ khach mua hang tang ro
rét. Cau chuyén nay nhic Lan rang con ngudi 1a yéu td quyét dinh trai nghiém,
khong chi san pham va quay ké.

4. Thu thap dit liéu va cai tién lién tuc

Sau tuan dau tién, Lan yéu cau nhan vién ghi lai san pham ban chay, it ban, phan
hoi khach va thoi quen mua sdm. C6 nhan ra vay denim ban tot, nhung glay
sneakers lai it khach quan tAm. C6 con phat hién khach mudn thir nhleu size
khac nhau trudc khi mua, nén bo sung ban thir d6 va thém vai size mau.

Két qua 1a doanh s6 ting 30% tuan thir hai. Lan hoc dugc rang viée thu thap dir
liéu khong chi giup tinh chinh san pham ma con cai thién trai nghiém khach
hang, tao nén tang dé quyét dinh mo rong pop-up hodc san xuit hang loat.

Bai hoc cdt 16i:

Pop-up 1a cong cu tuyét voi dé thir nghiém thi truong, gidi thiéu san pham méi
va xay dung thuong hiéu ma khéng ton chi phi c¢6 dinh. Chia khéa thanh cong 1a
vi tri, trai nghiém khach, nhan sy va dir li¢u phan hoi.

17.M6 hinh Mobile-first / irng dung di dong

Khi thuong mai dién tur phé’g trién manh, Van chu thuong hi¢u my phérr} noi1 dia
“Glowme” nhén ra rang phan 1on khach hang cua c6 truy cap website bang dién
thoai, nhung ti 1€ don hang lai rat thap.
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Mot t61, Van thir dat hang chinh san pham cua minh bang dién thoai. Co6 moi
hiéu vi sao:

« banner to che mat nira man hinh

o nat bam qua nho

o trang san phélm tai cham
« thanh toan 161 khi dung 4G

Van tho dai: “Néu minh con thay khé chiu, thi khach chdc buc gap mwoi.”

D6 1a lac ¢d quyét dinh chuyén toan b mo hinh sang mobile-first tuc 1a thiét ké
moi thtr to1 wu cho dién thoai trudc, r61 méi dén may tinh.

Nhung hanh trinh 4y khong hé dé.
Cau chuyén trién khai mé hinh Mobile-first
1. Khi khach hang roi di vi trai nghiém té

Thoi diém d6, Glowme chay quang cio manh nhung ti 1¢ chuyén doi thap.
Nhoém marketing bao cdo: 60% khach vao web tir dién thoai nhung roi di sau 57
gidy.

Van quyét dinh:

o gidm 80% hinh 4nh ndng

o lam lai giao dién trén mobile

« ting kich thudc niit bAm

« lam mot quy trinh thanh toan chi con 2 budce

Sau khi t6i wu, toc do tai trang giam tir 7 gidy xudng con 2 gidy. Dén tuan tiép
theo, ty 1€ don hang trén mobile tang gap 2 lan.

2. C1 hich tor mot ing dung di dong nho

Sau khi web mobile hoat dong tot, Van dau tu 1am app Glowme, du chi véi vai
tinh ndng don gian:

« luu san pham yéu thich

. tich diém

« theo ddi don hang

o nhén vu dai riéng
Nhung diéu bat ngo 1a... chi sau 3 thang, 35% doanh thu dén tir ing dung, du
app van con don gian.
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Khach hang néi rang ho thich app hon vi “nhanh, tién, it bi 15i, c6 qua ting
riéng”.
3. Dit liéu tr& thanh loi thé canh tranh
Tir app, Van biét duoc:
« khach mua nhiéu nhit vao khung 20h22h
« san pham hot theo ting do tudi

« hanh vi bo gié hang tap trung vao 2 nhom san pham

Tu do, co :[rién khai chién dich “Nhéc nhe gié hang” trén app, gitp hdi don thém
2025% moi thang.

Glowme tir mot thuong hi¢u nho tr6 thanh thuong hiéu my pham ndi dia co
cong dong nguoi dung app hon 150.000 nguoi chi trong 1 nam.

1. T6i wu giao dién va trai nghiém cho mobile trudc
Ké chuyén: cau chuyén ciia Quy chi thwong hiéu nén thom “NhaNha”’
Quy nhan ra 80% khach truy cap bﬁng dién thoai, nhung ty 1¢ mua thap. C6 thir
vao website bang dién thoai va thay hinh anh bi 1éch, nat dat hang nho xiu,
thanh toan kho.
Quy quyét dinh thiét ké lai theo mobile-first:

o nutdat héng to )

 hinh anh hién thi r0 tirng mui nén

« thanh todn nhanh trong 1 trang

Két qua: chi 2 tuan sau, ty 1& chuyén ddi tang 50%. Quy not: “T01 uu mobile
xong, minh méi hiéu vi sao trudc d6 khach bo di nhiéu dén vay.”

2. Tao trai nghi¢m mua hang nhanh, don gian, it thao tac
Ké chuyén: cau chuyén cia vmg dung dat rau sach “Farmly”

Farmly ban dau ¢ quy trinh 5 budc: chon san phdm — vao gié — ding nhap —
chon dia chi — thanh toan. Khéach buc minh vi qué nhiéu thao tac.

Founder quyét dinh rat xuéng 2 budc:

« chon san phim
« thanh todn nhanh bang vi di¢n tir
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Két qua: luong don tdng manh. Mot me bim sira noi:

“Luc tré con khoc, t61 chang c6 thoi gian bam 5 bude dau. Nhap nhap hai cai la
duoc la to1 chon ngay.”

3. Tao uu dai riéng cho nguoi dung ing dung

Ké chuyén: Chuyén ciia tiém cafe TOGO

TOGO ra mat app nho chi dé tich diém. Nhung sau vai tuan, chii quan quyét
dinh thém uu dai riéng cho nguoi cai app: tang ly iced latte vao thir Hai.

Diéu bat ngd 1a s6 nguoi tai app ting gap 4 1an. Khach dén quan con khoe nhau:
“Cai1 app di, c6 ca phé free do!”

App tré thanh cach giit chan khach, va 60% khach quay lai dén tir thong bao wu
dai trén mobile.

4. Thu thap dit liéu nguoi dung dé tinh chinh san pham
Ké chuyén: Chuyén ciia thwong hiéu skincare “BareSkin”

BareSkin phat hién tu timg dung rang khach 2530 tudi mua kem chng ning
nhi€u hon, con nhom 1822 lai quan tdm sita rira mat.

Nh¢ dit liéu nay, ho chay quang cdo diing nhom, dung nhu cau. Két qua: chi phi
marketing giam 40%.

Mot khach chia sé:
“App BareSkin gui dung sdn pham t61 dang tim, cdm gidc né hi€éu minh that su.”

D6 chinh Ia strc manh ciia mo6 hinh mobile-first.

Mobile-first khong chi 14 tdi wu giao dién, ma 1a cach tiép can khach hang ngay
noi ho danh thoi gian nhiéu nhat chiéc dién thoai. Ai 1am tot mobile-first
thuong tao duoc loi thé canh tranh bén viing, vi ho nam duoc dit liéu, théi quen,
cam xuc va nhu cau thyc cua khach.
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Phan 4: M6 hinh dwa trén gia trj va loi nhuin
18. M6 hinh Gia tri gia ting (Value-added)
Bi quyét khién khdch tra nhiéu hon nhung van cam thay “dwoc loi”’

Khi mé ctra hang ban rau ¢t sach Greenday, Nam nhan ra mot van dé 16n: moi
ngudi déu ban rau sach, gia lai khong khac nhau bao nhiéu. Mbi ngay co hang
tram ctra hang méi moc 1én. Néu Nam canh tranh bang gia, anh sé& chét chac.

Mot ngay, Nam nghe khach than:
“Rau sach thi tot that, nhung vé nha nhat rira mét lam. Gid ma ai lam lu6n giap
minh thi tot.”

Cau n6i d6 khién Nam suy nghi sudt dém.
“Neéu khach ghét khdu so ché, sao minh khong ban... rau sach da so chée?”

D6 1a khoanh khic anh tim ra mé hinh Gia tri gia ting ban khong chi 14 san
pham, ma ban “sw tién loi + thoi gian + trai nghiém”.

Cau chuyén mo hinh Value-Added ctia Greenday
Nam thtr nghi€ém moét goi dich vu méi:

« rau da nhat sach, rra ozon
o dong hop hut chan khong
« kém huéng dan bao quan
e go01y 23 mon an phu hgp

Gi4 goi cao hon rau thong thudng 2025%, nhung bat ngo 1a... n6 ban chay hon
loai rau binh thudng.

Mot khach hang tén Huyén noi:
“To61 di lam vé mét, mo hdp 1a nau dugce ludn. Dat chat cling dang.”

Nam nhén ra rang khach khéng mua rau ho mua tiét kiém 20 phut rp@i ngay,
mua su nhe nhang, mua cam giac minh dang cham lo cho gia dinh t6t hon.

bé tang gia tri, Nam lam thém céc dich vu:

« giao dung gio theo lich

« combo rau theo thuc don 7 ngay

« hotline dinh dudng dé hoi cach ndu an cho tré nho
« video hudng ddn mén mdi mdi tudn
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Doanh thu Greenday ting 40% chi sau 3 thang du gia san pham khong hé ré.
Bi mat khéng nam & “giam gia” ma nam ¢ “ting gia tri”.

1. Tim dung nhu cau chua duoc dap ung cua khach

Cdu chuyén ciia thwong hiéu sita hat “Nha Bép Xanh”

Nha Bép Xanh ban sira hat tuoi. Nhung khach ctr héi di hoi lai:

“Co loa,}i nao dem theo di lam dugc khong?”,

“Co6 thé bao quan dugc 23 ngay khong?”

Tham chi nhiéu ngudi mudn c6 ludn cong thirc pha phi hop cho timg muc dich
(giam can, cho b¢, tang strc khoe).

Founder nhan ra khoang trong: khach khong chi muon siza, ma mudn siza + giai
phap dinh dudng tién dung.

Hora mat:
« stra hat dong chai nho dé mang di
o keém hudng dan udng theo tirng muc ti€u
o tang thyc don 7 ngay
Két qua: nhom san pham “tién loi + dinh huéng” chiém 60% doanh sé méi.
2. Thém dich vu kém theo dé ting gia tri cam nhan
Cdu chuyén cua cua hang svua xe “Anh Tho™”
Anh Tho nhan thay khach dén thay nhét, nhung nhiéu ngudi khong biét:
- banh da mon
« thang khong con an

« Dbinh dién yéu

Anh quyét dinh thém dich vy mién phi: kiém tra toan xe 10 diém.
Khéch thich vi “ty nhién biét thém nhiéu thir ma khong bi ép mua”.

Tir d6, 20% khach quay lai dé bao dudng dinh ky.
Khong phai vi gia ré, ma vi ho cdm thay dugc cham soc.

Dich vu gia tri gia ting da bién mot tiém stra xe binh thuong thanh noi “dang tin

cdy nhat khu phd”.
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3. Pong goi san pham theo giai phap, khong chi theo tinh ning

Cdu chuyén cua shop thoi trang “MeWear”

MeWear ban quan 4o cong so, nhung doanh sb binh thuong. Mot hém, cha shop
doc phan hoi khéch:

“Pi 1am cr phai dumg trude ta nira tiéng, khong biét mix d6 sao cho dep.”

MeWear 1ap tirc nghi ra mot y tudng tdo bao:
ban combo “3 ngay di lam”, “5 ngay di lam”, moi combo dugc stylist chon san.

Combo ban dit hon 20%, nhung lai duoc khach dit nhiéu hon san pham 1é.
Vi khach mua giai phdp an mdc tron goi, chir khong phai chi cai vay.
4. Xay dung trai nghi€ém cham soc khach hang vuot ky vong
Cdu chuyén ciia thwong hiéu my pham “LumiSkin”’
LumiSkin ban serum va kem dudng. Nhung ho tao khéc biét bang cach:
. ting video huéng dan quy trinh skincare theo da tirng ngudi
« gt 101 chdc sinh nhat + mini sample
« theo dai tinh trang da sau 7 ngay

« nhic lich str dung déu din

M6t khach chia sé:
“To1 cam giac nhu ¢ chuyén gia cham da riéng, du chi mua lgo serum 350k.”

Nho trai nghiém nay, LumiSkin c6 ty 1€ quay lai 62% cao hon muc trung binh
rat nhiéu.

5. Tinh chinh lién tuc dé tang gia tri theo dir li€u thuc té

Cdu chuyén cua thuong hiéu nuoc ép “FreshLab”™

FreshLab ban d4u ban nudc ép tuoi. Nhung sau khi phén tich dir liéu, ho thiy:
o khach tdp gym thich it duong
« dan van phong thich vi nhe
« me bau quan tam dén dinh dudng hon 1a vi ngon

Ho bit dau tuy chinh:

« “ban gym”, “ban van phong”, “ban cho me bau”
« thém hudng din ubng theo muc tiéu (giai doc, giam can, ting dé khang)
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« video hudng din bao quan va két hop mon an

Két qua: khach cam thay san pham “dung nhu cau”, doanh thu ting manh ma
khong can giam gia.

Mo hinh Value-added gitip doanh nghiép thoat khoi canh tranh gia ré, tao ra

bién loi nhuén tbt, va khién khach hang trung thanh hon.

Khach khong tra tién cho san pham

ho tra tién cho cam giac “dugc cham soc hon”,
“thong minh hon”.

29 ¢ 29 <6

tién hon”, “yén tam hon”,

19. M6 hinh Pay-per-use (tra tién theo lan sir dung)
Giup khach hang “chi tra cho thu ho thuc sw dung” va ho yéu ban vi diéu do.

Hoi con 1a sinh vién, toi tung song trong mot khu tro ma phong nao cung..

thiéu d6 dung nhe nhang | kiéu ndi com dién, may siy, ban ui. Ai ciing c6 luc can,
nhung khong ai du nhu cdu dé mua han mot cai. Téi con nhd mot hom mua gio,
cd ban phong bén nho t6i... muon ban ui. Téi chay qua ca day tro tim ma khong
ai co.

bém do, t61 nghi:
“Néu trong day tro c6 mdt cho cho thué theo gid/ theo 1an dung thi tién biét
may.”

Nhiéu nidm sau, y tuong thoi sinh vién ay lai xuét hién khi t6i trd chuyén vai
mdt startup tré & Ha Noi: ho 1am mé hinh Pay-per-use cho may gidt va may say.
T61 nhin ho, mim cuoi:

“Cudi cung thi cling c6 ngudi 1am diéu dang 18 phai c6 tir 1au.”

Céu chuyén ctia LauHub tiém giit sy tra tién theo 1an st dung

Khéi dau ciia LauHub khong hé hao nhoang.
Ba may gidt cli, m0t can phong bé¢ & Ha Bong, khach thi Ieo téo.

Nhung founder Hoa lai nhin thay khoang tréng thi truong ma nhiéu ngudi bo
qua:

« Sinh vién khong mudn mua may giat.
« Nguoi di lam ¢ tro khong muon gidt tay, cling khong muon doi tiém.
« Céc ho gia dinh nho khong giat di nhiéu dé du tu may siy riéng.
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Mot hom c6 khach dén va noi véi Hoa:
“Em chi can giat by quan ao di lam gap thoi, tiém gidt ngoai toan bat dé lai mai
lay.”

Cau ndi d6 nhu bat cong tic trong dau Hoa.
Thay vi nhan do ghi phleu tra ngay mai nhu cac tiém giat truyén thong, Hoa lap
may giit tu phuc vy, co thé tra tién bang vi dién tir, ding xong 1a di.

Khach chi tra tién theo dting s6 lan ho giit.

Khong hop dong.
Khong goi thang.
Khong thu tuc.
Khong cho doi.

Chi dung tra di.

Luc dau 1a hoai nghi

Nhiéu nguoi béo: o
“Lam sao canh tranh vdi tiém giat truyén thong?”’

“May giat tu phuc vu liéu c6 ai xai khong?”
“Khach Viét thich ré, chir tién chua chac da can.”

Nhung chi sau 3 thang, LauHub dat muac tang truong khong ai ngo:

« gan 300 luot gidt mdi ngay
« doanh thu tang 40% moi thang
o khéach chu yéu la sinh vién + white-collar ¢ tro

Cai ma Hoa ban khong phai dich vu giat...
Hoa ban “su tu do”: khach dugc chon khi ndo dung, dung bao lau, tra bao nhiéu.

Bai hoc ung dung
1. Bit dau voi nhu cau ngan han cau chuyén ciia “Rent-A-Tool”

“Rent-A-Tool” ctia Truong & TP.HCM cho thué may khoan, may cit, dung cu
sua nha theo gio.

Trudng phat hién nhu cau khi chuyén sang cin ho moi:

Anh can may khoan dtng. .. 10 phut dé treo ké.

Ra héi tho thi ho doi 250.0004.

Mua méy khoan thi gdn 700.000d.

Thé 1a Truong quyét dinh mé& dich vu thué dung cu theo gio.
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Khéch tra 30.000 50.000d/1an. S
Nhe nhang. Khong rang budgc. Khong phai mua do ve deé... cat.

Tir mot chiép may khoan ban dau, Trudng gid c6 gan 50 dung cu khac nhau,
doanh thu déu hang thang tir nhitng thtr ma khach chi can mor chut xiu.

2. Dinh gié linh hoat cau chuyén cua “Xe Bi Chung”

Startup “Xe Di Chung” cung cép xe dap dién cho thué theo phut trong ky tic xa
dai hoc.

Luc dau ho thu 5.000d/10 phut.
Nhung sinh vién phan anh:

o doan ngan thi ré
« doan dai thi lai dat
o 61 luc mua gio6 can di nhanh, san sang trd cao hon

Nhom founder quyét dinh ap dung dynamic pricing:
« gio cao diém: gia nhich 1én chut
o gi0 thap diém: giam gia
o tro1 mua: gia trd lai mirc ti€u chuan
o di xa hon 2km s€ c6 gia theo km thay vi theo phut

Sinh vién cam thay “cong bang hon”. 9 ,
Doanh thu khong tang dot ngdt, nhung on dinh hon, va so lugng khach trung
thanh tdng manh.

3. Gidm rui ro cho khach cau chuyén ctua “Nau Bi Cho Chi”

“Nau Di Cho Chi” cho thué bép nau di dong + dung cu theo gid cho cac budi
picnic, cam trai.

Nhung khach sg mot diéu:
“L& lam hong thi sao?”

Ban dau startup budc khach ky cam két va dit coc, khién nhiéu nguoi... bo
chay.

Mot ban tré gop y:
“Cho em g61 bao hiém hong hdc nhé nho 1a duge.”

Thé 14 ho tao thém g6i bao hiém 20.000d/1an thué.
C6 hoéng hoc nho thi bén dich vu chiu.
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Khach thoai mai hon han. ‘
Luogng thué tdng 35% chi sau 2 tuan.

4. Pon gian hoéa trai nghiém thanh toan cau chuyén cua “WashGo Mini”
WashGo Mini ddt may rtra xe tu phuc vu ¢ chung cu.

Van @ lc dau:

Khach khong muon tra tién mat.

May quét QR doi khi 16i.

App tai nang, nguoi 16n tudi ngai dung.

Sau khi khdo sat cu dan, ho thay ddi:

« b6 sung thanh toan bang thé cu dan

o thém NFC cham 1 lan

o thém tuy chon “trur tryc tiép trén phi dich vu thang”

« cai ddt bang hudng dan si€u de hiéu
Nhin rira xong.
Trai nghiém muot dén muc nhiéu ngudi “di rira xe cho. .. thu gidn”.
5. Mo rong theo ding dir liéu cau chuyén cua “PhotoBox”

PhotoBox cho thué may chup anh léy lién tai cac su kién.

Lac diu ho mé & 5 qu,én Ha Noi.
Nhung dir li¢u cho thay:

« 70% khéch thué tir Cau Gidy Hoan Kiém
« Tyl€lap lai cao ¢ céc truong dai hoc
o Nhu cau chyp anh 16n vao mua 1€ hdi, 1€ tot nghi¢p
Thay vi “6m mong mé rong toan thanh ph4”, ho tap trung vao:
« mo thém diém dit may & cac truong dai hoc
+ t01 vu goi thué 23 gio ,
« thém option thué 1 lan chyp 30 tam
Doanh thu ting gap d6i ma khong can mé rong qua xa.
Mo hinh Pay-per-use 1a 161 giai cho thoi dai ma moi nguoi:
« khong mudn sé hitu qua nhiéu,
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« khong mudn tra tién cho thir ho khong ding,
« nhung san sang tra ngay ldp tirc cho thl ho can dung lic.

Néu ap dung ding, m6 hinh nay bién nhimg tht “nh6 nho” thanh doanh thu déu,
bién nhu cau ngan han thanh lgi nhuéan dai han, va bién dich vu don gian thanh
thoi quen st dung.

20. M6 hinh Affiliate / hoa hong giéi thiéu

Khi khdch hang tré thanh nguoi ban hang givip ban va ho tw nguyén lam diéu
do.

Cdu chuyén mo dau

Nhiéu nam trudc, khi to6i con phu trach marketing cho mot doanh nghiép gido
duc nho, ching t61 gap mot nd1 dau 16n: cang chay quang céo, chi phi cang
tang... nhung so hoc vién khong tang tuong xtng.

C6 mot thoi diém, doanh thu gén nhu ding lai.
Doi ngil thi b rdi.

Nguén luc thi han ché.

Toi luc d6 1a quan 1y marketing gan nhu kiét stc.

Mot hom, to1 ngéi ludt binh luan ctia khach hang sau mot budi workshop.
C6 mét chi hoc vién tén Thuy viét:

“Minh d3 hoc 2 khéa 16, s& gidi thiéu cho ban bé. Chuong trinh rat dang tién.”

T6i nhin cau d6 ma trong dau 16e 1én mot suy nghi:
“Tai sao minh khong dé chinh nhiing ngudi nay trd thanh ‘dai st ty nhién’ cho
thuong hi¢u?”

Thé 1a chiing t6i thir m& chuong trinh affiliate nhé xiu:
gi61 thiéu 1 nguot = thudng 500.000d

khong yéu cau biét marketing

khong ap luc doanh s6

T6i khong ky vong gi nhiéu, nhung. .. ,
Chi 30 ngay sau: 40% hoc vién méi dén tur gidi thi€u, ma chi phi quang céo lai
giam 25%.

T6i nhan ra mot chan 1y rat doi thuong:
Nguoi Viét tin ngudi quen hon tin quang cao.
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Va affiliate chinh 1a cch dé bién niém tin d6 thanh “dong chay kinh doanh” tyr
nhién va bén ving.

Bai hgc ing dung
1. Tao san pham dé chia sé cau chuyén cua “Hat Dinh Dudng Thao Nhi”

Thao Nhi ban hat dinh dudng online. Luc dau co chi ban 1é, xoay vong von rat
kho.

Mot ngay, mdt chi khach quen nhan:
“Em 01, san pham ngon qua, cho chi link dé giGi thiéu ban.”

Thao Nhi nghi: Néu khdch chii ddng muon gidi thiéu, sao minh khéng giip ho
lam dé hon?

C6 1ap chuong trinh:

« mdi don gi6i thidu thanh cong: khach nhan 20.0004d

o ¢0link canhan

« 0 banner nhd dé dang Facebook
Nhung quan trong nhat: san pham phai di tot dé khach ty tin gidi thiéu.
Sau 6 thang:

« 30 cOng tac vién tu phat

« doanh so tang gap 2 ‘

« nhiéu nguoi chia sé vi... thich chtr khong vi tién

Affiliate chi hiéu qua khi san pham du “déng dé khoe”.

2. Lam cho viéc chia sé that don gian cau chuyén cta “App hoc tiéng Anh
Hato”

Hato la mdt app hoc tiéng Anh do mét nhém tre 6 Da Ning phat trién.
Van dé: chay quang co qua t6n tién, ma app lai mién phi nhiéu tinh ning.

Founder Long quyét dinh thém tinh nang “mdi ban bé”.
Chi can:

« bam 1 nat

« chia s¢ qua Zalo hodc Messenger ‘
o nguoi nhan dang ky = ca hai déu dugc mo khoa 1 tuan VIP
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Long ké:
“Luc dau chung toi nghi tinh nang nay nho. Ai ngd né trd thanh dong lyc ting
truong chinh.”

Trong 3 thang, chi riéng tinh ning chia s¢ nay da mang vé hon 45% nguoi ding
moi.

Bai hoc:
Muébn affiliate chay manh, nut chia sé phai cang don gian cang tt.

3. Tao niém tin va minh bach cu chuyén cua Travel4U

Travel4U la cong ty tour nho tai Ha No1, chuyén tour ndi dia.
Nhung ho gédp van dé: nguodi gioi thi€u so... “mat cong ma khong biét minh
nhan duogc bao nhiéu”.

Thé 13 Travel4U tao bang dashboard cho cong tac vién:
« hién thi s0 luot click
o 50 luot dang ky
o ty1¢ thanh cong
o hoa hong dugc duyét
« ngay thanh toan
T4t ca minh bach va ty dong.
Chi Huong nguoi gidi thiu top 1 chia sé:
“Thay ro rang nhu thé, minh yén tam gidi thi€u. Khong mép mo thi minh gidi
thiéu cd nam cling dugc.”
Affiliate chi manh khi ¢4 niém tin.

4. Cham soc cong tac vién nhu khach VIP cau chuyén cia MyBeautyLab

MyBeautyLab ban my pham thién nhién, nhung diéu dic biét 1a ho c6 hon 500
cong tac vién la khach cii.

Founder Ha c6 triét Iy:

“Cong tac vién khong phai nguot ban hang cho minh. Ho 1a khach hang VIP
nén phai cham ky hon nira.”

MyBeautyLab:

« tang thir san phadm méi
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« training mién phi

« o tro hinh anh, video

« tao group chia s¢ kinh nghiém

« t6 chitc mini game giita cac cong tac vién

Nhiéu ngudi gidi thiéu vi... thich cong dong, thich thuwong hiéu, thich cam giac
duogc tran trong.

Affiliate chi that sy thanh cong khi doanh nghi€p nghi xa hon “mdt 14n hoa
hong”.

5. Mé rong dua trén dir liéu cau chuyén cua “Sach Mo Studio”

Sach M¢ Studio ban khoa k§ nang online.
Ban dau ho ¢6 20 nguoi tham gia chuong trinh affiliate.

Sau 2 thang phan tich dir li€u, ho phéat hién:

« 80% doanh sé affiliate dén tir... 5 nguoi
« nhlng nguoi nay co diém chung: c6 Facebook ca nhan manh, chia s¢ kién
thirc mién phi

Thé 14 ho quyét dinh:

tuyén cong tac vién co chon loc.

Khéng mé tran lan nita.

Tap trung ho trg 30 ngudi ¢ anh huwdng nhdé nhung that.

Doanh thu tir affiliate ting gdp 3 du s6 lugng cong tic vién giam mot nira.

Affiliate khong can dong can ding ngudi.

M0 hinh affiliate khong phai 1a “mo61 nguot khac ban gium”.
N6 1a ngh¢ thuat:

« bién trai nghiém tot thanh 10i gidi thidu
« bién khach hang thanh dai su
« bién sy tin tudng thanh doanh thu

Va diéu quan trong nhat:
Affiliate chi hi¢u qua khi san pham du tir t€ dé nguoi ta khong ngai gan tén minh
vao do.
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21. M6 hinh Quéang cdo Sponsorship

Khi doanh nghiép kiém tién tir viéc thu hit sw chii y chiv khong chi bdn san
pham.

Cau chuyén mo dau: Khi “tiéng néi nhd” tim dugc nha tai tro 1on

Céch day vai niam, toi quen mot co gai tén Han ngudi sang 1ap mot podcast rét
nho, tén “Séng Tar Té Mbi Ngay™.

Podcast luc Ay ching c6 gi dic biét dé nhin vao ma nghi “ddy 1a mé hinh kinh
doanh”.

Khong ban san pham, khong thu phi, khong c¢6 16p hoc nio phia sau.

Han chi thu Am mdi tbi sau gid lam, chia sé vai cau chuyén doi thuong, vai bai
hoc ¢6 rut ra trong cudc song.

Podcast duoc mot nhom nho yéu quy. Nhung vé mit tai chinh thi... bang 0.

R6i mot hém, c6 mot ban 1am & mot doanh nghiép thoi trang bén ving nghe
dugc podcast va giri mail:

“Chi 0i, bén em mudn tai tro mot tap. Chi co thé léng ghép thong diép vé séng
xanh dugc khong?”

Han doc ma roi nudc mat.
Khong phai vi tién.

Vi do la lan dau tién co6 nhan ra:

Khi ndi1 dung that sy cham vao nguoi khéc, nd co6 gia tri. Va gia tri éy hoan toan
¢0 thé tr¢ thanh mo hinh kinh doanh.

Ttr mot podcast nhd, Han bét dau xay dung media-kit, nhan thém nhiéu tai tro tir
sach, thuong hiéu xanh, d6 gia dung than thi€n moi truong.

C6 khong thay ddi ban chit noi dung.
Van nhe nhang, tir té, cham rai.

Nhung gio ddy, tiéng noi nho cia cd dd co6 doanh nghiép dimg sau dé hd tro.
Bai hoc ing dung nhanh
1. Xay dung ndi dung du gia tri dé thu hat tai tro

Cdu chuyén ciia kénh TikTok “Ndu Ngon Nha Minh”
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Chi kénh 13 ¢6 Lién mot ngudi me 45 tudi & Ha Noi. ‘
Co6 chi quay canh nau an trong gian bép nhd, khong k¥ xao, khong 16ng nhac hot
trend.

Nhung chinh sy chan that cua c6 lai thu hat hang triéu luot xem.

Mot hdm, mot nhan hang gia vi 16n goi dién:

“Co Lién c6 thé dung san pham cua tui con trong video khong? Bon con tai tro
moi thang 10 triéu.”

Co sting nguoi.
Ca doi chua timg nghi mgt mon an minh nau hang ngay lai c6 gia nhu vay.
Bai hoc:

Néu ndi dung cham vao nguoi that, luén cé thuong hi¢u san sang dimg vao cudc
choi.

2. Chimg minh ROI cho nha tai tro bang dir liéu
Cdu chuyén cua blog “Cha Me Thong Thdi”
Blogger Thanh 1ap blog chia sé cach day con 06 tudi.
Khi di xin tai trg tr mt hang stra, phia hang hoi:
“Ban dam bao gi cho chung t61?”
Thanh khéong néi vé cam xuc, ma dua:

o sb luot xem ting bai

. tS/ lé CliC!( ,

o nhom tudi va nhan ~khﬁu hoc doc gia

« thoit gian ho doc moi bai

Thuong hiéu git dau hop tac ngay.

Bai hoc: )
Sponsorship khong chi 1a ni dung ma la dir 1iéu thuyét phuc.

3. Gitr tinh chan that cau chuyén cua Mai, vlogger du lich

Mai lam video du lich chan that, khong mau me.

Mot hang d6 uong dé nghi: , ’

“Trong video chi noi cau: ‘Toi chi udng duy nhat thuong hiéu nay.””
Mai tir chi.

Co noi:
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“Néu no6i nhu thé 1a gia ddi. Va nguoi xem ciia toi s& biét ngay.”

Thuong hiéu khac dén mot hang vali chi yéu cau Mai dung vali trong canh
quay, khong ép noi 101 c6 céanh.

Co dong y.

Video van ty nhién va dep.

Sponsorship hoa vao ndi dung nhu hoi tho.

Bai hoc: ’ q
Su chan that quyét dinh tudi tho cia mé hinh quang cao.

4. Tao goi tai tro linh hoat cau chuyén ctua show livestream ban nha

Mot nhom moéi gidi bat dong san & TP.HCM 14p kénh livestream chia sé kién
thtrc vé chon nha, phap 1y, dau tu.

Thay vi chi ban nha truc tiép, ho ban goi tai trg nhu:

o taitrg 1 tap

o taitrg 1 thang

« tai trg banner ngay trong livestream
 tai trg qua tdng minigame

Mot doanh nghiép noi that chon goi thir 3. .
Mot ngan hang chon goi tai trg 1 thang kem chia sé vé vay mua nha.

Nhom méi giéi kiém dugc khoan doanh thu 6n dinh tir tai tro ngay ca khi
khong ban dugc can nao trong thang do.

Bai hoc:
Goi tai trg linh hoat gitp nhidu doanh nghiép pht hop véi ban hon.

5. M& rong dung thoi diém cau chuyén cua “Giai Ma Tai Chinh”

“Giai Ma Tai Chinh” 1a mot page viét bai giai thich kinh t€ theo phong cach d&
hiéu.

Luc dau tac gia Minh chi nhan tai tro nho tir app tai chinh.

Nhung sau 1 nam, lugng follow tdng manh, t€p doc gia rd rang.

Minh quyét dinh:

« 1ap media-kit chuan chinh

« nang gia tai trg 1én 3 lan

« gi6i han 2 thuong hiéu/thang dé giit chat luong
o chon thuong hi¢u phu hgp nganh tai chinh
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Mot ngan hang 16n di ky hop dong 6 thang gia tri vuot xa tudng tuong ban dau.

Bai hoc:
Tai tro chi manh khi ban biét dinh vi gia tri cilia minh va nang cép dang thoi
diém.

Quang cdo Sponsorship 1a mé hinh rat Viét Nam:
boi nguot Vit tin nguoi that, thich cdu chuyén that, thich ngi dung gan giii.

Va khi ni dung du chat, du that, du tir té,
s€ luon c6 thuong hi¢u mudn dong hanh.

Ho khong chi mua “moét cho xuat hién”.
Ho mua:

o uytin

« cong dong

« su két ndi

o cau chuyén thuong hi¢u cua ban

Va dai khi, chi doi khi thoi,
mdt tieng nd1 nho cling c6 theé gap dugec mdt nha tai trg 16n.

22, M6 hinh Dir li€éu & Phan tich (Data-driven)

Khi dit liéu tré thanh “mé vang” va doanh nghiép ndo biét khai thac truée sé
thang.

Cau chuyén mé dau: Quan ca phé ctia Hoa va bai hoc vé nhiing con s6 khong
bict noi doi

Hoa m¢é mdt quan ca phé€ nho tai ba Ning. ’
Quan xinh xan, vi tri dep, d6 udng ngon nhung la thay, doanh thu lai bap bénh.

Ngay dong nghet, ngay vang nhu chiia Ba Panh.
Hoa doan gia doan non:
“Chac vi tro1 mua. .. chac khach ban... chac menu chua hop...”

Cau doan rét nhiéu, nhung khong co cau tra 10i nao thuyét phyc.

Mot hom, nguoi ban lam di li¢u t6i choi.

Anh hoéi: q

“Cau c6 luu dir liéu khach khong? Gio cao diém? Mén ban chay? Ty 1€ quay
lai?”
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Hoa lic dau. .

Quan nho ma, can gi dir liéu?

Ban Hoa khong no6i nhiéu.

Anh chi dat mot file Excel 1én desktop, thém 3 muc:
e gI0 VAo
o modn goi
o khach moi hay khach quay lai

Sau 2 tudn, diéu bat ngo xay ra.

Hoa ra khach dén nhiéu nhat khong phai budi toi nhu Hoa tudng, ma 1a 11h13h
dan van phong di an trua xong ghé ubng.

Hoa ra mon ban chay nhat khong phai cappuccino ma la tra dao, nhung Hoa lai
ludn thiéu nguyén liéu ctia moén nay vi cdu ching dé y.

Hoa ra khach quay lai it 1a vi wifi chép chon, va d6 1a 1y do dan van phong
khong chon quan lam noi lam viéc lau dai.

Chi cai thién 3 yéu t6 dua trén dir liéu,
doanh thu tdng 38% sau 1 thang.

Hoa n61 mot cau khién t61 nhd mai:

“Dit liéu giong nhu bat dén trong phong t6i. Minh van & phong do, nhung bong
dung biét minh dang ding & dau.”

Bai hoc ung dung nhanh
1. Thu thap dit liéu tir nhitng diém cham nhoé nhat
Cdu chuyén: Tiém banh cia chi Trang va chiéc phiéu nhé 5 cdu hoi

Chi Trang ban banh su kem handmade tai Ha Noi.
Ban dau, chi chi tap trung lam banh ngon, giao hang nhanh.

Mot ngay, doanh thu tyt. Nhung chi khong hiéu vi sao.
Mot ban tré tu van:
“Chi thtr héi khach xem ho nghi gi?”

Chj Trang tao mdt phiéu khao sat 5 cAu giri kém mdi hop banh, ai dién s& dugc
giam 5.000d cho lan sau.

Két qua:
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« 41% khach thay hop dé mop khi giao
e 27% ndi banh hoi ngot
e 19% muon thém vi méi
Chj d6i hop ctimg hon, giam 5% duong, thém vi matcha.
Thang sau, doanh thu tang 20%.
Dir li¢u khong can phai phuc tap. )
Chi can hoi dung cau hoi, ban da biét minh phai di huéng nao.
2. Phan tich hanh vi khach hang gitip t6i wu san pham
Cdu chuyén: Startup app hoc tiéng Anh ciia Tudn

Tuan xdy dung mot app hoc tiéng Anh mién phi.
Tai nhiéu, nhung ti 1& ngudi ding quay lai cuc thap.

Tu4n gin thém hé théng phan tich hanh vi:
« nguoi dung bo ngang sau bai 3
« 70% khong hiéu cach dung flashcard
« bai tap tir vung khé hon trinh do dau vao

Dua trén dir li¢u, Tuan rat ngan bai hoc, thém video hudng dan, diéu chinh do
kho.

Két qua:
ty 1€ quay lai tang tir 18% — 47%.

Bai hoc:
Nguoi dung khong ro1 bo ban vi ho khong thich ban.
Ho r61 bo vi san pham chua phu hop. ’
Va dir liéu chinh 1a cach tim ra diém 1€ch ay.
3. Dung dit liéu dé c4 nhan hoa va tao ra doanh thu méi
Cdu chuyén: Thuwong hiéu my pham Viét va “goi y theo da”’
Mot thwong hidu my pham Viét tao form héi khach:
o loaida

. d0 tudi
o tinh trang hi¢n tai
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 théi quen cham soc
Tur dir liéu, hé thong ty dong dé xuat bd san pham phu hop.

Trude kia, khach tu chon — hay mua sai, dé that vong.
Bay gi0, ho cadm gidc dugce “tu van riéng”.

Sau 3 thang:

. tylé cl;uyén d6i tang gap doi
o tyl&doi tra giam 62%
Bai hoc:
Cé nhan hoa khong phai lam cho sang.
N6 tang doanh thu that va giam chi phi that.
4. Dung dit liéu dé ra quyét dinh nhanh thay vi theo cam tinh

Cdu chuyén: Cira hang thoi trang cua chi Hang va quyét dinh xoay truc ding
phut 89

Chi Hang ban thoi trang nit.
Co6 mot mau vay chi rat thich, dau tu nhiéu anh, nhiéu quang cdo, nhung ban
cham.

Trong khi d6, miu quan jean m&i chi tung thir 20 cai ma hét sach.

Trudc day, chi s& cd ban mau vay bang cach giam gia manh.
Nhung sau khi theo ddi report tir san TMDT, chi nhin 1d:

« luot tim kiém jeans ting
o g10 hang jeans thém lién tuc
o til¢€ chuyén doi jeans > 5%
Chi quyét dinh ngung d6 tién cho vay, don hang vao jeans.

Két qua: doanh thu thang d6 ting 35%.

Bai hoc:
Dir liéu gitip ban nhin thay su that ngay ca khi n6 trai véi cam xuc cua ban.

5. Bién dit liéu thanh tai san dé ban cau chuyén cia startup giao hang
Mot startup giao hang ndi thanh nho & TP.HCM luu dit liéu cuc ky chi tiét:
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« tuyén dudng nhanh nhét

« gid cao diém theo timg quan
o ti 18 giao tré theo tai xé

« nganh hang nio giao nhiéu

Ho phat hién cac ctra hang d6 an vat rat can dir liéu dé du doan gio bung don va
chuan bi nguyén liu.

Startup quyét dinh ban ban bao céo theo thang cho céc cira hang:

o du doan don theo gio
« khu vuc ban chay\ )
« mon dugc dat nhiéu theo thoi tict

Chi 30 ctra hang mua g6i dir liéu da du gitp startup tao mot ngudn thu hoan toan
md&i, khong phu thude vao phi giao hang.

Bai hoc:
Dt liéu khong chi gitp van hanh.
N6 c6 thé trd thanh mdt san pham.

Mo hinh Data-driven khong phai danh cho céc cong ty 16n hay startup cong
nghé.

No danh cho:

e quan ca phé nho

« shop thoi trang

o tiém banh

» freelancer

o nguoi ban hang online
o doanh nghi€p dich vu

Bét ky ai biét quan sat do ludng phan tich cai thién
d€u s€ di nhanh hon nguoi chi dya vao cam tinh.

Va trong thoi dai hién, nay, ,
dit liéu chinh 14 loi thé canh tranh manh nhat.

23. M4 hinh Pa dang héa ngudn thu (Revenue streams)

Néu mét con muwa c6 thé lam ban ngieng kiém tién, thi mé hinh kinh doanh cia
ban chwa du manh.
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Cau chuyén mé dau: Khi con bio 1i cubn di hon ntra doanh thu ctia Quang

Quang s¢ hiru mot xudng ca phé rang xay nho tai Buon Ma Thuot.

Tir ngdy mé xudng dén nam thir ba, doanh thu cia Quang dén 90% tir ban ca
phé nguyén hat cho mot chudi quéan tai Da Nang. Hop dong 6n dinh, thanh toan
dung han, sb luong déu.

Quang tin rang minh di “dung viing”.
Nhung do chi 1a 4o giac.

Niam 2020, mién Trung bio lil.
Mot tuan... r61 mot thang... chuo6i quan kia dong ctra.
Dién thoai khong reo. Tin nhan khong tra 101.

Quang bat dau lo:

« tién thué xudng

o luong nhan vién

« nguyén lidu nhap vé con day
« hang ton khong ban dugc

Anh nhan ra sai 1am 16n nhat cia minh khong phai 1a khong ban duoc hang,
ma la dat cudc doi doanh nghiép vao tay chi mot nguon thu.

Bém do, Quang thirc t6i 3 gio sang.
Anh ngoi gitra kho ca phé, mui thom ddc quanh nhung long nang triu.

Ro61 anh dat cau hoi:
“Néu khach 16n nhat ctia minh bién mét, minh con lai gi?”
Tu cau hoi ay, Quang bat dau tim duong khac:

« ban ¢ online trén Facebook

o lam combo ca phé + phin ting

« md& workshop trai nghi€ém rang tay cho khach du lich
o ban bot ca phé dong gbi cho dan van phong

« ban hat thir 50g dé 16i kéo khach méi

3 thang sau, tong doanh thu tir 4 nguon thu méi bang dung s6 tién ma trudc day
anh phu thudc vao 1 khéach hang lon.

Dén nim 2023, hé thong doanh thu ciia Quang c6 7 dong, khéng dong nao vugt
qua 40%.

Anh n61 mét cau khién t61 nhé mai:
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“Khi nguodn thu ctia em da dang, tam em viing lai. Khong con s¢ troi mua hay
gidng bao nita.”

5 Bai hoc irng dung nhanh

1. Tr mot san pham — nhiéu dang san pham: Cau chuyén vé chi Hao ban tinh
dau
Chi Hao béan tinh dau séqchanh tai Hué. ‘
Ban dau chi c6 1 san pham duy nhat: chai tinh dau 30ml.
Nhung doanh thu mai khong tang.
Mot 1an di hoi cho, khach hoi:

o (6 loai xit phong khong?

o C6 sép thom khong?

o Co6 combo qua tang khong?
Chi Hao nhén ra khach mudn san phém da dang hon.
Chi bat dau:

« lamxit phong tur tinh dau

o tao combo qua Tét

- ban b) 3 mini dé ding thir
o cung cap refill 100ml cho khach dung lau dai

Két qua:

« khach quay lai tang manh
o doanh thu gap doéi chi sau 2 thang

Bai hoc:
Mot san pham chinh c6 thé sinh ra rat nhiéu bién thé khong can doi nganh, chi
can doi “hinh thirc ti€u thu”.

2. Tir ban san pham — ban dich vu: Startup nén thom va 16p workshop

Lan bé}n nén thom handmagie tai TP.HCM.
Bén nén thoéi thi 1gi nhuén 6n nhung khong but pha.

Mot ngay, c6 ban khach hoi:
“Co t6 churc buoi tu lam nén khong? Em muon trai nghiém.”
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Lan thir t6 chure budi workshop 10 nguoi. ’
Chi trong 2 tiéng, doanh thu bang ca 1 ngay ban nén.

Co6 nhan ra:
Dich vu trai nghi€m co6 gia tri cao hon sdn pham rat nhiéu.

Lan mé thém dich vu:

« workshop sinh nhat
o workshop nhom cong ty
« workshop cho hoc sinh

G106 doanh thu chia ra:

«  45% ban nén
o 40% workshop
o 15% combo qua tang

Bai hoc:
D61 khi ban khong can san xuat thém thtr gi mdihay ban trai nghiém lién quan
dén san pham cua ban.

3. Tu khéch retail — khach si: Ti€m tréi cay sach ctia vo chc“mg anh Tam

Anh Tam :bén trai cay §ach giao tan noi tai TP.HCM.
Khach 1¢ 6n, nhung moi 1an Facebook gidm reach 1a doanh thu tut.

Vo anh dé nghi ban si cho:

« van phong

« trudng mam non

« quéan café can trai cay decor
« cac don vi to chuc sy kién

Anh Tam thu giri 20 email gidi thiéu dich vu “trai cay theo tuan”.
Két qua ¢6 3 don vi dong ¥ ky hop dong.

Chi 3 hop dong d6 da bang doanh thu ciia 40 khach 16.
Bai hoc:

Khong phai luc nao ciing can thém nhiéu‘ khach nho.
Dai khi chi can 35 khéach 16n 1a di xay nén viing chac.
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4. Tu kinh doanh offline — m¢ thém online: Ctra hang 4o dai cia c6 Thuy

Co6 Thuy may 4o dai 25 nam tai Hoi An. , ’
Ctra hang khéch du lich dong, nhung COVID dén va... im lang tuy¢t doi.

Mot nguo1 chau sinh vién bao:
“Di o1, minh ban online di. Quay video qua trinh may, dang TikTok.”

C6 Thiy thir 1am, du rat ngai may quay.

Khoéng ngd video “cd thg may 25 nam” lai viral.
Hang tram khach inbox dat 4o dai may do theo s6 do gui online.

G160 doanh thu cua co6 chia nhu sau:

o 60% online
o 40% khach du lich ghe¢ cura hang

Bai hoc: ,
Online khong thay thé offline.

N6 bd sung, tao thém dong tién ma ban khong bao gio nghi dén.

5. Ttr doanh thu chinh — doanh thu b6 trg: Quan gym ctia Ptrc va dong thu thu
dong

Duc mé mot phong gym nho tai Bién Hoa.
Doanh thu chinh la ban goéi tap thang/quy.

Nhung thang nao tré1 mua nhiéu 13 khach bo tap, doanh thu hut.
Puc bit dau da dang héa dong thu:
- ban whey protein
o ban do tap
« ban meal plan giam can
o lam video hudéng dan online va ban theo goi thang
o cho thué PT theo gio
Bét ngd thay, doanh thu phu vuot ca doanh thu tir gbi tap.
Gio thu nhap ctia phong gym rat 6n dinh, bat ké miia mua hay 18 Tét.
Bai hoc:

Doanh nghiép manh 1a doanh nghiép ma khong dong thu nao chiém quéa 50%.
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Két luan
Pa dang hoa nguén thu khong c6 nghia 1a 1am qua nhiéu thu.
No la:
o md rong tur gia tri cé‘g 161
« Kkhai thac thém nhu cau xung quanh khach hang
« xay mo hinh chong soc, chong khung hoang

« tao su On dinh dai han

Nhitng doanh nghiép vitng nhat khong phai doanh nghiép 16n nhat
ma 1a doanh nghiép khong phu thudc vao duy nhat mot dong tién.

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

92



Tap 2: 30 mod hinh kinh doanh tng dung nhanh
Phan 5: M6 hinh d6i méi & xu hwéng méi
24. M6 hinh Kinh té chia sé (Sharing economy)

Khi con nguoi nhan ra “so hitu” khong con quan trong bang “dwoc su dung
dung luc”, mé hinh kinh té chia se da thay doi ca cudc chor.

Cau chuyén m¢ dau: Khi mot nguoi nong dan hoc dugce cach “khong can s¢ hitu
d¢ tao ra loi nhuan”

T6i gap chu Lam, mot nong dan & Lam Pong, vao nam 2021 trong mot budi hoi
thdo nho vé ndng nghiép cong nghé.
Khi chia sé, chtl n61 mot cau khién ca hdi truong yén lang:

“May moc nong nghi€p dat qua... nhung khong c6 nd thi minh chiang lam noi.
T61 ting vay ngan hang chi d€ mua cai may ma dung ding vai lan/ndm.”

Cht Lam ke: ,
Nam 2019, cha mua chiéc may cay 420 triéu. Dung ding 14 ngay trong ca nam.
Con lai 351 ngay, may nam phu bat.

Mot ngudi ban goi y:
“Sao chu khong cho cac ho khac thué?”

Cha Lam cuo1 buon:
“Ai1 thué? Véi lai thué roi 16 hu thi sao, chi 6m n¢ nira.”

Nhung mua vu sau, ¢6 ba h¢ trong xa xin thué may theo ngay.
Cht Lam danh liéu thur, 1ap mét nhom Zalo, dua gia thué hop 1y.

Bét ngo thay:

« 2 tuin ddu da c6 6 ho dang ky

« du dé tra 13i ngan hang thang d6

« sau 4 thang, du tién bao tri thiét bi

« sau 8 thang, chi khong con bi ap luc tra ng nhu trude

Pén nim 2022, ca huyén bat dau lan mo hinh “chia sé may néng nghiép” giita
cac ho.

Chu Lam tr¢ thanh nguoi két ndi, lép han mot nhém gén 400 ho, cho thué 7 loai
may nong nghié¢p khéac nhau ctia nhi€u chu may.

Cht cuoi, anh mat sang hon ca ltc ké chuyén:
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“T61 nhan ra: dé kiém tién, khong nhat thiét phai s¢ hiru nhiéu.
Quan trong 1a tai san duoc su dung lién tuc.”

D6 chinh 1a tinh than ctia Sharing Economy.
5 Bai hgc ing dung nhanh
1. Chia sé tai san nhan rdi: Cau chuyén cta Tudn va cin phong tréng

Tuan song mot minh trong cdn nha 3 tang & Da Néng.
Tang 3 bo trong, bui phu day.
Ban bé n6i Tuén nén cho thué, nhung cau ngai thu tuc va s phién.

Mot hom, mot doi vo chdng tré nhin tin xin thué phong vai ngay khi di cong tac.
Tuan thir dang phong 1én Airbnb véi gia 350k/dém.

Trong 1 thang, phong dugc thu¢ 19 ngay. ‘
Chi v6i mot khong gian nhan roi, Tuan cé thém gan 7 tricu.

Tuan bat dau trang tri lai, tu quay video hudng dan check-in.
Khach cang nhiéu, thu nhap cang 6n dinh.

Bai hoc:
Tai san ban khong dungdu la phong trong, xe du, kho chiradéu co thé tao ra
dong tién méi, mién 1a ban biét két ndi nhu cau cta ngudi khac.

2. Chia s¢ k¥ nang, khong chi tai san: Cau chuyén cia Huong c¢6 tho lam banh
Huong lam banh kem tai nh;‘t 0 Binh Thaqh.

Moi thang lam vai chuc chiéc, doanh thu 6n nhung khong du nudi uéc mo mé
tiém.

Huong dé y mot ;Iiéu: .
Nhiéu nguoi mudn fw lam banh nhung khong biét bat dau tur dau.

Huong m¢ 16p “chia s¢ dung cu + chia sé bép + chia sé cong thirc”.
Chi thu 250.000d/ngudi1/budi.

Nhiéu hoc vién khong c6 may danh trimg, khong c6 10 ho dung ludn thiét bi caa
Huong.

Khong ngo, 16p hoc 10 ngudi mang lai thu nhap gdp déi ban banh.
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Bai hoc:
Sharing Economy khong chi 14 chia sé tai san vat chat né 1a chia sé kj ndng,
cong cu, khong gian dé tao thém gia tri.

3. Chia sé thoi gian ranh: Cau chuyén ctia mot cht xe 6m 55 tudi

Chu Tu chay xe 6m t;'uyén thng ¢ Binh Duong.
Moi ngay 78 cudc, vat va nhung thu nhép that thuong.

Khi Grab vao Viét Nam, chu lo:
“Gia roi, dién thoai thong minh con khong biét xai, sao canh tranh n61?”

Nhung con trai cha cai app, chi chu cach bat/tit nhan cude.
Chua Tu nhan ra:
« sang di chg ¢6 cudc
« trua nghi van c6 cuoc
o chiéu ranh lai nhan thém cuoc
« to1 khong chay thi tat app
“Thoi gian ranh” tro thanh tai san sinh tién.
Gio chti thu nhap gap 23 1an trude day.
Bai hoc:
Néu tai san c6 the chia s¢, thi thoi gian cang c6 gia tri hon.
Mb hinh kinh té chia sé gitip tdi uu timg gio nhan roi.
4. Két nbi thay vi s¢ hitu: M6 hinh chia sé van phong ctia mot nhom startup tré

Ba startup tr¢ thu€ chung mot van phong 60m2 ¢ Ha Noi dé tiét kiém.
Nhung cudi tuan, vin phong ludn. .. trong tron.

Mot nhém khéc tim noi t6 chitc workshop mini 23 gio.
Theé 1a ho thoa thuén:

« MQdi cubi tuan cho thué theo gio: 200k/gio
o Cho nhom freelancer thué 2 ngay/tuan
o Cho studio nho thué chup hinh 1 bu6i/tun

Chi trong 3 thang, tién cho thué tra dugc 70% chi phi mat béng, ’
giam ganh nang chi phi va gitp van phong lic nao cling day strc song.
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Bai hoc:
Kinh té chia sé khong chi 14 kiém tién né con gitip gidm chi phi, tao méi truong
hop tac va tang hiéu qua sur dung tai san.

5. Chia sé dé mo rong mang lu6i: Cau chuyén nhimg chiéc xe dap & Hoi An

Hoi An ¢6 hang tram homestay nhd.
Moi homestay chi c6 vai chiéc xe dap cho khach.
Nhung vao mua cao diém, khach luon thiéu xe.

Mot nhoém chui homestay lap hé¢ théng “chia sé xe dap” trén Zalo:

o homestay A du 5 xe thi cho homestay B muon
o khach trd xe ¢ dau cling duoc
« phi str dung chia theo ngay

Khach vui vi tién 1o1.
Chu nha vui vi khong can mua thém xe.
Thanh pho giam ap luc giao thong.

Bay gio md hinh da phat trién thanh mini “Hoi An Bike-sharing”.

Bai hoc:
Khi nhiéu don vi nho lién ket lai, gia tri cong hudng s€ 16n hon rat nhi€u so véi
viéc mo1 nguoi déu phai so hiru day du.

Tom lai

Kinh té chia sé khong chi danh cho cac 6ng 16n nhu Grab, Airbnb, TikiNOW...
N6 hoan toan phu hgp véi cd nhan, ctra hang nhd, gia dinh kinh doanh, hodc
startup Viét Nam.

Ban chét ciia Sharing Economy 1a:

st dung tai san hiéu qua hon
o giam lang phi

« tang thu nhap

o md rong mang ludi

o taora gia tr1 chung

Va quan trong nhat:
ban khong can nhi€u von dé bat dau.
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25. M6 hinh Kinh doanh bén virng / xanh

Khi lgi nhuan khong con chi den tir doanh so, ma den tw niém tin va tac dong
tich cuc lén moi truong.

Cau chuyén m¢ dau: Khi mot quan ca phé nho ¢ ba Lat lam diéu ma it ai ddm
lam

C6 Tram m& quan ca phé dau tién cua minh & ngoai 6 Pa Lat ndm 2018.
Quaén nho, chi 6 céi ban, nam gifra vuon rau cua gia dinh.
Luc khai truong, ¢6 bi ché 1a “khong gidong quan ca phé chit nao” vi dung toan
do cii:
o ly tach thu gom tir tiém d0 si
« ban ghé lam tir g6 tai ché ctia xudng mde
o Ong hut tre ty lam
« menu viét tay 1én bang go
Khéch nhin la 1am, thAm chi c6 nguoi théng thirng noi:

“Ubng ca phé chir dau phai di bao tang d6 cii!”

Nhung c6 Tram khong thay doi.
Co tin rang: Con nguoi roi sé quay vé voi nhirng thur moc ma bén.

Thang dau, quan vang dén muc c6 dinh bo cudc.
Théng thtr 2, mot travel blogger nudc ngoai ghé quan, quay mot video ngan veé
“quan ca phé zero waste nhé nhat Pa Lat”.

Video lan nhanh.

Dén thang thir 4, moi cudi tuan quan kin cho.
Khach dén khong chi dé€ uong ca phé, ma dé xem c6 Tram:

o xur ly rac hitu co thanh phan cho vuon
o lam xa phong tir ba ca phé
o hudng dan khach mang ly ca nhan
« ban nhiing ti vai tai ché do chinh c6 may
Mot hom, c¢6 doan sinh vién moi truong ghé khao sat.

Ho noéi:

“Co khong chi ban ca phé. Co dang day tui con cach sdng.”
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DPén nam 2021, quan chua tung chay bét ky quang c4o nao, nhung ludn déng
khach moi ngay. )
Nguoi ta goi ¢6 Tram 1a “c6 chu quan ca phé xanh nhat ba Lat”.

Co chi cuo1 nhe:

“C6 khong kinh doanh xanh dé noi tiéng.
Co lam vi thay dang.
Ma céi ding thi trudce sau gi cling bén.”

Va cau chuyén nho bé ay da truyén cam hing cho hang trim quan khac.
5 bai hoc rng dung nhanh

1. Chon san phém xanh ¢ gia tri thyuc té Cau chuyén cua Minh va ctra hang
Zero Waste

Minh mé cira hang “2KG” tai Ha Noi chuyén ban thi vai, chai thity tinh, ong hut
1NoX.

Ban du, Minh timg sai 1dm khi nhap vé hang loat san phdm “xanh nhung vo
dung” nhu mudng gd kiéu dang kho dung, khin boc d6 an qua dat.

Khach xem thi thich... nhung khong mua.

Minh quyét dinh lam khao sét truc tiép:
“Ban gdp kho khan gi khi dung san pham xanh?”
Cau tra 101 1ap lai: “Gia cao va bat tién.”

Minh d6i chién luoc:
« ban chai thily tinh chiju nhiét (dé dung that sy)
« thi vai gap nho, bo tai duoc
o Ong hit inox kém co rira

San pham thuc té, dé dung gay hi¢u ng t6t.
3 thang sau, ctra hang tang doanh sé gip d6i ma khong can mo rong.

Bai hoc:
Xanh khong phai 1a “dep” hay “trend”, ma phai that su gidi quyét vin dé cho
khach.
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2. Truyén tai cau chuyén va loi ich Cau chuyén cua Tiki Green va hanh trinh
thuyét phuc khach hang

Khi Tiki trién khai “Green Delivery”, phan ung cua khach kha mo nhat.
Nhiéu nguoi ty hoi: “Téi chon giao xanh thi dugc gi?”

Tiki hiéu rang san pham xanh can ké chuyén, khong chi gan nhan “than thién”.
yen, :

Ho lam video ngan vé hanh trinh mot don hang duoc dong gbi bang chat lidu tai
ché 90%.

Cho thay moi 1an khach chon “Green Delivery”, Tiki gidm dugc bao nhiu rac
nylon.

Mot khéach hang chia sé:
“Khong nghi mai cai click nho lai tao ra sy khac biét 1o6n nhu vay.”

Luot chon giaq xanh tang manh. .

Khach hang thay minh dang lam diéu co y nghia, chua khong phai chiu thém
phién phtrc.

Bai h(_)q g

San pham xanh phai di cung gid tri cam xic va cdu chuyén, thi khach hang mai

gan bo.

3. Gidm rao can gia Cau chuyén cia Thdo va combo 6ng hut inox ban chay nhat
cho Ba Chiéu

Thao ban d0 dung xanh & chg Ba Chiéu: dng hut inox, thi vai, chai thuy tinh.
Nhung hang ban cham vi khach quen do6 ré, dung mdt lan.

Thao nghi mai va nhéan ra:
Khach chua mua vi gia ca va tam ly s¢ khong quen.

Thao tao combo “Dung thir 7 ngay” gdom:
« 1 6ng hut inox
e lcorra
o 1 thidung

Gia chi 20.000d ré hon ly tra stra.

Khoéng ngd combo ban qua tét. .
Sau 1 tuan, nhiéu khach quay lai mua thém ca b day du.
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Thao noi: . ,
“Chi can khach dung thtr mdt lan, ho sé€ thay khong kho nhu ho nghi.”

Bai hoc:
Pé khach chap nhan san pham xanh, hiy 1am cho “budc dau tién” thdt dé.

4. Liang nghe phan hoi khach hang Céu chuyén cua cira hang rau hitu co Ut
Giao

Cira hang cua chi Ut ¢ Binh Thanh ban rau sach chuin VietGAP.
Nhung khach thuong phan nan:

e gladcao
« raunhanhheéo
o khong biét ngudn goc that hay khong

Chi Ut thay d6i cach 1am rat don gian:

o livestream vuon rau moi sang

« in QR code truy xuat ngudn gbc

« hudng din bao quan ting loai rau

« dé khach danh gia cong khai trén fanpage

Khach cam théy minh bach, tin tuong hon. .
Khong ngo, doanh s6 tang 60% chi trong thang dau.

Bai hoc:

San pham xanh s& khong dtng vimg néu khach con lo ngai hay giai toa ndi lo

d6 bang minh bach va su cham soc that long.

5. M6 rong khi c6 tin hiéu tich cwe Céau chuyén cia thuong hiéu xa phong B6

Céng Anh

Mot nhoém ban tré & Hué 1am xa phong thu cong tir ba ca phé, cam gao, dau dira.

Ban dau chi ban cho ban bé, vai chuc cuc mdi tuan.
Nhung khi khach dung thir, ho yéu thich:

« mui dé chiu

o lanh tinh’

« bao bi giay kraft dep
Nhom theo doi phan hoi va nhan thiy 2 diéu:

o khach thich mui cam sa
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« khach muén mua combo qua ting
Ho mé rong san pham theo ding nhu cau:
e thém mui camNSé, trém tra
« lam hop qua go tai ché
o trién khai dich vu refill cho khéach dia phuong
Nam thtr 2, nhém m¢ duoc xudng nho, tao viéc lam cho 5 nguoi.
Bai hoc: .
Kinh doanh xanh khong can mé rng qua nhanh.
Hay doi khi thi truong thuc suw chdp nhdn r61 moi tang quy mo.

+ Tong két: Piéu quan trong nhat trong kinh doanh xanh

Kinh doanh bén vimg khong phai 1a “lam mau”.
Khong phai 1a “dan nhan eco cho dé ban hang”.

N 1a mot hanh trinh dai, do1 hoi:

su kién nhan

tinh minh bach

ling nghe khach hang

va niém tin rang diéu minh lam 1a dung

Loi nhuan s& dén nhung dén theo cach bén viing va day tw hdo.
26. Mo hinh AI & cong nghé tu dong hoa

Khi méay méc khéng thay thé con nguoi, ma gidi phong con nguoi dé lam diéu
gia tri hon.

Cau chuyén m¢ dau: Startup nhé ¢ Sai Gon va cu “dai ha gia nhan sy”

Nim 2019, Huyén thanh 1ap mot startup chuyén quan 1y logistics cho céc ctra
hang online nho.
Ban dau, cong viéc gi cling do Huyén va 3 nhan vién dam nhan:

« nhap don hang tha cong

- gui email xac nhan

« bao cao ton kho bang Excel
« nhic nho ddi tac van chuyén
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Mbi ngay, ho lam viéc tir 8 gid sang dén ntra dém, nhung don hang ting nhanh,
cong viéc van tré hen.

Huyén bat dau tim hiéu Al va tu dong hoa:

« phan mém ty giri email, nhic nhé khach hang, thong béo trang thai don
 chatbot tra 161 cau hoi co ban
« h¢ thong quén 1y ton kho tu cap nhat va canh béo

Lic trién khai, nhan vién lo ling: “Liéu minh c6 bi thay thé khong?”
Khach hang thi chua quen véi chatbot: “Sao khong gap nguoi that?”

Huyén khong voi, co dung chatbot nhu trg 1y, nhan vién van quan 1y cc van dé
phuec tap, xt Iy tinh hudng ngoai I¢.

Sau 3 thang:
 thoi gian xtr ly don gidam 60%

« 15i nhap don gan nhu bang 0
« nhan vién khong con ap luc, ¢6 thoi gian cham soc khach VIP

Mot nhan vién cii timg lo lang gio noi:
“Minh khong bi mét viéc. Minh duoc 1am viéc sang tao hon, vui hon.”
5 bai hgc ing dung nhanh

1. Xéc dinh cong viéc co thé tu dong hoa Cau chuyén cta Thao & bdo cao ban
hang tu dong

Thao quan ly chu01 cuira hang my pham tai Ha No1.
Ban d4u, ca tun c6 phai ngdi gd sb liéu doanh thu, kiém tra ton kho, tong hop
bao cdo Excel cho ting ctra hang.

Mot hom, ¢o thir nghiém phan mém tu dong téng hop dit lidu tir POS va Google
Sheet. ,
Ban dau, nhan vién nghi ngai: “Co khi lai sai s6.”

Thao kiém tra timg con s6 va phat hién: phan mém nhanh hon, chinh xac hon.
Ca nhom tho phao khi cac cong viéce té nhat duoc xur ly tw dong, ho tap trung
phan tich s6 li€u dé cai thién doanh so.

Bai hoc:
Trude khi ap dung Al, hay chon nhiing cong viéc t6n thoi gian, lp di lap lai
nhung it quyét dinh quan trong.
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2. Thtr nghi€ém v61 nhom nhé Cau chuyén cua startup EdTech 6 TP.HCM

Mot startup gido duc truc tuyén mudn dung Al chdm bai ty dong.
Ho bat dau chi véi 50 hoc vién thir nghiém, so sanh két qua Al vdi gido vién
thue.

« Ban dau Al dua ra diém hoi 1éch véi gido vién,
« nhung sau 2 tudn, tinh chinh thuit toan theo phan hoi, Al gan nhu dong
bd.

Két qua: khi trién khai rong, doi ngii giao vién khong bi thay thé, ho chi tap
trung tu van hoc tap ca nhan, con Al xtr 1y chAm diém, bao cdo, thong ké.

Bai hoc:
Ludn bat dau nhd, quan sat, tinh chinh trude khi trién khai rong rai.

3. Nhan vién khong bi thay thé, ma dwogc giai phong Cau chuyén cua cong ty
logistics Ha N1

Cong ty logistics “Van Chuyen Nhanh” st dung chatbot va phan mém tu dong
thong bao khach hang vé don hang, tinh trang van chuyén.

« Nhan vién timg lam viéc 12 tiéng/ngay, ap luc cao, khach hang phan nan
nhicu.
o Sau khi AI ho trg, nhan vién chi can giai quyét cac truong hop dac biét, tu
van khach VIP.
Két qua: nhan vién hai 1ong hon, ty 18 nghi viéc giam, khach hang ciing hai 1ong
vi van nhan dugc sy cham soc ca nhan khi can.
Bai hoc:

Al hd trg, khong phai thay thé, nén truyén thong ndi bd quan trong dé giam lo
lang.

4. Thu thap dir li¢u va hoc hoi lién tuc Cau chuyén Shopee Ads

Shopee str dung Al phan tich hanh vi nguoi dung dé hién thi quang céo san
pham phu hop.

« Ho lién tuc theo doi1 dir liéu: luot click, mua hang, bo gid
o Dicu chinh thuat toan hién thi san pham tung gio

Diéu nay giup ty 1& chuyén doi ting, giam chi phi quang céo.
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Bai hoc:
Al hi€u qua khi dir 1iéu dugce thu thap va hoc lién tuc, khong phai “cai dat xong
la xong”.

5. Bat dau tir viéc nhd, mo rong dan Cau chuyén cua Huyén & chudi logistics

Huyén khong trién khai Al toan bd cong ty cung lic.
Co bat dau voi gui email, chat ho trg khach, bao cdo ton kho.
Sau khi h¢ thong 6n dinh, md1 mé rong sang:

« toi uu lich giao hang theo Al
« du doan nhu cau kho hang
+ canh bdo ton kho cho doi tac

Két qua: moi bo phan thich nghi dan, giam rui ro that bai, nhan vién yén tam,
khach hang hai long.

Bai hoc:

Al & tu dong hoa nén tang dan d) phuc tap, tranh “ct soc cong ngh¢” cho
doanh nghi¢p va nhan vién.

Tong két: Al & cong nghé tu dong hoa khong phai dé thay thé con ngudi, ma dé
nang cao gia tri

o Chon dung viéc dé tu dong hoa

« Bit du thir nghiém véi nhom nhod

« Giai phong nhan vién khoi cong viéc té nhat

o Thu thap dir li¢u, tinh chinh lién tuc

« Mo rong dan theo kha ning van hanh

Al la trg thu dic lyc khi ban két hop cong nghé v6i con nguoi, chtr khong phai
“thé ch6” con nguoi.

27. Mo hinh Smart Product / IoT
Khi d6 vt théng minh gitip doanh nghiép hiéu khdch hang hon
Cau chuyén md dau: Thiét bi thong minh cho nong dan Viét Nam

Nam 2020, chi Lan ¢ Pong Thap bat dau khoi nghiép v6i cam bién IoT giam sat
d6 am dét va nhiét do cho nong dan trong rau sach.

Ban dau, moi1 viéc khong hé suon sé:
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« Nong dan khong quen cong nghé, nhiu ngudi s¢ phai “vira tréng vira
nhin vao dién thoai”.

« Thiét bi ban dau thuong bao sai sd, pin hét nhanh, dit liéu guri vé cham.

« Chj Lan lo lang, nha du tu hoi: “Liéu mo hinh nay c6 kha thi & Viét Nam
khong?”

Thay vi bo cudc, Lan quyét dinh bat ¢au v6i nhém ndng dan nho, huéng dan
tung budc cach stir dung, giai thich loi ich: gidm nudce tudi thira, cai thién nang
suat, tiét kiém chi phi phan bon.

Sau vai thang tinh chinh:

« Cam bién hoat dong 6n dinh hon, pin lau hon
« Dt li€u chinh xac, hién thi truc quan trén app
o NoOng dan bat dau tin tudng, chia s¢ vo1 hang xo6m

Cubi cung, mo hinh Smart Product khong chi ban thiét bi, ma con tao ra dir liéu
quy gia, gitip Lan dua ra goi tu van nong nghi€p thong minh, tang doanh thu va
md& rong thi trrong ra céc tinh lan can.

5 bai hoc rng dung nhanh
1. Chon san pham c6 thé théng minh héa Cau chuyén may loc khong khi thong
minh
Minh khéi nghiép tai Ha Noi voi1 may loc khong khi thong minh.
e Anh lép cam bién dp bui rpin, do 4m, nhiét d6 vao may. ’
« Ban dau khach lo lang thiét bi phurc tap, nhung Minh demo truc tiép, cho

thdy may tu diéu chinh toc d6 theo chat lugng khong khi, khach thay tién
va tin tudng.

Bai hoc:
Chi chon san pham c6 gia trj gia ting 16 rang khi thong minh hoa, khong lam
cong nghé tr¢ thanh “tro choi hu 40”.

2. Bit dau voi nhom khach nhé Cau chuyén thiét bi IoT cho nha hang

Mot startup cung cép cam bién nhiét d6 t lanh, camera theo ddi vé sinh nha bép
bat dau vé1 5 nha hang thtr nghiém & TP.HCM.

« Ban dau nhiéu thiét bi bao 13i, dit liéu chua chuan
o Nhom k¥ su 1ap tirc chinh firmware, cai tién phan mém, huéng dan nhan
vién cach doc thong tin
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Sau 2 thang, dit liéu chinh x4c, nha hang giam lang phi thuc pham 15%, ting do
an toan ve€ sinh.

Bai hoc:

Nhom khach nho gitp thu nghiém, stra 16i, va tao cau chuyén thanh cong ban
dau trude khi mé rong.

3. Hudng dan khach hang va nhan vién Cau chuyén nong dan Dong Thap

Nhu trong vi du Lan, huéng dan timg budc 1a chia khoa.

« Lan to chiic workshop, demo cam bién

« Soan video huong dan giai thich loi ich r6 rang

« Giai dap timg thic méc, nhin manh: “Pay 14 tro thi, khong phai may
giam sat ban”

Két qua: nong dén tin tudng, sir dung thiét bi dung cach, dit liéu chinh xac.

Bai hoc:
Cong nghé chi co gia tri khi nguoi dung hi€u va tin tudng.
4. Thu thap dir liéu va cai tién san pham CAau chuyén Smart Home ¢ TP.HCM
Mot startup Smart Home lép thiét bj cam bién, diéu khién dén, rém, diéu hoa.
o Ho thu thap dir li¢u thoi quen sur dung
o Phat hi¢n nhi€u gia dinh bat diéu hoa suot 8 tiéng/ngay, lang phi dién
o Tinh chinh phan mém: ty di€u chinh nhiét d dua trén su hién dién, tiét
kiém dién 20%
Bai hoc:
Smart Product 1a nguon dir li€u quy gia, gitp céi tién sdn pham, tdng gia tri cho
khéch hang.
5. M& rong timg budce, tich hop dich vu Cau chuyén [oT cho nong nghiép
Lan sau khi hoan thién cam bién, mo rong:
o Ban goi theo mua vu: tu van bon phan, du bao sau bénh
o Két hop tng dung quan ly ning suat, du bao thi truong, tu van ban san
pham

Két qua: doanh thu ting, khach trung thanh, mé hinh nhan rong ra nhiéu tinh.
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Bai hoc:
Smart Product két hop dich vu va dir 1iéu tao ra mo6 hinh bén viing va mo rong
duoc.

Tong két: Smart Product / IoT khong chi 1a thiét bi, ma 1a trai nghiém va di liéu

« Chon san pham c6 gia tri r rang khi thong minh héa

« Bit dau thir nghiém nhom nho, stra 13i lién tuc

« Huédng dan nguoi dung, gidi toa lo ngai

« Thu thap dit liéu dé cai tién va ca nhan héa trai nghiém
e Mo rong tirng budc, tich hop dich vu va dir ligu

Smart Product & IoT khong phai chi ban “thiét bi thong minh”, ma tao ra gia tri
thuc, tang trdi nghiém khach hang va m¢ ra co hoi kinh doanh mai.

28. M6 hinh Subscription cong dong / Membership
Khi khdch hang khéng chi trd tién, ma con tré thanh mot phan cia cong dong
Cau chuyén md dau: Khoi nghiép voi cong dong hoc online
Hong, mot chuyén gia marketing tai Ha Noi, mudn chia sé kinh nghiém cho cac
ban tré mai bat dau. Co quyét dinh xay dung cong dong hoc online theo dang
membership, noi nguoi tham gia trd phi hang thang dé nhén: webinar, tai li¢u
doc quyén, mentor 1-1.
Ban dau, moi thtr khong hé suén sé:

« Rét it nguoi dang ky tra phi, hau hét chi tham gia mién phi.

o Mot s0 thanh vién dang ky nhung khong tuong tac, nhém bi “lang 1€, c6

cam giac that bai.
« Hong lo lang: 1iéu md hinh subscription nay c6 thuc su phu hop vai thi

truong Viét Nam?

Thay vi tir bo, Hong ap dung chién lugc ting budc:

[S—

. Bét ddu v6i nhom nho, nhitng nguoi thuc sy quan tam, tao su gﬁn glil.

2. Tao gia tri vuot troi: webinar chuyén sau, tai liéu hiru ich, mentor theo doi
tién trinh hoc.

3. Thiét 1ap quy tic cong dong: lich trinh hoat dong, hudng dan twong téc,
tranh spam.

4. Khuyén khich tuong tac: badge thanh vién tich cuc, trao giai thuong nho,

quyén truy cap dic biét.
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Két qua: nhém nho tréd nén nang dong, cac thanh vién chia sé kién thue, gidi
thiéu ban bé. Dan dan, s6 lugng subscription tang, cong dong virng manh.

5 bai hgc ing dung nhanh
1. Bit ddu véi nhom nho, kiém soat chat lugng
Hong moi 50 ngudi dau tién tham gia membership.

« Co tryc tiép hudng dan, theo sat thao luan, tao cam giac than thudc.
« Phan héi dugc ghi nhén va ap dung ngay, tir cach dat cau hoi, noi dung
webinar dén thoi gian to chirc.

Bai hoc:
Nhom nho gitp kiém soat chat lugng va tao trai nghiém tdt, tranh “cong dong
chét yéu”.

2. Cung cap gia tri vuot troi dé gitr chan thanh vién

« MGdi thang, Hong giri tai liu doc quyén, to chirc mentor 1-1, giai dap thic
mc.

« Khach hang nhan ra gia tri thyc, khong chi la hoc online ma con c6 mang
ludi hd tro va két nbi.

Bai hoc:
Dé subscription bén vimng, gia tri cong dong phai vuot xa chi phi bo ra.

3. Thiét 1ap quy tic cong dong rd rang
« Ngin spam, yéu cau ndi dung lién quan chu dé, tao lich hoat dong dinh
ky.
o Tao khong gian an toan, noi moi ngudi thoai mai chia s¢ ma khong lo bi

chi trich.

Vi du: trong Base.vn Academy, cac nhom hoc vién déu c6 quy tac cu thé vé noi
dung va cach tuong tac.

Bai hoc: ,
Cong dong chi song lau khi van hoa dugc duy tri.

4. Khen thuéng thanh vién tich cuc

. Héng tao badge cho thanh vién tich cuc, quyén truy cap webinar dac biét,
mentor 1-1.
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o Thém tinh ndng “thanh vién thang”, chia s¢ cdu chuyén thanh céng, tao
dong lyc tham gia tich cuc.

Bai hoc: ‘ »
Dong luc cong dong la chia khoa d€ gitr chan khach hang dai han.

5. M rong timg bude, duy tri tiéu chuan

« Khi nhom 50 nguoi van hanh tron tru, Hong mé rong tang thém 50100
thanh vién, nhung van duy tri quy chuan, mentor hd tro, va chét lugng noi
dung.

« Thanh vién méi duoc hudng dan ky, dam bao trai nghiém dong déu.

Bai hoc:
Membership khong phai ctr tang s6 luong 14 thanh cong, ma phai giit chét lugng
va van héa khi mé rong.

Tong két: Subscription cong déng / Membership

« Bit d¢au nho, cham soc thanh vién k§

« Tao gié tri vuot trdi, khién ho thay “dang dong tién”
o Xay dung van héa va quy tic cong dong

« Khen thudng sy tham gia, khuyén khich chia sé

« Mo rong tig bude, giit chuan muc

Két luan:

Subscription cong dong khong chi 1a mot ngudn thu dinh ky, ma con 1a cau ndi
giita thuong hiéu va khach hang, gitip doanh nghiép gan két, thu thap phan hoi
va xay dung gié tri 1au dai.

29, M6 hinh Kinh doanh linh hoat Pivot nhanh
Khi thay déi 1a séng con, linh hoat 1a chién lwoc
Cau chuyén mo dau: Startup nong san giita mua dich

Minh, mét nha sang 1ap startup nong san sach tai TP.HCM, bat dau voi mo hinh
glao rau tan nha theo tuan. Ban dau, moi thir suén sé: c¢6 vai nhom khach quen,
giao hang 6n dinh, phan hdi tich cyc.

Roi mua dich ap dén. Giao thong tic nghén, khach hang han ché ra ngoai, nhiéu
nong trai b1 anh hudng.

o Minh nhan ra mé hinh hién tai khong con van hanh hi€u qud, doanh thu
giam manh.
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« Anh dimg trudc hai lya chon: c¢b ging bam theo mo hinh cii hoidc pivot —
chuyén hudng linh hoat.

Sau mot tudn phan tich dit liéu, Minh quyét dinh:

1. Chuyen sang mo hinh giao combo rau + thyc pham ché bién san, phuc vu
nhu cau khach hang khong mudn néu.

2. Hop tac vdi cac ctra hang tién loi, mo thém diém giao nhan, giam ap luc
logistics.

3. Tang cudng kénh online, trién khai dat hang qua app va mang x4 hoi.

Két qua: doanh thu phyc hdi nhanh, khach hang hai 1ong, mé hinh méi trd nén
bén viing hon. Bai hoc rd rang: linh hoat va pivot nhanh 1a chia khéa song con
trong moi truong bién dong.

5 bai hgc ing dung nhanh
1. Theo doi dir liéu lién tuc

« Minh ghi nhdn sb lugng don, phan hoi khach, thoi gian giao hang that bai,
nhu cau san pham thay doi.

o Vi du: cac startup F&B nhu The Coffee House hay Phic Long cling lién
tuc theo ddi ban hang online trong mua dich dé diéu chinh menu va kénh
giao hang.

Bai hoc:
Dit liéu 14 co s dé quyét dinh pivot dang hudng, tranh “doan mo”.

2. Bit dau voi thir nghiém nho

o Minh thtr nghi€ém md hinh combo chi v41 100 khach than quen, theo sat
phan hoi va diéu chinh san pham, goéi hang.
o Neéu thanh cong méi mé rong toan bo thi truong.

Bai hoc:
Pivot khong can dai quy mé ngay tir dau, thir nghiém nho giup giam rui ro.

3. T6i wu hoa md hinh hién tai trudce khi pivot hoan toan

« Minh gitt mot phan mé hinh giao rau cii cho khéach trung thanh, dong thoi
trién khai mé hinh combo.

« Vi du: cac chudi ban 1é nhu Bach Hoa Xanh cling thir nghiém cac goi
combo va dich vu méi trong khi van duy tri cira hang truyén thong.
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Bai hoc:
Pivot thong minh 1a can bang gitra cai cli va cai méi, khong bo roi khach quen.

4. Giao tiép minh bach véi khach hang

« Minh thong bao 10 rang: “Chung t61 dang thu nghiém goi combo dé phuc
vu ban tot hon trong mua dich.” ’
o Khach hang danh gia cao tinh minh bach, tdng long tin va su chap nhén.

Bai hoc:
Linh hoat khong dong nghia v&i hdn loan; giao tiép dung cach giup khach hang
hiéu va dong hanh.

5. San sang diéu chinh lién tuc

« Sau mot thang, Minh nhén thdy khach wa thich combo c¢6 rau + thyc pham
ché blen san, nhung muén giao nhanh hon.
« Anh diéu chinh logistics, ting tan suit giao, t6i wu quy trinh dong goi.

Bai hoc:
Pivot khong phai 12 budc duy nhat, ma 1a qué trinh lién tuc thich ing, khong
ngung cai tién.

Tong két: M6 hinh kinh doanh linh hoat — Pivot nhanh

Theo dai dit liéu lién tuc dé nhan biét thay doi.
Thir nghiém nho trude khi trién khai rong.
Cén bang gitta m6 hinh cii va mé hinh méi.
Giao tiép minh bach v6i khach hang.

Piéu chinh lién tuc dé thich tmg thi truong.

el ol ol

Trong mo1 truong kinh doanh day bién dong, kha nang pivot nhanh, linh hoat
va hoc hoi lién tuc quyét dinh su ton tai va phat trién bén vimng cua doanh
nghiép. Glong nhu Minh va nhiéu startup khac, nhimg ai biét ling nghe thi
trudng va sin sang thay doi s& 1a nhiing ngudi din dau.
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Loi két

Khi ban doc xonglcuén sach nay, t61 mubn ban nhé rﬁng: khong phai nhé hét 30
mo hinh, ma 1a biét cach lya chon va dp dung mo hinh phu hgp véi doanh
nghiép minh.

Mbi mé hinh 1a mot cong thire thir nghiém. Khéng mo hinh nao hoan hao,
nhung néu ban biét cach thir nhanh, theo doi két qua va dicu chinh, ban sé rut
ngan con duong thir sai, gidm chi phi va tang co hdi thanh cong.

T6i van nhé cau chuyén cua Tiki: khi méi ra mét, ho thir nghiém mo hinh giao
hang nhanh va thanh toan truc tuyén timg budc, lién tuc diéu chinh duya trén
phan héi khach hang. Nho vy, ho khong chi ton tai, ma con mé rong manh mé
chi trong vai ndm. Day 13 minh ching rang mot mé hinh ding, trién khai nhanh
va linh hoat, c6 thé tao ra khac biét 1én.

Hay chon mot mo6 hinh, thtr 4p dung ngay, va tir tor mé rong. Khi d6, doanh
nghi¢p cua ban khong chi ton tai, ma con van hanh linh hoat, thich ing nhanh
v6i thi truong va tang trudng bén virng.
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