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LOI GIOI THIEU

(cho ban ti€ng Viét)
Nguyén Hoang Phwong

Chuyén gia Truwdng — T chwre Gido duc Pao tao PTI

Tham dinh va hiéu dinh sich chwa bao gio 1a viéc dé dang, va cang khé
khan hon véi nhitng cudn mang tinh chuyén mon hep nhw cuén Dinh gid
thong minh, chinh phuc ngwoi ditng. Song t6i (ngwoi hiéu dinh) va hy vong
la cdc ddc gia chi ma't d6 vai trang dau da c6 th€ lam quen v&i tinh thian cha
cudn sach nhw viéc chay ré-da xe. Cac tinh hudng dwore trinh bay v&i nhiéu
dan chirng hitu ich, k&t cdu chwong muc hop 1y, khién nhing ngwoi tiép
cin cudn sach nay c6 cdm gidac hirng thd, mong mudn tim hi€u, suy nghi
lai: Viéc dinh gid mot san pham nén dwgc thwe hién trwdc khi san pham ra
doi hay sau khi da hoan thién va déng g6i?

Theo t6i dwore biét, trinh ty dinh gia 1a mét quy trinh g6m cac budrc:
Phén tich thi trerong — Xac dinh muc tiéu Marketing — Phan tich nhu ciu
Khéch hang — Phén tich gid cta d6i tht — Udec tinh gia thanh — Lya chon
mo hinh gid — Xac dinh chién lwgc gid toan di€n... B4y lubn 1a bai hoc co
ban ctia ba't ky doanh nghiép nao. Tuy nhién, nhém tac gia da dwa ra mot
céi nhin toan dién hon, nhiéu chd vwot ra khdi pham vi marketing, qua do
gidp ban doc ¢6 thém thong tin tham khao vé nhirng m6 hinh dinh gia mai,

nhu: dinh gid thué bao, dinh gi4 “mién phi”’, thim chi dinh gid “15”...



DPuwong nhién, ai ciing hi€u “Khong cé bira trra mién phi” song ¥ nghia
ma cudn sdch gii gdm & day 1a: Céc k¥ thuat va md hinh dijnh gia s& phan
ndo gitp ching ta nim bat nhitng k§ thuit d& tao dung mdt cong dong
khach hang trung thanh, ting thém loi ich cho ngwoi dung, va cudi cung la
gia tang loi nhudn cho cong ty, tor d6 day cau chuyén vé Cach tinh gia 1én
cao hon Mirc gid.

Ngay ldc nay day, cdc doanh nghiép ti nhd t&i 1on, cd trong nwde 1an
qudc t& déu dang roi vao mot tinh hudng ma ching ta chwa ting trdi qua,
hodc n€u c¢6 thi chiing ciing da khac di nhiéu do dong chay thoi gian. Viéc
Alpha Books Iya chon mua ban quyén va chuyén ngtr b6 sach vé Pinh gia,
trong d6 ¢6 cudn Pinh gid thong minh, chinh phuc ngwoi ding cho thdy sy
nhay bén v&i thoi cude va kha ning ndm bit nhu ciu clia doc gid. Khiing
hoang budc ching ta d6i mit voi cau hdi: Vuc ddy, tdi cau tric va phat
tri€n sau khiing hoang Sars Covid-2 thé nao? Mot phan goi ¥ cho cau hoéi
trén c6 theé dwoee tim thay trong cudn sach hiru ich nay.

Ching ta budc phai manh mé dwong dau vai thi thach, vi suy cho cling
sy tredng thanh ludn di kém véi nhieng Ian veegt khé thanh cong.

Chic ban tim dwoe nhiéu hiru ich tr cudn sach ma ban dang cdm trén

tay.



MOT CUON SACH GOI DAU GIUGNG CHO GIGI SANG
TAO

Pham Vii Tung

Cuu CMO Piaggio Viét Nam.

CMO Creative Nature Group.

Thanh vién ban c6’ vin CLB Marketing va Truyén thong Viét Nam
VMCC.

Piaggio Viét Nam dwoc thanh 14p tr ndm 1995, va sau 10 ndm nd lyc
cta chung téi, t&i nam 2005, nhirng chi€c xe Vespa nhip khau tw Italy da
tré thanh mot bi€u twong thoi trang va dwgc ddng dao gidi tré chd’p nhan.

Nam 2007, Piaggio quyét dinh xay dgng nha may tai Viét Nam d€ san
xud't Vespa cung nhirng chi€c xe Piaggio khac d€ phuc vu thi treong ndi
dia. Vao thoi di€m do6, ta't ca ching t6i déu ban khoan sé€ chon chiéc xe nao
voi thong s& ki thudt ra sao d€ san xué't tai Viét Nam, khong biét khach
hang c¢6 chdp nhan chi€c xe m&i hay khong, hay gia ca chi€c xe c¢6 phu
hop v&i thi trrong khong.

Sau rat nhiéu tranh cai, ching td6i quy€t dinh tri€n khai mdt dy an
nghién ctru thi treong tdng quét & ca phia Bic va phia Nam. Dy 4n nay chi
ra ring diéu quan trong khong phai 13 chiing t6i mudn gidi thiéu chiéc xe
nao ma la khach hang mu6n chié€c xe nao va kha nang chi tra cia ho ra sao.
Nghién ctru thj trrong cling cho thd’y ngwoi tiéu ding mudén mdt chiéc xe
Vespa ¢6 yén thap hon chi€c xe nhap khau, ddng co €ém hon, it tOn xang

hon, va dic biét chi€c xe phai ¢6 chan chdng canh, b&i chi€c xe nhap khau



chi c¢6 chan chong gitra va n€u mudn c6 chan chéng canh, ban phai tra
thém tién. Chdng t6i ting dy dinh ban chiéc xe Vespa san xudt tai Viét
Nam v&i gid khoang hon 60 triéu d6ng nhwng nhwng nghién ctru thi trrong
chi ra nguwoi tiéu dung s&n sang tra ttr 68-74 triéu cho mdt chiéc Vespa noi
dia. N&u an dinh gid ban & khoang hon 60 triéu dong, ching t6i da khong
the t6i da hda loi nhuin cia cong ty so voi khd nang chi tra caa khach
hang.

Két qua la ching tdi tung ra thi treong mét chi€c Vespa voi yén thap
hon phién ban nhap khau, chan chdng canh ti€u chuan voi gia khdi di€m twe
66 triéu dong. Do chwra the thay th& ngay dong cor, chiing toi da bt tay vao
nghién ctru thé” hé dong co méi chi voi 3 van, ém hon, it tdn xdng hon.
Diéu nay da mang lai thing loi ruc ro cho Piaggio trong nim dau tién sin
xud't tai Viét Nam, tong cong da cé toi 72 ngan chiéc Vespa dwore san xud't
va ban ra trong ndm dé. Ching t6i da khong phai ban khodn vEé viéc li€u
khach hang ¢6 cha’p nhan san pham hay gia thanh cta n6 khong.

Tw xwa d€n nay, ndi dé€n phat tri€én san pham mdi, c6 mot thdng 1€ 1a
cac d6i ngii nghién ctru phat tri€n san pham thwong miét mai theo sat san
pham tr cong doan y twdng dén khi hoan thién, trong khi d6 doi ngi tai
chinh va kinh doanh gin nhw ditng ngoai cudc. DPiéu nay din tdi viéc san
pham mai tach biét hoan toan v&i nhu ciu va kha nang chi tra cia khach
hang, vi th& cong ty ciing khong the tdi da héa lgii nhuan mot cach hop ly.
Thong qua viéc tri€n khai 10 nghin dy an tw van cho nhitng cong ty t khédi
nghiép dén céac cong ty Fortune 500, Madhavan Ramanujam, chuyén gia
huyeén thoai vé ki&€m tién tir d6i m&i da dic k&t 9 quy tic kiém tién trong
cudn sach Pinh gid thong minh, chinh phuc ngwoi duing ma ban dang céan
trén tay. MOt cudn sach khong th€ thi€u véi nhirng nha hoach dinh va phat

tri€n san pham mai.



Mot cubén sach twdng nhw chi néi vé gid nhung lai cé rat nhiéu phan
néi vé san pham, sy doi m&i va sang tao san pham, twdng nhw nodi rat
nhiéu vé san pham nhwng thyc ra lai n6i vé sy that ngam hi€u ctia khach
hang, nhirng mong mudn tham kin ctia khach hang va viéc théa man cac
nhu cau thi€t thyc ctia khach hang. D6 cling 1a sy thye chat gidip san pham,
throng hiéu c6 co hdi the hién sy xui't séc clia ho nham ddp tng nhu ciu
cta khach hang. Nhung tat ca déu phai dwoc bao géi mot cach khéo 1éo
trong mot mirc gid horp 1y ma khach hang s&n sang chi tra.

Cudn sach nay ctuing n6i vé sy phan khuc khach hang tiém nang nhung
l1a phan khic theo kha nang chi trd - mdt khdi niém hét sirc thuc €. N6
d6ng thoi cling dé€ cdp dén nhiéu van dé vé van héa cong ty, vé kha nang
sdng tao, V€ quan tri va cic quy trinh.

Ngoai ra, cudn sach ciing cung cadp céac bién phép cu th€ gilip cac to
chirc tim hi€u va phat hién chinh x4c nhu cAu va sy sin sang chi trd cda
khach hang thong qua phong van va nghién ctru thi treong, cdc phwong
phdp nghién ctru thi treong cu the€ cung ti€u chi danh gid. Kem voi d6 l1a
viéc phan khic thi treong sao cho hgp 1y xuédt phat tir nhu cau ctia khach
hang va thién chi chi trd cia ho d6i v&i san pham dich vu chir khong phai 1a
cac phan khtc thi treong thdong thweong nhw dwa theo quy md, nhan khau
hoc mirc thu nhép, v.v... Biéu quan trong 1a viéc phan khic thj treong phai
dwoc thye hién ngay trong giai doan ddu tién cha viéc nghién ctru va phat
tri€n san pham mai.

Mot diém ra't hay ctia cudn sach d6 1a & cudi mdi chweong déu c6 muc
Céc cau hoi CEO cén dat ra, gidp ngwoi quan 1y cia doanh nghiép ¢6 duoc
cdi nhin tong th€ vé cac van dé€ néu ra cling nhirng viéc can phai ghi nho to
chirc va thuie hién — nhirng viéc déu hét sirc htru dung trong diéu kién thyc

t& & Viét Nam.



Moét cudn sach gan giii voi thue té€ thi treong Viét Nam va htru dung
khong chi v&i d6i ngli nghién clru, phat trién san pham ma con ca v&i cac
chuyén gia tai chinh, ca v&i cac cong ty/hang cung ca’p dich vu va dac biét
htru dung v&i cac CEO trong viéc quan tri san pham, gia ca va quan ly cong

tac phuc vu khach hang.



LOI NOI DAU

Gia dinh t6i dwoc cho 13 ¢6 “gen” d6i méi sang tao. Ong nodi toi 1a the
dién va thor may lanh ngh€, dong thoi 1a ngeoi da phat minh ra mét loai
chudng bao chdy m&i. B toi 1a nha vat 1y ky cwu tai Trung tdm Nghién ciru
va Phat trién Bell Laboratories (Bell Labs) rong lon thuéc Murray Hill,
New Jersey. Anh cua ong hién van dwgec treo trang trong & cira trung tim.

Lén 1én tai Bell Labs, ngay bé tdi van thuong thic méc khong hicu sao
cac nha khoa hoc — nhirng nguoi hin 12 thong thai nha't — lai [am viéc & mot
noi khong khic gi ham nguyc t61 tdm nhw vdy. Vi sao ho lai khong giau co
va quyén lwc? Di nhién, ¢6 th€ tién bac va thanh cong khdong phai muc ti€u
ma ho nhim d&n, hodc ciling c6 th€ ding 13 “thing trong cudc dua, thua
trong cudc doi”.

Tuy nhi€n, hay nhin nhan van @€ theo mo{t cach khéc: Tai sao khong
phai moi y twrdng d6i m&i sang tao déu trd thanh cac san pham thanh cong?
Tai sao lai ¢6 qua nhi€u y twdng tha't bai dé€n vay?

Cudn sach nay sé gidi dap nhitng thic méic trén.

Ching ta hay cliing phan tich phwong thirc ma hdu hét cac cong ty st
dung d& bién y twdng thanh san pham va dich vu. Ho bit dau v&i viéc phan
tich hang loat chi phi: chi phi van hanh, chi phi nguyén vt liéu dau vao,
may moc, cac yéu cau vé ky thuit, co’ s& ha fang... Sau do, ho 18y doanh
thu wde tinh trie di cac khoan chi phi nay va thé€1a ra lgii nhuan ky vong. Ca

cOng ty da dit cwoc dya trén cor so do.



Tuy nhién, cau hoi dit ra la: SO liéu doanh thu dé t dau ra vay? Hoan
toan khong c6 sy suy xét ky leong vé cdc dw li€u dau vao chi ti€t. N6i tom
lai, & ddy khong c6 gi ngoai nhirng phdng doan — mot sy ba't d6i xing 1on
vé d6 chinh xdc. Tham chi, ho that 1iéu linh khi cho ring hai y&u t& doanh
thu va chi phi & diy cé vai trdo quan trong ngang nhau trong viéc xac dinh
tinh kha thi ca y twedng.

Nhung moi chuyén con t6i t€ hon thé”. Ngoai troe mét s6” it treong hop,
dai da s6 cac cong ty déu khong xac dinh r6 dau la nhirng dac di€m san
pham quan trong d6i v&i khach hang va dau la nhitng ddc di€m chi quan
trong d&i v&i nha phat minh. Ho khong biét liéu khach hang mudén san
pham chi ¢c6 mdt tinh nang duy nha't hay thich c6 nhi€u tinh nang de lya
chon. Ho khong bi€t liéu khach hang c6 mudn trd ti€én khong, tra tién tron
g61 hay ddt mua dai han.

Nhuw thé that khong cdng bang véi nha ddi méi. Poi ngli ddi m&i phai
dwore bi€t li€éu ho ¢6 tdn cdng vo ich khi viii dau vao mot y twedng chealng di
dén dau ca hay khong. Ho can phai bi€t khi nao thi viéc thay doi hinh anh
tric quan c6 the lam gia ting ddng k& stirc hap din cta sdn pham. Nhung
diéu d6 lai doi hoi nhirng ki€n thirc ma cac cong ty khong s hitru.

D&1 voi cac CEO, ban diéu hanh, Gidm d6c Nghién cru va Phat trién
san pham (R&D), cuén sach nay sé gilp cac vi vach ra k& hoach gianh lai
quyén kiem soat. Pay 1a mot k& hoach da qua ki€m nghié€m thyc t&, dya
trén nhirng hang muc cong viéc ma hang tw van Simon-Kucher & Partners
da va dang thyc hién cho hang trdm cong ty, trong d6 c6 ca cong ty cua toi.
D6 1a mot k& hoach ranh mach, ré rang, nhwng khong don gian. Phédn 1on
trong s& d6 di ngwoe lai voi nhirng kién thirc thong thwong. S€ khong ¢

nhirng loi kéu goi day khi thé ki€u “hay di chuyén that nhanh va tao ra sy



dot pha”, ma l1a nhirng 101 canh bdo ki€u nhw “Hay nhin ky trwedc sau roi
hing nhay.”

C6 the diéu nay xud't phat tir thién kién cd nhan, nhung t6i cho rang
cudn sach nay la bic thu tinh giri dé€n cac nha d6i m&i — yéu “cho roi cho
vot” thi vAn 12 yéu. Nhitng nha khoa hoc & Bell Labs — v&i nhitng cdnh ctra
ddn day cédc birc tranh Far Side!, nhitng nguwrdi nhin xa trong rong ngay dém
miét mai 1am viéc, nhitng thanh vién cta cic ddi R&D & khip noi trén the
gioi — déu mong muén cung mdt diéu. Ho mudn y twdng ciia minh thanh
hinh, thay vi bi chon vui va lang quén trén mdt gia dwng tai liéu &m bui nao
do.

I Far Side: Tén loat tranh vé ciia hoa st Gary Larson voi ndi dung hai
hwoc dwa trén hién thwe xd hoi. (ND)

Con @61 v&i cac nha lanh dao doanh nghiép gidng nhw t6i, diy la mét
ban tuyén ngdn. Pay 12 cudn sdch duy nha't ma toi biét c6 the dm bao rang
nhirng y twdng madi tuyét voi s€ tré thanh hién thye, hodc ¢6 the dwa ra loi
giai thich minh bach ring tai sao ngay ltic nay day, chiing ta dang lang phi
hang ti do6-la. C6 mdt di€u trdi khody, tuy cudn sach dwoc dat tén Pinh gid
thong minh, chinh phuc nguoi ding, nhwng né khéng hoan toan tip trung
vao chuyén tién bac. Thay vao d6, hai tdc gid mudn gi gdm rang cudn
sach s€ gitp ban di to “hy vong” sang “hi€u biét”, giip ban gianh I8y
quyeén ki€m sodt twong lai cua chinh cong ty minh.

Eddie Hartman

Dong sang lap kiém Giam d6’c Sin pham cua cong ty LegalZoom
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Chuong 1
Céc nha sdng tao d3 13ng phi hang ty dé-la nhu thé
nao?

Chuyén vé hai dong xe hoi

Ching ta hay bit dau v&i ciu chuyén vé hai dong 6 t6 mdi do hai nha
san xud't noi ti€ng gidi thiéu ra thj treong. Mot dong git hai dwoc thanh
cong ruc ro’, mot dong gap tha't bai tham hai.

Dong xe thit nhat ma chiing ta nhic d&n 132 mot san pham cda Porsche,
mot cong ty kha nhd trong nganh san xua't 6 to toan cau tri gia hang nghin ti
do-la;! Porsche noi ti€ng vori dong xe the thao 911 ¢6 the chay v&i van tdc
gan 200 dam/gio.

Vao dau nhirng ndm 1990, Porsche tudt doc trong khing hodng tai
chinh — n&u khong phai v&i van td'c 200 dam/gio thi cling twong d6i nhanh.
Doanh s& hang nim chi bing mot phan ba so v&i thap nién 1980. Céc quy
trinh sdn xuadt cia ho khong hiéu qua va cé nhi€u sai s6t. CEO mdi,
Wendelin Wiedeking, khi d6 chi 41 tudi, 1a ngwoi tré nha't trong thé hé cac
lanh dao m&i clia nganh san xudt 6 t6 tai Pic, da quyét dinh 4p dung cac
ky thudt sdn xudt va cai ti€n cha't lwong ki€u Nhat Ban. Nho' vdy ma chi
phi gidam xudng, doanh s6 tang 1€n, va cong ty nay da tranh dwgc tham hoa.

Sau khi mua Porsche mot thoi gian, vi CEO méi bi€t cong ty nay can
phai ¢ mdt sy thay doi triét d€ — mot diéu gi d6 khac biét hodc mdi mé.
Nhw moi cdng ty khic, ho can d6i mdoi — né€u khong ho s€ mat tat ca. Ho

can mot dong xe maoi.



Vao ntra sau thap nién 1990, Porsche bét dau 1én k& hoach thiét k& mot
loai xe thoat khoi thi treong xe th€ thao, linh vyc trong tim dong thoi 1a
nguon goc thanh cong sudt 50 nam. Porsche quy€t dinh thi€t k& mdt dong
xe the thao da dung — con goi l1a xe SUV - loai xe gia dinh khong dung d¢
dua td'c d0 ma danh cho nhirng 6ng bd’, ba me yéu hoat dong th€ thao cling
con cdi, d€ ho ¢6 co hoi ng6i sau tay lai va hdi twdng vé thoi tré da qua
ctia minh.

Porsche dat tén cho dong xe ma&i la Cayenne.

Mot chi€c SUV mang thwong hiéu Porsche w? Nghe khong 1ot tai chut
nao. Porsche vdn ddng nghia v&i tdc dd va siec manh, v&i tinh thdn mao
hi€m va cdng nghé dot pha; Porsche khong the'1a dong xe gia dinh dung d¢
ch@ thye pham va 1 nhéc t&i cac tran dau ngay thir Bay dwoc. Ma Porsche
thi biét gi vé SUV ch? Ho chwa ting thi€t k& mot chi€c SUV nao ca.

Nhwng Porsche da c¢6 s chuan bi ky lwong. Cu thé'1a, ho da thi€t k& va
xay dyng mot san pham mdi trong tam gid — dong xe Cayenne.

Dbdi voi da s& moi ngwoi, khi nghe dén tr “gid ca”, ho nghi ngay dén
mot con s6 cu the. P6 1a diem gid. Khi dung thuat ngte gid, ching t6i muén
n6i d&n mot diéu mang tinh nén tang hon. Ching t6i mudn tim hi€u vEé gia
tri cdm nhan cda sdng ki€n ddi mdi d6 doi v&i khach hang. Khich hang sén
sang chi bao nhiéu cho gia tri d6? Nhu cdu mua la nhw thé nao? Nhin tw
goc d6 nay, gid ca vua 1a da'u hiéu cho thdy gia tri ma khach hang dé cao,
vira 12 thwde do cho tha’y ho sdn sang chi trd bao nhiéu d€ c6 dworc gia tri
do.

Porsche da nhan thirc rd ta't cd nhirng diéu nay khi ho quyét tam ché’
tao chiéc Cayenne. Poi ngii 1anh dao cAp cao hiéu ring ho dang c6 mot y
twdng tdo bao, thadm chi 1a mang tinh cach mang. Ho ciing bié€t dong xe nay

ra't ¢ th€ s€ 1a mot rui ro 1on. Porsche yéu cau doi ngid san pham phai tim



hi€u that ky Iwong d€ xac dinh xem khach hang mong muén gi & mot chiéc
SUV ctia Porsche va quan trong hon, ho sin sang chi trd bao nhiéu d€ cé
dwoe nd. Thong di€p cua Porsche ra't rd rang: Néu khach hang khong mudn
chi trd & mirc gid c¢6 th€ bao dam thanh céng cho ho, Porsche s€ loai bo y
tedng vE chiéc Cayenne ngay.

Mot thoi gian dai treedre khi chiéc xe mAu d4u tién lin banh khoi trung
tam Engineering Group & Weissach, ddi ngli san pham da thyc hién mot
loat cudc khio sét trén quy md 1én véi cac khach hang tiém ning nham
danh gia thi hi€u cda thi trwong danh cho dong SUV ctia Porsche va xdc
dinh khodng gia c6 th€ chd’p nhan duoc. Ho rat vui mung khi thd’y khéach
hang hao hirng v&i y twdng nay. Céc phan tich cho thd’y khich hang s&n
sang chi trd nhi€u tién cho dong SUV cua Porsche hon dong xe twong tw
cua cac nha san xud't khac. Vay la ho c6 trién vong thanh cong.

DPiéu nay c6 nghia la Porsche c6 the’ dau tw san xua't dong xe SUV.

Nhwng chinh xéc thi ho nén san xua't cdi gi? Porsche khong mudn li€u
linh tao ra mot chi€c xe vai thiét k& qua mirc reom ra. Moi tinh ndng phai
dwoc ki€m chirng vai khach hang.

Nhém khdch hang muc tiéu mudn va s&n sang trd tién cho mot chiéc xe
mang tinh th€ thao cao, nhwng cao t&i mirc nao thi chwa r6. Ho quan tim
dén ddng co manh m€ va mong mudn hiéu sud't diéu khieén clia xe gan
bang v&i xe the thao (dii rang xe SUV ¢6 kich thude 16n hon). Hop s& san
6 cAp ndi tiéng clia dong xe th€ thao Porsche khong nidm trong danh sich
cac diac di€m dwoe wa thich & dong xe mdi, vdy nén Porsche da loai bo nd.
Nhwng khdch hang mong mu6n céc ky sw clia Porsche bd sung chd d€ co'c
voi kich thwde 1om, ma Porsche lai chwa ¢6 kinh nghiém véi chi ti€t nay.

Ct nhu vy, doi san pham Tan lwgt loai bd nhirng ddc di€m ma khach hang



khong @& cao — di1 rang céc k¥ sw rat thich chiing — va thay th& bang nhitng
ddc di€m ma khach hang sin sang bd tién ra mua.

Nude di xua't sdc ciia Porsche ndm & viéc ho nghi dé€n van d¢€ khai thac
loi nhudn tir trede khi trién khai phdt triéh san pham, sau d6 mdi bét tay
vao thi€t k& mot chi€c xe s& hiru nhirng gia tri va ddc di€ém ma khach hang
mong mudn nhi't, xoay quanh mwrc gid hop ly. K&t qua 1a, ho da dat duoc
sir nhA't quén toan dién trong t& chitc: Porsche biét chic ho cé trong tay mot
y teong san pham thanh cong va ty tin dau tw vao do.

Dan dan, chi€c Cayenne da gitp Porsche dat dwgc mirc loi nhuén cao
nha't trén mdi dAu xe ban ra trong toan nganh. Mwdi nim sau khi ra mét thi
treong dong xe nay vao nam 2003, Porsche dat duwgc doanh s& ban khodng
100.000 chiéc Cayenne mdi nim, tdng gan 5 T4n so v&i két qua thu dworc
trong nam déau tién. Hién tai, loi nhudn thu dwgc tr dong xe Cayenne
chi&€m khoang mdt nira tong lori nhudn ctia Porsche, trong khi dong xe 911
130 lang chi chi€m mdt phian ba tong lori nhuédn thu vé.2 Khdng nhirng th€,
Cayenne coOn gitp Porsche giam bdt ndi ng' ch'ong chdt va gia tang lwong
tién du trur.

Xét theo moi quy chuan, chi€c Cayenne da lam nén thanh cdng ryc ro.

Tai sao Porsche lai thanh cong? Nguyén nhan khong nim & loi the k§
thuat, di rang Cayenne van hanh rat t6t. Va cling khong c6 sy dot pha vé
cOng nghé nao gildp Porsche c6 th€ san xua't dong xe SUV hiéu qua hon hay
khién nguoi tiéu dung thich thd hon. Porsche thanh cong nho thiét k& san
pham trong tam gia. Pay la diéu ma cac cong ty thong thai thwong lam.

Bay gio’, ching ta hay chuyén sang ciu chuyén vé dong xe th hai. D6
la san pham cta Fiat Chrysler, mdt cong ty ¢6 doanh s6 lon gap 6 Tan

Porsche. Nim 2009, dai gia san xua't 6 to ndy quyét dinh bt tay vio nghién



ctru d€ tung ra thi trerong mot sdn pham mdi: mét hinh &nh md&i cho dong
Dodge Dart kinh dién h'6i thap nién 1970.

Chiéc Dodge Dart m&i 1a mot sy bd sung thi€t yéu vao phéan khic thj
treong then chot d6i voi Fiat Chrysler: xe binh dan c¢& vira [xe compact].
Fiat Chrysler c¢an chi€c Dart d€ ciing cd vi thé canh tranh & thi treong nay,
von la thj treong ma ho da va't va hoat déong sudt nhiéu nam. Cir trong 6
chi€c xe dwgc ban ra tai My thi ¢6 1 chi€c compact. Theo loi giai thich cia
Sergio Marchionne, CEO cua Fiat Chrysler, trong mdt cudc phong van trén
chrong trinh truyén hinh 60 Minutes phat song vao thang 3 nam 2012, moi
nha sn xud't xe I&n déu phai thanh céng & thi treong xe compact. Ong cho
bi€t, nha san xud't nao khoéng th€ thanh céng & thi treong nay déu 1am vao
canh “khon don” .3

Trong cong ty, Marchionne khdng néi bong gié vé tam quan trong cua
chiéc Dart. Ong th?ing thin cho nhan vién biét nhitng gi dang phu thudc vao
dong xe m&i nay. Trong moét chuyén thim nha mdy cua coéng ty &
Belvidere, Illinois nam 2012, 6ng néi: “Twong lai ctia ching ta phuy thudc
vao két qua cong viéc & diy.” Loi ndi di d6i voi viée 1am, 6ng cam két dau
trr hang trim triéu dd-la nham bie¢h mot miu xe rat thanh cong coa Fiat
(Alfa Romeo Giulietta) thanh xe Dode Dart.

“V&i dong khéc thi téi khdng chic, nhung riéng dong nay thi toi khong
bao gio nhan dinh sai,” Marchionne ndi.

Ca hai dong xe m&i déu dong vai tro quan trong doi véi twong lai cia
hai cong ty. Tuy nhién, cach phat tri€n dong Dart ctia Fiat Chrysler lai khac
hin Porsche. Thay vi bit d4u bang cich nghién ctru that ky khach hang,
Fiat Chrysler lai nghién ctru san pham.

Nhu ndi dung dwoe truyén tai trong doan quang cdo dai 90 gidy,* quy

trinh phat trién san pham cia Fiat Chrysler la thi€t k&', ch€ tao, tw duy lai,



thi€t k&, ch€ tao, tw duy lai — cho dén khi ddi ngii ky thuat, theo quan di€m
riéng ctia nhém nay, k&t luan ring chiéc xe da sin sang ra mét cong ching.
Thyc ra, doan quang cdo trén con ty hao tuyén b6 cong ty nay da “duoi
theamg cO cac chuyén gia tai chinh” ra khdi quy trinh phat tri€n san pham.
Tién bac khong phdi 1a vadn dé. Cong ty sé ch& tao hét sdn pham mau nay
ti san pham mau khdc cho dén khi tim ra dworc sdn pham hoan hdo. Ban
lanh dao s€ chi can thi¢p vao viéc thi€t k& chi€c Dart. Poan quang cdo
truyén t&i mot thong diép rang chigc xe nay sé dwoc ché tao hudng dén su
hoan hao.

“Hoan hao” theo dinh nghia cia Fiat Chrysler, chit khéng phéi khach
hang.

Sau d6 ho dat ra mirc gid va Dodge mang murc gid d6 dén tredc mit
khach hang d€ chao moi.

K&t qud that thdm hai. Trong nim ra méit 2012, dong Dart ban dwoc
khoang 25.000 chiéc® — chi bing mot phan tw so v&i s& lidu du dodn cia
cdac chuyén gia phan tich thi treong, va do thanh tich dang that vong nay
ma trang MarketWatch ctia Dow Jones binh chon Dart 1a phi vu san pham
mai tha't bai 1on thir hai trong ndm. Vi tri thir nha't danh cho phdn mém ban
d'6 @4y 10i trén iPhone cta Apple.

K& tir d6 t&i nay, Dart van chwa the thu hit dworc phan 16n ngwoi dung
mua xe compact vuot qua hai thwong hiéu thong linh thi treong nay la
Corolla cia Toyota va Civic ctia Honda, hay k&€ ca la Cruze cua Chevrolet
va Focus cta Ford. Tdi cudi ndm 2014, tinh hinh doanh s& suy gidm t&i ndi
cdng ty nay budc phai dé ra chinh sich sa thai nhian céng tam thoi & nha
mdy tai Belvidere. Nyc cwdi & chd, chinh nhitng cong nhin bj sa thdi nay
m&i cdch d6 hai nim con dwoc tan tai nghe Marchionne tuyén bd rang Dart

la chi€c xe duy nhat ma cong ty ho khong the tha't bai. Trong 9 thang dau



nim 2015, doanh s& ctia Dart chi bing mdt phan bay so v&i tdng doanh s&
ctia hai dong xe d4n dau phan khic nay.°

Fiat Chrysler tirng n6i khong thé€ nhan dinh sai Tdm vé Dart, nhung thyc
t€" thi ngworc lai.

Ly do khién Porsche thanh cong v&i Cayenne va ly do khién Fiat
Chrysler that bai v&i Dart cling chinh 1a 1y do quyét dinh thanh céng hay
tha't bai clia cac y twedng doi mdi san pham & rdt nhi€u cong ty trong rat
nhi€u linh vygc sudt 30 ndm qua: Porsche dat nhu cau, gia tri, kha nang chi
trd va dinh mirc gid ca lam kim chi nam din dwong trong qud trinh phat
trién chi€c Cayenne; Fiat Chrysler lai dat ching vao vi tri thir yéu.

Thuec ra, cu chuyén nay khdng tip trung vio nhirng chiéc xe, ma nham
nhdn manh hai 161 tw duy khéic biét dvgc van dung trong qua trinh xay
dyng ching. B'6ng thoi nd cho thd’y 1y do vi sao 167 tw duy mang dén thanh
cdng s€ m& ra con dwong phat trien réng 1én cho cong ty, trong khi 167 tw
duy khéc lai mang dén that bai, dong nghia v&i nhitng dot sa thai nhan
cong hang loat.

Porsche thié€t k& dong xe m&i xoay quanh yéu td" gid cd — khach hang
dé cao diéu gi va mudn mua cai gi; Fiat Chrysler thi khong.

CAu chuyén nay ciing dan t&i chi @€ chinh ciia cudn sach: Céc cong ty
khi gi¢i thiéu san pham m&i ra thi treong c6 th€ lam gi d€ tdn dung céc
phwong an khai thac lgi nhuén te y twdng d6i méi sang tao, gia ting co’ hoi
thanh cong cho sdn pham m&i va mang lai nhirng k&€t qua khéng twdng. Di
nhién, xdc sudt d6i m&i khdng thanh cong ldc nao ciing & ngwdng cao.
Nhung khi doc cudn sich, ban s& thdy ring viéc tdp trung vao khai thic loi
nhuén tw d6i m&i sang tao cé th€ gidp gia tang dang k€ co’ hoi thanh cong

vé mat tai chinh nhw thé nao.



That dang ti€c, xét & moi linh vic nganh nghé, s6” lwong sdn pham moi
di theo vét xe d6 ctia Dart ap dao hon cac san pham c6 co’ hdi tdn huwong vi
ngot thanh c6ng nhw Cayenne. Chiing ta van thwong xuyén phai chirng kién
canh nay. Nhwng cong ty nao cling ¢6 co’ hdi tao ra nhitng san pham nhw
Cayenne va gidm bét i ro cia nhitng chiéc Dart. Mau chdt van dé ndm &
chd phai danh nhiéu thoi gian can trong xdc dinh thj treomng cho sdn phdm
m&i trede khi bét tay vao xay dung san pham, va bdo ddm ring thi truong
sin sang trd tién mua san pham d6 trwde khi thiee hién hanh trinh dai gian
kho, bién y twedng d6i mdi thanh san pham hién hiru.

Tai sao phén 1on cac san pham méi déu tha't bai?

MOdi ndm trdi qua, ngdy cang cé thém nhiéu ngwdi thd'y minh roi vao
tinh huéng ctia Porsche. Thanh cong dwoc dinh nghia bang viéc dwa sin
phdm md&i ra thi tredng, mé rong pham vi tiép can cho cong ty. O’ khép noi
trén thé gidi, td'c do thay dGi ngay cang gia ting manh mé. P&i v&i nhiéu
nguwoi trong chiing ta, d6i md&i sang tao khong con la van dé lién quan dén
viéc sdp x&p thit ty wu tién hay dau tw; né da trd thanh mot van dé c6 y
nghia song con.

Thé& nhung ty 1€ tha't bai ddi v&i cdc hoat dong ddi mdi sdng tao van &
murc cao d€n kinh ngac. Géan ba phén tw san pham hodc dich vu m&i khong
dat dwore muc tiéu vé doanh thu va lgri nhudn. Nhiéu san pham trong s¢ do
tha't bai hoan toan, mdt s6 thadm chi con kéo ca cong ty sup do.

Moi chuyén khong nha't thiét phai dién ra theo hwdng nhwr vay.

b6 ciling 1a thdng di€p ctia cudn sach nay. Sudt 30 ndm qua, ching t6i
da gidip do nhiéu cong ty xay dwng chi€n lwgre d6i m&i sang tao thanh cong
— trong d6 ¢6 cd man ra mét chiéc Cayenne clia Porsche vira k& trén. Trong
quéang thoi gian nay, ching tdi da phat hién ra nhitng mo hinh that bai hiy

hoai ra't nhiéu sang ki€n d6i m&i. Quan trong hon, ching tdi da kién tao



dwoe — va tham dinh thong qua thyc t€ — mdt khung tham chi€u gidp céc
cdng ty ¢6 ddong lwc d6i mdi, toe nhirng cdng ty khéi nghiép con non tré cho
dén cac thwong hi€u toan cau, gitp cac cong ty dat dweorc hodc veot xa muc
ti€éu ma ho da de ra.

San pham md&i tha't bai vi nhi€u nguyén nhan. Nhwng c6i ngu'on cia ta't
ca nhirng sai TJAm — thir ma doanh nhén ti phd Elon Musk goi la cac “nguyén
tic dau tién” — ndm & viéc cic cong ty dd khong biét dit thién chi chi tra
cta khach hang ddi v&i san pham mdi vao vi tri trong tim trong qua trinh
thi€t k& san pham. Hau hét déu tri hodn viéc dwa ra cic quyét dinh vé
marketing va dinh gia cho t&i khiu cudi cling, khi ho da phat tri€én xong san
phadm m&i. Ho thyc hién cad mdt cudc hanh trinh dai ding dic va t6n kém
d& phat trién san phdm v&i hy vong sé& ki€m duwoce tién bing y twdng doi
m&i cia minh, ma khong hé biét trén thwc t&€ minh c6 thanh cong hay
khong.

Gia cd khong don thuan chi 1a mot con s& ma la dau hiéu cho thdy
khach hang mudn gi — va ho s&n sang chi trd bao nhiéu cho san pham. N6 la
nhan t& quan trong nhat trong viéc xac dinh xem liéu mot san pham cé
mang lai lgyi nhuan hay khong, &y thé€’ ma né lai chi 1a mét y€u td sau clung,
mot st cAn nhic vao phiit cudi, sau khi san pham da dwoc phat trién. N6
khong dwoc coi trong dé€n mirc cac cdng ty thwong xuyén goi cho toi r'oi
nd6i: “Ching t6i vira phat tri€n mot san pham — va bay gio chiing t6i ¢an cac
anh gidp xdc dinh gid ca cho n6.”

Tém lai, cac cong ty nay thyc hién qua trinh phat trién san pham nhw
sau: Ho thi€t k&, sau d6 san xud't, quang ba, réi méi dinh gia cho san pham.
biéu ma ching t6i s€ dé xudt voi ban trong cudn sach nay la hay dao
nguwoce lai qud trinh d6: Quang ba va dinh gia, sau d6 thiét k&', r'oi méi san

xua't san pham. N6i cach khac, hay thi€t k& san pham xoay quanh gia ca.



Hay thit nghi vé dé an kinh doanh gan diy nha't cho mot san pham ma&i
ma ban hodc dong nghiép viét. Ban tinh ra mic gid cho san phdm bang
cach nao? Ban c6 so sanh san pham dang dé xud't v&i nhirtng san pham khac
trén thi trerong khong, hay ban c6 thye sy hdi khach hang xem ho mudn chi
trd bao nhiéu khong? Ban c6 dodn truede duwoc ring diéu gi sé xay ra néu
ban nang gia lén 207. (ché’ing han) — tirc 1a sw thay doi vé gid c6 tac dong ra
sao d&€n nhu cau, va kéo theo do6 1a s& lwgng san pham céan san xua't khong?

Ne€u cling gidng nhwr hang nghin cong ty ma ching t61 da va dang lam
viéc cung trong nhi€u nadm qua, c6 1€ ban chwa bi€t. Ta't ca cac cong ty do
déu cam doan ring ho dd soan ra mot dé 4n kinh doanh chit ché cho y
twdng san pham mdi d€ trinh 1én ban lanh dao cap cao. Nhwng ky thuc, chi
c6 khoang 5% trong s6” d6 dé cép tdi thién chi chi tra cia khach hang cho
san pham. Piéu nay cé nghia la cac con s& wdc tinh vé doanh thu caa ho
cuing 14m ciing chi 12 mdt sy phdng dodn ma thoi. That 1a ngac nhién phai
khong? D¢ an kinh doanh da mang lai cho ho mdt mirc d6 tw tin khdong nén
c6. N6 dan ho t¢i con dwong di dén that bai.

Céc nha ddi m&i san phadm thanh cong nha't ma ching tdi biét déu bit
d4u bang cdch xdc dinh xem khach hang d¢é cao diéu gi va ho sin sang chi
trd bao nhiéu, sau d6 m&i bét tay vao thiét k& san pham dya trén co s&
nhirng kién thirc d6, dong thoi vach ra mot chi€n lwoc khai thac loi nhuén
16 rang. P6 1a diéu ma LinkedIn di 1am trwde khi ra mét dich vu Talent
Solutions cho cac nha tuyén dung — va hién nay, mang dich vu &y déng gép
mot ngu'on doanh thu va lgii nhuan dang k€ cho mang xa hoi nay. 6 cling
la diéu ma Porsche da lam v&i Cayenne, con Fiat Chrysler da khong lam
v&i Dart. D6 12 diéu ma mot hiang dwoc pham toan cAu da va hién van dang
lam v&i cdc ¥ twedng sdn pham méi k€ toe dau thién nién ky madi t¢i nay, va

chinh nho’ vy ma cong ty nay co stc tang trrdng ngoan muc trong sud't 20



ndm qua. b6 cling 1a diéu ma nha san xudt pha 1€ Swarovski da lam khi
phat tri€n sdn pham m&i cho nguwoi tiéu dung va cho cdc cong ty st dung
pha 1€ ctia hang trong quy trinh san xua't, dé¢ roi qua dé dat dwoc nhirng
thanh cong 1én vé mat tai chinh. La diéu ma Drager, nha sdn xué't cac thiét
bi do khi gas, da lam trong qua trinh thiét k& mot san pham mdi gidp bao
vé tho’ mo va cong nhén lam viéc dwdi long dat khdi nhirng vu tai nan ro ri
khi gas — mot sdn pham mang lai doanh thu cao gap 250% so v&i ky vong
ban d4u. La diéu ma mdt hang cung cAp phan mém nhw mot dich vu véi
tham nién 6 ndm hoat ddng tén la Optimizely da lam khi phat trién mot
phan mém gilp cac doanh nghi€p cai ti€n cac tién ich cua trang web d€ ban
hang — va phan mém nay hién dang duvgc hang nghin khach hang tin dung.
Va d6 ciing la diéu ma Uber da lam d€ khudy dao toan b linh vuc van tai
cdng cOng, day gia tri dinh gid cong ty nay da tang vot 1én murc 60 ti do-la
vao thoi di€m cu6i ndm 2015. Ching tdi sé€ chia sé voi ban ky hon vEé cach
ma LinkedIn, Porsche, Swarovski, Driager, Optimizely, Uber va mot hang
dwore pham ¢6 tinh than sang tao da lam d€ khai thac lgii nhuén twe viée thiét
k& va phat tri€n san pham xung quanh yéu td gia ca trong Chwong 13.

Pay 1a md hinh ma cdc nha d6i m&i san pham thanh céng c¢6 tAm nhin
xa trong rong st dung — va trong cudn sach nay, ching ta s€ cing nhau giai
mi cdc nguyén tdc khai thdc loi nhuén tir d6i m&i séng tao ciia ho.

Cac y twdng doi moi sang tao thanh cong ngay cang quan trong
hon bao gio’ hét

Gét hai dwoc thanh cong trong cdc nd lec d6i méi san pham 1a mot
cdng viéc von di rdt gian nan. C&¢ hai ndm mot Tan, Simon-Kucher &
Partners lai thye hién cudc khédo sat Io'n nha't thé” gidi vé tinh trang dinh gia.
Bédo cdo ndm 2014 ctia chung t6i 1a k€t qua khdo sat y ki€n cua cac vi lanh

dao dén tw 1.615 coéng ty & My, Nhat Ban, Bic va 37 qudc gia khac. Muc



dich chinh cta cudc khao sat 1a tim hi€u xem cac cong ty dang khai thac loi
nhuin nhw thé nao tw cac sdng ki€n doi mdi cta ho & nhiéu linh vye va khu
vye dia 1y khac nhau. Nhitng phat hién dang tha't vong rit ra tee cudc khao
sat nay sau dé da dwoc dang tai trén tap chi Harvard Business Review: 72%
san pham md&i dwgc gidi thiéu trong 5 ndm qua da that bai — khdng dat
dwoc cac muc ti€éu dé ra vé doanh thu va lgi nhuan, hodc that bai hoan
toan. SO liéu nay xdc dang v&i ca cac cong ty khédi nghiép 1an cdc tdp doan
1o'n & moi nganh nghé dworc chon khao sét.”

Nhiéu nghién cttu khac trong thap nién qua ciing chi ra ring xdc suit
trién khai thanh cong mot nd lyc doi méi sang tao thidm chi con thap hon
x4c sud't gianh phan thing trong trd tung d6ng xu. Cheamg han:

65% san pham m&i da tha't bai, theo Hiép hoi Phat tri€n va Quén ly San
pham. Theo cac nha nghién ctiru thuéc Pai hoc Texas & Austin, ty 1& that
bai nay khié¢n cdc cong ty My thiét hai 260 ti d6-la nim 2010.

75% cac cong ty khdi nghi€p ¢6 von dau twr mao hi€ém that bai, theo
mot nghién ctru cia Treong Kinh doanh Harvard thye hién trén 2.000 c6ng
ty trong giai doan tir nim 2004 d&n nim 2010.°

Nhtrng con s trén cho thd'y mot van d€ ra't nghi€ém trong ton tai trong
phwong thirc dua ¥ twdng mdi ra thj treomg clia cdc cdng ty. Khong ai mién
nhiém ca. Tuy ra't khé chap nhan khi phai néi ra diéu nay, nhung thuc t& 1a
canh ctra co’ hdi chi mé ra't hep cho ta't ca ching ta.

Song thanh cong trong d6i m&i sdng tao chwa bao gio’ quan trong nhw
bay gio’. Trong nghién ciru ndm 2014 cta Simon-Kucher & Partners, 83%
cac cong ty cho bié€t ho dang phai d6i mat voi dp lye giam gid ngay cang
gia tang. Hau hét trong s6” d6 déu lén k& hoach tim dé€n doi md&i sang tao d€

thoat khoi tinh thé” khé khan nay: Sdn pham madi, dich vu méi va nhitng nga



dwong méi dan 161 tdi sy ting tredng. Nhung cdc nha doi mdi lai phai doi
mat vori mot thir thach gian nan vi b6n 1y do chinh sau:

Hoat dong Nghién ctru va Phat trién truyén thong ngay cang tré nén dat
dd. Cac loai chi phi dang gia tdng nhanh chong, ngay ca khi cé ting gia
thanh san pham ciing khé b dip duorc.

Cac y twedng d6i méi sdng tao mang tinh ddt phd hién nay xuat hién
ngay cang nhiéu & cac cong ty c¢6 quy mo nhd, v&i yéu cdu vEé ngudn von
it hon, nghia 12 ho c6 th& nhanh nhay hon coéng ty ban va sin sang chap
nhan nhirng rdi ro 1on hon.

D6i mdi san pham khoéng con la ddc quyeén riéng ctia cac qudc gia
phwong Tay — bing chitng 1a ti trong trong hoat dong dau tw vio R&D toin
¢Au clia cA My va chau Au déu c¢6 xu hwéng gidm, trong khi Trung Qudc va
cdc qudc gia chau A khdc lai tich cyc day manh. Thyc &, téi ndim 2020,
Trung Qudc duge dy dodn s& vieot qua My xét vé mirc dau twe cho R&D.1°

Doi mdi sdang tao dang tang to'c. C6 mot da'u hiéu r6 rét 1la: S& lwong
cdc h'6 so ding ky biang sang ché hing nim trén toan ciu ting vot 2,5 Tan
te nam 1995 d&n nam 2013 va 2014 1a ndm dat mirc ky luc vé s& lwong
don ding ky bang sang ché tinh trén toan cau.!!

Qua 1a nhirng con s6 dang gidt minh. Nhung v&i ty 1€ 72% san pham
m&i that bai, hdly cit tam yén tAm ring néu dang gip van dé véi viée triéh
khai cdc dy dn d0i m&i san pham, ban khong phai la treong hop cd biét
dau.

Tin vui 1a: D6 m&i sdng tao thd't bai chi xuad't phat tt 4 nhém nguyén
nhan.

Cudn sach nay la sy dic két tor nhitng bai hoc ma Simon-Kucher &
Partners da hoc duorc trong su6t 30 nam qua trén hanh trinh tré thanh hang

tw van dinh gid va khai thac lgri nhuén 1én nha't véi quy md hon 900 nhan



vién tai 32 viin phong trén khip thé& gidi. Cho d&n nay, tinh tdng cong trén
toan cau, ching to6i da thyc hi€n hon 10.000 dy an cho céac tip doan da
qudc gia, cac cong ty vua, cling nhw cac cong ty khoi nghiép hoat dong &
nhi€u linh vec nganh ngh€ khac nhau. Ching t6i hi€u rd nhirng y&u td nao
hi€u qua, khéng hiéu qua, y&€u t6 nao s€ mang lai thanh cong va y&€u t& nao
s& k&t thiic bang tha't bai trong hanh trinh d6i m&i san pham.

Chung t6i da thdy nhung mo-tip 1dp di 1dp lai trong céc that bai lién
quan d&n viéc khai thac loi nhudn tir san phadm méi. Ban c6 th€ cho riang
cdac san pham that bai trén thi treong vi da thé nguyén nhan khac nhau,
nhung thue ra chiing tdi lai thA’y rang ta't cd chi ndm trong bdn nhém chinh:

S&'c didc di€m: Nh'6i nhét qua nhiéu diac di€ém vao mot san pham — doi
khi ¢6 cd nhitng ddc di€ém ma khach hang khong mong mudn — s€ tao ra
mot san pham khong hoan toan ddp ng dwoec nhu ciu cua khach hang va
thwong bj dinh gia cao.

Khiém nhwong thdi qua: La san pham d6i m&i tuy phu hop voi thi
treong nhung lai dwoe dinh gid qué thap nén kho phat huy dwgc hét tiém
nang vé doanh thu.

Vién ngoc an: Tirc moOt sdn pham cé tri€n vong thanh cong nhung
khong dwoe gidi thiéu ra thi tredng, chil y&u 1 do san pham nily ndim ngoai
linh vyc kinh doanh c&t 16i ctia cong ty.

Xac song: Tirc mdt san pham ma khach hang khong muén nhwng ba't
chdp tat cd, vin dwoc tung ra thi treong, 1y do ¢6 th€ 1a vi nd 1a ciu trd 1oi
sai cho céu hoi ding, hodc nd 1a cu trd 101 cho mot cau hdi ma khong ai dat
ra ca.

C6 18 ban s& thd phao nhe nhdm khi thdy ring nhitng thit bai trong
khai thac lgi nhuén tr sdn pham mdi chi xud't phat t b6n nhém nguyén

nhan. Hay th twdng twong chuyén gi s€ xdy ra né€u dén khi tha't bai ban



ma&i nghién ctru tim hi€u nguyén nhin va phat hién ¢6 hang chuc, thim chi
hang tram y€u to tac dong khic nhau!

Ban c¢6 the tranh dwoc that bai — nhung voi di€u kién ban phai
tudn theo cic nguyén tic khac nhau

Nho kinh nghiém da tich lily dwoc, ching t6i khong nhirng ¢6 th€ phan
tich va chah dodn nhirng tha't bai trén ma con khic phuc dwoc ching — hay
tham chi hon th€’, ching td61 con gidp cac cong ty hoan toan tranh dworc
ching. Trong cudn sach nay, chung t61 da dic k&t cidc bi quy€t trén thanh
chin nguyén tic m&i c6 th€ bio ddm thanh cong cho céc sdng kién d6i madi.
Nhirng nguyén tic nay di ngwoc lai v&i kién thitc ma hau hét cic nha 1anh
dao hoc dwgec vE phat tri€n san pham.

Tim hi€u “thién chi chi trd” cia khach hang tir sé'm trong qua trinh phat
tri€n san pham. Néu khong thyc hién khau nay to dau, ban sé khong thé
bi€t dau l1a nhirng dic di€ém san pham can wu tién phat tri€n, va ban cling s€
khong bi€t li€u san pham minh dang xay dung cé phai 1a sin pham ma
khdch hang sin sang bd tién ra mua khong cho dé&n khi san pham dworc tung
ra thj trrong.

Puwng dp dat mot gidi phdap chung cho ti't ca. D ban c6 thich diéu nay
hay khong, nhwng khdch hang clia ban mdi ngwdi mot vé, vi viy viéc phan
khac khich hang 1a vdo cung quan trong. Nhwng phwong phap phan khuc
dya trén cac thong tin nhan khau hoc — cach phan khic khach hang rat pho
bi€n & cac cong ty — hoan toan sai [am. Ban nén phan khic khach hang dwa
trén nhirng khac biét vé thién chi chi tra ctia ho cho sdn pham mai.

Dinh hinh va két hop san pham la m6t mon khoa hoc chir khong hin 1a
mot nghé thuit. Ban phai thyc hién khau nay trén tinh thén can trong va

khop ching véi nhirng phan khiic khach hang quan trong nha't.



Lwya chon md hinh dinh gid va mo6 hinh doanh thu ding, b&i cach tinh
tién thwong s€ quan trong hon s6 tién ma ban tinh.

Phat trien chi€n lwgee dinh gia. Hay vach ra mot chi€n lwge gom vai
budc hwdng vé twong lai, cho phép ban tdi da héa loi nhuan trong cd ngéin
va dai han.

Soan @€ an kinh doanh c6 st dung cac dir liéu vé thién chi chi trd cla
khach hang, d6ng thoi thiét 1ap mdi lién hé gitra gia ca, gia tri, s6 lwong va
chi phi. Néu thi€u nhirng thong tin nay, dé an kinh doanh s€ chi cho ban
bi€t nhirng gi ban mu6n nghe, ma diéu nay doéi khi khac xa so voi thuc t&
thi treong.

Truyén tai gia tri cua san pham mdt cach r6 rang va thuyét phuc; néu
khong, khach hang sé khong chi trd & mirc t6i da.

N4m rd nhitng khia canh phi 1y tri ctia khach hang, b&i dit ban ban hang
cho doanh nghiép hay ngwoi tiu ding, thi 16t cudc khdch hang ciia ban van
la nhitng con ngwoi. Cén phai tinh dén tat ca cac yéu td tam ly, trong d6
bao g6m cd cdm xiic clia ho, trong qud trinh ra cdc quyét djnh mua sam.

Duy tri sy toan ven cua chinh sach dinh gid. Hay ki€m soat that chat
ché cdc hoat dong giam gia. Néu nhu cau vé san pham m&i & duwdi ngweong
ky vong, chi nén vién dé€n phwong an gidm gid nhu mdt gidi phdp cudi
cung, sau khi da van dung moi bién phap khac.

Chiing t6i khong cé y néi rang day 1a viéc d& dang. Thay d&i thyc su
khong bao gior 12 d& dang ca. Mot s6” chwong trong cudn sach nay sé hudng
dan ban céc chién thuit gitp ning cao kha ning thanh cong. Nhung sirc
manh cta viéc st dung chin nguyén tic ma chiing t6i dé xuwdng nam & chd
mdi nguyén tic lai bd tro' cho nguyén tic tredc né. D6 1a mot khung hop
nhat, nghia la ti€ém nang thyc sy cia phwong phdp nay, y€u t6 gidp bao

dam sy khac biét thyc thu, chi c6 thé dat dwgc néu ban quyét tim theo dudi



né. D€ hd tro' thém nira cho qua trinh thay ddi nay, ching tdi ¢6 14p mot
trang web (http://www.monetizinginnovation.com) nhim cung cip thém
cho ban doc nhirng tai liéu tham khao va cac cdng cu chan doan.

Du ban la ai, ban & dau, ban cung cap san pham hay dich vu gi, thi mirc
dod rui ro doi véi san pham/dich vu méi hién van cao hon bao gio hét.
Trong nhirtng chwong ti€p theo, ching tdi s€ trinh bay nhirng ki€n gidi can
thiét nhidm gitip ban cai thién d4ng k& kha niing thanh cong cta san pham
mai — ddy 1a nhirtng k¥ thuét s€ gidp san pham md&i cta ban tranh bj roi vao
mot trong bon nhém tha't bai trong Khai thdc Lori nhuén te D61 m&i Sang

tao vi ndm gon & nhém thit nim: Thanh cong Lon.



Chuong 2
Séc dic diém, khiém nhudng thai qua, vién ngoc 3n
v3 x3c séng

Bo'm y&u t6” gy ra that bai trong khai thic loi nhuan tw doi maoi
sang tao

Nhw da dé cip & cudi chwong triedre, ching tdi da phén tich hang nghin
that bai trong khai thac lgri nhuin tir san pham va dich vu mé&i cho cédc
khach hang ctia minh sudt 30 nim qua, va nhin th&y ring ching roi vao
bdn nhém: s6c¢ diac di€m, khiém nhwong thai qud, vién ngoc an va xac
song. Tin vui 1a chi c6 bdn nhém ma thoi! Nhw vy, chiing ta c6 the dé
dang né tranh nhtrng nguyén nhan nay.

Viéc cong ty ban cé kha ning mic phdi nhém sai IAm nao phu thudc
vao van hoa cua chinh cong ty. Céc cong ty cé van hda ky thuat hodc vin
héa dinh hudng sin phadm thwdng méc phai nhém sdc dic diém. Céc cong
ty c6 viin héa thich an toan va trdnh né rdi ro 1én thwdng mic phai nhém
khiém nhwong thdi qua. Vién ngoc an thwong 1a san pham ctia nhirng cong
ty bam chat vao linh vyc kinh doanh c6t 161. Va x4ac sd6ng xua't hi€n trong
cac cdng ty ¢6 van hoa twr trén dp xudng, thong tin phan h'di va y kién phé
binh tir dwdi dwa 1€n khong dwoe danh giad cao.

Ching ta hdy bit dau v&i soc dic diém, that bai ma ba't ky ai dén tr
mot cong ty c¢6 van hoa ky thuat manh déu nhanh chéng nhéan ra.

Yéu t6 thw nhat: So'c dic diém — khi ban cho di qua nhiéu ma

nhan vé qua it



S&¢c dic diém x4y ra khi ban ¢& ging nh'di nhét qud nhiéu dic di€ém vao
mot san pham, tao thanh mot dong 16n xon, dit dd. V&i nd lyce chan thanh
mudn “phuc vu td't cd moi ngwdi”, ban ra mat mdt san pham chi vira long
dwoc mot s§ it nguwoi. K&t qua 13, gid tri clia san pham khong bang tdng s&
cac hgp phian trong d6 cdng lai. Do ¢6 qua nhiéu dac di€m — ma khong dac
di€m nao thyc sy nGi bat — cac san pham nay thwong cé chi phi san xuét
ton kém, nhiéu chi ti€t ky thuit reom ra, khé hi€u va di kem voi mirc gia
cao.

S&¢c dic diém thwong bt dau khi cong ty c6 nhitng muc tiéu khong
chic chin hodic qud tham vong. Tai Amazon, dit ra cdc muc tiéu tham vong
la mo6t phiédn trong nén vin hda c¢6t 16i cia ho. Cong ty nay cé thién hwdng
nghi 1&n, ti cdc nha kho chira san pham t&i cac trung tim dw liéu dién todn
dam may khong 1'6. Nho' nghi 1on, Amazon da git hai dwgc nhiéu phéan
thwedng 1on: Thang 2 nam 2016, gid tri von hoda thi trrong cia Amazon dat
250 ti do-la, cao hon 18% so voi Walmart, nha ban 1& 1on nha't thé gidi xét
veé doanh thu.!

Nhung dréu do khong gidp gi nhi€éu cho Amazon vao nam 2014, khi ho
dinh tung ra dong san pham riéng tdn cong vao thj treong dién thoai thong
minh. V&i Fire Phone, Amazon cuwoc rﬁng ho ¢6 th€ canh tranh v&i hai
cong ty thong linh thj treong dién thoai thong minh 1a Samsung va Apple.
Trong th&” gidi cong nghé, cic muc tiéu nay khéng quéd tham vong. Trudc
d6 Amazon da dat dugc thanh céng 1on trong linh vye dién ti tiéu ding
voi hai dong san pham sdng tao 1a may doc sach Kindle va mdy tinh bang
Kindle Fire. Amazon da c6 nhiéu nam thanh c6ng & nhiéu hang muc san
pham khac nhau nho phwong chdm ndi ti€ng cda minh la tdp trung “tw
ngoai vao trong” va l&y khach hang lam muc ti€u hang dau. Vi viy,

Amazon da bd qua thj treong dién thoai gia ré v&i bién lgi nhuédn thap va



girong budm theamg tién ra thi treong dién thoai thong minh cao cidp voi
Fire Phone, dwa vao cac ddc di€m ham chira d6i méi sang tao manh mé voi
mong mudn tao ra mot ti€ng vang 1on trén thi trrong nhw cdng cu tror 1y tw
dong Siri ctia Apple. V&i mot thi€t bi cdm tay ¢6 man hinh rong 4,7 inch,
Amazon da nh'6i nhét vao d6 32 gigabyte dung lwong lwu trix, tinh nang
Bluetooth khong day d€ két ndi Fire Phone v&i cac thié€t b khéc, cling vo
van dic di€m reom ra khéc.

Trén mot giao dién gom dua thir ddc di€m va tinh nang, noi bat nhat la
“Dynamic Perspective” — tinh ndng hi€n thi hiéu rng ba chiéu ma khong
can deo kinh 3D. D€ thyc hién dwoe ky cong nay, cac nha thiét k& cua
Amazon da 14p bdn kinh camera va cai dit cong nghé nhan dang khudn mit
c6 kha niing do 4nh mét clia ngwdi dung khi nhin vao dién thoai, tir 6 diéu
chinh hinh thirc hién thi d€ th€ hién dwoc chiéu sdu cta hinh anh. Amazon
cling dwa vao dong san pham nay mot dich vu ma ho goi 1a “Mayday
service”, theo d6 ho hira s& cung cAp dich vu hd trg' cOng nghé trong vong
chwa day 1 phit. Cong ty nay ciing nhi€t tinh quang ba cho Firefly, mdt tinh
ning mua sim cho phép ban huwdng camera clia dién thoai vio mot sin
pham, sau d6 né sé diéu hudng ban t&i Amazon.com d€ thyc hién thao tac
mua hang.

Amazon da riat nd lyc d€ tao ra bau khong khi hao hirtng va mong cho
trén thi treong nhw mdi TAn Apple ra mét iPhone. Nhung cdc nha binh luan
khong danh gid cao viéc san pham cé nhiéu dic di€m nhw vay, nhat la
Dynamic Perspective — tinh nang nay tuy c6 vé an twong khi choi mét s6
tro choi trong di€n thoai thdng minh, nhwng khong thuyc sy gidi quyét dwoc
ba't ky nhu cau thi€t thwc nao ctia khiach hang. Té hon ntra, Dynamic
Perspective can dé€n bon kinh, nén s€ rd't hao pin. Gidi phé binh t6 thai do

gay git vé tip hop céc tinh ning 16n x0n clia sdn pham m&i nay. Dwdi day



la mot loi binh ludn tiéu bi€u trén trang web chuyén vé cOng nghé
Engadget:

Nhin chung, cdc tinh nang chu chdt cua Fire Phone déu kha thud vi,
nhung to6i ¢ cdm gidc rang ching chi don thudn 13 nhitng trd cAu khich
hao nhoang ma thi€u thyc chat, nhim gitip Amazon cé co’ hdi thé€ hién sw
Xud't sic clia minh — va di nhién, ching s& #n mon tudi tho pin cta san
pham. Dynamic Perspective ¢6 th€ hiru ich trong mot s& it trrong hop (chu
y&€u la trong cdc tro choi), nhung né khéng phai 1a tinh nang ma nguoi
dung s€ quan tdm khi ho chuyén sang dung iPhone hay mot chi€c dién thoai
Android cao cap.

Fire Phone khong chi thi€u cac tinh nidng md&i hiru ich, ma con la méot
san pham khong cin xtng v&i mirc gid cao. VAy tai sao ho lai ra mat mot
loai dién thoai thong minh khong hin thuin tién, cling khong hin ré nhw
vay? Di nhién, Fire Phone khong phai 1a mot chi€c dién thoai t6i, nhwng n6
12 chiéc dién thoai dé roi vao quén lang. Biét dau ban sé& thich chiéc Fire
Phone 2, nhwng tam thoi, t6t nha't hay ci dung nhirng loai dién thoai ma
ban da bi€t.2

Amazon ra mat chiéc dién thoai nay vao thdng 7 nim 2014 v&i mite gia
199 db-la kém hop dong 2 nidm st dung dich vu vién thong cta hing
AT&T, hay 649 do-la néu khong st dung hop dong dich vu vién thong di
kém. Doanh s6 ban ban dau khdng ma’y kha thi. Va bdn thang sau dé, khi
tinh hinh kinh doanh chtrng hin, Amazon giam gia dién thoai xudng con 99
xu — ban dang doc dung day, sach khong in sai dau — kem hop dong dich
vu vién thdng 2 nim, hay 449 do-la khong kém hop dong.

Thay vi ddm chim trong 4nh hao quang nhw Apple, rit cuc gid trj clia
Amazon lai bj giam sut 170 tri€u do-la, “chu y€u la do lwong dién thoai

Fire Phone ton kho,” theo Fast Company.3



Lam sao ma sai [am nay lai xay ra & mot cong ty cd ky luat thép va rat
thanh cong nhw Amazon? Ly do la bdi, cling gidng nhw v s6 cac cong ty
quen tao ra nhung dot phd vé ky thuat khiac, Amazon da nh6i nhét qua
nhiéu chi ti€t ky thudt vao san pham cia minh. Ho say swa v&i rd't nhiéu
tinh nang cda chi€c dién thoai, trong d6 cé ca nhirng tinh nang ma khoéng
mot ai khdc ngoai chinh ho mong mudn. Amazon di roi vao cam bay cla
167 tw duy “ching t6i ¢6 the’ bo sung tinh nang nay!”

Mong mudn ché& tao mdt san pham cé kha nang giai quy€t qua nhiéu
va'n dé chinh 12 y&u td" che mit cdc nhém d6i mdi sdng tao, khién ho khong
nhin ra dwgc thyc té€ thi treong. DEr'oi sau do, ho dwa ra nhirng quyét dinh
danh doi thi€u khon ngoan trong qua trinh phat tri€n san pham, ch?ing han
nhw danh doi tudi tho pin d€’' 18y nhi€u tinh nang bd sung. Fire Phone da tro
thanh mot san pham dwoc thi€t k& qua da voi rd't nhiéu tinh nang khong
can thi€t nhwng ton kém trong san xua't, do d6 gia ting gia thanh san pham;
hon nita né con thi€u han nhing tinh ning ndi bat. Amazon van c6 th&
thanh c6ng v&i Fire Phone 2, nhwng phién ban ddu tién nay qua la mot ca
sOc dic diem.

Khi nhin vao nhirng t& chirc dé c6 kha ning tao ra cic cu sdc dic diém,
ban s& thdy rang cdc ddu hiéu canh bo thwong rat y&u (Hinh 2.1). Nhung
ching van di theo mdt mo-tip ma ban hin s& nhan ra néu da tng lam viéc
trong moQt cOng ty nhw vay.

Kha nédng cao la ban dang roii vao mot ci sdc dac di€m né€u nghe thay

nhirng phat ngdn dwdi day:



Hinh 2.1 Cdc ddu hiéu cua soéc ddc diem

“Nhwng ching ta cling ¢6 the b sung cdi nay...”

“Chung ta mudn c6 sy an toan.”

“Khach hang khong bi€t ho mudén gi dau, vi vay ching ta can phai
quy€t dinh xem nén lam nhirng gi.”

“MOt san pham la dua r'6i; thi treong cua ching ta khong phéan khic
dau.”

“Hay ché tao san pham trwdc, roi tim cach dinh vi sau.”

“Cir tung mOt san pham nao d6 ra thi treong da.”

Dau hiéu nguy hi€m dau tién 1a doi ngli R&D lién tuc néi, “Hay bo
sung thém cai nay” trong khi khong th€ 1y gidi ro rang gia tri clia san pham
m&i doi voi khach hang. Nhi€éu nam trwdc, ching toi ting lam viéc véi

mot nhom de€ xay dyng chi€n lwge dinh gid cho mdt san pham mang tinh



cach mang trong viéc ki€m dinh va gidm sat d6i voi mot dong mdy moc.
Do t0 mo, ching tdi héi ho dau I1a nhing 1y do khi€n khach hang mua san
pham nay. Céc thanh vién trong nhém bdi r6i nhin nhau r'éi td't ca moi anh
méat déu do don vé phia ngudi tredng nhém.

!?’

“San pham nay c6 7 bang sdng ch&!” ngwdi tredng nhém 1én tiehg,
nhung anh ta dd quén ma't mot diéu rang khach hang diu cé quan tim t&i
chuyén do.

Pay 1a nhan dinh thudc dang “tw trong ra ngoai”, nghia la ching phan
anh nhirng gi ma n6i bo cong ty tin 1a c¢6 gia tri & sdn pham mdi cda ho.
Nhitng nhin dinh tt trong ra ngoai nhw vy cho thdy doi ngii R&D dang
say swa voi san pham ma quén ma't khach hang. D6 c6 th€ 1a dd'u hiéu sém
nhat va dang tin ciy nhat cho biét sdn phdm ma ban sip tung ra thj treong
bi sdc dac di€ém. Khach hang s€ khdng bd tién ra mua san pham né€u nhw ho
chua tin vao 1o trinh bay cua ban vé sy htru ich ctia né d6i voi ho. Nhirng
san pham bj s6¢ dac di€m thwong khong th€ truyén tai dwgrc mot dé xua't
gid tri rd rang va c6 xu hwdng nhim d&n muc tiéu phuc vu tat ca cac khich
hang.

Khi sdn pham bj sdc ddc di€m dwoce gidi thiéu trén thj treong, phan
trng ban d4u cia khach hang khd lanh dam. Va diéu nay khién nha doi moi
cadm thay bat man. Khach hing than phién rang san pham c6 qud nhiéu dic
diém thudc dang “c6 cling t6t” nhwng lai ¢6 qua it dac di€m “nha't dinh phai
¢6”, va ho két luan riang minh khong c¢An sdn pham nay, it nhit 13 khong
can & mirc gia d6. Ma néu thich mot s6” didc di€m “c6 ciling t6t” nao dé, ho
cling khong dd kha nang mua ching. Khach hang khéng thdy gia tri nao
hap dan va mirc gid lai qud cao cho mot sdn pham khong may hap dan, b&i
s lwong dic di€m Ay da lam gia ting chi phi san xua't. D& hiéu vi sao tdc

d6 ti€p nhan san pham maoi lai chdm hon so voi ky vong cia cong ty.



Nhirng théng tin truyén miéng kém nhiét tinh va qua tho o cia khach hang
khong gitp 1am gia ting doanh s&. Sau khi Amazon ra mét Fire Phone,
khong ai néi vé tinh nidng Dynamic Perspective nhw cach ho ting néi vé
Siri cta iPhone.

Khi nhan thirc dwgre van dé s6c diac di€m, cac cong ty thuwong tim cach
ha gi4 san pham. Pay 1a c4ch don gidn nhat va nhanh nhat d& khic phuc,
hay it nhat 12 d€ bu dip cho dé xuat gid trj khong rd rang clia minh. Day
cling la diéu ma Amazon da lam v&i Fire Phone.

Khong thé€ pht nhan strc cdm db clia di€m gia thap. N6 ciing 1a phwong
4n dé thao tdc nhat khi doanh s& sdn phdm md&i & mic dwdi ngwong ky
vong, ba't k&' d6 1a san pham tiéu dung hay san pham/dich vu tinh vi ban cho
doanh nghiép. Po6i ngl kinh doanh cé th€ thay d6i gid thanh trong chop
mét. Ho ¢6 th€ diing san pham lam phan “bd sung” cho mot giao dich. Ho
cé th€ 14p bao gia mdi va the hién dwdi hinh thirc gidm gia hodc mét noi
dung di€u chinh trong cac diéu khoan va di€u kién cua hop dong.

Quy trinh tai hai nay c6 th€ tré thanh mot nd lwc gidi ciru quy mod toan
dién khi cong ty danh mat kha nang ki€m sodt gid ca hodc khong thyc thi
dwoc ba't ky bién phap khdng ché nao doi voi hoat ddong dinh gid. Trong
nhtrng tinh huéng t€ hai nha't, doi ngii tai chinh va dinh gié s€ phai doi mat
voi nhirng yéu cau gidm gid ngay cang cao hon twr phia khach hang, va gia
ca ctr thé bi cudn theo vong xody tir than, khi€n cong ty khong the€ tam
hoan hodc dwng hin da di xudng nay. © Chuong 12, ching t6i1 s€ trinh bay
nhirng chién thuét stra sai bén canh chi€n thuit giam gia d€ ung phd voi
doanh s& ban hang khong nhw mong doi ban dau. V§i vang gidm gid la
phwong 4n t€ hai nhat trong ta't ca cac phwong an.)

R6 rang, viéc thi€u ki€m soat trong qua trinh phdat trieén san pham la

nguyén nhan din dén sdc dic di€m. Cdc cOng ty cOng nghé cé khuynh



hwong mudn nh'6i nhét thém nhiéu dic di€m vao mot san pham. Chgng
han, cdc hang sdn xua't cha't ban din thwong tao ra nhiéu sin phdm bj sd'c
dic diém; khong khé d& bat gip mot ban md ta chi tiét thiét k& san pham
voi hang traim ddc di€m khac nhau.

Tuy nhién, céc t0 chitc & nhi€u linh vic nganh nghé khac nhau cling
roi vao chi€c by sdc dic di€m nay. LAy vi du nganh truyén hinh cdp &
My. Trong sudt nhiéu nam, cac nha cung cdp dich vu truyén hinh cap voi
danh muc hang trim kénh da phai vat 16n v&i mot cu sdc ddc di€m: lam sao
d€ khach hang lwa chon dwoe kénh truyén hinh trd tién phi hop nha't véi
ho trong vO van kénh trad tién khac nhau. Vi vay, hau h€t cac nha cung cap
déu tao ra mot s& giai phdp go6i, mdi goi lai cung cAp mdt nhém cdc kénh
tra tién khac nhau. Biéu nay da gidp don gian héa quyét dinh mua hang
ctia nguoi tiéu dung.

Trén thuce t&, hing ngly ta't cd ching ta déu gip phai nhitng sin pham
voi nhirng cd sdc dac di€m. Nganh dich vu tai chinh c¢é thira nhirng cd s6¢
nhuw vay — cheamg han, cac ngan hang ban 1& cung cdp céac dich vu chuyén
tién, thé tin dung, dich vu méi gidi, ngoai hdi va nhiéu san pham/dich vu
khac. Hodc ban hay thi bwd'c vao mdt cira hang ban d6 dién ti roi nho mot
nhan vién ban hang & dé giai thich cho ban nhirng diac di€m théan ky cta
mot chiéc ti-vi cao cip, sau dé ki€m tra lai xem li€u ban c¢6 th€ nho hét
dwoe nhirng dac diém d6 khong. Hodc, hdy vao mot ctra hang ban d6 gia
dung r6i nghe ho quang ba vé céac tinh ndng cia mdt chi€c mdy gidt cao
cidp. N&u ban la mdt ngwoi ti€u ding & mirc trung binh nhw nhiéu ngwoi
khéac, thi kha nang cao la ban s€ chi st dung 20% trong s6 tat ca cac dic
diém d6 ma thoi.

S& di cac san pham d6 tré’ thanh nhieng cd sdc dac diem la do thi€u sy

kiém ché tr phia d6i ngii d6i m&i sang tao. Ho khong thé€ ngung nghi ra



nhitng dic di€m mdi c¢6 vé hap din roi nhdi nhét vao sadn pham. Viéce thi€u
tinh than ky luat din dén soc dic diém, tr d6 dan dén tinh trang gidm gia
san pham tran lan, syt giam lori nhuén cta cong ty.

Ban c¢6 th€ tranh dwoc viéc tao ra nhirng cd s6c¢ dac di€m nhw vay. D€
lam dwgc diéu nay, ban phai tity bi€n san pham theo cac nhu cau khac nhau
ctia cac phan khic khach hang khac nhau dya trén nhu cau cla ting phan
khic va dya trén thién chi chi trd cda ho cho nhirng san pham gidp giai
quyé&t cac nhu cau d6. Ching t6i s€ ban chi ti€t hon vé van dé nay &
Chuong 5.

Yé&u t& thw hai: Khiém nhwong thai qua — khi doi héi qua it, ban sé
nhin vé qua it

Khong ai mu6n ha thap gia tri ¥ twdng ciia minh. Nhitng san pham roii
vao nhom khiém nhwong thdi qua 1a nhirng san pham vira khong phat huy
dwoc ddy du tiém ndng thi treong 13n tiém ning gid cd cla sdn pham. Céc
cong ty mic phai nhém sai TAm nay thwong khong khai thic dwoc triét d&
co’ hoi thi treong va dat ra mire gia twong xing, do d6 ¢6 the néi ho da ty
cuwdp di loi nhuén cia chinh minh. Pay 1a nhém san pham khong khai thac
dwoe hét ti€ém ndng lgii nhuén, kém theo dé 1a ca sy hdi ti€c vEé “nhing gi
dang 1€ c6 the xay ra.”

V&i nhém nay, tha't bai rd't ¢6 th€ an dwdi chi€c mat na thanh cong.
Chidng t6i tng lam viéc voi mot nha san xudt linh kién & Thung liing
Silicon, ho cung cap linh kié€n bén trong cho céac thi€t bj di€n t& cam tay.
Trong b&i canh canh tranh cao dd, cong ty nay da tao ra mot san pham cho
thé” hé k& ti€p; san pham nay khong phai 1a mot cai ti€n nhd, ma l1a ca mot
sir dot phd. Linh kién thudc thé hé md&i nay chwa c6 ddi thd canh tranh.

Cong ty nay dinh gid n6 & mirc 85 xu — tirc chi nhinh hon linh kién thudc



thé&” hé trede 25 xu — thong qua phwong phap dinh gia cong chi phi truyén
thong.

M6t trong nhirng khach hang 1on va thudc hang kho tinh nhat cda ho,
mot nha san xud't thi€t bj dién t tiéu dung, cho bi€t ho s€ dwa linh kién thé’
hé k& ti&p nay vao dong san phadm cao cip sip t&i ciia ho. Nha sin xuat
linh kién thé phao nhe nhdm va t6 chirc 4n mwng vi da dat dwoc muc tiéu
doanh s6 ndi b ciia minh. Ti€ng md sam-panh vang 1én. Nhung mot s&
ngudi khéc trong cong ty biét rang cudc dn ming nay hoi thai qud. Ho biét
cong ty 1€ ra da c6 th€ tinh mirc gia cao hon nhiéu cho linh kién mang tinh
dot pha kia. San pham nay trén thyc t€ 1a y&u t& mang lai sy thay doi 1on,
nhung khat vong ctia nha san xua't linh ki€n lai qua thap.

Va qua thyec, sy thi€u tham vong da gay nén phi ton sau d6, khi nha san
xua't linh kién thyc hién phan tich nghi€ém thu qua trinh phat tri€n san pham
mai, bao gom ca khia canh gid ca. Ban phan tich cho thd’y linh kién mdi da
giup khach hang Ién cua ho tinh thém 50 d6-la/san pham so v&i phién ban
san pham cil, va phan gid thanh trdi thém nay cht yéu dya vao tinh nang
ma linh kién m&i cia ho mang lai. Hi€n nhién, khi tinh gid 85 xu, nha san
xud't linh kién chi tinh mot phan rat nho trong phan gia tri trdi thém ma linh
kién d6 mang lai cho khach hang cia minh. Phan tich nghiém thu cling chi
ra rang 1& ra nha san xua't linh kién di c6 th€ tinh gid san pham 1én dé&n 5
do-la (twong dwong 10% gia tri ma linh ki€n nay mang lai cho hang san
xua't thi€t bi dién t& tiéu dung kia). K&t qua 1a, hang san xuat linh kién da
h& hénh d€ ma't mot khodn tién ra't 1om.

Hang san xuat linh kién da khong dat ra cau hoéi: “Linh kién nay s&
mang lai gia tri gi cho khach hang cta ching ta va khach hang cta ho, va
chuing ta c¢6 th€ thu vé bao nhiéu phan tram trong sd gid tri d6?” Thay vao

dé, ho lai dit cau héi: “Chi phi san xuat linh kién nay la bao nhiéu, va



ching ta nén cdng thém vao phian chi phi d6 mot khoan bién lgri nhuan t&i
thi€u la bao nhiéu?”

Vi du nay cho thady viéc hoat ddng dwa theo co’ ché “lai tw dong” — d€
moi chuyén dién ra nhw binh thwong, ¢é the khién ban tdn tha't rat nhiéu
trong qué trinh ra mit mdt sdn phdm mdi — diéu d6 c6 nghia 1a s& khdng
con ngan quy d€ tuyén dung nhin vién mdi, tai tre' cho cac hoat dong
nghién ctru m&i va hd tror cdc hoat dong phét trién marketing.

Trong khi cac san pham thudc nhom sdc dac diem cé qua nhiéu dac
di€m va dat mirc gid qud cao, thi cac san pham thuéc nhém khiém nhwong
thai qua lai duegc dinh gia hodc c6 muc ti€éu doanh s&” qua thap. Chung la
nhirng cdu tra 1o an toan, thu dong cho nhirng cau héi ding. Trong treong
hop clia nha san xua't linh ki€n néu trén, thi€t bi ctia ho da bi dinh gid qua
thap. Vi sao? Vi ban quan 1y clia cong ty van duy tri phwong phdp dinh gid
cli: cong mot mirc bién loi nhudn ¢6” dinh vao gia thanh cta san pham thudc
th& hé cii. Khong ai thic mic vé phwong phdp dinh gi4 da thanh thong 1&
nay ca. Khong ai dinh lwong gid tri cia san pham doi voi khach hang va
thién chi chi tra ctia khach hang. Van dé la ho da khong nghi Ion khi xét tw
goc do khai thac lgri nhuan.

Trong su6t nhitng nam qua, chiing t6i da chirng kién vo s& san pham
roi vao nhom khiém nhwong thai qud nay. Dudi ddy 1a mot s6” vi du tiéu
bicu:

Sau khi Playmobil ra mét bd @6 choi Tau Noah vao nim 2003, bo d'6
choi nay di chdy hang trong vong 2 thdng va bit dau dwoc rao bdn trén
eBay v&i mie gid cao hon 33% so v&i mirc gid niém yét ban ddu. N6i cach
khac, khach hang rao ban san pham nay & mirc gid cao hon mirc gid ma
Playmobil dé nghi! Playmobil da danh gid qua thap thién chi chi trd cua

khach hang d&i voi loai @6 choi nay. (Pay khéng phai 1a chiéu bai tao cam



gidc khan hi€m gid tao ma mdt s6 nha sdn xud't d6 choi van cha dich dp
dung vao thoi di€m nghi 1€.) Vay Tau Noah 1a thanh cong hay that bai gia
trang thanh cong?

Nam 2008, khi nha sdn xudt mdy tinh cd nhan gid ré Asus ti€t 10 vé
“eee PC”, mdt loai mdy tinh xdch tay mini voi mac gid 299 euro, nguoi
tiéu ding td ra ra't hdo hirc. Chi vai ngay sau khi Asus ra mat san pham nay
& DPrrc, thi€t bi gid ré nay da roi vao tinh trang khan hang. Cac nha ban 1&
cho biét nhu cau vwot qua kha niang cung cap tdi 900%. Asus khong san
xud't kip va d€ ma't dong doanh thu I&n khi ngudn hang dy trie can kiét.
Liéu Asus c6 nén dinh gid san phdm nay cao hon khong? Chic chin roi.
San pham cda ho khong phat huy dwoe hét tiém nang gia cd; né bi dinh gia
qud thadp. Asus da d€ vudt mat mot khoan loi nhuén 1on. LE ra ho nén dinh
gid sdn pham cao hon, phuc vu thij treong s&n sang chi trad & mirc gid do, va
roi ha gid (sau khi dd sdn xud't thém nhiéu don vi sdn pham) d€ nhim vao
thi treong dai tra.

Dong xe SUV hang sang Q7 ctia Audi ra méit vao quy I nim 2006 v&i
muc gid 55.000 euro. Hoa ra nhu ciu toan cdu vé san pham nay lén t&i
80.000 chiéc/nam, nhwng cdng sud't san xud't cia Audi chi dwng & nguwong
70.000 chiéc. Dt liéu trén cho thdy mirc gid t6i wu & diy nén la 58.000
euro (d01 v&i toan bo 70.000 chiéc), nhrr vy mdi ndm Audi sé ¢6 thém 210
triéu euro ciing cho 70.000 chi€c xe d6. Audi da khong khai thac deoce tiém
nang dinh gid hodc ti€ém nang vé s6” lwgng san pham khi ho 1€ ra da c6 the
gat hai dwoc nguon loi nhuén 1on hon ntra.

Nha cung cap phu ting 6 t6 cua Phdp Valeo la hang san xuat Park
Assist, mdt hé thong dwoce st dung trong cac xe cua Volkswagen va nhiéu
nha sdn xudt 6 t0 khdc. Park Assist gitp ngwoi 14l dO xe song song chi

thong qua mot thao tac nhan nit don gian. Valeo hét sirc han hoan sau khi



ban dwgc hé thong ctia minh (bao gom mot vai chi€c camera, thi€t bj cam
bi€n va phdn mém) cho Volkswagen (VW) v&i gid khodng 100 euro/hé
thong — diy 1a mrc gia dwore tinh theo phwong phap cong bién loi nhuén
vao chi phi bd ra thong thuwong. Nhung chéic chin ngwdi hoan hi hon trong
thwong vu nay phai 1a VW, vi ho dinh gid hé thong Park Assist 1én dén 670
euro khi né t&i tay ngwoi ding va ho da thanh céng! Valeo khong thuc sy
hiéu gi4 tri clia Park Assist d&i v&i khach hang, con VW thi nim ra't 1o diéu
nay. L& ra Valeo nén doi hdi mirc gia cao hon cho hé thdng ctia minh.

Khi céc cong ty cung cap dich vu vién thdng dich chuyén tir mang 3G
sang 4G, d6 1a cd mot sy dot pha vé gia tri d6i voi khach hang — gior day ho
cé th€ tai céc trang web v&i to'c d0 nhanh hon trén dién thoai di ddng hodc
nghe nhac trec tuy€n ma khong bi gidn doan bang thong nhiéu nhw truedec.
Nhurng mot s6 nha mang lai khong hoan toan khai thac dwgc hét ti€ém nang
loi nhuén cda dich vu méi nay. Mot trong s6” d6 (hang Hutchison/Three ctia
Anh) thim chi con ty hao khealng dinh nhw sau trong cic chwong trinh quang
cdo: “That t& khi tinh thém cudc cho mang 4G. Ching t6i khong 1am the””*
Thuyec ra, chinh ho m&i t€ khi khong khai thac 1gi nhuén tw viéc cai thién td'c
d6 dwong truyén nay.

Vay lam th& nao d€ phat hién ra mot sai Tam thudc nhém khiém
nhwong thai qua khi né dang dan hién httu? (Xem Hinh 2.2.) D6i ngi cua
ban c6 vé thodi mai voi viée dit ra cdc muc ti€u thadp. Ban nhén ra nhirng
bang chitng cho thiy d6i ngii clia minh thi€u tham vong va khong mudn
“dinh gid qua cao”. Khi san pham dwoc tung ra thi treong, ddi ngi kinh
doanh thwong s€ déng vai tro dwa ra dd'u hiéu canh bao.

Kha nidng cao la ban dang tao ra mot sai [am thudc nhém khi€m
nhwong thdi qua néu nghe thd’y nhitng phat ngoén dudi day:

“Chung t6i da ddp tng ti't ca cac yéu cau.”



“T6i khong mu6n dit ra mec muc tiéu cao.”

“T6i khong mudn dinh gid qua cao. T6i mu6n can trong.”

“V&i bién lgii nhu4n nay, chiing ta khdng ¢An phdi lo 1dng vé gid ca.”
“Nhuw the'1a t6t roi.”

“Chiing ta phai thim nhdp thj treong.”

“Sén pham dédp trng cidc muc tiéu vé doanh s roi.”

Hinh 2.2 Cdc dédu hiéu ciia nhém sdn pham khiém nhiwong thdi qud

So v&i cdc san pham khédc, doi ngil kinh doanh dé dang dat dwoc céc
muc tiéu doanh s& bing sin pha&m mdi nay. Cic ddi tic vé kénh ban dat
dwore mire bién lgi nhuén t61 da. Cac noi déu bao hét hang. Cac van dé veé
dinh gid it ndy sinh. N&u dai da s& cac giao dich déu thdong sudt ma khong
cé sy gia tang vé gid, thi c6 1€ ban da danh gia thadp gid tri cua san pham

mai va dinh gid né & mirc dwdi nguwong tiém nang. Hay theo déi s6” lwong



cla céac treong hop tang gid va d dai caa chu ky kinh doanh so vé&i mirc
thong thwong trong lich st kinh doanh ctia c6ng ty, nhw vy ban sé cé thém
bang chitng cu th& hon d& xdc dinh xem c6 va'n dé gi sdp phat sinh khong.

Pong lyc nao dirng sau nhirng sai Tam thudc nhom khiém nhwong thai
qua nay? Thia pham & day la 167 tw duy “vwa dd”. Trong cac tdp doan lon,
cu tric tO chirc c6 th€ s€ cing cd cho 167 tw duy “vwa da”. Viéc phan chia
lao dong can thi€t d€ quan Iy mot hé th6ng van hanh 1on thwong dong
nghia v&i viée khong ai ¢6 trach nhiém phai ng'di lai suy ngdm tha'u ddo vé
cdc dw li€u hay cac ban phan tich. Nhirng rao can gitra cic nhém lam viéc
gy trd ngai cho viéc chia sé thong tin, khi€n viéc suy ngdm thad'u ddo cang
tré nén kho khan, né€u khong mudn ndi l1a ba't kha thi. D€ duy tri dong lwc
phat tri€n, cac nha quan 1y dat wu ti€n cho viéc thyc hi€n ding quy trinh ban
giao hon 1a tim dwore clu tra 1o ddng.

Khéc v&i nhém s6¢ dic di€m, nhém khiém nhwong thdi qua thwong
kho kiém sodt hon bdi ching khong mang lai nhirng tha't bai tham hai, ma
chi han ché& gid trj thu vé. Tuy nhém nay khoéng giy hai 1'n cho mét san
pham riéng biét, nhwng ching lai ¢6 anh hwdng mang tinh hé thdng dén
toan b t0 chirc khi cac thanh vién trong d6 déu cé 167 tw duy “vwa dd” va
cO qué it tham vong.

Yé&u té thw ba: Vién ngoc an — néu khong nhin k§y, ban sé khong
thay ching

V&i mét san pham thudc nhém vién ngoc an, mot cong ty dang co trong
tay mot y twdng xua't sic, thim chi mang tinh cdch mang, nhung lai khdng
trien khai dwoe y twdng do, ciing khong dinh lwong dwoe gia tri cia san
pham d6i vé&i khach hang. Hoic ciing c6 th€ cong ty nay cho rang ho thigu
nang lwc can thiét d€ dwa mot y twdng la thwong nhw vy ra thi treong.

Vién ngoc ah ro't cude thwdng roi vao tinh trang vat vor, khdng dwoc ra méat



va ciing khong bi két liéu hoan toan. Thwong thi chiing khong tim dwoc
dwong ra thi treong, ma néu ¢6, ching cling bi ha thap gia tri, chi dwgc coi
12 s&n pha&m mién phi hoic phan bd sung cho giao dich.

Do ban cha't doc ddo cua minh, cic y twdng san pham mang tinh cach
mang dwdng nhu nim ngoai pham vi kinh doanh c&t 18i cia mdt cong ty.
Vi du ndi ti€ng nha't cho hién twong nay c6 1€ la Kodak. Tung mdt thoi 1a
t€n tuoi hang dau trong linh viec mdy anh, Kodak that tran trong cudc choi
vé mdy anh k¥ thudt s& bdi ho da dirng ngoai cudc qua lau. Biéu trd tréu
nam & chd: Nim 1974, mot ky sw tré 1am viéc trong phong thi nghiém
nghién ctru tng dung ciia Kodak tén la Steven Sasson da sang ché& ra mot
vién ngoc 4n: cong nghé ding sau céc loai mdy anh k¥ thuit so.

Kodak ding ky bang siang ch& cho cong nghé dau tién nay, va Sasson
mang san pham mau t&i gd ctra khip cdc phong ban trong cong ty. N6i cach
khac, Kodak 1€ ra da c6 th€ tr& thanh 6ng vua trén thi treong may anh ky
thuat s6 — mdt linh viee ma san pham cua né dwgc tich hop vao hang tram
triéu mdy dién thoai thong minh chir khéng chi gi¢i han & cac loai may anh
co’ ma ching ta vin quen dung. Chi ¢6 diéu, y tedng vé mot chiéc may anh
ky thuét s6 lai de doa d&€n nganh kinh doanh c¢6t 16i ciia Kodak: film chup
anh. Vi vdy ma y tedng nay tré thanh vién ngoc an qua lau.

Céac vién ngoc an da bi che 14p nhw thé nao? Trong treong hop cia
Kodak, cap trén cfia Sasson khong hao hirng voi y twdng ctia 6ng. Phai toi
nam 1995, tirc 1a 21 ndm sau phat ki€n dot pha ctia Sasson, Kodak mdi ra
mét chiéc mdy anh ky thuat s& dau tién, chiéc DC40, va mai t&i ndm 2001
ho méi suy nghi nghiém tic vé nhirng nd lyc cia minh trong Iinh vic san
xud't mdy anh ky thuat s&'.”

Do khong ¢6 chd dirng trong thé” gidi s¢ ddy mdi mé, Kodak tuyén b

phd san vao ndm 2012, roi xuat hién trd lai ndm 2013, va t&i ndm 2015 van



loay hoay khdi phuc lai hoat dong, cht y&u bang cich cAp phép st dung
cdc biang sang ch& va cong nghé ctia ho. Hién nay cic ngan hang dang sé&
htru phan Io'n cdng ty nay.

Ta't cd nhung chuyén trén 1€ ra da khong xay ra. S& phan khong dinh
doat treoc diéu gi & diy ca. Kodak da s& hiru mot vién ngoc an tir ndm
1974. Van d€ chi 1a ho khong bi€t tdn dung né ma thoi.

Di nhién, Kodak khong phai la cong ty duy nha't chén vii vién ngoc an
ctia minh. Gan day chuing t6i da gdp mot nha san xua't thi€t bi bang chuyén
dung trong kho bai; ho vira phat trién mot phdn mém gidp cai thién dang k€
dong lwu lwgng hang héa trong nha kho. Do xua't than 1a mot nha san xua't
phén cirng, nén y twedng ban phan mém kha xa la d6i v&i ho. Vi vy, cong
ty nay da loai bd phan mém mang tinh dot ph4 nay vi ho cho rang gid tri
thyc sy ndm & cic san phaAm phan citng ma ho ché tao. Ho di bd phi hang
triéu d6-la doanh thu v&i mot sdn pham — xin lwu ¥, san pham & day chi la
nhirng dong ma 1énh — ma ho c¢é th€ ban mirc gid ban cao. Nhan dinh nay
dwoc xac minh khi ching t6i trao d6i voi cadc khach hang cia nha san xué't
nay: dai da s& déu sdn sang tra tién d& mua phan mém d6 (kém vd&i san
pham phén cing).

Vay con vi du vé cac cong ty da khai thac dwoe vién ngoc an thi sao?
C6 thé thdy hai vién ngoc an tich cyc ndi bat trong linh viece bdo chi & My,
mot linh vyc hién dang d4n thu hep mdi ndm vi nguwdi tiéu ding chuyén
hwéng sang tiép nhan tin ti'c mién phi trén Internet. Nhirng vién ngoc an
nay la Autotrader.com va Cars.com, ca hai d€u cung cap dich vu rao vat
triee tuy€n gidp ngwoi tiéu dung c6 the tham gia cac hoat dong mua ban xe.

Khi Web xui't hién vao thip ni€én 1990, hdu hét cac tdéa soan bao déu
khong may chi y dén né, va ho van tiép tuc dau tw vao bdo gid'y. Nhung

mot s& tdp doan truyén thong 1on di nguoce lai xu thé” dwong thoi, ho quyét



dinh dau tw vao cac cdng ty cung cap dich vu quang cdo rao vat tryc tuyén
d€ phong khi ddc gid quay lung lai v&i bdo gidy va chuyén sang thé gidi
tryc tuy€n. AutoTrader.com dwgre tap doan truyén thong Cox Enterprises
thanh 14p vao nam 1997. © phéan sau cua cudn sach nay, chiing t6i s€ ban
vé thanh cong khi ra mit san phAm mé&i clia hang da'u gid 6 td Manheim,
mot cdng ty con ctia Cox) Cars.com ra doi ndm 1998 v&i sy hau thuin cta
5 tap doan bao chi (Gannett, McClatchy, Tribune Media, A. H. Belo va
Graham Holdings).

Vién ngoc an khong phai la van dé phd bi€n nhw cac nhom khiém
nhwong thdi qua hay s6c¢ dic di€m. Khac v&i treong hop cac hang thong
tan k€ trén, ap lwc gay ra vién ngoc an khong phai lic nao cling hién htru.
Nhung khi n6é xud't hién, cac ddi nhom lién quan thwong phai chat vat doi
pho vi ho khong th€ nhan ra va danh gid ding gia tri ndi tai ctia vién ngoc
an, hodc khéng dd nang lyc d€ dwa né ra thi treong. Vién ngoc bam bui vi
khong dworc ra mét cling khong hoan toan bi loai bd. Nhu v&i treomg hop
Kodak, ddi ngii cia cong ty nay da tré nén tw man vé md hinh kinh doanh
thanh cong ma ho dang s& htru, vi thé hoat dong ctia cong ty tréd nén dinh
tré. Cd hing 1om & dy 1a ho da khong nhin ra dwoc gia tri va stec manh dot
phd v6n c6 cta vién ngoc an.

C6 1€ trong cac dy 4n phat tri€n san pham tredc diy, ban da nhan thay
nhrng dau hiéu cia mdt vién ngoc an nao d6 dang thanh hinh. (Xem Hinh
2.3.) Khéach hang td ra hao hirng v&i y twdng san pham mai, du cé th€ ho
khong hi€u ban lam thé nao d€ cho ra doi san pham d6. Hodc d6i ngd kinh
doanh dang ting mot san pham hay b& sung mién phi dic di€ém nao dé d&
gia ting mirc hap din cho giao dich.

Kha nang cao la ban dang bd qua mot vién ngoc an néu nghe thay

nhirng phat ngdn dwdi day:



“Chung t6i khong biét phai lam gi v&i thie nay.”

“Y twdng nay khéng nim trong linh vic kinh doanh thdng thwong cia
ching ta.”

“Chung ta khong c6 quy trinh cho viéc d6.”

“Chung to1 s€ dwa cai do6 vao giao dich.”

“Tw trwde t&i gior ching ta ¢ lam viée d6 bao gior dau.”

“Piéu nay di ngwoc lai nén van héa cia ching ta.”

Hinh 2.3 Cdc dau hiéu cua vién ngoc an

Gidng nhw trr “an” trong thuat ngtr nay am chi, d6i khi nhirng y twdng
do6i moi khdong dén dwoe véi ban diéu hanh. Chiing bi chan lai & cac vi
quan 1y cap trung, do ho khong nhin ra ti€ém nang hoac s¢’ hai ching (vi
ching c6 thé gdy anh huwong khong t6t dé€n phong ban hay dy an “cung”
cta ho, hodc gy ra nhirng xung dot 1on trong c6ng ty). Mot nén van hoa
c&i m& hon ¢é th€ kéo cac y twaong nhwr thé nay khoi s6 phan chét yéu oan

uong.



Hiu qua dau d&n nhat cta viéc khong nhin nhian mot cich ding dan
vién ngoc 4n ma ban dang nim trong tay 1a chirng ki€n cdnh mot cong ty
d67i tha thanh céng trong viéc dwa ¥ twedng do ra thi treong truede ban.

Cong ty ban c6 the s& hitu nhitng vién ngoc 4h nam rai rac dau d6 néu
nhw cac ban dang trai qua mot trong sd cac tinh huéng sau day: thay doi mo
hinh kinh doanh; c6 mdt sy dot phd dién ra trong linh vuec cta ban; mot
mang kinh doanh dang tim céach tao dung sy khac biét; dich chuyén tw kinh
doanh phi tryc tuy€n sang kinh doanh tryc tuyé€n; chuyén tir ban san pham
sang ban dich vu; chuyén tr ky thuit twong ty sang ky thudt s6; hoac
chuyén t phan cirng sang phan mém.

“Trach nhiém thudc vé ai?” — diy la mot ciu hoi ra't kho tra 1o trong
treong hop ciia nhitng vién ngoc an. Ai s€ chiu trach nhiém cho méat mat
nay? Xin lwu y, chia khéa & day 1a phai nhan ra dwoc tiém néang cda vién
ngoc an. Nhwng & hiu hét céac td chirc, khong ai chiju trach nhiém nay ca.

Yéu to thw tw: Xdc song — khi khéng mét ai mué'n mua san pham
cua ban

T “x4c song” ban dau dwoc st dung trong céc tdc pham vién twdng,
chi ngudi chét hdi sinh, ching han ma ca rong va zombie. Dudi géc nhin
veé viéc khai thac lgri nhudn tir d6i mdi sang tao, mot san pham dwoce goi la
xdc sOng 12 sdn pham van toOn tai trén thi treong, nhwng nhu ciu danh cho
né gan nhw khong ton tai. Xét vé moi khia canh, san pham nay da chét
nhung né van tié€p tuc “di lai” nhe mot con zombie.

Vay xé4c song dién ra nhw thé ndo? Chiing dién ra khi sdn pham méi 1a
phwong an sai cho m6t cau hdi ding — hodc 1a clu trd loi cho mét cau hoi
ma khong may ngwoi quan tdm. Pay la sdn pham cia céc t0 chirc gap kho

khan trong viéc phén tach rach roi gitra y twdng kha thi vé mat ky thuit voi



y tedng thyc t& vé mit throng mai. Xdc song ra doi trong ling 1€ va dan
dén ket cuc doanh s& ngheo nan.

Tha't bai thudc nhém x4c séng day cho chiing ta thA’y riang doi khi c6
nhirng san pham ma&i tuyét voi dwgre cham chit ky lwong lai khdng nén ra
doi. Mot trong nhirng treong hop dwore tan dwong nha't — va sau d6 bi chi
trich gay git nhat — 1a Segway. Thang 12 nim 2001, sau nhitng man khua’y
dong rinh rang trede d6, nha phat minh Dean Kamen da cong bd' y twdng
ciia minh vé mot phwong tién di chuyén cd nhan mang tinh dot pha, dwoc
phat trién v&i ngan sach 100 triéu do-la, voi tén goi “Ginger”. C6 1€ ban da
tha'y chiéc Segway PT di qua di lai & mot khu trung tAm mua sim hoidc mot
dia di€m du lich nao d6, nhung khong dwgrc stt dung & nhi€u noi khéc.

Segway PT da trai qua mot hanh trinh dai tir hao hirng dén that vong.
Nguwoi ta dd ky vong rang né s& 1am thay doi thé gidi. Vao thoi diém ra mét
san pham, Kamen tuyén bd rang dng s& ban dwore 50.000 chiéc ngay trong
nim d4u tién.® Sdu nim sau, tinh t&i cudi ndm 2007, cong ty cia Kamen
chi ban duwoc tdng cdng 30.000 chiéc.” Thang 4 nidm 2015, lic ndy tén tudi
cta ho da ling 1€ chim nghim trén thi treong, va cong ty nay dugc ban lai
cho mot tap doan ctia Trung Qudc tén 14 Ninebot.® Phat minh ciia Kamen
da tim dworc chd nwong thin & céc hang 1 hanh va céc t& chirc an ninh.

Vi sao Segway khong lam bi€n doi thé gi¢i? Ly do 1én nhat khién
nguwoi tiéu dung ngai ngan khong mua san pham nay la gid ca. V&i mire gia
trong khoang 3.000 — 7.000 d6-1a cho mot chi€c xe, rd rang cong ty nay khé
l1ong ma thu hiit dwgc ddong ddo khach hang. Stec hap din cia Segway qua
hep, gidng nhw moi san pham xac s6ng khac. Tuy kha thd vi xét tw géc do
ky thudt va cong ngh¢, song Segway lai 1a mot dap an sai cho mot cau hoi

ding: Pau la cach hiéu qua nhat d€ moi ngwoi di chuyén tw diém A toi



diém B? Segway dit dé gap nhiéu I'4n so v&i ra't nhidu phrong dn lrra chon
khdc, vi vdy khi vira ra mét thi treong né da trd thanh mot x4c sdng.

Xac song cling xua't hién & ca nhitng cong ty cé nhiéu thanh cong ryc
ro. Lay vi du 1a Google, cong cu tim ki€m tryc tuyén hang dau thé gioi.
Nim 2012, cong ty ndy gidi thiéu Google Glass, thiét bi kinh deo gin
camera mini, ¢ th€ thwe hién cac thao tdc chup anh hodc quay video theo
ménh 1énh bing giong néi. Ngudi dung ciing c6 the nhin qua Glass d&€ xem
ban d'6 va cac thong tin khac nhw trén dién thoai thong minh. Theo Google,
nguoi tiéu diing khong ¢An phai cham tay ma van c6 th€ st dung cdc tinh
ning ctia mot chiéc dién thoai thong minh. Google ra mat phién ban Glass
dau tién danh cho gidi sanh c6ng nghé va cdc nha bdo v&i mirc gid cao
ngd't ngwdng 1a 1.500 do-la. Y twédng & day la sau khi khach hang st dung
s€ 14p tirc yéu mén san pham nay, roi ho s€ sit dung cic nén tang xa hoi
triee tuy€n voi dong dao nguoi theo doi clia minh d€ kéu goi nhirng ngwoi
khdc cing mua. Nhwng moi chuyén lai khong dién ra nhw vdy. Gigi phé
binh da chi ra nhirng khuyé€t dieém cua Glass, chfmg han tudi tho pin ngén va
thong xuyén bj nhiéu tin hiéu. Thiét bj nay ciing khién nhiéu ngwoi canh
gidc vi s¢ rang nhitng ngwoi deo kinh Glass & gan ho s& ghi lai nhitng
khodnh khic ma ho mudn gitr bi mat. Xua't phat tr mdi lo ngai vé quyén
riéng tw nay, nhi€u rap hat, quan bar, song bac, va cac dia di€ém cong cOng
khac da ra 1énh cdm ngwoi deo kinh Glass lui toi.

Mot nim sau, vao thang 1 nim 2015, Googe da khai t& Glass.? Ngay tir
giai doan chon khach hang muc tiéu, Glass da tr¢ thanh mot xac sdng voi
do6i twong hudng dén la nguoi tiéu dung binh thwong c6 st dung dién thoai
thong minh. Ching t6i cho rang néu Google Iwa chon phan khic khach
hang chu dao dya trén cic &ng dung vé mat thwong mai — chging han céc

bac si phau thuit va nhitng chuyén gia thudc cdc linh vire khdc ¢in cip nhat



thong tin nhanh chéng trong khi ho phdi thwe hién cac nhi€ém vu khac — va
tap trung phat tri€n san pham phuc vu phan khic do6, thi bi€t dau Glass da
khong tré thanh xac song. Trong khi d6, d6i v&i phan khic nguoi tiéu
dung dai tra, Glass chi don gian la trd 1oi mot cau hdi ma chflng maYy ai
quan tam.

Ngoai ra, ¢an phdi néi thém ring, cdc cong ty cong nghé nhwr Segway
va Google khéng phai 1a nhirng vi du duy nha't cho viéc nhirng cong ty dwa
cac “xac song’” ra thi treong. “Xac song” khong chi dung lai & pham vi
cong nghé. Cac cong ty san xudt hang ti€u dung nhin chung c6 dén hang
trim sdn phadm xdc sdng ma ho van dang nd lyc d€ khién ching roi vao
quén lang. Ban con nh& khi Coca-Cola gidi thiéu san pham “New Coke”
h'6i ndm 1985 chx? Trwede dp luc canh tranh tir Pepsi, Coke da diéu chinh
cdng thiee Ian dau tién sau gan mot thé” ky. Ngwoi tiéu dung khong thich vi
ma&i nay — va ho ghét khi khong thdy loai Coke cii trén cac gian hang. Ba
thang sau, cong ty ny ciru van tinh th& biang cich dwa loai nwdc udng
Coke cii, lic nay dwgec doi tén thanh Coke Classic (st dung cong thirc von
c6 trude d6), trd vé cdc ké hang.1°

Trong thé& gidi xac s6ng chia cac san pham mdi, New Coke c¢6 kha
nhi€u ban b¢ dong hanh: loai banh kep Arch Deluxe ctia McDonald’s, may
nghe nhac Zune cida Microsoft, thwong hiéu nwdc hoa cia Harley-
Davidson, dau goi Touch of Yogurt clia Procter & Gamble, nwdc khodang
Rocky Mountain Sparkling Water ctia Coors — ta't ca d€u la nhirng xac song
khi dworc ra mét thi tredng.

Xac sdng cling xua't hién trong linh vec khoa hoc doi sdng. Vi du nhw
loai thudc insulin dang hit. Cdc nha bio ché& cho rang bénh nhan ti¢u dwong
s& chao d6n san pham dot pha ndy. Y twéng nay di khién ci cong ty hao

hirng. Nhwng tuy nghe thd vi song trén thye t&, né lai... thi€u thye t&. Bénh



nhan phai st dung insulin dang hit nay v&i liéu lwong nhiéu gap 5-10 Tan
so v&i binh thwong, va mic gid ciia san pham nay ciing cao gap 3-4 Tan so
voi insulin dang tiém. K&t qua 1, dai da s6 bénh nhin van ti€p tuc tiém
insulin. Lai 1a m6t dép an sai cho mot cau hédi ding.

Lam sao ma nhirng san pham xac sdng nhw vy c6 the€ tim dwoe dwong
ra thi treong? Xac sdng xudt hién khi nhirng ngwoi dé xudt cwong diéu
héa sirc hap din cta ching doi v&i khach hang va khong thyc hién viéc
phan khic co’ s¢ khach hang mét cach hiéu qua. N&u nhw cac cong ty nay
héi khich hang xem ho s&n sang bd ra bao nhiéu tién d€ mua san pham mdi
trede khi bit tay vao soan thio k& hoach thiét k& san pham, va néu nhw ho
do lwong kich c& thij trirong theo phan khic va theo nhém nhitng ngwoi sin
sang chi trd nhiéu nha't (va it nhat) cho nd, thi hin ho da dréu chinh lai thi€t
k& san pham d€ ¢6 th€ dwa ra mot mirc gid chd’p nhan dwoc. Hodc, néu nhw
nhén thdy khong c6 ngudong gid nao la cha’p nhan dworc, hay kich co thi
trrong qua nhd, thi ho ¢6 thé' loai bd y twrdng san pham nay d€ tranh nhitng
ton hai vé tai chinh.

C6 the dé dang nhin ra rang phat ki¢h d6i m&i clia ban 13 xdc song.
(Xem Hinh 2.4.) Khi xdc song dang trong qua trinh hinh thanh, ban tr& nén
hoang twdng va bdc bd moi bang ching di ngwoce lai véi niém tin cia
minh. Ban chdi bd sy thwc khach quan va ti€p tuc dau tw thoi gian vi cho
ring minh di di dwoc mot ching dwong ra't dai roi. Khi san pham dworc
tung ra thi treong, d6i ngii kinh doanh khdng thé ban, va kho 1ong dap rng
dwoc muc tiéu da dé ra. Ho khdng mudn nhic dén sdn phadm nay trong cic
cudc trao d6i v&i khach hang vi s lam hdong md&i quan hé voi ho. Trong
khi d6, khach hang hodc néi ho khong mudn mua san pham nay, hodc néi la
ho nghi san pham ciing thd vi, nhwng chwa di hap dan d€ ho quyét dinh

mua. Cac thong tin ti€u cyc va chdm bi€m tran lan trén truyén thong va



mang xa hoi. P6 1a nhirng gi da xdy ra voi chi€c xe Segway cia Dean
Kamen; san pham nay thdm chi con bj dwa ra lam d61 twong da kich sudt
nhiéu tap trong loat phim hoat hinh noi ti€ng cia My, The Simpsons.

Khé nang cao la ban dang thi€t k& mdt xdc s6ng n€u nghe thd’y nhirng
phét ngdn sau:

“T6i s€ khong bao gior néi ‘khdng’.”

“V& mat cd nhan ma ndi, t6i s& khong bao gio mua san pham nay,
nhwng...”

“Mic k& k&t qua nghién clru néi gi; tdi bi€t y twdng nay s€ thanh cong
mal!”

“Hiy cho t&i khi c6 thém bing chirng r'éi hing tir bd y twdng nay.”

“Con tau da lan banh roi.”

29

“Chiing ta da di qua xa r'oi. N&u dung san pham nay bay gio...

Hinh 2 4 Cdc ddu hiéu cia nhom sdn pham xdc song



Tuy c¢6 thé dé dang nhin ra cdc x4c sdng, nhung diéu quan trong hon cé
la phai hi€u dugc van héa td chirc thudc dang nao da dung dwong, kich
thich x4c sdng dam chdi bén ré. Nhiéu xdc s6ng ma ching tdi gip la két
qua cua 161 phan tng “lor do nwdc hén” doi voi cac ¥ twedng san pham moi.
Moi y tudng trong cdc cdng ty dé déu ram ro bit dau vdi tam thé hitng
khéi, va tat cd moi ngwoi déu ndi: “Phai roi, ching ta hay lam viéc nay
di.” Tuy nhién, ho lai xin tay ngay vao khau thiét k& va xay dung sin pham
triedre khi kip xdc dinh tiém néng thi treong hay thién chi chi tra ctia khach
hang cho nhirng y twedng nhw vay.

Khi tach khau tim hi€u thién chi chi tra ctia khach hang ra khoi qua
trinh d61 m&i sdng tao, cac cong ty nay da ty diat minh vao tinh huéng qua
tré d& néi “khdng”, vi ho da dau tr qua nhiéu cho né roéi. Trong mot s&
treong hop, moi viéc thdm chi con phirc tap hon nira né€u day 1a dw 4n quan
trong ctia ban 1anh dao cap cao va khong ai dim Ién ti€ng phan doi y twdng
d6. Trong nhirtng moéi treong nhw vay, chinh con nguoi va cdc doi nhém
lam viéc da dwa xac s6ng ra thi treong. Pon gian 1a ho khé néi “khong” —
du rang trong thim tdm ho biét sdn phdm md&i s& khdng thé thanh cong.
Khoéng ai hdi y ki€n ho cd, va viéc néu van dé 1én s€ chi khi€n sy nghiép
clia ho gip ric r6i ma thdi. Vi vay, ho khong néi sir that vé xdc song. Ho
chi thyc hién phan nhiém vu nhwr dwgc ra 1énh. Va diy chinh 1a con dwong

tiép can thi treong clia nhirng sdn phadm méc khuyét diém chi tik.



Hinh 2.5 Se sanh bén nhém thét bai khi khai thac lgi nhuan trong déi méi sang tac

Nhém thitbai | Méta Trigu chiing Né dién ra & dau? Giai phap
Séc dac diém Nhéi nhet qua nhidu dac Van héa dinh husgng san phdm Cac cong ty céng nghe Tap trung &:
diém, ké ca nhitng d3c digm | Qua nhidu chi tiét k§ thuat Phan mém/Internet Chuong 4,
khong phihgp, vao mét Eréxudt giatrkhong rérang Dich vy thué bao 5,6,8,12
san phim nhdm phucvutat | D o&i gia qua cao Dich vutaichinh
cacac khach hang Khe ban Truyén théng/vién théng
Thusing xuyén gidm gia
Khiém nhudng | Tuy la s&n phdm pho hop Thiéu tham veng Tat c4 cac linh vuc theo nganh doc | Tap trung &:
thaiqua cho thi trusng phi hgp, Muyc tiéu thép - céng nghé, phan mém/internet, | Chuong 4,
song lai bi dinh gia thap va [t khi tang gia & 8, dich vy tai chinh, hoa chit, 7,8,9.10, 1
khang phat huy dugc hét It gapwin dé&vé dinh gia cong nghiép, yté hang tigu ding
tiém nang thitrugng Chu ky kinh doanh nhanh déng goi/ban 1&, vién théng...
Dé dang dat ducc muc tigu vé doanh sé
Vién ngoc 4n Mat sdn phdm tiém nang Thigu sy cong nhan xac dang Hay ra mdi khicé sy gian doan Tap trung &:
nhung khang duge ra mat Tu tudng thich an toan hodc thay déi: trong mé hinh kinh | Chuong 4,
thi trusng Wi gia tri cia né Na&m ngeal ving thoai mai doanh, chién luge vé kénh ban, 7.9
khang duge nhin nhan dang | Khang cé nguai chiu trach nhigm khai thay ddi trong tam ti san pham
mic thic cacvién ngoc an sang dich vy...
Xac séng Cac san phdm nén biloai Thiu sy khdch quan Tat ed cac linh vye theo nganh doc | Tap trung &:
bé - Cau trd 18i cho nhitng | Nén vin héa thidu quyét dodn - céng nghé, phdn mém/iinternet, | Chusng
cau hdima khangaidat ra, | Duan “cung” & té, dich vu tai chinh, héa chat, 4.9
hodc la cau tra I&isai cho Nhu cdu rat thip céng nghiép, yté, hangtiéudang
céu hai dong Doarh sé tang cham déng goi/ban 1&, vién thang...
MNhan théng tin phan hai tigu eye tr
truyén théng

C6 th€ tranh dwee cac that bai khi khai thac l¢gi nhuin tuw doi moi
sang tao

Khong ai mudn san pham ctia minh roii vao ba't ky nhom nao trong s&
bdn nhém tha't bai k€' trén. Nhirng sai [am nay hoan toan c6 the tranh dworc,
nhwng v&i diéu kién ban lanh dao, doi ngii phat tri€n san pham, marketing,
kinh doanh va cdc don vi chitc niing khdc phu trach sdn phadm phai nim ro
dwoc 9 nguyén tic khai thdc loi nhudn tir ddi m&i sdng tao ma ching ta s&
cung tim hiéu ky hon & Phan 2 ctia cuén sach nay. Trong cac chwong &
phéan nay, ban s€ tim hi€u v€ quy trinh xac dinh quan di€m ctia khach hang
V€ gid tri ctia sdn pham va cac dic di€m cha san pham triede khi dwa né ra
thi treong — thadm chi 1a tredre ca khi san pham dwoc xay dung, thiét k& va
san xua't. Hinh 2.5 trinh bay tém tit cdc nhém tha't bai kém ghi chd cu the
Vé cdc chwong ban can chd y dic biét d€ tranh méc phai tirng nhém that
bai.



Viéc dua ra nhitng cin nhic vé dinh gid — dya trén thong tin dau vao
thye t€ tir khach hang — trong qua trinh phat tri€n san pham mdi ngay tw
ban d4u 13 vo cling thiét y&u, vi né gitip doanh nghiép tranh mic phai bon
nhom sai [am trén.

Nhung trede hét, ching toi s& 1y gidi vi sao viéc tri hodn cin nhic vé
cach khai thac lgii nhudn tr d6i m&i sang tao lai phd bién dén vay. Pay

cling chinh la trong tdm ctia Chwong 3.



Chuong 3
Vi sao ngudi LSt van hiéu sai

N&u nhw cdc nhom that bai da liét ké & Chwong 2 goi lai cho ban
nhirng ky rc dau budn, ding voi tuyét vong. Ban khong don doc dau. 72%
sang kién doi m&i tha't bai — ty 1& nay cho thay ring dai da s& cdc ¥ twdng
san pham mai 16t cudc déu roi vao cac nhom khiém nhwong thai qua, sdc
dac diém, vién ngoc an hay xac s6ng. Di nhién, cau hédi dit ra & day l1a lam
thé nao d€ ngan chan nhirng chuyén nay xay ra & cong ty ban?

That dé dang khi nhan dinh vAn dé nim & viéc cdc cong ty thuong cho
cho dé&n phiit cudi trong quy trinh phdt tri€n san pham m&i nghi d&€n chuyén
khai thdc lgii nhuén ttr sdn pham méi. Thyc ra, d6 ding la nhirng gi da dién
ra d6i v&oi hdu hét trong s& hang nghin thadt bai khi trién khai san
pham/dich vu m&i ma ching téi dwoe chirng ki€n trong sudt ba thip nién
qua. Nhwng vi sao viéc dinh gia vao phit chét l1ai phd bién dén vay?

Ly do ndm & 161 tw duy hay mo hinh thong trj lién quan dén viéc khai
thac 1o nhudn va phat trién san pham. Tw duy ndy cho ring, khau khai thic
loii nhuén ter sdn pham mai 1a thap kém, khong trong sach, va gy hai t&i
tinh than d&i m&i sdng tao chan chinh, va ring khong nén nging dwong
nhitng ¥ twdng san pham tdo bao, ky vi bang cach dit ra van dé veé gid ca.

L&1 tw duy nay ciing cho ring, d€ cdc nha d&i mé&i c6 thé thanh cong,
phai trao cho ho that nhiéu quyén tw do. O My, chin dung phd bién vé nha
doi mai 1a sy két hop gitra tinh thdn nghé si voi hinh dnh cia mot ké that

th&”. Apple da kh&i xwdng hinh anh nay vao nam 1997 khi Steve Jobs quay



tré vé; ho dung nhirng bieu twong nghé si nhv Miles Davis (mot nghé si
noi loan) trong chién dich Tw duy Khac biét (Think Different) ctia minh.
V&i 161 te duy nhw vy, viéc doi hdi cac nha phat tri€n san pham phai
nghi V€ chuyén gid ca va thién chi chi trd ciia khach hang la di€u xam pham
dén bd 6c sang tao ctia ho. Trong doan phim quang cdo cho dong xe Dodge
Dart m&i vao nam 2012 nhw da dé cdp & Chwong 1, hang Fiat Chrysler
cling danh vao 161 tu duy hét sirc phd bi€n nay. “Hay gat nhirng chuyén gia

'7?

tai chinh sang mo6t bén!” — doan quang cdo ty hao tuyén bd. N6 ¢o vil quan
diém thinh hanh cho ring néu d& nhitng ngudi chi biét do lo nwéc mim,
d&€m ci dwa hanh can thiép sdm vao qua trinh phat tri€én san pham, thi
nhirng y twdng lon lao va tdo bao sé€ trd thanh nhirng y twdng nhd nhat
chaalng ma’y ai quan tam.

D6 1a 161 tw duy ph6 bién. Néu nghién ctru sdu hon, ban sé€ thay tw duy
nay hinh thanh dya trén ndm quan ni€m sai [am.

Nhwng hi¢u nh'dm trong 167 tw duy pho bi€n

Hieu nhdm #1: Chi cin ban xdy dyng mot san pham tuyét voi, khach
hang s€ tra gid twvong xirng cho né. Phwong cham & day la “C& lam di r'6i
khéch sé dén.”

Day 1a 187 tw duy nham duy tri niém hy vong cho cic nha ddi m&i
khong ¢6 nhi€u co’ hdi thanh cong. Va nd cling gidp swdi A'm trai tim cla
nhiéu ngwoi khac. Ching ta gdp vo s6 cau chuyén k€ vé nhirng ké y&u thé&’
bi néi rang “y twdng d6 s& khong bao gio mang lai k&t qua dau”, di nhién 1a
cho d&n khi n6 mang lai k&t qua thyc. Hai cuén sach Carch-22 (Bdy 22) va
Gone with the Wind (Cudn theo chiéu gié) bi hang chuc nha xuit ban tw
chdi trede khi tré thanh nhirng cudn sach dn khach. Vincent van Gogh qua
doi trong nghéo déi, nhwng nhirng tdc pham cia dng hién gio’ ¢6 gid 1én t&i

hang chuc tri¢u do-la.



Khi bd phim Star Wars (Chién tranh giita cdc vi sao) m&i ra mat, nd
hitng chju nhiéu 1o d& biu tw gidi phé binh, tr cd ban be 14n cdc dong
nghiép cta gidm d6c san xui't George Lucas (ngoai trr Steven Spielberg).
Tuy nhién, né lai tré thanh mdt trong nhirng bd phim hay nha't moi thoi dai,
mang dén vo s& cdc co hoi hop tac thwong mai véi nhidu nhan hang. An
ban Harry Potter d4u tién cling ting bi to chdi 12 Tan tredc khi mdt nha
xud't ban nhin tha’y tia hy vong trong ban thao ctia J. K. Rowling.

Va cling giéng nhr hau hét moi nguoi, ban k& hoach kinh doanh ctia
Fred Smith vé hang chuyén phat nhanh FedEx ciling bi danh rot tai treong
kinh doanh.

Ching ta ai ma khéng yéu thich nhitng cau chuyén nay chx? Nhung sé&
di ching ta yéu thich ching mot phan vi ching la nhirng trwong hop ca
biét. Khong ai néi dé€n 95% cac trwong hop con lai, khi diéu doi nghich
hoan toan dién ra. T4t cd chiing ta déu c¢é hy vong. Cudn sich nay ban vé
viéc thay d&i tir chd hy vong ring sang ki¢h d6i m&i clia ban s& thanh cong
trén thi tredng sang hwdng biét chic rang né sé thanh cong.

Hiéu nham #2: San pham/dich vu méi phai hoan toan nam dudi sy
ki€m sodat biét 1ap cua ddi ngli phu trach d6i mdi sang tao. Nhirng “nghé si”
trong th& gidi kinh doanh nay can phai lam viéc ddc 1ap, tach biét v&i moi
ngwoi khac d€ khong lam anh hwdng dén nhirng y twdng siang tao. Viéc
dwa vao nhitng y kién bén ngoai — cac dr liéu thj treong, quan di€m cua
khdch hang va nhitng cin nhic vé van dé tai chinh — c6 the s& 1an lwdt y
twdng sang tao, tham chi 1a hiy hoai né.

Quan di€m cua khach hang w? Nhiéu doanh nhan, nhv Henry Ford
chaalng han, cho rang khich hang khong thuc sy biét ho mudn gi, vi viy hoi
y ki€n cda ho 1a viéc lam v6 ich. P&i v&i nhirtng doanh nhan nay, phwong

an hop 1y phai 1a xay deng mot san pham hoan chinh tredce, roi sau d6 moi



nghi cdch khai thac lgi nhuén t& né. Suy cho cling, ho 1a chuyén gia; ho
hi€u r6 vé khach hang va nhu cau cta khach hang. Bén canh d6, cac nha
d6i mai cling phai vat 16n véi chinh nhirng ti€ng ndi tiéu cye bén trong tim
tri ho r'6i. Nhan dinh tiéu cyc vé nhitng y twdng md&i mé sé tao ra nhirng sy
thoa hiép toi té — hodc té hon, triét phd nhirng y twdng tuyét voi khi ching
chwra kip tr& hoa bang cdch qua’y nhidu nhirng thién tai ding sau ching. D6
12 167 tw duy ctia quan ni€ém sai [am nay.

Hieu nh'am #3: Ty 1€ thdt bai cao trong doi mdi sang tao la chuyén
binh thwong, thdm chi 1a ¢an thi€t. Theo cach ndi trong bong chay thi cac
cong ty cho ring ban cang tich cuwc budce 1én buc ddnh, cang tich cyc vung

2 cang 16n. Lanh dao

gdy, thi kha nang ban thwc hién dwo'c mot ci home run
trong cdc cong ty 16n tin rang moi chuyén phdi dién ra nhu thé; mot s& it
cdc san pham thing loi s& bu dip cho vo s& nhirng tha't bai. N&u san pham
hién tai that bai, thi s€ c6 nhiéu san pham m¢&i khic ra doi sau d6 va trong
sO nay nha't dinh s€ c6 nhirng san pham thanh cong.

2 Home run: Ci ddnh bong cwc manh va xa dén mirc cau thii c6 thé
chay khdp bon goc ciia sén cho'i trwée khi bong quay lai. (ND)

Hieu nham #4: Khach hang phai diung th san pham moi tredc roi
m&i c6 th€ biet ho sin sang chi trd bao nhiéu cho né. Cic cdng ty cho ring
viéc tim cdch xdc dinh thién chi chi tra ctia khach hang trede khi sdn pham
ma&i hoan thién la diéu trai voi quy luét ty nhién. Lam sao ma khach hang
c6 th& biét ho sin sang chi ra bao nhiéu tién d& mua mot thit khi ma thit d6
chwa hoan thién kia chx?

Hieu nhdm #5: Khi chwa biét dich xac minh dang xdy dwng cai gi,
doanh nghié€p khong th€ danh gia dwgec gia tri cia nd. Pac biét néu doanh
nghiép hoat déng trong moi treong da quen v&i pheong thire dinh gia cong

thém chi phi (cdng thém modt ty 1€ phan tram nhadt dinh vao cac khoan chi



phi san xudt va van chuyén d€ tinh ra gid thanh sdn phdm), ho phai nim
dwoc ta't ca cac khoan chi phi d6 vao san pham triede khi quy€t dinh miec
gid an dinh cho khéich hang.

Po6n nhan mot mo hinh mai

Ta't cd nhirng 14p luan trén déu cé vé thuyét phuc va hop ly. Thyec ra,
trong méat nhiéu ngwdi hoat dong trong linh virc d6i méi sang tao, dé 1a
nhtrng dinh luét cta ty nhién. Khéng c6 gi ngac nhién khi ching la nhirng
khu6n vang thwdc ngoc dinh hinh nén hoat dong d6i mdéi sdng tao & céac
cong ty trén khip the gidi trong sudt nhiéu thap nién.

Chiing ciing gép phan lam nén con s& 72% — ty 1€ tha't bai trong khai
thac 1ol nhuén toe dGi méi sang tao. Muc dich cia cu6n sach nay la thuyét
phuc doc gia don nhan mot tw duy méi: Kha nang thanh céng cia ban sé
gia ting dang k€ néu ban tim hi€u thién chi chi trd cda khach hang trudc
khi d4u trr qua nhiéu nguon lwc vao viée xay dung va ra mat san pham.

Bing cich thiet k& san pham tip trung vao y&u t& gia ca, sang kién ddi
mai cta ban s€ c6 kha nang t6n tai va phat tri€n cao hon nhi€u. Viéc tim
hi€u thién chi chi trd clia khdch hang khi sdn phdm van dang trong giai doan
1én y twdng s€ gitp qua trinh d6i mai sdng tao tré nén dang tin hon. Ban va
cOng ty ctia ban s€ c¢6 kha nang thanh cdng cao hon.

Ban sé& khong con phadi hy vong va cAu nguyén ring sin phdm mdi sé
thanh cong sau khi ra mét thj treong; vi ldc ndy ban da biét chic rang né
nha't dinh s€ thanh cdng. S& di ban biét chic diéu d6 1a vi ban da thiét k&
san pham dya trén nhirng dac di€m ma khach hang mong mudn va ho ciing
da th6ng nha't vé mirc gia cho san pham do6.

S€ khong con nhirng tuan dai cang th?ing va h'6i hdp khong bi€t san
pham m&i c6 duoc thi trerong d6n nhan hay khong. Ban sé bi€t dwore tinh

kha thi V€ madt thi treong clia san pham mai tw trede ca khi san pham dwoc



ra mat. Ban s& c6 duoc k&t qua danh gid chit ché vé tiém ning thj treong
thye thu cda san pham ngay tt giai doan dau ctia qua trinh d6i m&i sang
tao, chir khdng phai trong giai doan sau do.

A, nhan tién: Chiing t6i s& 1am rd nim hi€u nhAm trén trong cic chwong
con lai cia cudn sach!

bi€m mau chot & day la ching t6i s€ chirng minh cho ban thdy viéc
dwa khau khai thac l¢ii nhuén vao giai doan ban dau hoac giai doan gitra cua
quy trinh phét tri€n sdn phdm khong hé mau thuin véi tinh than doi mdi
sang tao cdt 16i. Chi can bét tay vao lam thit, ban s& tha’y nhitng hi€u nham
ma chiing t6i vira @€ cip trong chwong nay 14p tirc tan bi€n. Thye ra, khi d6
ban s& hi€u rang viéc thyc hién khau khai thac loi nhudn tir sém c6 the dwa
qua trinh phat tri€én san pham 1én mo6t tAm cao mdi. R6i cudi cling, ban sé
thic méc tr hdi tai sao tredc day minh lai khong trién khai phat triéh san
pham theo cach nay.

Gioi thiéu Phian 2

Trong chin chwong ctia Phin 2, chdng t6i s€ trinh bay nhirng budc cu
the’ ma cong ty ban can phai thyc hién d€ cé th€ danh gia ding vEé ti€m
nang cda san pham md&i. Bén canh d6 ching toi cling chi ra con dwong hién
thire hda tiém nang do6: thye sy 1am hai 1ong khach hang, ti d6 tao ra dwoc
mot san pham thanh cong.

Nhur nhém hai Monty Python ting néi: “Béy gio, chiing ta hay clung
khdm phd mot diéu hoan toan khéic biét.” Chin nguyén tic khai thic loi
nhuén t d6i m&i sang tao sau day s€ di nguoc lai voi nhirng ki€n thiec vé
d6i m&i sang tao ma ban da hoc hodi dwoc tu treong hoc cling nhw ti kinh
nghiém thwong trrdng ctia minh. Ban s& khong tim tha’y nhitng nguyén tic

nay & bat ky dau khac, k€ cd trong nhirng cudn gido trinh dai hoc vé doi



mai sdng tao hay trong s& hang chuc cudn sach do cac hang tw van viét vé

d6i mdi sang tao trong vai thap nién qua.



Phan I
CHIN NGUYEN TAC DAY KINH NGAC VE 01 MG
THANH CONG



Chuong 4
H3y tim hiéu sém vé thién chi chi trd cda khach
hang

Ban khong the thié't 1ap thw tw wu tién khi chwa tim hiéu k¥

Trong ta't ca cac chwong ciia cudn sach nay, day cé 1€ s€ la chwong
khi€n ban ngo ngang nha't. Trong chwong nay, ching téi s€ gidi thich vi sao
ban nhi't dinh phai tinh d&€n chuyén dinh gid ngay tu giai doan d4u cha sang
ki€n phat tri€n san pham moi, chir khong phai tdi tin phit sau cing. Nhw
da dé cap o Chuong 1, tr gid ca ma chiing t6i néi dén 1a mét da'u hiéu cho
thdy nhirng gid tri ma khach hang d€ cao va la mét thuwde do cho thdy ho
san sang chi trd bao nhiéu cho gi tri d6. P& xay dyng sian pham xung
quanh gia ca, ban phai ti€n hanh trao doi ky lwong voi cac khach hang tiém
ning tredre khi bt tay vao thigt k& va phat trién san pham.

Noi dung trao doi phai tip trung xoay quanh thi€n chi chi tra cua khach
hang d6i v&i san pham ma ban dang ap 0. Thuit ngtr “thién chi chi trd” cé
y nghia quan trong d&i v&i ban than ching ta, véi khach hang, ching toi
goi tit né 12 WTP (willingness to pay).

Trwdc khi 1y gidi vi sao viéc ban dén WTP lai quan trong dén thé,
chiing t6i s& minh hoa bing mot ciu chuyén c6 thwc. P6 1 ciu chuyén vé
loai dao cao mé&i ctia Gillette cho thi treong An Do.

Tim hi¢u som v¢é thién chi chi tra da giiap ich cho Gillette nhw thé’

nao?



La mdt cong ty con trong mang san pham ti€u dung cua Procter &
Gamble (P&G), Gillette 1a 6ng vua trong nganh san xudt dao cao & My.
Thurong hiéu dao cao Gillette chi€m hon 60% trén thj trieong ban 1& dao
cao va lwoi dao cao tri gid 3 ti d6-la cia My. Nhung & An Do, mét thi
treong cé tiém nang 1on gdp 4 Tan My, Gillette chi chi€m 22% thi phan
vao thoi di€m nam 2009. Vi sao vay? Gid ca. Chi€c dao cao Gillette Mach
3, mdt san pham clia My, c6 gid 100 rupee & An Do, tvong dwong 2,24 do6-
la. D61 v&i dai da s thi tredng An Do, day 13 mire gid cit co!!

D¢ gia ting thi phan & An Do, P&G nhén ra rang ho phai nhim muc
tiéu vao phan khic khach hang c¢6 thu nhép tw thap t&i trung binh. Poi ngii
d6i moi sang tao cia P&G da ¢6 161 ti€p can hét sirc doc ddo. Theo chinh
loi cia cOng ty nay thi, “... chiing toi tdp trung nghién ctru d€ dwa vao san
pham nhirng ddc di€m quan trong nhi't cé y nghia d6i v&i nguoi ti€u dung,
do vay san pham s€ c6 mirc gia phu hop hon voi tii tién ctia ho.”2

Nhu vay, tredre khi phac hoa ban thiét k& cia san pham m&i mang tén
Guard, Gillette dd danh hang nghin gi¢ phdng vAn nguwdi tiéu ding & An
D6 va cac thi treong méi n6i khac. Ho quan sat nhirng ngwoi nay ngay tai
nha va 10 trinh mua sim d& tim hi€u xem nhitng diic di€m sdn phadm nao 1a
phai c6 va nhirtng didc di€m nao thudc nhém cé thi t6t. Tw co s& phén tich
nay, ho dinh ra mdt mirc gid ma nguwdi tieu ding An Do sin sang chi tra.
Mtrc gida muc tiéu: 15 rupee cho dao cao va 5 rupee cho lw@i dao thay thé’.

P&G da thiét k& san pham Guard xung quanh y&u t& gid ca. Tw chiéc
Mach 3 v&i 25 chi tiét, ho san xud't chi€c Guard voi 4 chi tiét, khién quy
trinh san xudt tré nén don gidan hon v&i chi phi thap hon. Can cdm tay
dwore 1am rdng. Jim Keighley, Pho Gidm do'c phu trach ky thuat sdn phdm

cia cong ty, chia sé v&i phéng vién: “Toi van nhé thoi diém chiing toi ban



vé nhirng thay doi d&i v&i san pham nay, trong d6 c¢6 nhirng chi ti€t thay
ddi chi c6 gid tri bang 1-2 phan nghin cda 1 xu.”

Két qua dat dwoc dén tirc thi va khi€n nhiéu ngwoi sing s6t. Téi nam
2012, tirc 1a chi hai nim sau khi ra mét, Guard da chi&m hon 60% thi phén
trong thj treong dao cao & An P, gan gap ba I4an so v&i thi phan clia cdc
san pham tred'c d6 cua Gillette va ngang ngira v&i thi phidan chi dao ctia ho
& thi treong qué nha. Tac dong cta Gillette d&i v&i khach hang tham chi
con 16n hon nira, khi ma tong thi treong tiém ning & An Do 1én d&n 400
triéu nam gidi, trong khi & My, con s& nay chi dat khoang 94 triéu nguoi.*

D6 mdi chi 1a tdc dong ngan han. CEO clia P&G, Alberto Carvalho, chi
ra rang san pham dao cao mé&i con c6 kha ning mé dwong ti€p can cho cic
san pham khac ndm trong ti thudc cia nam gi¢i An P6. “Nhiém vu dau
tién 1a thu hidt thém nhi€u ngwoi tiéu dung dén vaoi Gillette. Khi cam thay
thich thd voi trai nghiém cao riu td't hon, ho s€ ¢di mé hon khi dén nhan
ta't cd cdc gidi phdp cna chiing ti,” 6ng néi.” P&G ky vong ring, ti gio tré
di, Guard s€ gitp lam gia ting gia tri tron doi ctia cong ty voi cac khach
hang An Do.

Vi sao phai tim hi€u som: Ba l¢i ich

Nhu ciu chuyén ma Gillette da chi ra, cAn phai bat dau trao ddi vdi
khdch hang vé thién chi chi tra tir trede khi bét tay vao xay dung san pham.
Viéc trao d6i som vé WTP sé mang lai nhiéu loi ich khi xét dén ba yéu
diém sau day:

N6 s€ ngay 14p tirc cho ban biét liéu ban ¢ cor hoi khai thac loii nhudn
tw san pham cda minh hay khong.

N6 s& gidp ban sdp x&p thit tw wu tién cho céc dic di€m va thiét k& mot
san pham v&i nhirng dac di€m pht hop.

N6 s€ gitp ban tranh dwoc b6n nhém tha't bai.



Tim hi€u sdm vé WTP gidp ban tranh dwgc nhom sai Tam vé s6¢ dic
di€ém bang cich ngin ban nh'di nhét vao san pham nhitng dic diém khong
can thi€t, dan d&n viéc dinh gid qud cao. NG con gitp ban tranh dwoc nhém
sai TAm vé su khiém nhuong thdi qud bang cich cung ciAp cho ban ngudn
thong tin t&i quan trong vé gid tri clia sdn pham trong mét khach hang va s&
tién ma ho sin sang bd ra d&€ mua gi4 tri d5. Thong tin nay sé& thic day sw ty
tin ¢an thié€t d€ khong dinh gia san pham qua thap. Tim hi€u som vé WTP
cling sé gitp ban nhin ra dwoc nhirng vién ngoc an trong to chirc cia minh
bang cdch cung cip cho ban bing chitng vé nhu ciu thj treong ctia nhitng
y tedng d6. Cong ty cta ban s€ nhin nhan ching mdt cach nghiém tic hon
va dau tw ngudn lyc d€ khai thac hiéu qua. Cudi cung, viéc tim hi€u som
vé WTP s€ gitp ban tranh dwore tinh trang dwa mot san pham xac sdng ra
thj treomg. N&u khich hang cho biét ho khong sdn sang bd ra mdt khoan
tién twong xing d€ cé the€ khai thac lgii nhuén tir san pham madi, thi ban sé
tranh dwoc ra't nhiéu nhirng nudi ti€c ve sau.

Chiing ta hay cuing xem xét mot vi du minh hoa cho viéc tim hi€u sé'm
WTP c6 th€ thay d6i dinh hwdng cia mot san pham mdi dang trong qua
trinh xay dwng ra sao. Ching t6i trng lam viéc v&oi mdt cong ty cung cip
nén tang Internet d€ két ndi ngwoi ban véi ngwoi mua. Cong ty nay von
dang ki€m dwgc ngudn thu nhdp te phia nguoi ban, va ho dinh 1én ké&
hoach xay dyng mot san pham gitip cai thién trdi nghiém mua sam, d& tir d6
¢6 th€ thu tién tr phia ngwoi mua khi ho st dung dich vu méi nay.

Pay 1a mét du an thd vi, va doi ngi d6i m&i sang tao da danh ra hon
bdn tudn d€ xac dinh nhirng dic di€m “tuyét voi” ma ho ¢ th€ xay dung.
Sau nhiéu cudc hop ban vé cach ngwoi mua st dung nén tang nay, cudi

cung doi doi m&i sang tao trinh Ién CEO mot san pham voi 25 dic di€m.



(Ho da loai bd 30 dic di€m va dang hdo hirc v&i 25 didc di€m con lai sau
qua trinh sang loc.)

Nhung vi CEO lai t6 y hoai nghi; 6ng hoi doi du dn: “Lam sao cac anh
bi€t khach hang ctia ching ta s& danh gid cao nhirng didc dieém nay? Lam
sao cac anh bi€t ho s€ tra ti€n cho nhirng dac di€ém nao, va ho khong can
dén nhirng dic di€m nao?”

Ca d6i im lang. Khong ai ¢6 thé tra loi dwgrc nhitng ciu hoi d6. Toan bd
qud trinh phét tri€n sdn phdm nay dién ra trén co’ s& clia 161 tw duy ti trong
ra ngoai va vi CEO kia bi€t rdo diéu d6. Vi vay, ong da yéu cau ho phai
chirng minh dwoc ring khdch hang sé sin sang tra tién cho dich vu nay — va
nhin thdy gia tri & teng didc di€m trong s& 25 ddc di€m kia — trwedc khi
ddng y d& ho bit tay vio mot qué trinh dai nham bi¢h y twdng thanh san
pham thuc t&".

Do6i ngli doi mdi sdng tao da ti€p cdn vai tram khach hang tiém nang d€
xac minh thién chi chi trd. Trwedec tién, ho giai thich vé y twdng sdn pham va
cac tinh nang ma ho dy dinh dwa vao. Sau d6, ho tim hi€u xem khach hang
c6 danh gia cao nhirng y twdng dé khong. Quan trong hon, ho dat cau hoi
xem khach hang c6 sin sang tra tién d€ mua mot san phadm nhw vay khong.
K&t qua 13, ho phét hién ra rang khdch hing thuc sy danh gid cao y twéng
nay va sin sang chi trd mot khoan phi hdng thang tir 10-20 dd-la (xem minh
hoa & Hinh 4.1).
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Hinh 4.1 Phin bé thién chi chi trd ciia khdch hang

Két qua c6 dwoce tw viéce tim hi€u khach hang cho thdy cong ty trén
dang s& htru mot san pham ma khdch hang sdn sang bd tién d€ mua. Cic
nha quan 1y khong con phai vira lam viéc vira cau nguyén thanh cong nira.
Ti€p dén, do6i ngli doi m&i sang tao con nghién ctru sdu hon d€ tim hicu
xem dau 1a nhitng dic di€m san phd&m ma khéach hang sin sang chi trd. Khi
1én k& hoach, d6i dy 4n van dinh ninh ring mot trong nhirng dic di€m tuyét
voi nha't cda san pham 1a cho phép ngwoi mua tim hi€u xem liéu ¢6 ban be
nao ctia ho trén Facebook tirng mua hang cua cdac cong ty cd ban san
pham/dich vu ma ho quan tim hay khong. Poi dy 4n cho ring dic di€m nay
dong vai tro quan trong trong viéc tao deng niém tin. Ho rat mudn xay
dwng dic di€m nay va khong ti€c 1o ca ngeii nd 1a dac di€m sd” 1. D1 nhién,
ngudi tiéu dung hin s& s&n sang bd tién ra d€ mua dic di€m dé va tat ca
cac dac di€ém khac (tong cong 1a 25), phai vay khong?

Nhung khi thye sw bit tay vio xdc minh diéu nay, ho méi sting sot khi
biét rang khach hang chi sin sang chi trd cho 10 trong t&ng s& 25 dic diém

da néu. (Xem Hinh 4.2.) Trong s6 10 dac di€m nay, dac di€m li€n quan dén



Facebook chi x&p thir 7 xét vEé thién chi chi trd. D61 voi khach hang, tinh
nang Facebook 1a mot didc di€m thudc loai ¢6 thi tdt, chir khdong phai 1a yéu
t6 bit budc phai c6. Khach hang von da quen dya vao nhirng thong tin danh
gia cua bén thk ba (xudt hién phd bién & nhiéu trang web khéac trén
Internet), nén ho khong qua quan tdm dén viéc tham khao danh gid cia ban
be minh trén Facebook.

Vi CEO yéu cau d6i R&D tap trung vao 10 dac di€ém ma khach hang dé
cao. 15 ddc di€m con lai thi sao? Hay quén ching di.

Nhu vy, viéc tim hi€u WTP da gidp cong ty nay lén danh sach thi tw
wu tién nhirng viéc can lam. Mot diéu quan trong khong kém 1a né gidp ho
bi€t dwgrc dau la nhirng dac di€m ma khach hang hoan toan khdng can dén.
Thir tw 10 dic di€m dang mong wdc nhat gidp doi ngii R&D va d6i méi
sang tao xac dinh trinh ty wu tién — dac di€m nao nén phat trien dau tién,
thr hai, thir ba... N6i theo ngdén ngtr ctia nganh phat tri€n phdn mém thi n
giup d6i dy an xay dyng 10 trinh san pham. Quan trong hon, nho chi tap
trung vao nhirng dac diém quan trong nha't, di dy an c6 the’ xay dung dwoc

mot trai nghi€ém san pham t6t hon cho khach hang.
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Hinh 4.2 Thién chi chi trd cho cdc dac di€m sian phdm

Tim hi¢u WTP da gitp cong ty trén tranh dwoc viéc tao ra mot san
pham bi s6'c dac diem.

Pa phén cac cong ty khong thye hién budc chuan bi nay khi phat tri€n
san pham/dich vu m&i. Theo mot khdo sat dwore thwee hién nam 2014 voi
1.600 coéng ty & hon 40 qudc gia (bao gém nhiéu linh vyc tv B2B toi
B2C), 80% cac codng ty cho’ cho dén phit cudi, tredre khi tung sdn pham ra
thi treong méi xdc dinh gid thanh san pham.® Trong s& 80% nay, dai da s&
thAm chi con khong hé ban dé&n WTP. DP5i v&i nhitng cong ty c6 nhic dén
WTP, viéc khdo sit chi dién ra sau khi san phdm da thanh hinh, nhung thoi
diém A’y da la qua tré.

T4t cd cdc cong ty ndy déu hoat dong dwa trén niém hy vong riang
khdch hang s& sin sang bd tién ra mua san phdm va dich vu ctia ho, nhung

trén thyc t&, ho khong biét gi cad. Khong c¢d gi ngac nhién khi cling chinh



khao sat trén da 1y giai vi sao 72% san pham mdi that bai va khong dat
dwoc cac muc tiéu vE doanh s& hodc 1ot nhuin.

Nguwoc lai, cidc cong ty thanh cong thyc hién khdo sait WTP nay som
hon va dya vao d6 d€ xay dung nén san pham, t d6 kién tao s6 phan cho
chinh minh.

Cac thong tin can khai thac khi thure hién khao sat som v'é dinh gia

Nhu vay, tim hi€u so'm vé gia 1a mot buwde quan trong. Nhung cu the thi
khao st nay nhim muc dich tim ki&€m nhitng thong tin gi?

Trudc hét, hay tim hi€u WTP tong th€ ctia khach hang d6i voi san
pham cta ban — tirc 12 khodng gid ma ho cho 1a hop 1y (néu nhw ho sin
sang chi trd). Tiép d&n, ban phai dit ra cho minh cu hdi ring liéu khoang
gia d6 c6 phu hop v&i cong ty minh hay khong. N&u khong, ban khong thé
tao ra mdt san pham ma thi treong cé the chap nhin véi mirc gid cé the
mang lai 1ot nhuin cho ban.

Th hai, ban phai tim hi€u xem khach hang danh gia vé gia tri cda ting
ddc di€m & san phdm nhw thé nao, va ho sin sang chi trd bao nhiéu d€ sé&
htru gia tri d6. Trong budc nay, ban hay dao sau thém d€ xac dinh chinh xac
nhirng dic di€m ma khdch hang dé cao nha't va sin sang tra tién cho chiing
nhd't. Bude nay s€ gitp ban vach ra dwgc 16 trinh san pham — tiec 1a trinh ty
veé cac didc di€m céan xdy dung trwde tién, thir hai, th ba... Ngoai ra, né
cling gidp doi ngii thyc hién dy an tdp trung vao nhirng dac di€m thu hut
dwoc nhidu sy quan tim nha't nham trdnh cdi biy sdc dic diem.

MGt cong ty Internet da rat ra duegrc bai hoc xwong mau — sau khi ho
dwa mot san pham mai ra thi treong. Cong ty nay cung cip trang web va
lam dich vu diing ky t&n mién cho cdc cong ty nhd. Ho ra mit mot san
pham m&i nhwng sudt mot ndm troi van chwra dat dwgre da dinh mirc doanh

thu. Sau khi tim hié€u, ching t6i k&t ludn rang san pham nay bi sdc dic



diém: N6 c6 27 tinh nang, trong d6 ¢ nhi€u tinh nang ma cac doanh nghiép
nhd khong hé quan tdm. Ching t6i dé xud't ho gidm bot s& lwgng cac tinh
ning xudng con 8, sau d6 tang gid. Gidi phdp nay mang lai thanh cdng vuot
xa strc twdng twong cla ho, ca ty 1€ khach mua 14n doanh s& déu tdng hon
25%.

Chuyén nay nghe c6 vé kho tin: [t diic di€m hon ma lai tao ra nhiéu nhu
cau hon w? Trong treong hop nay, ding 1a nhw vdy. Nh'6i nhét qua nhiéu
dac diém vao san pham s€ gi€t ch€t nhu cau vi n6é khi€n nhitng dic di€m
thye sy quan trong tré nén mo nhat. Cong ty nay da tao ra mot san pham
ma nhi€u khach hang cho la qua dw thwra, do d6 lam giam thién chi chi tra
cia ho. Va gior thi cong ty niy wdc rang, gid ma ho biét diéu d6 tr trude
khi ra mét san pham, ho hén da trénh dwoc mot ndm da trang xe cat.

Chuing t6i da gdp kich ban nay vo s6 [an: Mot cong ty dodn mo veé gid
tri ciia sdn pham trong mét khdch hang va thién chi chi trd ctia ho. Ping ¢
hd miéng cho sung; hay bd cong tim hi€u! L& ra Amazon da c6 th€ phat
hién dueoc khiach hang li€u c¢6 danh gid cao tinh nang xem 3D trong Fire
Phone hay khong. Hay xdc minh gia tri cia dac diém va tim hi€u thién chi
chi tra cua khach hang, nhw vdy ban s€ xay dwng dwoec nhirtng san pham
thanh cong.

Nhirng ki€n giai, loi khuyén va meo hay bé tai

Poc dén day, c6 1€ ban da hiéu vi sao can phai trao doi vé y twdng san
pham m&i voi khach hang, va hdi xem ho mudn bd ra bao nhiéu tién d€
mua nd, t giai doan so’ khai trong qua trinh phdt tri€én san pham. Tuy
nhién, gidng nhw hau hét cac khach hang cua ching t6i, c6 1€ ban cling c6
phan lo ldng vé viéc trao dGi chuyén gid cd v&i khach hang khi chwra ¢ sn

pham trén tay. Sao c¢6 th€ ban chuyén d6 s¢m nhw vy chix?



Céch don gian nhat la dat cau hoi tryc ti€p veé gid tri cia san pham va
gia tri cia cac dac di€m trong san pham, chgng han:

“Theo ban mtrc gid chdp nhan dwgc 1a bao nhiéu?”

“Ban nghi mitc gia bao nhiéu 1a dat?”

“Ban nghi mttc gid ndo dit d&n ndi khong ai mua?”

“Ban c6 sin sang mua san pham nay & mitc gid XYZ khong?”

V&i mdi ciu hoi, hay dit thém mot ciu hodi quyén nidng nha't: “Vi sao?”

Nhirng thong tin ma khach hang chia sé v&i ban s€ 1a v gia.

bat cau hoi tryc ti€p 1a phwong phdp hiru hiéu d€ c6 th€ wdc lwong
khoang gia. Quan trong hon, ddy la cach giip ban nhanh chéng tim hi€u
xem liéu khdch hang c¢6 dé cao san phadm clia minh khong, va c6 sén sang
tra tién mua san pham dé khong — ta't cd nhirng di€u nay phai dwoc thuc
hién truedrc khi ban rét ca ndi tién vao phat tri€n san pham.

C6 nhiéu phwong phdp xac dinh gid phirc tap hon, chaalng han m6 phdng
kich bdn mua sidm va yéu ciu khich hang dwa ra lwa chon. Vi du, ban dwa
ra moOt day san pham v&i cac di€m gid va k€t hop didc di€m khéac nhau, sau
d6 hdi khach hang mudn chon san pham nao (bao gom ca phwong an
khong chon gi cd). Mot [an ntra, hay dat cau hoi “Vi sao?” Sau d6, hay thay
doi kich ban (chflng han, thay doi diém gia va cach k&t hop cac dac diem
san pham) va yéu cau ho lya chon mot Tan nira.

V&i ky thuat nay, ban sé ti€p can dwoec cac mo hinh tw duy va cac
nguyén tac ma khach hang st dung d€ dwa ra cdc phwong 4n Iya chon. Nhor
vay, ban s€ nim dwoc khia canh nao cia san pham mang lai gid tri cao nhat
va khdch hang sdn sang tra bao nhiéu cho chiing.

Hinh 4.3 trinh bay chi ti€t nam phwong phap hi€éu qua nha't ma chiing

toi cho 1a nén st dung khi néi chuyén v&i cac khach hang tiém nang. Cac



cudc trao doi nay thuwong dién ra dudi ba hinh thic: trao d6i mot-mdt, thao
ludn nhém, hodc khao sat dinh lwong quy mo 1on.

Ching t6i da thyc hién hang nghin cudc trao d6i nhw vay voi cac khach
hang cfia minh trong su6t 30 ndm qua. Duw¢i ddy 1a 10 kién giai quan trong
nhd't ma ching t61 da rut ra duoec:

Pwng quén khai thac ngu6n ki€n thirc ndi bd: Trwde khi trao doi voi
khach hang, hay tdp hop m6t nhédm chuyén gia lién chirc nang (dén tw cac
phong ban phu trach san pham, kinh doanh, marketing, tai chinh va ky
thudt) va t6 chirc mot cudc trao doi d€ thu thap y ki€n danh giad cda ho. Day
s€ 1a mot bai ki€m tra thir nghiém triedre khi chinh thirc trién khai trén thyc
t&. Hay gti bang cau hdi trede khi cudc trao ddi dién ra va yéu cau nhitng
ngwdi tham dy phai trd 10 trede khi cude trao d6i bit dau (d€ tranh viéc
nhirng hanh vi va y ki€n khac nhau lam anh hwdng dén cau tra 1o cda
ngwoi tham dy khi ho gdp mét nhau tryce ti€p tai dia di€m td chire cudc trao
doi). Sau d6, hay thao ludn trén tinh than khach quan vé 1y do moi ngwoi
dwa ra nhirng céu trd 101 nhw vay.

Xac dinh nhttng cudc trao d6i v&i khach hang 1a “cudc trao doi vé gia
tri”: Ping néi rang nodi dung clia cudc trao ddi xoay quanh van dé “dinh
gid” hay “thién chi chi trd”. Thay vao d6, hay gidi thiéu theo hwdng:
“Chuing t6i mudn chia sé v&i ban vé nhirng y twdng doi méi sang tao méi
nha't cia minh va mudn hoi ban xem chiing tdi ¢6 the lam gi d€ ti€p tuc
mang lai gia tri cho ban.” Hanh dong nay dong vai tro quan trong trong viéc
dinh hudng tw twdng ding din cho khdch hang. Hiy bit dau bang cich hoi
khach hang vé nhirng va'n @€ ma ho gip phai, sau d6 gidi thiéu vé cac dic
di€m ctia san pham cling v&i gia tri ma ching s€ mang lai. Dat ra nhirng cau
hdi nhu: “Ban c6 danh gia cao nhirng san pham/dac di€ém nay khong?” va

nhd hdi thém 1y do vi sao ho lai dwa ra cdu tra loi d6. Ti€p dén, chuyén



sang nhirng ciu hdi nhw: “Theo ban, mirc gid nao 1a chdp nhin dwgc?”
Viéc chuyén ndi dung trao ddi tr gi4 tri sang gi4 ca s& dé dang gitip ban xdc
dinh WTP cta khach hang. Néu san pham cda ban 1a mot y twdng hoan
toan m&i mé va khong th€ trinh bay vé gid tri ctia né cho khach hang, thi ho
s€ khong thyc sy dwa ra phwong dn tra 1o xdc ddang cho nhirng cau hoi vé
WTP ctia ban. Do d6, ban ¢an phai tip trung néi vEé gia tri voi khach hang
triedre khi hdi ho chuyén gid ca.

Nhirng ki€n giai gia tri dé€n to nhitng cau héi don gidn: Cac ciu hdi
triee dién va trye ti€p thwong mang lai nhirng ki€n gidi quan trong. Thong
thueong, ching tdi nhan thA’y rang khach hang s& trd mic gid chdp nhan
dwoce (xem Hinh 4.3) va yéu thich san pham. Ho c6 thé trd mirc gid dit,
nhwng s€ khong thyc sy hao hing v&i san pham. C6 thé ho & trang thai
trung 1ap — khong ghét ciing khong yéu thich san pham cua ban.

25% sO cau hoi dwgee sir dung nén 1a cau héi “Vi sao”: Nghe thi don
gian, nhwng cau hoi “vi sao” thyc cha't 1a cau hdi quyén nang nha't. Néu cé
ngwoi néi: “Toéi s€ tra 20 do-la,” hay hodi ho: “Vi sao anh lai trd gia d6?”
Néu c6 nguwoi néi: “Toi khong thdy dac diem X ¢6 gid tri va toi s€ khong
tra tién cho né dau,” hay hoi: “Vi sao lai nhw vay, va toi can phai lam gi d€
san pham tré nén ¢6 gia tri hon?” Nho cau hdi nay, ban ¢6 thé nhan dwoc
nhirng loi khuyén vé phwong hwdng céi thién san pham ctia minh. Pat cau
héi tai sao cling gidp ban tao deng nén mdt nén van héa ludn khao khat
thong tin.
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w& muc gia rdi dat lai cauhé trér. Thong thudng, 030 hay
cko khack haageer 5-3 <8t hopkhac naaa dé xemho
phan drg b the réo. Bay laphuong phap gangidng nha:
voi mat tih huéng mea sdm ch o sy, Khithay ddi cac dac
€igm wa moc gid més cach co hétndng, bin cdthéusc
dinh dupc gia tri clz cac ¢ic digm va WTF cho ting dic
cidm.

Hay sl dyng phugng phap ray dé xéc dinh sem dau la sy
It hap v tudng 381 vaitirg khack haag (v su <t hop
gitra dac digr sdr phdm ve gié thannl.

Mgaaire:Ban cing cathéthye hén bai khac sat ddivei
caz phankhc ¢ kndch hang va cac gaiiobudng 8r <& bop
shaphim. Cythé, réuhinh dung wé cdn phim by tudng cla
<a4ch hang co sg da dang vé cé e dac d ém meng mudn,
dong hEt ké ot san padn dar b che tt ca mo ngudi ma
aay phan kb e cosé khack hang ciaber fr chit, rka hist
duge mot tan phire Iy cwdng cdneé bas nhigl Jac didrm,
bancé thé slicyng taéng tir nay €& branh mic phii bay
sbedic didr .

Dy & shucr g phép a0u higu 7éu bas cdn xaz dink cainh
=3 hon vé thien chi chi tacho san pham va céc dac digm
cia s2n phdm. Biéu kien tizn quy2t cé sidung phuong
chap nay laban phai xac dirh duge Mot tap hop dac didm
v nam tuong déi o we WTP, (Hay thimat w2 phuong
shap da réu dtrén bruse ki o0 dung phucre phap nay )
Dwa trenkét qua déu -a, banco thé xay darg mot mohinh
dya tren th truong cé =ac dinh <ha réng muoa ddivwe tang
shugng an két hop g 0a dac diémva gia thanh. Phuang
phap naycac bigt hou ick trong vige las mé hinh kich bdr
shue tep.

Hay xdo trén moi thir 1én: Pung lic nao ciing dwa vao mot kich ban
chuah myc. Thi thodng, hdy d€ cudc trao doi thoat ra khoi khudn mau va dé

né dién ra ty nhién, dic biét 1a d&i vdi cac y twdng doi mdi sdng tao tién



tién, nhw vay ban s& c6 dwoc nhitng phat hién sau sic hon. N&u bam chit
vao mot kich ban dd1 thoai cho tredc, ¢6 the ban s€ chi biét dwgc nhirng gi
minh da bi€t (hodc twdng la da biét).

Hay chu dong tham gia: Pung chi giao cho doi ngii phu trach san pham
ma&i thee hién cac cudc trao doi vé WTP. Day 1a mdt thdng tin hét sirc quan
trong. Hay yéu cau cac nhéan sy chi chdt (tie cac phong ban chirc nang khac
nhau nhw san pham, kinh doanh va marketing) cung tham dy thao luan va
thire hién cic cudc phdng van d€ ho cé thé tryc tiép lang nghe ¥ kién cia
khach hang. Pwa d6i ngii lién chirc ning nay tham gia cang so'm, kha nang
khai thac lgii nhuén tr d6i md&i sang tao cua ban cang tiang. (Ching t6i s€
trinh bay ky hon vé van dé€ nay & Chwong 14.)

Tranh “bdy trung binh”: Khi phén tich cédc ciu trd 1o cho ciu hdi vé
WTP, hay nhin vao dai phan bd cla céac cau tra 101, ding chi nhin vao cau
trd 1o trung binh. CAu trd 1o trung binh ¢6 th€ din dén sy hi€u nham.
Chflng han, v&i hai nhém khéch hang, mot nhém néi ho sin sang trd 20 do-
la va mot nhém s&n sang trd 100 do-la, nhwr vdy néu tinh mirc gid trung binh
ma ho s€ tra, ban s€ thu vé con s6 60 do-la. Nhwng con s6 nay s€ khi€n ban
mAt oan mot s§ tién & nhém sin sang trd mirc gid cao (100 do-la), cling
nhw khi€n sdn pham cta ban tré nén ngoai tdm v&i ddi voi nhém tra gia
thap (ho chi trd 20 do-la). Trong treong hop nay, t6t hon hét ¢6 1€ 1a ban
nén xay dung san pham t&i di€ém gid 100 do-la, hodc t6t hon, tao ra hai
phién ban san pham, mot phién ban ¢6 gia 20 do-la (voi cac dac di€m hoac
nguyén vat li€u khéc), va mot phi€n ban cé gid 100 do-la. Du lam theo cach
nao, ban cling phai nhin vao dai phin bo cac cau trd 1o d€ rit ra dworc kién
gidi ding din, chtt khong chi don thuan 12 nhin vao gi4 tri trung binh.

Puwrng chi dya vao cac con s6 dinh lwong: Piéu nay déc biét quan trong

né&u ban mudn xay dgng mot san pham thyc sy d6i mdi. Ban can phai ¢



nhtrng cudc trao doi dinh tinh (nhirng cudc phong van mot-mdt hodc thao
ludn nhém) trwedc khi ti€n hanh khao sat dinh lwong. N&u néi chuyén voi
khach hang trede thong qua cac phwong phap dinh tinh, ban sé c6 co s& d€
thire hién mot cudc khao sat dinh lwgng t6't hon, d6ng thoi ban cling biét
dau la nhirng thong tin ¢an ki€m chirng trong khao sat dinh lwong.

Str dung ngén ngtr chinh xac: Hai cau hdi “Ban ¢6 mua san pham nay
khong?” va “Ban c¢6 mua san pham nay voi gia 20 d6-la khong?” hoan toan
khac nhau. Hiy ddm bao riang khdch hang trd 1&i ding ciu hdi ban cin hdi.

Pau vao kém thi dau ra kém: Khi st dung cac phwong phéap phic tap &
Hinh 4.3, hay dat cau héi that don gian. Hay st dung ki€n thirc vé kinh
doanh va tw duy d€ tach bach nhirng bi€n sd quan trong nha't can kiém tra.
Nhiéu cong ty coi ddy thuéan tdy 1a hoat ddng nghién ctru thi treong. Nhung
quan di€m nay sé€ din dé€n tinh trang dit ra qud nhiéu ciu hoi hodc khién
cho céc ciu hdi tré nén v6 cung phirc tap. Khi bi r6i tri, khach hang sé dwa
ra nhirng céu tra lovi thi€u nha't quan va khong hop 1y.

V&i nam phwong phap thye hién cude trao d6i vé WTP vai khach hang
va 10 kinh nghiém thyc hién cdc phwong phdp nay nhw chdng tdi vira md ta
& trén, han 12 ban da sin sang d€ ki€m tra d6 kha thi thi treong cho san
pham cuia minh r'oi day.

Tém tét

Khia canh quan trong nha't khi thyc hién qua trinh d6i méi sang tao 187y
gia ca lam trong tim d¢€ thi€t k& san pham la tim hi€u cang s¢m cang tot
xem khdch hang c6 dé cao y twédng d6i méi khong va cé sén sang bd tién ra
de€ mua né hay khong. Ban chi c6 thé xac dinh dwgc WTP cia khach hang
bang cach thuc sy hdi ho — chit khdng phai 12 ng'di hinh dung xem ho s& néi

N

gl.



Trong giai doan nay c¢6 hai treong thong tin quan trong: WTP tOng the
cta khach hang d6i v&i san pham (khoang gid ma ho cho 1a hop 1y) va
WTP cu th€ cta ho cho tirng dac di€m cda san pham (nhw vdy ban sé biét
dac diém nao la quan trong nha't va dédc di€ém nao khong hé c6 gia tri).

Nam dang cau héi nghién ctru s€ gitp ban cé dwore cac céu tra 1o trén:
héi trye ti€p, hdi véE kha nang mua, hdi vé trinh ty tr cao nhat dén thap
nhat, hdi vé san phdm 1y twdng va mod phdéng tinh hudng mua sim. Cich
thwc hién hi€u qua nha't cac cudc trao doi nay la: hay goi d6 1a “cudc trao
doi veé gia tri” (khdng phai trao doi vé gia ca), rit ra nhirng ki€n giai quan
trong tor nhitng ciu hdi don gidn nha't, k€t hop cac ciu hdi soan trede voi
cac cau hoi ty do va khong thuan tiy dya vao cac dw li€u dinh lwgng.

Cac cau héi CEO céin datra

Doi phat trién san pham da trao doi nghiém tic v&i khach hang vé van
dé dinh gid sdn pham tw nhirng giai doan s&'m trong qua trinh phat tri€n san
pham ma&i chwa? N&u chura thi tai sao?

Chiing ta dang c6 nhitng dit liéu nio d€ chitng minh ring c6 thj trrong
kha thi tiém ning va khich hang sin sang bd tién ra mua san phdm mé&i cta
ching ta?

Ching ta c6 bi€t khoang WTP cta thi treong cho y twdng san pham
nay khong? Ching ta c6 biét thi treong coi khoang gia nao 1a chdp nhéan
dwoc khong? Khoang gid nao bi cho 1a dat? Chiing ta di lam gi d€ biét
dworc nhirng thong tin nay?

Ching ta c6 biét khach hang thwc s dé cao va sin sang chi trd cho
nhtrng dac di€m nao khdng, cling nhw nhirng dac di€m nao ho khdng dé cao
va khong mudn bd tién ra cho ching? Chiing ta da loai bd hoac bo sung cac

dac diém dya trén cac thong tin nay chwa? Néu chwa thi vi sao?



Pau 1a nhirng ddc di€m khac biét cia san pham so v&i cac dic di€m caa
san pham canh tranh? Khach hang danh gia nhirng déc di€ém cuia chiing ta ra

sao so voi dic di€m cua doi tha?



Chuong 5
Pirng mic dinh lya chon gidi phdp Mdt-cho-tat-c3

Du ban ¢6 thich nghe di'éu nay hay khong, thi méi khach hang mbi
khac

Ochwong trwde, chiing t6i da giai thich vi sao ¢An phai thuc hién cude
trao doi vé gid tri va thién chi chi trda (WTP) cta khach hang tw som.
Nhwng khdng phai moi khach hang déu dwa ra mixc WTP nhw nhau. Chiing
toi chwa gdp mot thi treong nao ma & dé cac nhu cau cda khach hang la
dong nhat. Tuy vay, cac cong ty lai li€n tuc thi€t k& ra nhirng san pham
danh cho khéach hang “trung binh”.

Thuc t& & day 1a khdach hang mdi ngwoi mdi khdc — di ban ¢6 thich
nghe diéu nay hay khong. Ho ¢é nhirng nhu cau ra't khac nhau, kha nang
chi trd khac nhau, va danh gia ctia ho vé céac lgi ich chinh ctia san pham
cling v cung da dang. Cach duy nhat d€ d6i pho véi diéu nay l1a thwce hién
phéan khic khéach hang.

Phan khic khéich hang 1a khai ni€ém dworc nhic d&n nhiéu nhat, nhung
cling bi st dung sai cach nhi€éu nhat trong thi€t k& san pham. Vi sao?
Chiing ta hay thtt 1y gidi bang mot trd choi gia twdng nhw sau.

Gia sir ¢c6 mdt ngwoi voi cac dac di€m nhw thé nay: quéc tich Anh, noi
ti€ng, giau co, 67 tuoi, da 1ap gia dinh, cd hai con va sdng trong mot toa lau
dai. Di nhién, chic ban biét ching ta dang néi dén ai roi phdi khong?
Chiing t6i c4 rang 90% trong s& cic ban doan ring d6 1a Théi tt Charles.

Ban doan ding r'6i ddy, nhung thyc ra mo ta trén cling ding voi Ozzy



Osbourne. D6 1a ngwoi ma ta't ca nhirng ai hAm mo nhac rock thudc thé hé
Baby Boomer® déu biét vi 6ng &y 1a thanh vién clia ban nhac heavy metal
Black Sabbath h'6i dau thap nién 1970, va con la ng6i sao clia chwong trinh
truy€n hinh thyc t&€ The Osbournes dinh ddm dau nhirng nam 2000. Méc du
chan dung khach hang ctia Thai ti¢ Charles va Ozzy la twong ty nhau xét vé
mot s& dic di€m, song nhu cau va thi hiu cia ho chic chin 12 khic nhau.

3 Thé hé Baby Boomer: Chi nhitng ngwoi sinh trong giai doan tir ndm
1946-1964. (ND)

Chiing t6i s& phdng dodn riang hai ngwdi nay khdng dn mic giong nhau
hodc khong 1di nhirng chié€c xe gidng nhau. Gu am nhac cta ho c¢6 I ciling
ra't khac nhau. Tuy nhién, n€u ban ting thyc hién phan khic thiét k& san
pham dya trén cac bi€n s6 nhin khau hoc — tirc 1a cac théng s&” vEé do tuoi,
gidi tinh, tinh trang hon nhén... — ¢6 1€ ban s€ dwa ca Thai t& Charles va
Ozzy vao chung mdt phan khic. Két qua 1a, hay thit hinh dung xem, ban sé
thi€t k& ra nhieng san pham hét nhw nhau danh cho ho.

HAu hét cic cong ty déu néi v&i chiing toi ring ho c6 chién lwge phan
khic. Nhung ho gan nhu khong st dung chién lwgec d6 lam dinh hwdng cho
qua trinh phat trién san pham. N&u cd, nhin chung ho ciing phan khic
khéich hang sai cdch. C6 1€ ban ciing bi€t, c6 nhi€u cach phan khic htru ich
cho viéc diéu chinh thong di€p ban hang va marketing, chgng han phan
khiic theo tinh cach, hanh vi, thai d9, thdong tin nhan khau hoc... Nhung doi
véi d6i m&i sdng tao thi chi c6 mot cdch phan khic ding din duy nhat:
phén khic theo nhu cau cia khiach hang, gia tri va thién chi chi trd cia ho
d61 voi san pham/dich vu cung cap gia tri do.

Cong ty nao khong hi€u dugc diéu nay s€ dwa ca hai nhom ngwoi khac

nhau nhw Thai t& Charles va Ozzy Osbourne vao chung mdt phan khuc.



Cong ty nao hi€u ding dwoe di€u nay s€ tao ra nhirng san pham ma khach
hang sin sang bd tién mua.

Cau chuyén vé viéc phan khic khach hang cia mét cong ty san
xuat giay

Mot hang san xud't gid'y da van dung 161 ti€p can nay khi phat tri€én mot
dé xud't san pham (bao g6m san pham va dich vu di kém) cho cac khach
hang & thi treong Bic My. Cong ty ny sdn xud't nguyén liéu déng géi va
canh tranh v&i mot s6” cong ty san xud't gid'y khac trong mot thj treong da
dang khach hang, tr cdc ctra hang nhod 1é cho dén cac tdp doan toan cau
khong I6.

Theo truy€n thong, cong ty nay thyc hi€én phan khic dya trén quy mo6
cta khach hang — theo cdc tiéu chi cong ty nho, vira va 1on. Nhwng mot s6
phong ban chirc nang, trong dé cé bd phan kinh doanh va dich vu khach
hang, 1au nay van chi ra ring cich phan khidc nay khong kha thi. Chéng
han, mét s6” khach hang 1on chi ¢an nhirng didc di€m san pham co’ ban nhit,
do d6 sin sang chi trd & mirc gid thap hon, trong khi c4c khdch hang khéc
lai can dén nhirng géi dé xudt san pham v&i ddy da cac dic di€m. Kho
khan hon ntra, nhi€u khach hang thuoc nhém cac cong ty quy md nhd va
vira lai @& cao nhitng dic di€m nhw dich vu hd tror von chi danh cho khach
hang 1&n. Ngoai ra, nhiéu khach hang thu6c moi nhém quy md déu than
phién ring tdc do giao hang ctia cong ty nay qua cham chap va c¢an phai cdi
thién d€ c6 th€ giao hang “tirc thoi”. Mot s6” khach hang khac, do ¢6 nha
kho rong d€ trx nhiéu gidy, khong quan tam t&i viéc giao hang tic thoi,
bdi khi ¢an ho chi viéc d&€n nha kho 13Y.

Vi vay, khi cAn nhic chuyén thiét k& géi dé nghi san pham kém dich vu
md&i, cong ty sin xud't gid'y nay nhan ra rang ho sé& thi't bai néu van tiép tuc

phan khuic nhw hién tai.



Vay la ho quay lai giai doan 14p k& hoach. Ho can phai x4c dinh ding
phan khic. D€ lam diéu nay, ho ti€n hanh khao sat d6i voi khoang 200
khach hang. (Ho st dung cac phwong phdp ma ching t6i da mo td & Hinh
4.3 trong Chrong 4, bao g6m phan tich vE trinh ty wu tién cac dic di€m tw
thap dén cao, va m6 phdng qua trinh mua/phan tich két hop.) Muc dich
chinh cfia khau thim dinh y twéng nay 13 nhdm trd 1&i cho hai cAu hoi:
Nhirng ddc di€m va dich vu nao thwc sy quan trong nhat d6i voi khach
hang, va ho s&n sang chi trd bao nhiéu d&€ mua ching?

Hinh 5.1 trinh bay két qua ctia nghién ctru nay.

Nghién ctru chi ra ring nhin chung, xét ttr géc d khach hang, gid ca 1a
khia canh quan trong nha't trong g6i d€ nghi san pham cta cong ty gidy.
Dich vy ky thuat la y&u t6 it quan trong nha't. Tuy nhié€n, cong ty nay khong
khdi ngac nhié€n khi phat hién khach hang d€ cao cic chwong trinh dich vu
gidp gia tdng hidu sudt hoat dong, d&n ndi ho sin sang bd tién ra d€ cé
dwoc dic dieém nay. Trude khi thye hién nghién ctru, ho cho rang dic diém

nay chi 1a mo6t khoan phai chi, chir khong phai 1a m6t ngu'én doanh thu.



Nhu ciu/ Tat ca
dac diém khich hang Cac phan khic
“Mubnsan | “Muén giao | “Chimuén | “Chl quan
pham tot hang tifc c6 san tam dén gia
nhat” (30%) | thei” (40%) | phdm” (10%) | ca” (20%)
Gia ca 2] 12 18 26 36
Céac chuong 19 15 8 14
trinh dich vu
Giao hang 14 19 10 13
kip thoi
Hiéu sult 21 10 i 9
hoat dong
cda san
pham (nguai
ding cubi)
Chat lugng 17 10 18 10
san pham
Toc do giao 8 18 10 1
hang
Hé tro ky g 10 7 7
thuat
* Quy mé phan khac (gia tri) Tam quan trong caa nhu cau/dac diém
tinh theo phan tram

Hinh 5.1 Cich phin khiic méi ctia cong ty sdn xudt gidy

Nhung phat hién 1on nha't thu dwore te nghién ctiru nay 1a mot diéu hoan
toan khac: Cach danh gid gid tri & cdc nhoém khach hang ton tai nhirng dieém
khdc biét 1on. C6 th€ phan khic co' s khach hang cta cong ty gidy trén
theo bon céch khac nhau, mdi phan khic lai ¢6 nhitng nhu cau khdc biét va
c¢6 WTP riéng cho nhirng dic di€m déap ing cac nhu cau do:

1. Phan khidc “chi mudn gia ca”. Biéu ma cac khach hang nay quan tam
chi y&u la lam sao d€ mua v&i gid thdp. Dich vu ky thudt va cac diéu

khoan vé giao hang khdng quan trong, ho khong sin sang tra tién thém d€



c6 nhirng didc di€m nay. V€ chat lwong, san pham chi can dap tng dwoc
cac yéu cau tdi thi€u cua ho la duoec.

2. Phén khic “mudn giao hang kip thoi”. Nhém nay chi yéu quan tdm
dén tdc dd giao hang. Do khach hang cia ho thwong yéu cau déng goi
nhanh, nén phan khic nay trong cho’ & nhirng nha cung cap cé kha ning
phan (ng nhanh, vi th&" sin sang tra tién d&€ dwoc cung cip san pham nhanh
chong.

3. Phan khic “chi mudn ¢6 san pham”. Phan khic nay dé cao hiu suit
hoat ddng va chat lwgng ctia san pham hon ta't ca cac dac di€m khac. Dich
vy, giao hang va toc do deéu it quan trong hon.

4. Phan khic “mudn san pham t6t nhat”. Pay la nhém it nhay cam vé
gia ca nhat va dé cao cac dac diém vé cha't lwong va dich vu. Ho ¢c6 WTP
cao, b&i ban than khach hang cta ho cling yéu cau san pham c6 chat lwong
cao. Hon ntra, do tin cdy va t6c dd giao hang kip thoi cling quan trong hon
gid ca.

biéu nay cho thdy cdc dw li€u vé con s6 trung binh 1a v6 ich va gy
hi€u nham khi thyc hién phan khic khach hang. P6i ngii kinh doanh da néi
ding: Chi phan nhém khach hang theo quy mo s€ khong the hién dwoe dau
la diéu ma ho thyc s mong mudn tir cong ty gidy va ho sdn sang chi tra
bao nhiéu d€ dap wng cac nhu ciu d6. Truede khi phan khic thi treong theo
cach nay, cong ty trén khong hi€u khach hang thyc sy ¢6 nhu cau gi va ho
san sang chi trd bao nhiéu d& ddp trng céc nhu ciu dé. Nghién ciru nay da
lam ddo 10n nhitng gid dinh trird'c ddy. Thye ra, mdi phin khic trong bon
phan khic méi déu hodi da cac cong ty thudc nhiéu quy mo khac nhau.

V&i cach phan khiic co s khach hang m&i nay, doi ngl phat tri€n san
pham bit tay vao lam viéc. Ho nhin ra nhitng kha ning m&i — v&i ca dich

vy va san pham — d€ ddp tng nhu ciu cia bdn phan khic m&i. Ho phat



tri€n cac giai phdp — san pham kém dich vu — cho ting phan khiic. Va trong
qua trinh thi€t 14p danh muc san pham va dich vu cho ting phén khic, cac
chuyén gia phét trién sdn pham nim rd dworc mitc gid ma ho c6 thé dwa ra.
Ho biét khdch hang sin sang chi trd bao nhiéu. Ching t6i s& ban k§ hon vé
van dé nay & Chwong 6.

Nhirng chiéc biy thwong gip trong qua trinh phan khiic thi trwong

Cong ty gid’y trén st dung ky thuét phan khtc thi trerong d€ thié€t k& san
pham ma&i dwa trén cac dir liéu vEé nhu cau, gid tri va thién chi chi tra cha
khéch hang. P6 c6 phai la cich ma ban dang dp dung khong? C6 1€ la
khong. Hau hé€t cac cong ty déu thyc hién phan khic khiach hang, nhweng da
phan déu khong hiéu qua vi ba chié€c by sau day:

Phan khic qua mugn.

Nhiéu cong ty tri€n khai quy trinh phat tri€n san pham theo dwong 161
mot san pham dp dung cho toan bo thj treong (one-size-fits-all) va chi dung
dén ky thuat phan khic thi treong khi chuan bj thong diép marketing va
kinh doanh. Nhwng néu khong thié€t k& cac dé nghi san pham pht hop voi
nhu ciu cua ting phan khidc, ho ¢6 nguy co tao ra nhirng san pham khong
dwoc phan khuc nao quan tam. Ch.’fmg han, n€u c6 hai phan khuac khach
hang va ban thi€t k& dé nghi san pham cho nhom khach hang “trung binh”
— k&t hop cd hai phan khic doé, r6t cudc ban s€ tao ra mot san pham ma
khong phan khiic nao thyc swr hai long. Ban c¢6 th€ ¢ ging khic phuc sai
Tam thong qua viéc phan khic trong khau marketing va kinh doanh — vé cor
bén, ban sé diéu chinh théng diép cho phu hop v&i tirng phan khic. Nhung
dén lic nay thi moi chuyén da qud mudn roi. Ban van chi ¢6 mot sdn pham
d€ ddp rng nhu cAu ra't da dang, va doi khi 1a khong twong thich 14n nhau,
ctiia cac nhom khéach hang khéac nhau.

Chi thwe hién phan khic dwa trén nhirng dic diéim dé quan sat.



Hin ban con nhé Théi t Charles va Ozzy chi? Nguyén tc don gian
trong thi€t k& san pham la hay thwc hién phan khic dwya trén nhu cau, gia tri
va WTP cda khach hang d6i voi cac ddc di€m ma ban dang mudn phat
trién. Chi vay th6i. Quy m6 doanh thu (d67 v&i cac cong ty hoat dong trén
thi treong B2B), d6 tudi (461 v&i cac phan khic ngueoi tiéu dung), dan toc
va cdc dic di€ém dé quan sit khic thwong khong lién quan dén nhirng yé&u
t0” quan trong nhat trong thi€t k& san pham.

C6 qua nhi¢u k& hoach phan khiic thi trrong.

Né&u tach riéng khau thi€t k& san pham va giao cho cap quan 1y vach ra
cac phwong phdp phan khic khac nhau d¢€ ti€p thi, quang ba va ban cling
san pham d6, k&€t qua thu vé sé 1a m6t mo 10n x6n. Ly twedng nhi't, cong ty
ban nén thdng nhat st dung mdt k& hoach phan khic duy nhat cho ta't ca
cac don vi chirc nang trong t6 chirc, nhw vay cac ban s€ c6 mot cach ti€p
cén thong nha't d€ phuc vu khach hang. Trong treong hop t&€ nha't, ban phai
gidm bot s& lwong cac k& hoach phan khic. Néu c6 nhiéu hon ba k&
hoach, chic chén t& chirc clia ban s& giip ric roi.

Cach lam cua cac cong ty thanh cong nhat hién nay

D& c6 thé thyc hién mdt cdch ding din khau phan khic trong qu4 trinh
thiét k& san phdm mdi, hdy ghi nhé nguyén tic vang nay: Ban c6 thé thuc
hién nhirng hanh dong khic nhau. (Xem Hinh 5.2.)

Nha d6i moi thanh cong s€ xdy dyng ding san pham cho ding phéan
khiic v&i mite gid ding. Ho 14"y phan khiic 1am dinh hwéng, bit dau vdi cdc
giai doan R&D trong qua trinh d6i m&i sang tao. Ho lién tuc khai thiac d€
tim hi€u xem cédc nhu cau, gid tri va WTP ctia khach hang trén thi treong
khac nhau ra sao, va ho c6 thé hanh dong khac di nhw thé nao d€ dinh hinh
san pham va cac phién ban cda san pham cho nhtrng phan khiic khac nhau.

Né&u cong ty chi cé du nang lyc d€ xay deng mot san pham duy nhat (chfmg



han v&i treong hop cla cac cong ty khéi nghiép), thi ho s€ thiét 1ap thir tw
wu tién va xay dwng san pham cho phéan khdc mang lai co hdi 1on nha't (xét
vé quy md hodc tiém nang doanh thu), d6ng thoi vach ra k& hoach d€ gidi
thiéu cac san pham phuc vu nhitng phan khic khac. Trong tat ca nhing
cach thirc vira néu, cac cong ty thanh cong bao gio ciing tranh viéc dwa ra

mot san pham m&i dung cho toan bo thi treong.

Viéc phan khuc nén chia nhé thj truong thanh
mot vai nhém khic nhau dé dya vao do,

ban c6 thé thuc hién nhiing hanh dong khdc nhau.

Déi ngii phy trich
sin phim cia ban
P§i ngid kinh
doanh iz ban
P$i ngli marketing
va dinh gid aia ban
Céng ty ciia ban

Sé |4 vé ich néu
thyc hién phin
khuc thj trvéong 6i

Péi moi sing 30,
1§ trinh sin phfm,
gid cd, thuong
lugng, thj trudng,
théng diép, goi sin

sau dé dp dung mért
phuong in giGng
nhau cho toan bd

him...
phim thj trudng.

Hinh 5.2 Nguyén tic vang trong phian khic thj truong

Mot vi du dien hinh & day 1a Garmin, nha san xud't cac thié€t bi dinh vi
toan cau (GPS) giip ban xac dinh 10 trinh, du ban 1a tai x&, van dong vién
choi golf, van dong vién dién kinh, ngwoi di bd dwong treong, hay nguoi
di xe dap.

Nguoi di bd dwong treong mudn dwoe an toan, vi vy ho cén thiét bi
giip ho xac dinh phwong hueong khi & ngoai thién nhién. Van déng vién

dién kinh mu6n nang cao k&t qua tap luyén cia minh, nén ho can phai theo



doi vé quang dwong, thoi gian va toc d6. Nguoi tai x&€ mudn cé mot thiét
bi GPS d¢€ biét ho dang & dau. Van dong vién choi golf mudn bao quat san
choi voi s6 lwong cac cd danh & mire t67 thi€u va lya chon loai gdy danh
bong phu hop (d€ tranh cat va nwde). Ho ¢an mdt thiét bi cho biét khodng
cach gitra ho voi gdy co (d€ Iya chon loai gdy phit hop) va novi nao cé bai
cat va nwoec.

Rat khé hinh dung dwoc mot loai thi€t bi nao (du dwoc thi€t k& xua't
sic d&én dau) c6 th€ d4p ng cdc nhu ciu khdc biét nhw vdy clia ta't ca céc
phéan khic khach hang ctia Garmin. K&t qua la, Garmin ch& tao ra nhiéu
thi€t bi dinh vi khac nhau. Néu chi tip trung phat tri€én mot thiét bi GPS
cam tay hodc deo tay d€ phuc vu cho toan bo thj treong, Garmn c6 the sé
cho ra doi mot san pham bj s6¢ dic di€m. Thay vao d6, cong ty nay su
dung ky thudt phan khic hop ly d€ phat trién nhiéu san pham khac nhau.
Day 1a 161 ti€p cin van de€ ra't xac dang.

Chidng ta hay cung ban dén trwong hop ciua Mettler Toledo, tip doan
toan cau tri gid 2,5 ti d6-la chuyén vé cdc thi€t bi can. Nhom khach hang
cOng nghiép ctia cong ty nay can nhirng loai can cé th€ chdng chiu dwoc
nhitng bién dong Ién vé thoi tiét va mdi treong khic nghiét. Cdc phong thi
nghi€m lai yéu cau phai c6 nhirng loai can c¢6 dd chinh xac tuyét doi. Cac
nha ban 1& ¢in nhitng loai can gia ré, ¢ tinh ning in gid va dé st dung.
Cong nghé san xui't cin co’ ban van gidng nhau. Nhing Mettler Toledo ché&’
tao ra nhiéu loai can khac nhau dva trén nhu cau va WTP khac nhau cia
trng phan khic. N&u chi san xué't mét loai cén, ho sé€ tao ra mot san pham
tha't bai, khong dap ing dwoc nhu cau ctia phan khidc nao.

Phan khic thj tredng gitp ban phuc vu khdch hing t&t hon bang cich
chdm s6c¢ cho nhirng nhu céu cu th€ cia ho. Thyc hién phan khic ngay tw

nhirng giai doan ban dau trong quy trinh d6i md&i sang tao s€ gidp ban xay



dyng dwoc nhirtng sdn pham ddp ng t6t nhu cau cta khach hang. Thém
nita, doi ngl kinh doanh va hd tr¢r khdch hang ciing s€ biét cdch 1am th&
nao d€ phuc vu ho t6t hon. V€ co ban, ban sé€ gia tang doanh thu, 1¢7i nhuén
va mé& rong quy md bang cdch phuc vy nhiéu nhém khéch hang khéc nhau,
d6ng thoi nang cao ty 1€ ti€p nhéan cda thi treong khi cung ca’p san pham &
nhiéu di€m gia khac nhau. Hay thtr hinh dung ma xem, Apple sé tha't thoat
bao nhiéu néu ho khong cung cAp nhiéu mau iPhone khic nhau? Néu chi
c6 mot dong duy nhat, chi€c dién thoai mang tinh bi€u tweng nay s€ chi
hap dan dwoc mot phan khiic khdch hang nhdt dinh vé&i s6” lwong it hon
nhiéu.

Céch phan khiic thong minh s€ mang lai lgi ich hai chiéu cho ca cong
ty va khdch hang. Gidng nhw nha sdn xua't gid'y ma chiing t6i da nhic dén
& phén tredc trong chwong nay, ban s€ tao diéu kién thuin lgi hon d€
khdch hang c6 the tim dwoc sin phadm phil hop, ra quy&t djnh mua sdm va
nhan dwoc mirc d6 dich vu hop 1y tir cdng ty ban.

Nhirng ki€n giai, loi khuyén va meo hay bé tai

Hau hét cac cong ty déu da quen thudc voi cac phwong phap phan khic
khach hang (vi du, phan tich cum). Nhung d€ c6 the thyc hién phan khic
theo hwdng ma chiing ta dang ban dén & day, ban céan phai Iwvu y d&€n nidm
nguyén tic nay:

Bét dau v&i dir lieu vé WTP ciia khach hang. O Chuong 4, chiang to1 da
trinh bay cach xac dinh WTP dya trén nhu cau va gia tri cia khach hang.
Bing cdch x&p nhém cdc cd nhan dya theo dit liéu vé WTP, gi4 tri va nhu
cau cta ho, ban s€ tim ra dwgc cac phan khic — tirc cdc nhém khach hang
voi cac nhu cau, gid trj va thién chi chi trd khac nhau.

Hay dung 1y tri d€ dinh hwdng khi st dung cac s6 liéu thdong ké. Cac

phwrong phap nhw phan tich cum s€ mang d€n cho ban nhiéu phwong an lya



chon cdch phan khiic khac nhau véi do chinh xdc vé mit thong ké twong
dwong nhau. Nhung viéc lya chon k&t qua c6 y nghia nha't vé mat thong ké
cling chua chic d mang lai cho ban mot chién lwge phan khic kha thi trén
thye t&. Hay ki€m tra do tin cdy trong cac phat hién cua ban: Ban da xac
dinh dwgc nhom khach hang d€ ban san pham chwa? Cé nhitng “hang rao”
rd rang nao gitra cdc phan khic khong — vi dy, nhitng dac di€m ma mot
phan khuic ra't mudn c6 trong khi cdc phan khuc khéac lai khong quan tam?
Bai ki€m tra cudi cung la hoi ddi ngii kinh doanh xem liéu ho c6 th€ x&p
khach hang vao cac phan khic ma ban vira 1ap ra hay khong. O day, tu duy
thue tién va ly trf déng vai trd quan trong khong kém nhirng s6” liéu thdong
ké.

Lam it dwgc nhi€u. Mot phan viéc quan trong trong khau phan khuc thi
treong 12 quyét dinh s6” lwgng cdc phan khic. V@ 1y thuyét, mdi khach
hang c6 th€ 1a mot phan khic, nhw vdy mdi phan khic déu ¢6 sy d0ng nha't
hoan toan. Thai cyc doi 1ap 1a coi toan bd thi treong 1a moét phan khic 1om.
SO lwong cang it, cac phan khic cang it dong nhad't va it rd rang hon; s6
lwong phéan khiic cang nhiéu, do phirc tap cang gia ting. Pwng coi thuong
treong hop thi hai. Viéc bd sung mdt phan khic mdi s€ lam tang thém sy
phtrc tap cho cdc b6 phan chirc ning nhw kinh doanh, marketing, phat tri€n
san pham/dich vu... Cdc cdng ty thong minh bit dau véi mot s§ it phan
khtic — thwong 1a 3-4 phan khic — sau d6 mé rdong dan cho tdi khi dat duoc
con sO to1 wu.

DPirng ¢ ging phuc vu moi phan khic. Ban khong c6 nghia vu phai
phuc vu moi khach hang. Sdn pham va dich vu ma ban phat trién can phai
phtu hop véi cdc muc tiéu tai chinh va thwong mai tong th€ cla cong ty.
Mot phan khic phai c¢6 did lwgng khach hang céan thi€t — va di nguon tién

can thi€t — thi quyé&t dinh dau tw ctia ban m&i xirng dang. Bwdc nay trong



khau phéan khidc dwgc goi 1a do lwong kich ¢ thi treong. Po lwong kich co
thi treong khdng c6 nghia 1a chi don thudn d&€m s& lwong khach hang ¢6
trong mot phan khdc. O ddy, ban phai wde tinh s& ngwdi ma ban ¢ the thu
hidt tré thanh khach hang va gitr chan ho v&i mirc gid nao — nghia la ban
phai tach biét nhirng phan khic hadp din v&i nhitng phin khic khong phi
hop.

Mo ta cac phan khic d€ tr d6 ban cé th€ phuc vu dwoc ho. Hay tim
hi€u xem liéu mdi phan khic cé nhitng tiéu chi dé quan sit nao khong d&
diéu chinh thong diép marketing va kinh doanh cho phu hop. Chaalng han,
n€u phat hién phan khic gia cao c6 s6 lwong cac cong ty hoat dong 24/24h
nhiéu hon hin so v&i céc cong ty hoat dong theo gid hanh chinh, ban ¢6 thé
mo ta t6t hon V€ phan khidc nay trong cac chi€n dich marketing. Piéu nay
vO cung quan trong. Khi vi€t ndi dung cho céc chwong trinh quang cdo trén
truyen hinh, trec tuy€n, hay ba't ky thong di€p marketing va kinh doanh nao
khéc, ban phai md ta phan khic muc tiéu cang chinh xdc cang tot.

D€ khai thac t6i da loi nhudn tr cdc hoat ddng doi mdi sang tao, ban
phai s'm dwa khau phéan khdc thi trerong vao quy trinh phat trién san pham.
Va hay thyc hién phan khic dwa trén nhu cau, gia tri va thién chi chi tra cta
khach hang d6i voi san pham mang lai gid tri d6. N&u ban lam dwoc diéu
ndy, sang kién phét trién sdn phadm ctia ban chic chin s& c6 mot xua't phat
di€m tuyét voi.

Tém tét

Cho d&n nay ching toi van chwa tim thd’y mot thi treong nao trong d6
cdc nhu cAu ctia khach hang 13 ¢6ng nha't ca. Ay th& nhung cdc cong ty van
lu6n cho ra doi nhirng sdn pham phuc vu khach hang “trung binh” nao dé.

Thong di€p & day ra't rd rang: Ban phai thi€t 1ap phan khic d€ c6 th€

thi€t k& nhirng san pham c6 sitc hap din 1on v&i teng phan khiic. Va ban



phéi ti€n hanh phan khic dya trén nhu cau, gia tri va WTP ctia khach hang.
C6 nhw vay, phan khic mdi s€ tré thanh mot lyc lwgng thic day qua trinh
thi€t k& va phat tri€én san pham, chir khong phai 1a khau sau cliing.

Nhirng meo hay sau day da va dang phéat huy hiéu qua rat tot gidp
nhiéu cong ty thirc hién bude phan khic thj treong mot cdch ding dén: Bét
dau voi die liéu vE WTP; hay dung tw duy von ¢6 d€ dinh huwdng cho chinh
minh; tao ra mot s6 lwgng it phan khic, dung tham bat bd mam; dwng c&
ging phuc vu moi phan khiic; va md ta cdc phan khic that chi tiét @& cé the
xac dinh ho mdt cach 1o rang.

Hi€u nhu cdu va WTP cia khach hang sé giip ban cé dwgc sirc manh
cta phan khic. Va sirc manh cua phan khic gitp ban ¢6 dwgc sirc manh
cua khai thac lgii nhuan.

Cac cau héi CEO céin datra

Ching ta ¢6 thyc hién phan khic khach hang trwde khi thi€t k& san
pham khong? Né&u khong thi tai sao?

C6 nhtrng phan khic khach hang nao? Lam th& nao d€ ching ta xac
dinh dworec nhirng phan khic nay? Ching ta nén phuc vu phan khic nao
tred'e? Quy mo thi treong cia phan khic nay ¢6 td't khong?

C4c phan khic nay duoce thye hién dya trén nhirng ti€u chi nao? Ching
khac nhau vé WTP ra sao? Ching ta cé th€ thyc hién nhitng hanh dong
khac nhau d&i voi teng phén khic khong? Néu cd, phwong hwong thuc
hién ra sao?

Chiing ta mo ta cdc phan khic nhw thé nao? Trong cidc mo ta nay, co
nhirng tiéu chi d& quan sit ndo? Poi ngii kinh doanh d3 ki€m tra cdc mo ta
va tiéu chi dé quan sit nay chua?

Trong cOng ty ching ta c6 bao nhi€u k& hoach phan khuc? Li€u chung

ta c6 the’ hgp nhat ta't ca thanh mot k& hoach phan khic nhat quéan cho tat



ca cac bo phan san pham, marketing va kinh doanh khong?
Nguwoi nao trong cdng ty chiu trach nhiém thyc hién phan khdc thi

treong? Ngwoi nay tham gia vao chu ky doi méi sang tao tw khau nao?



Chuong 6
Khi thiét ké s3n pham, cdu hinh v3 két hop s3n phdm
mang tinh khoa hoc hon |a nghé thuat

Vay la ban da thwc hién phan khic co’ s& khach hang cia minh theo
nhitng hwdng dan da dwa ra & Chwong 5: dya trén nhu ciu cia khéach hang,
gia tri cia san pham va thién chi chi tra (WTP) cua khach hang cho gia tri
d6. Bay gior, ban da sin sang bét tay vao thiét k& san phadm ma minh sé
cung cap cho trng phan khic khach hang — trong d6 ban xac dinh chinh xac
nhitng dic dim va chirc ning dw kién cung cap. O ddy c6 hai quyét dinh
cOt 161 vé thi€t k€ ma ban can dwa ra. Mot 1a cau hinh san pham va hai 1a
két hgp san pham. Chwong nay s€ trinh bay va minh hoa vé hai y&u t&
quan trong nay trong thiet k&".

Nhwng treede tién, ching t6i muén lam ré6 mot diéu: Khi néi dé€n cau
hinh sdn pham, ching t6i muén dé cap dén quy€t dinh vé cac dic di€m va
tinh ning s& dwoe dura vao san pham. O’ mot s linh vie nganh nghé, chglng
han phan mém va cong nghé, cAu hinh san phadm con dwoc goi bang thuat
nglr dong go6i. Con voi twe két hop, ching t6i muén am chi viéc k&t hop
mot sdn pham hodc dich vu v&i cdc san pham va dich vu khéc.

Céc nha d6i m&i thanh cong déu dwa ra nhitng quyét dinh vé ca'u hinh
va két hop san pham ngay tw dau.

Thure hién cdu hinh san pham didng

Thyc hién cdu hinh san pham ding c¢6 nghia la thi€t k& mot san pham

voi nhirng dic di€m phi hop véi mot phan khic — tire 1a, san pham chi bao



g0m céc dic di€ém ma khich hang sin sang trd tién d& mua. DAy 13 mot
nguyén tic cot 16i trong thiét k& san phdm mdi d€ bao ddm thanh cong trén
thj treong. Nh'6i nhét qud nhiéu dic di€m dé din dén nhirng san pham bij
sdc didc di€m, nha't 1a khi khach hang khong qua quan tim dén nhirng dac
diém d6. N&éu ho quan tdm nhwng ban lai khong nhan ra di€u nay, kha nang
cao 12 ban s& méc sai lAm thudc nhém khiém nhwdng thdi qua. San pham c6
nhirng dac di€ém ma khach hang khong mudn bo tién ra mua s€ tr¢ thanh
xac song.

Ching ta hay tht hinh dung k&t qua thu dwore khi thye hién ding khau
cé'u hinh san pham. Ban con nh¢o nha san xua't gidy ma chiing ta da ban dén
& chwong trede chie? Cong ty nay da xac dinh dwore bdn phéan khiic khéach
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hang khac nhau va dat té€n 1a cdc nhém “chi muén gid cd”, “chi muén san
pham”, “mudn giao hang tirc thoi” va “mudn sdn pham tdt nhat”. Cong
viéc ti€p theo ho can lam la xac dinh cach thi€t k& cac d€ nghi san pham
nham ddp ng t6t nha't nhu ciu cia ting phan khic. Ho 14p ra nhitng diic
di€m san pham cu thé ma trng phan khic mong mudn nhat — mot Ian nira,
ho dwa trén nhu cau, gia tri va WTP cua twng phan khidc. Ban ¢6 thé€ tham
khao hinh minh hoa 6.1.

Pé nghi san pham Core trd thanh san pham co ban ctia cong ty nay,
bao gdm san pham c6t 16i & mirc gia rat phai chang. D€ nghi nay c6 mirc
tiéu chuan xét vé cong nghé, hod tro ing dung va dich vu logistics, ngoai ra
khong c6 thém dac di€m khac. Ngwoc lai, cac dé nghi san pham Product
Plus va Logistics Plus s& htru cac dédc diém bo sung — tuy theo nhu cau, gia
tri va WTP ctia teng phan khic. Chging han, Logistics Plus bdo dam giao
hang ngay trong ngay hom sau ddi v&i cdc san pham ché tao sdn va cam
két giao hang trong vong bay ngay doi voi cac san pham dat lam riéng. Dé

nghi san pham nay cling cam k&t wu tién giao hang cho khach hang khi phat



sinh cic van d€ vé hang dy trir hay cong sua't san xud't. D€ nghi san pham
Best két hop cac dac di€m ctia ca Product Plus va Logistics Plus.

Trong qua trinh thi€t k& teng d€ nghi sdn pham, céng ty nay 18y dinh
hudng 12 cdc y&u t& ma khidch hang sn sang bd tién ra mua. Ho sip x&p
cdc dic di€ém ca san pham va dich vu thanh ba dé nghi sdn pham dat tién
hon (so v&i dé nghi san pham danh cho nhém “chi muén gia ca”) bdi cac
khdch hang nay cho biét ho sin sang trd thém tién cho ching. K&t qua Ia,

ho dinh gid cho dé nghi sdn phaim Best & mtc cao hon han so v&i dé nghi

san pham co ban.

Hinh 6.1 D& nghij san pham dua trén phan khic treng thi truéng B2B

Tén Core Product Plus Logistics Plus Best
san phdm
Gia tri/ Core Core Product
dic diém L+ L+ Plus
- Chat lugng giday - Chatlugng gidy - Giao hang ngay [ +)
va kich thuac tot hon. trong ngay hém Logistics
tigu chudn. - Kich thuac qgiay sau néu hang Plus
- Dich vu hé trg theo yéu cau. co san.
co ban qua dién - Khach hang - Giao hang trong
thoai. dugc tiép can vong bay ngay
- Thai gian giao voi phong thi dbi voi tat ca
hang 7-10 ngay nghiém va ki cac san pham
su phéng thi khac.
nghiém dé yéu - Cam két giao
cau tay chinh hang (s& tra
san pham chi tiét  cuoc néu mudn)
hon. - Uu tién giao
- Boi ngd hé tro hang khi gap van
riéng dé vé cong suat
5an xuat
Gia (chi sé) 100 15 115 125
Phuc vu “Chi mubn gia” “Chimubncé  “Muébngiaohang *“Muédn san
phan khac san phdm™ tac thai” phdm

tét nhit”



Do tap hop dac di€m cua trng dé nghi san pham dwec diéu chinh cho
phtu hop v&i nhu céu, gid tri va WTP cuaa tirng phan khdc, nén rdt cudc,
moi dé nghi sdn pham lai c6 moOt d€ xud't gia trj riéng biét. Céc san phim
nay cling dwoc thi€t k& sao cho gidm thi€u kha nang xung dot xudng mirc
thap, bdi khach hang da thd’y rd ho sé phai tir bd nhirng gi khi Iya chon san
pham ¢6 di€m gid thdp. Nhw cach ching t6i thwong ndi, cong ty nay da
dyng 1én nhirng “hang rao” rdé rang d€ phan tach cac san pham cta minh.
Khach hang s€ chi nhan dwoc mirc gid thap néu ho khdong nhén thém cac
dac di€m hodc dich vu logistics khac; cong ty c¢6 th€ cung cAp mirc gid thap
d61 v&i san pham nay vi gia tri va chi phi cda n6 thap hon.

Nhirng diéu ching t6i vwira trinh bay thoat nghe c6 vé don gian. Trén
thye t&, diéu nguoc lai méi ding. D1 voi gan nhe moi cong ty, viéc loai
bd cac dac di€m ra khoi mot san pham trong giai doan cau hinh san pham
cta quy trinh phat tri€n san pham la mét viéc hét siec kho khan. Viéc nay
dac biét khé khan cho nhirng cong ty phai canh tranh vé mat cha't lwong va
mudn nh'di nhét thém cac dic di€m gia tang gid tri vao san pham mdi. Tuy
nhién, néu thuin theo cdm dd nay, ho s& doi mit v&i nguy co gy thiét hai
cho nhirng san pham ma ho da thiét k& cho ting phan khic. Néu nhw cac
chuyén gia phdt trién san phdm ciia cdng ty gidy trén cho ring dé nghi san
pham Core 1a qua co’ ban nén ho quyét dinh bo sung cho né cac dic di€m
veé dich vu va logistics nhwng van git nguyén gia, khi d6 san phdm md&i sé
thu hit ca nhirng khach hang 1€ ra da chon ba phwong an dé nghi san pham
cO gia cao hon.

D€ td1 da héa tiém nang khai thac lgi nhudn cda san pham mdi, cac
cong ty nén kiém sodt y mudn chiéu long khich hang bang cich loai bd
nhirng tinh ndng gia tang gid tri — tree khi khach hang chiu trd tién cho

chiing. Céc cdng ty phéi quen v&i suy nghi chi cung ca’p cho phan khiic gia



thap cac san pham c6 chat lwgng va dich vu co ban, drng mang dén cho
ho ta't ca. N6i cach khac, cau hinh sdn pham doi hdi cong ty phai cé diing
khi loai bd cac didc di€m san pham.

Céc cOng ty cung cap san pham va dich vu déu dau dau voi bai toan
tao ra nhirng dé nghi san pham riéng biét cho ting phan khic. Lay vi du
treong hop cia mot ngan hang ban 1& & chau Au. Ban lanh dao ciia ngin
hang nay nho ching t6i xem xét danh muc cdc dé nghi san pham cta ho
cho khach hang ca nhan. Ho da khong ngung gidi thi€u cac sdn pham mdai,
va d&n khi chiing t6i tham gia, ngan hang nay da cé 30 san pham khac
nhau. Nhwng nhitng thdng tin thd vi trén gid'y to lai khong hé phat huy hiéu
qua thyc t&. Danh muyc san pham Ién khi€n ddi ngd kinh doanh khé ban
hang. Ca khach hang 1an nhan vién kinh doanh déu khong biét san pham
nao la phut hop nha't cho ddi twong khach hang nao. Ba mwoi san pham la
qué nhiéu.

Sau d6, ching tdi phdng van mot s& khach hang cia ngan hang nay. Tw
thong tin vé nhitng diéu ho mong mudn va sin sang bd tién ra d€ mua
ching, ta't ca dwoe tdp hop va x€p thanh ba phan khic khach hang: Yén
tam (s yén tdm 12 nhu ciu quan trong nhat ctia phan khiic nay, va ho sén
sang chi trd mirc gid cao d€ nhan dwgc nd); Truc ti€p (nhirng ngwoi thich
lam viéc tric tuy€n va hi€m khi st dung cac dich vu phi trirc tuyén cia
ngan hang, chgng han t&i chi nhanh d€ thyc hién giao dich); va C& dién
(nhtrng ngwoi thwong xuyén st dung chi nhanh va khéng tin twedng hoac
khong thich céac dich vu tryc tuyén). Cung véi doi ngii nhan vién & ngan
hang nay, ching t6i phat tri€n ba dé nghi san pham md&i phuc vu riéng cho
ba phan khuc. (Xem Hinh 6.2.)

San pham cfia nhém Yén tdm bao ham ti't ca cac didc di€m va cé mirc

phi hing thdng cao nha't. Cdc san pham thudc nhém Truc tiép va CF dieh



cé mic gia thadp hon, nhung khdng cé cac dac di€m trye tuyén hay phi truc
tuy€n.

Diéu gi xdy ra khi ngan hang nay rit ngin tr 30 san phadm xudng con
ba sdn phdm? C6 1& ban s& cho rang doanh s& cfia ho gidm manh do khach
hang luc nay con lai qua it lya chon. Ngwore lai thi dung hon, doanh s6” da
tang vot. Vi sao vdy? Ngan hang nay cu6i cuing da khién cho tirng sin
pham cia ho ¢6 sy khac biét ro rét; nhan vién kinh doanh c¢6 th€ trinh bay
mach lac vé gid tri cla ting sdn pham; va khach hang c6 thé dé dang xac
dinh dwore san pham nao 1a phtt hgp nha't voi cac nhu cau caa ho. Tong loi
nhuin hing nim clia mang dich vu khadch hang c4 nhan cia ngan hang nay

tang toi 30%.

Hinh 6.2 Quyét dinh cau hinh san pham cia ngan hang ban lé

Dac diém Y&n tam Truc tiép Cd dién

Giao dich vai nhan vién Mién phi 1.99 euro 0,79 euro

ngan hang

Giao dich qua mdy scan Mién phi 1,99 euro 0,49 euro

SB

G va rit tién tai quay Mién phi 1,99 euro Mi&n phi naum giao

giao dich dich, sau d& &p mic phi
0,49 euro

G va rit tién tai may Mién phi Mié&n phi Mién phi

ATM

Chuyén khoan truc Mién phi Mién phi 0,09 euro

tuyén

Cac loai giao dich khac Mién phi Mién phi 0,49 euro

khéng diung giay to

Xac thuc giao dich qua # & |

di déng

Thé ghi ng 7 & ]

Phi hing thiang 8,90 euro 2,90 euro 2,90 euro




Thure hién két ho'p san pham ding

K&t hop san pham gidp ban xac dinh xem liéu san pham va/hoac dich
vu ciia minh nén ban cling nhau hay phan tach riéng.

Néu lam ding, viéc k&t hop san pham c6 th€ gilp gia tang lgii nhuén
tong, vi nhwr vy khach hang s&€ mua nhiéu san pham hon so v&i khi chwa
k&t hop. Vi du di€n hinh Ia treong hop ma nhiéu nguoi da qua quen thudc:
McDonald’s va sudt an Value Meal. V&i Value Meal, McDonald’s mudn
thuy€t phuc nhitng nguoi 1€ ra da bd qua mén nwdc soda hodc khoai chién
cling dung cac mon nay trong mot géi san pham. D6 1la mdt phwong an co
loi @61 bén. Khach hang ¢6 thém mon soda va khoai chién voi mirc gid hap
dan cho c4 suat dn; con vé phan minh, McDonald’s ¢6 thém doanh thu va
lo't nhuan.

Nhu vay, khi dwa ra mot quyét dinh ding din vé k&t hop san pham, ca
ban va khach hang déu c6 lgi ich. Biéu nay khong chi gitp tang doanh thu,
ma con khi€n khiach hang thém hai long vi ban da gidp cho viéc ra quyét
dinh mua hang ctia ho tré nén dé dang hon. Ho khdng phai din do lwa chon
A hay B ntra; ho dwore ca hai, va theong 1a voi mirc gid thap hon so voi
khi ho mua riéng A va B.

Ching ta hay cung tim hi€u vé nhirng l¢i ich cua ky thuat k&€t hop san
pham thong qua mot vi du don gian — gom pizza va banh mi que — va mot
nghién ctru di€n hinh thyc t€ vé Microsoft.

CAU PO VE PIZZA VA BANH MI QUE: KET HQP HAY
KHONG KET HQP, PAY MOT LA VAN PE CAN GIAI PAP

Ban thich nhirng tht thach phai khong? Vay thi xem ban c6 giai dwgc
ciu d6" dwdi day khong nhé.

Cau hoi: Gia st ban s& hiru mdt nha hang pizza noi ti€ng thé gidi voi

nhitng chi&c pizza va banh mi que pho mét ra't ngon. BA'y 14u nay ban vin



ban khoan vé céach dinh gia cho cac san pham ctia minh. Sau khi nghién ctru
khach hang, ban quy€t dinh chia ho thanh 4 nhém, hay 4 phan khac. Phan
khiic A thich pizza va sdn sang tra t&i 9 do-la cho mdi chiéc nhung lai
khong thich banh mi que (ho chi trd 1,5 d6-la ma thoi). Phan khic D thich
banh mi que va s€ tra 9 do6-la nhwng lai khong thich pizza (ho chi dong y trd
2,5 dd-la). Hai phan khiic B va C ndm gitta A va D xét vé WTP. Ban ciing
phét hién ra ring quy md cfia cdc phan khiic 1a nhw nhau — mdi phan khic

¢6 100 ngwoi. Vi vy, s6 liéu ctia ban s€ dwore trinh bay nhw ¢ Hinh 6.3.

Hinh 6.3 Binh gia pizza va banh mi que

Phan khic Quy mé phan khic | WTP cho pizza | WTP cho banh mi que
A 100 39 $1,50
B 100 8 55
C 100 34,50 $8,50
D 100 $2.50 $9

Do hoat dong trong mét moi treong minh bach (ba't ky ai cling ¢6 the€
buwdc vao ctra hang clia ban va ban phai cong khai gia san pham, nén khong
the tinh gia khac nhau cho tirng phan khic (nghia 1a, ban khong thé ban
pizza cho phan khic A v&i gid 9 do-la va ban ciing chi€c pizza &y cho phan
khic C voi gia 4,5 d6-la). Ban chi c6 the€ 4p mdt mirc gid cho mot san pham
hodc k&t hgp sdn pham ma thodi. Hon ntra, gia st div 1liéu vé WTP trong
bang trén 12 mirc gi4 t6i da ma mdi phan khic sdn sang chi tra cho tirng san
pham. N€u ban cung cdp cho bat ky phan khic nao mdt san pham c6 gid
bang hodc thap hon mitc WTP t&i da, ho s& mua san pham d6. Néu san

phaim d6 c6 gid cao hon mirc gid tdi da, ho s€ khdong mua.



Bén canh d6, gid st ring ban c6 the ban hang cho toan bo 100 ngudi
trong tirng phéan khic, nghia 1a ban ¢6 co’ hdi ban hang cho tong c6ng 400
ngwoi. Muc tiéu la t67 da héa doanh thu. Nhw vay, ching ta ddt mot vi du
thé” nay: Néu ban pizza voi gid 4,5 d6-la va banh mi que v&i gid 5 do-la,
ban s€ thu dworc 2.850 do-la, vi voi mirc gid 4,5 do-la, cac phan khiic A, B,
va C s€ mua pizza; v&i mirc gia 5 do-la cho banh mi que, cac phan khic B,
C va D s& mua. Tdng doanh thu sé& bang: (4,5 do-la * 3 * 100) + (5 do-la * 3
*100) = 2.850 do-la.

Bay gio’ ban da hi€u van dé roi, hay trd 1o cau hdi sau: Doanh thu t&i
da ma ban c6 th€ dat dwoc 12 bao nhiéu? Chuah bi, sin sang, bit dau.

Tra loi

Phian 1'n moi ngwoi s€ dwa ra ddp an la 3.300 do-la. P& ra dwoc con s6
nay, ho dit mic gid cho pizza la 8 d6-la (cac phan khic A va B s€ mua) va
gid banh mi la 8,50 d6-la (cac phan khic C va D sé mua). Tong doanh thu =
(8 do-la * 2 * 100) + (8,5 do-la * 2 * 100) = 3.300 do-la. Bay la doanh thu
t0i da ma ban c6 th€' ki€m dwoc néu khong két hop san pham.

Nhuwng chuyén gi s€ xdy ra n€u nhw ban két hop pizza va banh mi que?
Chéc chin mot vai ngwdi da cAn nhic d&n phrong 4n nay va dwa ra dap 4n
la 4.200 do6-la. Ban c6 th€ dwa ra phwong an két hop banh mi que v&i pizza
& mirc gia 10,5 d6-la. Ca bdn phan khic déu ¢6 kha nang chi va s€ mua goi
san pham nay. Nhw vy, tong doanh thu c6 th€ dat dwee 1a: 10,5 do-la * 4 *
100 = 4.200 do-la.

Xin chiic mwng nhirng ban ¢6 ddp an nay! Vang, viéc k&t hgrp sdn pham
cé th€ tryc ti€p nang doanh thu cta ban tw 3.300 d6-la 1én 4.200 dd-la
(twong dwong mirc tang 27%).

Bay gio, ban da thay sirc manh cua viéc két hop san pham chwa nao?

Néu suy nghi ky thém chit nwra, cé 1€ ban s€ tinh ra doanh thu t&i da la



4400 d6-la, chir khéng phai 4.200 do-la. Vi sao? Trong kich ban nay, ban
c6 th€ ban goi pizza két hgp banh mi voi gia 13 do-la; cac phan khic B va
C s& mua né. Ban ciling c6 th€ ban riéng pizza va banh mi v&i mic gid doc
lap 1a 9 do6-la; phan khuc A s€ mua pizza va phan khic D s€ mua banh mi.
Tong doanh thu ctia ban lic nay sé la: (13 do-la * 2 * 100) + (9 do-la * 1 *
100) + (9 do-1a * 1 * 100) = 4.400 do-la.

Day goi 1a k&t hop hdn hop, trong d6 ban vira ban sdn pham doc 14p lai
vira két hop ching lai voi nhau. Khi d6, ban sé ki€m dwoc mirc doanh thu
16n hon 33% so v&i pheong dan ban doc 1ap (cho mirc doanh thu t6i da la
3.300 do-la).

Né&u ddp 4n cta ban 12 4.400 do-la, hdy ty vo tay khen minh. Khi ching
toi ddt cau hdi nay cho céc vi lanh dao, chwa dén 10% trong s6 ho dwa ra
dwoc cau trd 1o nay dau.

Meo hay: Xin lvu ¥, n€u ban d4p mirc gia ban riéng 1la 9 do-la cho pizza
va banh mi va mirc 13 do-la cho géi k&t hop ca pizza 1an banh mi, thi nhin
bé ngoai, moi ngudi sé twdng ring ban gidm gid 5 do-la cho g6i két hop (vi
né€u mua riéng, ban s€ phai trd 18 do-la cho ca banh mi va pizza). Nhung
trén thuc t&, ban khong hé gidm gid, ma chi danh vao WTP cida twng phan
khic ma thoi. Mic du vay, ban van ¢6 the “th€ hién” géi san pham nay nhw
th& d6 1a g6i gidm gid nham khuy&n khich moi ngwdi mua nhiéu hon. N&u
thire hi€n ding phép toan & cac phan khic, ban ¢6 the nghi ra nhi€u géi két
hop gidm gid ma gid khong thwc sy gidm chit nao. That tuyét voi phai
khong?

Céc d4p 4n ma chiing toi vira ban dén & trén dwoc tém tt lai & Hinh

6.4 d€ban doc tién so sanh.



HINH 6.4 Két hop géi san phdm cho pizza va banh mi que

Phan Quy mé WTP cho Daoanh thu
khic | phankhic | pizza | Banhmi | Goi | Pizza 8 de-la, | Goikét hop | Kéthep
(BM) | két hop BM 5850 $10,50 hén hgp
A 100 %9 £1,50 $10,50 %800 $1.050 900
B 100 %8 55 %13 fa00 $1.050 $1.300
C 100 £450 | %850 513 %850 $1.050 $1.300
D 100 $2.50 59 ins0 %850 $1.050 900
Téng doanh thu $3.300 $4.200 54.400

Bay gio, chiing ta hay cling tim hi€u mét vi du thyc t&” d€ minh hoa cho
nhtrng loi ich cta viéc k&€t hgp san pham: phan mém Office ndi ti€ng cua
Microsoft.

Microsoft Office: K§ thuat déng géi san pham xuit séc

Microsoft 1a vi du xud't sic vé mdt cdng ty phat trieh nho bigt st dung
khéo 1éo ky thuit k&t hop san pham. Khi cong ty ndy m&i ra méit bo cong
cu phan mém Office vao thip ni€n 1990, khach hang thwong mua riéng 18
cac rng dung x& ly van ban, e-mail, trang tinh va trinh chi€u. Microsoft
gioi thiéu goi san pham két hop voi mire gid giam (so voi mie gia tinh
riéng cho ting ng dung phdn mém), va ho tich cyc quang ba veé sy tién loi
khi s& htru ta't cd cac ng dung. Géi san pham nay gitp Microsoft ciing ¢6”
long trung thanh cua khach hang va gia tang thi phan, ba't chap ap lwc canh
tranh tr cdc d6i tha dang gwom va ¢ nang lyc khong thua kém ho nhung
chi tp trung vao mot phan trong toan bd gidi phdp nay (chglng han, Lotus
1-2-3 tap trung vao trang tinh va WordPerfect chi danh cho céc thao tac xu
1y van ban).

Dian dan, Microsoft phat trieén nhi€u phién ban khac nhau cho bo Office
voi nhiéu tinh nang da dang. Piéu nay gidp cac phan khic khach hang khac

nhau — doanh nghi€p, cd nhan, chuyén gia hoat dong trong linh vyc gido



duc — tim dwore nhirng phwong dn phit hgp nha't véi nhu ciu cia minh. Téi
nam 2013, bd phan phu trach san pham Office danh cho khach hang doanh
nghiép tré thanh bd phan 1on nhét, chi€m khoang mdt phén ba tong doanh
thu ctia cong ty nay va chi€m hon 40% lgi nhudn hoat dong.!

b6 1a lgii ich cia viéce k&t hop san pham.

Hai nguyén tic chinh trong cAu hinh san phim va két hop san
pham

Khi thwc hién cau hinh san pham va két hop san pham, c6 thé ban sé bj
choang ngop va khong bi€t nén dwa dac diém nao vao san pham danh cho
phan khiic nao. V& phia khdch hang, ho ciing dé ling ting khdng biét sn
pham nao 1a pht hop v&i minh. D€ gidi quyét thach thirc dau tién, hay thiét
k& san pham theo dinh hwdng cdc nhém dic di€m hang dau, dac di€m hoan
thién va dic di€m nén loai bd. D& gidi quyét thach thirc thir hai, hay tao ra
cac phrong an tot, tot hon va to't nhat.

Nguyén tic #1: Pic diém hang dAu, diic diém hoan thién va dic
diem nén loai bo

Ban nén ti€p cén qua trinh ra quy€t dinh vé cd’u hinh san pham tw géc
do chién lwoc — nghia 12 thong qua cdc ky thuat khai thac 1gi nhuin — nham
tranh nhitng ton tha't khong céan thi€t. B xac dinh cac didc di€m phu hop
cho tirng cAu hinh san pham, ban nén bit dau bang viéc phan biét nhitng
dac di€m thudc nhém phai-c6 va nhirng dac diém thudc nhém co-thi-tot.
Ban than cac dac di€m c6-thi-t6t sé khdng da sirc thuyét phuc khach hang
mua san pham.

biéu quan trong khdong kém la hdy nghi dé€n nhirng dic di€m cé the
khi€n khach hang mat di sy quan tim danh cho san pham. Cac dac di€m
thi€t y&€u — chiing t6i goi la ddc di€m hang dau — la y&u td thic day khach

hang mua san pham. Khach hang ¢c6 WTP cao cho nhirtng dic di€m nay.



DPic di€m hoan thién 1a nhirng diac di€m c6 fam quan trong trung binh hoac
thuéc nhom co-thi-tdt. Ngwore lai, dac diém can loai bd la nhirng dac diém
s€ lam hong cd giao dich n€u khéach hang bi ép phai bd tién cho chiing.

Viéc phan nhém dac di€m hang dau/hoan thién/can loai bo 1a khia canh
quan trong nha't trong qua trinh cau hinh san pham m&i. Ching t6i dd md ta
cac phwong phép thwc hién viéc nay & Hinh 4.3 trong Chwong 4. Ban c6
the tha'y k&t qua ctia sy phan nhém ndy & Hinh 6.5. O day, Pic diém 1 1a
dac di€m hang dau vi dai da s& khach hang nhan thady né c6 gia tri. Ngwoc
lai, Pac di€m 11 la dic di€m cén loai bd vi mot lwgng 1on khach hang
khong thd’y né cé gia tri gi, va chi ¢c6 mot sd ra't it ngwoi thd'y nd ¢6 gia tri.
Nén loai trr nhitng ddc di€m can loai bd, nhung ciing c¢6 th€ ban riéng

chiing cho s& it nhirng nguei ¢6 nhu cau.

Hinh 6.5 Quan diém cia khach hang vé cac dac diém cia san pham xép theo
nhém dic diém hang dau/hoan thién/can loai bé
D ?D

% ngudi tra |6l danh gia cao ngudi tra |5i khéng danh gia

dac diém cao dac diém
Dic diém Dac diém Dac diém
hang dau hoan thién can loai bé
100% 1 g1z - 100%
B2% B2%

B0% 4

6% 4 F 60%

4% - 4%
20% - 209,
0% F 0%

Cac dac diém

Sau day la cach don gian d€ xac dinh cac ddc di€m can loai bo: Hay

nhin nhirng ddc di€m ma dwdi 20% khach hang danh gia cao va hon 20%



khong heé thd’y chung c6 gia tri gi.

Doi khi, cac ddc di€m san pham cé th€ thudc mdt nhom dd1 voi mot
phan khic khdch hang nha't dinh va roii vao mét nhém khac dé6i voi mot
phan khuc khéc. Chaalng han, doi v&i cac tai x& & mién bic c6 khi hau lanh
gid, gh& 6 t6 c6 gan thiét bj swdi 4m 12 mot dic diém hang dau. Nhung &
cac vung cd khi hdu &m hodc ving nhiét d&i, diy lai chi 1a mot ddc di€m
hoan thién (hodc tham chi la dac di€m céan loai bd néu né gop phan day gia
0 t6 1én cao).

Phan khic khach hang 1a cong cu gidp ban xac dinh nhirng di€m khac
biét nay — tirc 1a cac dac di€m nao dwoc tirng phan khic x€p vao cac nhém
dac di€ém hang dau, hoan thién, hay can loai bo.

Nguyén tic #2: Tao ra cic phwong an to't, to't hon va to't nhat

Céach thyc hién cau hinh va két hgp san pham truyén thong la thi€t 1ap
moOt moO hinh gébm ba ca’p, doi khi con dwoe goi 1a tot (good), tot hon
(better), tot nhat (best), hay goi tit 13 G/B/B. Thong thwdng, phién ban tdt
c6 nhirng dic di€m c6t 16i quan trong nha't, con phién ban tdt nha't c6 day
di moi dac diém (san pham/géi két hop toan dién). C6 1€ ban da gap khai
niém nay nhiéu T4n trong cudc séng hing ngiy: géi dong, gbi bac va géi
vang. Chgng han, cdc géi pro, business va enterprise ma trang web chia sé
t€p tin tryc tuy€n Dropbox cung cap chinh la m6 hinh G/B/B. Ty 1€ ly
twdng nhat 1a tdi da 25% khach hang lya chon phrong an t6t va 70% lga
chon phwrong an tot hon hodc tot nhat.

Vi sao cdu hinh/két hop san pham theo mé hinh G/B/B, n€u dworc thyc
hién khéo, s€ thanh c6ng? Vi khi d6 ban c6 th€ dinh huwdng khach hang di
toi quyét dinh, di ho thuéc nhém quan tim dén gia ca (t6t), quan tdim dén
chat lwong (t6t nhat), hay & gitra (t6t hon). Trigt 1y cot 16i dang sau md

hinh G/B/B la da phdn moi nguwoi khi phai lwa chon s€ tranh nhirng phwong



an cyc doan; ho thwong chon phwong dn thda hiép. Khai thac yéu t& tim 1y
nay, cach cdu hinh/két hop san pham theo mo6 hinh G/B/B sé€ gitlp tdi da
hda doanh s6 ban hang.

Hay nghi vé mot cudc dam phén trong ban hang. N&u nhan vién kinh
doanh chi ¢6 mdt san pham d€ ban, ndi dung cudc trao doi twong ddi don
gian — day la dé xud't ma khach hang chi ¢in néi ¢6 hoac khéng. Nhwng voi
mo hinh G/B/B, nhéan vién kinh doanh cé th€ linh hoat thay doi gitra san
pham t6t (n€u khach hang quan tdm dén gia cd), san pham tdt nha't (néu
khach hang néi dén chat Iwong), hodc san pham t6t hon (n€u khach hang
mudn ¢ ca gid ca 1an chdt legng). Trong phan 1én tredng hop, sdn pham
tot hon s€ 1am gia tang dang ke xac sua't chot giao dich cho nhan vién kinh
doanh. N6 ciling gitp phat huy t&i da ti€ém nang khai thac 1ol nhuén cta san
pham moi.

Nhwng xin Iwu y: Ba la con s6” phd bi€n trong cac phwong an cau
hinh/ké&t hg’p san pham, nhung ban ¢6 th€ st dung cau tric G/B/B cho s¢
lrgng c&'u hinh 16'n hon, mién 1a khi di chuyén tir cAu hinh t6t t&i tot nhat,
mdi nd'c déu c¢6 thém nhiéu gid trj hon so v&i ndc trede do. Ly twdng nhat,
ban nén thi€t k& mdi sdn pham hwdng t&i mot phan khic quan trong ma
ban xac dinh dwoe. Ngoai ra, s& lwgng cac cdu hinh san pham cling can
phai phtt hop v&i s& lwong cac phan khic khach hang ma ban c¢6.

Nhirng ki€n giai, loi khuyén va meo hay bé tai

Truwde khi ban bét tay vao xdy dung cdc cAu hinh va géi k&t hop san
pham, hay tham khao 10 meo hay sau day:

Diéu chinh hai hoa v&i cac phan khic. Néu ban tuin theo cac nguyén
tdc duwoc néu ra trong cudn sich nay, cdc dé nghi sdn pham clia ban s& hai
hoa v&i cdac phan khiic khach hang ma ban dang phuc vu. Nghia 1a, ching

phai phan anh dwoe nhu cau, gia tri va WTP cta trng phan khic. Néu ban



khong nghi dén khia canh phan khic khi thi€t k& san phaim, khach hang ¢6
the’ sé khong muén mua san pham cda ban.

Pwrng 1am qua 1on. Khi ban thi€t k& vegt qua chin loii ich hodc bon san
pham, thi cac cdu hinh va géi k&€t hop san pham cuia ban c6 nguy co’ s€
vrot qua ngweong tdm 1y ctia khach hang. San phaim ctia ban khi d6 sé khién
khach hang rdi tri, va nhiéu kha ndng I1a ban s€ tao ra mot san pham bj s6c
dac diém!

Bédo dam lgi ich d6i bén cho ca ban va khach hang. Cau hinh va géi két
hop sdn pham ding s& mang lai lgi ich cho ca ban 14n khéch hang cta ban
(chtr khong thién vi bén nao ca). Lgi ich ma ban dat dwoc s€ 1a doanh thu
cao hon (nho ty 1& khach hang mua cao hon va c¢6 co hdi ban chéo), sy
minh bach vE€ gid cd gidm xudng va long trung thanh cia khach hang dwoc
cung cd (hodc chi phi chuyén sang cong ty d6i thu cao hon). Loii ich cho
khach hang bao gom sy thuén tién khi mua san pham t mdt nha cung cap
duy nhat, giam gia va trai nghiém hai hoa khi st dung g6i san pham.

Pwrng nh'di nhét qua nhiéu vao san pham khi mai ti€p can. Trong nhiéu
linh vec nganh ngh€, cdc cong ty tip trung trwde tién vao viéc thu hit
khach hang, sau dé tim cach nang cdp san pham cho ho. Chién lwgc nay
thwong dugc goi 1a d6 bd va mé rong. D€ gia tang ty 1€ thu hit khach hang,
nhiéu céng ty c¢6 thdi quen nh'6i nhét qua nhiéu vao san pham khi moi tiép
can. Nhung sau d6, ho s€ phai chat vat khi tim cach nang ca’p san pham cho
khach hang vi sy khac bié€t vé tinh nang trong cac nhém san pham t6t hon
hoac t6t nha't hau nhw khong ton tai hoac néu c¢6 thi rat it. K&t qua la, cac
cong ty nay chi hoan ta't dwgre muc ti€u d6 bo ma khé long mé rdng. Néu
hon 50% khach hang mua san pham & cdp d6 mdi ti€p cén, thi kha nang
cao 12 ban dang gip phai ric r&i nay. Trong trwong hop ndy, ban phai

nghiém ttic cAn nhic chuyén loai bd bdt dic di€m khdi sin phadm & cap dd



moi ti€p can. Ty 1€ phan bd khach hang 1y twdng ddi véi chién lwgc cau
hinh san pham theo cau tric G/B/B la 30% chon san pham tdt, va 70%
chon san pham t6t hon hodc td't nha't, trong dé6 nhém tdt nha't chi€m it nha't
10%.

K&t hop san pham c& dinh khong phai lic nao ciing ¢6 hiéu qua. Cach
lam chuah 13 k&t hop hdon hop: Ngwoi tiéu dung ¢6 the chon mua géi két
ho’p hodc mua ri€ng cac thanh phan trong géi. Nhwng mdt s cong ty lai
khd citng nhic. Ho chon phurong 4n k&t hop ¢d” dinh, nghia 1a khdng cho
khach hang phrong d4n mua riéng cdc thanh phan trong goéi két horp. Chging
han, mdt s& gbi dich vu du lich dwgre dinh gid toan b — bao gdm di
chuyén, khach san, d6 dn, d6 uéng va cac hoat dong; ban khdng thé chi
dang ky khach san. K&t hop ¢ dinh phat huy hiéu qua khi ban sé htru stec
manh thi treong va 1a cong ty thong tri thi treong. Trong hdu hét moi
treong horp khac, ban nén di theo phrrong dn k&t hop hon hop.

Gia 1é chia tng thanh phan trong g6i k&t hop hdn hop phdi cao hon so
v gid ban doc 14p. Néu ban tao ra mot gbi két hop hdn hop d6ng thoi ban
1é cdc sdn pham trong goi, thi gid cta san pham trong g6i hdn hop phai cao
hon so v&i gia tdi wu cia san pham khi ban riéng. Ch?ing han, néu khong
cung cap goi két hop trong vi du vé pizza va banh mi que ¢ trén (xem Hinh
6.3), ban ¢6 th€ dinh gid cho mdi sdn pham 1a 8 do-la. Nhung né€u cung cip
g6i k&t hop hdn hop, ban sé€ phai dinh gid nd cao hon — trong treong hop
nay la 9 do-la.

Pwng quén truyén dat thong tin vé gid cua gbi két hop. Viéc k&t hop
san pham mang lai cho ban co’ h6i ddc nha't vo nhi d€ sang tao va c6 chién
lwge trong viéc dwa ra mirc gid cua ban. Gid st mot khach hang ra't thich
San pham A va coi San pham B thudc nhém c6-thi-tot. Ca hai san pham

déu c6 mirc gia 100 do-la va ban sin sang giam 20% cho géi k&t hop. Nhu



vay, cau n6i “Giam 20% tong gia cta gbi k€t hop” s€ truyén tai thdong di€p
khac hoan toan so v&i ciu néi “Gidm 40% gid cia San pham A khi mua
kém v&i San pham B.” Mic du khi tinh ra, mic gid cudi cing van 1a nhw
nhau, nhung khdch hang s& thd'y phwong dn thit hai hAp dan hon.

Két hgp san pham v&i gid tri tich hop sao cho 1 + 1 = 3. Két hgp san
pham khong phai lic nao cling xoay quanh chuyén giam gid. Trong mot s6
linh vyec, chealng han phan mém, d6i khi ban c6 th€ tinh gid cao hon khi két
hop céc san phdm lai v&i nhau, vi khich hang sin sang trd tién d€ nhan
dwore trai nghi€m san pham nhat quan (chflng han giao dién ngwoi dung
gidng nhau va sy twong thich gitra cac san pham). Trong nhirng tinh hudng
nay, néu giam gid goi k&t hop, ban sé khi€n lgri nhuan ctia minh gidm tan
hai lan!

Pung két hop san pham cho vui. N&u lam viy, ban c¢6 th€ mat rat
nhiéu tién. Khi khach hang ki€u gi cling mua cac san pham riéng 1&, thi viéc
ban k€t hgp ching lai va gidm gid 1a khong can thiét.

Khai thac cac md1 twong quan nguoc. Pay 1a mot meo tinh vi. Néu
nhén thay hai phan khic khach hang ¢6 nhtrng wu ti€n khac nhau, ban c6
the’ k€t hop san pham d€ phuc vu ca hai phan khic. Vi du, n€u mét phan
khic cho ring San pham A 13 phdi-c6 va San pham B 13 c6-thi-tdt, con
phan khic kia cho ring Sin pham B 12 phii-c6 va San phdm A 1a c6-thi-tdt,
thi chi€n Iwgre t6t nha't & day cd 1€ 1a két hop A va B d€ ban thanh mot goi
cho ca hai phan khuc.

PAU MUC CAN KIEM TRA KHI KET HOP SAN PHAM

Chiing t6i mudn bao ddm rang ban da hoan toin sin sing cho cong viée
cau hinh va két hgp san pham. Vi vay, bén canh 10 me¢o hay, ching toi

cling chuih bj nhitng ciu hdi dwdi ddy nham gitip ban va d6i ngil phat triéh



san pham xay dwng dwoc chién lwgee cau hinh va két hop san pham ding
dén:

Muc tiéu: Cau hinh/géi k&€t hop sdn pham gidp cling cd cho cac muc
ti€u chién lwoc va chi€n thuat cia ban nhw thé nao?

Dinh vi: Cau hinh/géi k&t hgp san pham c6 cing cd sy khac biét cla
cong ty ban trén crong vi mot nha cung cap giai phap khong?

Ban chéo: Cau hinh/géi két hop san pham cé nang cao nhan thirc cho
cdc san pham hoan thién nhdm gitip ban ban chéo t&t hon khong?

Ngwong tam ly: Cau hinh/géi san pham cé veot qua cac ngweong gia
trong tdm 1y cia khach hang khong? (Khong nén veot qua.)

Dic diem can loai bé: Ca'u hinh/gé6i san pham c6 tranh dwa vao nhirng
dac diém hoac san pham ma WTP cua khach hang thap khong?

Swec manh tohg hop: Khich hang c6 nhan thém dwoc gid tri khi st
dung k&t hop cac dac di€m hoac san pham thay vi st dung chiing mot cach
rieng ré khong?

Sy thuin ti€n: Cau hinh/gbi san pham nay mang lai sy thuan tién ra
sao d61 voi khach hang?

Phan wng ctia déi thi canh tranh: Chiing ta c6 thé thiét k& cau
hinh/géi san pham theo hwdong tranh khiéu khich phan &ng canh tranh bt
o't hay khong?

Ban hang: Cau hinh/g6i san pham c¢6 cham dwgc téi tAm tri hay tinh
cam cua khach hang khong?

KHI NAO NEN DO GOI

DPo6i khi chién lwgc k&€t hop san pham tdt nhat lai 1a do géi két horp.
Mot s& cong ty ra mét mdt san phadm hoic dich vu mdi, tich r&i dé nghi san

pham va cac dic diém trong goéi két hgp tong the’ von dang dwgrc lvu hanh



trén thi trwong. Vi du tiéu bi€u nhd't & diy la treong hop ctia hang hang
khong Ryanair cta Ireland.

Trong phéan 1on chiéu dai lich st ctia nganh hang khéng, cac hang hang
khong d€u thyc hién k&t hop cac dich vu ma ho cung cad’p. Trong gia vé ma
hanh khach mua da bao gém ta't ca moi thir: dich vu van chuyén hanh ly,
d6 dn, thirc udng, gdi ké dau va lya chon chd ng6i. Cac hang hang khong
coi tat ca la mot kh&i thong nha't. Lam sao ¢6 the cung cap riéng r€ nhirng
dich vu nay ch?

Nhung sau d6 xua't hién Ryanair. Puge thanh 13p tai Ireland nam 1985,
hang hang khéng nay kha chit vat trong nhirng nam dau hoat dong. Toi dau
thap nién 1990, v&i muc tiéu tré thanh hang hang khong gia ré dau tién (va
hién nay 1 1&n nha't) caa chau Au, ban lanh dao cong ty quyét dinh hoc tip
chién lworc gid ré, chiing bay ngin clia Southwest Airlines & My.

Nhwng Ryanair con nang chi€n lwgee ciia Southwest 1én mot fam cao
hon bang cach tw duy lai vé& cdch ciu hinh va k&t hop san pham. Ho quyét
dinh d& g6i d€ nghi sdan pham truyén thdng cia nganh hang khéng. Ho tinh
chung mdt mirc gid cho bat ky ghé ngdi nao trén may bay — nghia la khong
con gh€ hang thwong gia dac biét nira. Tuy nhi€n, ho bén ri€ng ta't cd moi
thir khac, bao g6m dich vu hanh 1y, d6 an...

O chau Au, dic biét 1a Anh, di chuyén bang duwong hang khong bay 1au
nay van 1a mot thir xa xi ma nhiéu ngwoi tiéu ding ¢6 mirc thu nhap thap
khong dam nghi dén. Thé& r'6i dét nhién, hang hang khdong md&i mé nay lai
dwa ra mrc gia tha’p chwa ai tng hinh dung ndi, vi du 9,99 bang mét ngwoi
cho ching bay tw Bristol, Anh, t&i Barcelona. Théi quen di chuyén (va cac
phan khiic khdch hang) bat dau thay ddi. (Tai thoi di€m ching tdi viét cudn

sach nay, cdc chién dich gia vé 9,99 bang “dién r6” van dworc duy tri.)



Phéan 1on doanh thu cda Ryanair dén twr cac san pham tach go6i. Khach
hang trd phi quan 1y 6 bang (mién phi d6i v&i nhitng nguoi sé& hiru thé
Ryanair Cash Passport tra triedc gid 6 bang); trd phi gitt chd 10 bang (khong
¢an phai mao hi€m nhén ba't ky chuy&n bay nao con chd), va tra phi hanh Iy
15 bang. Khi tinh gid xong xu6i cho mot khach hang trung binh, thi con s&
9,99 bang ban dau da tang 1én ga’p bon lan.

Ly do chinh khi€n chi€n Iwgec do g6i cia Ryanair thanh cong la vi
khach hang tdp trung d€ y vao mirc gid co ban hon cac khoan phu phi.
Thuc ra, hau hét cdc hanh khach di mdy bay déu nhay cam gip doi voi
phéan gid co ban so v&i cac khoan phu phi. Viéc do géi gitp Ryanair dat
dwoc mirc gid co’ ban thap hon, do d6 khién cho dé nghi san pham ctia ho
tré nén ha’p din hon.

Sau khi do g6i san pham, hoat ddng tai chinh cia Ryanair cé nhirng
bwdc phét trién dang ngac nhién. Doanh thu hing nidm cta ho ting 50 Tan
trong ba thap nién, dat 5 ti euro. Loii nhuén rong cling gia ting 35 Ian, tw 15
triéu euro nim 1995 1&n 522 triéu euro nim 2014. An twong hon nuwra, tai
thoi di€m ching t6i viét cu6n sach nay, gia tri von héa thi treong cia
Ryanair dat ngwong 19 ti euro, trong khi gid tri vén hoéa thi treong cla
hing hang khong Pirc Lufthansa chi 14 6 4 ti euro, dii rang doanh thu cta ho
cao gd’p sdu Ian so v&i Ryanair.

Hon hai thap nién sau, cho d€n nay cac hanh khach c6 kinh phi eo hep
van yéu thich chién lwge d& géi ctia Ryanair. Va cdc ¢ dong cta cong ty
nay cling vay.

Tém tét

Cau hinh va k&t hop san pham la cac yéu t6 nén tang gidp ban thi€t k&’
ding san pham cho ding phan phic & ding dieém gid. Cdu hinh san pham

lién quan dén viéc dwa cac dic dieém va tinh nang phu hop vao san pham —



ttre 12 nhitng déic di€m ma khdch hang can, dé cao va sin sang tra tién ra d&
mua. Cau hinh san pham c6 hé thong gidp ban tranh dwoe viéc nh'6i nhét
qué nhiéu dic di€ém vao mot sdn pham — nguyén nhan dan dén s6c dic
diém.

K&t hop san pham c6 nghia la ban san pham va/hodc dich vu clung
nhau. N&u thyc hié€n ding, né s€ thic day tong loii nhuan gia tang, vi khi
khach hang mua géi két hop, ho s€ mua nhi€u sdn pham hon so v&i treong
hop ban cdc san pham riéng ré. Ngoai ra, mic do hai long cta khach hang
cling cao hon, vi quy&t dinh mua sim di tr& nén dé dang hon. C6 thé néi,
ky thuat k&€t hgp san pham néu dwgrc thyc hién thanh cong s€ mang lai loi
ich cho cé phia cong ty va khach hang.

Qua trinh c&u hinh va k&t hgp san pham c¢6 hai y&u t& chinh: xac dinh
cac dac di€m hang dau (phai-cd), dac di€m hoan thién (cé-thi-tdt), va dac
di€m can loai bo (tirc cac dic di€m cd th€ lam hong mdt giao dich néu
khach hang bi budc phai trd ti€n cho ching), va lap ra cdc phwong an
t6t/tdt hon/tdt nhat. Tuy nghe qua thi c6 vé dé dang, nhung trén thuc t&
day lai 1a hai thach thirc thudc hang khé khéan nhat.

Céc quyét dinh thyc hién cau hinh va k&t hop san pham khon khéo da
dat dworc thanh cong v&i nhiéu dur 4n ra mét san pham m&i — minh ching 1a
céac cong ty nhue Microsoft va McDonald’s.

Cac cau hoi CEO céin datra

Ching ta dinh cung cap cac cdu hinh/géi két hgp san pham nao? Vi
sao lai chon cdc phwong an d6? Ching cé phu hop v&i cac phan khiic chinh
cua ching ta khong? N&u khong thi tai sao?

Pau la cac dac di€m hang dau, dic di€m hoan thién, va dac di€m can
loai bd d6i v&i san pham hodc dich vu m&i ma cdng ty chiing ta dang phat

tri€n? Chiing ta xac dinh cac dic di€ém dé nhw thé nao?



Ching ta da thi¢ thye hién cdu hinh va két hgp sdn pham theo hwdng
phén ra cac phwrong an san pham tdt/t6t hon/tdt nha't chwa? Ching ta ky
vong dat mirc doanh thu bao nhiéu cho tirng c&u hinh san pham? Ty 1€ cdu
hinh san pham co’ ban c6 & mic dwdi 50% khong? Néu khong thi tai sao?

Ching ta da thir k€t hop san pham mdi voi san pham dang cé chwa?
Né€u lam nhw vay thi ching ta va khach hang s€ cé nhwrng 1o ich gi?

Chiing ta da tht tim ki€m co hoi & goc d6 do gbi san pham k&t hop
chwa? Né&u ton tai co hdi do, thi né cé th€ mang lai lgii ich gi cho chiing ta
va khach hang?



Chuong 7
Tién xa hon diém gi3

Nam mo6 hinh khai thac lgi nhuin hiéu qua

Nhuw vay, ban da lam theo 1o khuyén ctia ching t6i & Chwong 6 va xac
dinh dwgc nhém cac didc dieém phu hgp d€ dwa vao d€ nghi san pham/dich
vu m&i ciia minh. Ban cling da quyét dinh c6 nén két hop chiing v&i cac dé
nghi san pham khac hay khong. Ban bi€t ro dau la nhém dic di€m hang
dau, nhém dac di€m hoan thién va nhém dac di€m cén loai bd; dong thoi,
ban ciling da 1ap ra dwoc cac cau hinh hodc go6i k&t hop sdn pham phu hop.

Budrc ti€p theo 1a Iya chon mo hinh khai thac lgri nhuan. D6 1a gi? No6i
mot cdch ngén gon, d6 14 cach khach hang chi trd cho san pham hoic dich
vu mdi cua ban.

Viéc nay khong don gian. Thyc ra, viéc thi€t 1dp mo hinh khai thac loi
nhuén cling quan trong khong kém ban than san pham mdi va mc gia ma
ban 4p cho né. Mo hinh khai thac l¢ii nhuén sang tao ¢6 th€ mang lai thanh
cong 1on cho d€ nghij san pham.

MGt s6' mo hinh khai thic 1ot nhuén mang tinh sdng tao — nhwng da qua
ki€m dinh thyc t&€ — dang dwoc st dung hién nay bao gom: thué bao, dinh
gid linh hoat va mién phi... Ban c¢An phdi Iwa chon that cih than, vi md hinh
d6 c6 thé€ quyét dinh sy s6ng con cltia san pham moi, clia hoat dong kinh
doanh cua cong ty, hay thdm chi 1a toan bd mot nén cdng nghiép. Céch tinh
gia quan trong hon ban than mirc gia.

Nghe c¢6 vé thai qua phai khong? Ban khong tin w? Hay doc ti€p nhé.



Cich tinh gia quan trong hon mire gia

Diéu dau tién can phdi hi€u & day 1a hau hét cdc cong ty déu gin b6
voi mOt mo hinh khai thac 1gii nhuin. Ho Iva chon mot mé hinh ma khong
suy nghi nhiéu vé nd, khong can nhic bang tw duy chié¢n lwge, hoic khong
thit nghiém nd. D6 1a mo6t cor hdi bi bd 16 va 1a mot sai Iam 1on.

Mot s6° cong ty thanh cong nhat trén thé” gidi da thyc hién nhirng budc
dai nhdy vot khi cich mang héa md hinh khai thac lgi nhuan. LAy vi du la
md hinh “pay as you go” (trd tién ngay khi mua hang). Pay la mo6 hinh da
gilip cdc cong ty cung cAp dich vu mdy chd va dién todn ddm may, vién
thong, dich vu van chuyén, may méc xay deng va dong co may bay (vang,
ban doc ding r'6i da’y!) dat dwgrc nhirng k&t qua dét pha 1on.

Ching ta hdy cung xem thém mdt vai vi du ntra. Xerox da dan thay doi
mo hinh khai thac lgi nhudn ctia minh, ho chuyén sang tinh tién mdt s&
khach hang dya trén mirc dd s dung céac thi€t bi in va photocopy cua
Xerox thay vi ban hodc cho thué mdy. Enercon, mt nha san xudt turbine
gi6 ctia Purc, tinh gid dya trén lwong dién ma khach hang tao ra. Khéach
hang cang tao ra nhiéu dién thong qua céc turbine ctia Enercon, doanh thu
ctia cong ty nay cang Ion. Sau nhi€u nadm thanh c6ng véi viéc ban phan
mém theo don vi va tinh phi st dung mot Ian, hang phan mém Adobe da
chuyén phén lon cac san pham thong dung cia ho sang m6 hinh tinh phi
dua trén dung leong trén dam may.

C6 th€ ban cho ring cdc mo hinh khai thac logi nhudn sdng tao chi danh
riéng cho thé hé cac cong ty m&i, vi ho khdng chiu sy rang budc cia 161 tw
duy da in siu bén ré hang thap nién. Nhung ban sai roi. Mot trong nhitng
moO hinh khai thac lgri nhuln cap ti€n nha't va thanh cong nha't chinh la y

twdng cta mot cong ty v&oi 126 nam tudi doi ma c6 1€ ngwoi tai x€ nao



cling bi€t: Tap doan san xua't 16p xe Michelin ctia Phap. Hay cung tim hieu
ky hon cau chuyén veé tap doan nay.

Michelin: Tw ban 16'p xe chuyén sang khai thac l¢i nhuén theo dim

Su6t hang chuc nam nay, Michelin von noi ti€ng vEé cha't lwong 16D xe,
san pham ctia ho ludn c6 gia cao trén thi treong quoc t&. Nhwng dau thap
nién 2000, mitc gia clia Michelin phdi d&i mit v&i 4p luc gay git tir nhiéu
nha san xuat 16p xe, trong dé cé cac nha san xudt Trung Qudc va Han
Qud’c, v&i to'c dd phat tri€n nhanh chéng.

N&u tiép tuc ky vong rang khach hang s& trd mitc gid cao cho san phadm
ctia Michelin — ddc biét l1a cdc hang xe tai, trong d6 xam 16p 1la mot méang
chi phi 1&n — thi khong khdc gi tiép tuc 14i xe khi 16p xe bi cdm dinh ca.
L6 xe ¢6 th€ nd. Va cdc lanh dao & Michelin nhin thiec 6 di€u nay. Vi
vay, von la mdt cong ty tung gidi thi€u vo sd sang ki€én doi m&i san pham
trong lich sit 126 ndm cua minh (t& 16p xe roi nam 1891 dén 16p manh
song song nam 1946 va 16p khong xam 50 ndm sau do6), Michelin tim dén
chién Iwoc ma ho ndm 1o nhat: doi méi san pham. Ho sdng ché ra cic loai
16p méi c6 tudi tho cao hon. Va ho hy vong ring diéu nay sé gidp ho duy
tri dwo'c mirc gid cao, thAm chi 1a ndng gia cao hon nira. Nhung sy canh
tranh trén thj treong xim 16D lai hét sitc khéc nghiét.

Budc sang the” ky XXI, Michelin chudh bi ra mit mdt loai 16p médi c6
tuGi tho cao hon 20%. Tuy nhién, nguwoi dirng ddu mang kinh doanh dw
doén rang ho chi c¢6 th€ tinh gid cao hon mot chit cho loai 16p nay so v&i
cac loai 16p tiéu chuan khac cia hang. Hon ntra, vi loai 16p méi bén hon,
nén nd s€ lam gidm 20% nhu cau cua khach hang. Khach hang sé khong
can thwong xuyén mua loai 16p bén cia Michelin. V€ phia cong ty, viéc
tdang mot chut gid nhwng lai khi€n nhu cau gidm manh thi khong c¢6 y nghia

gi ca.



Pirng tredc nhirng khé khan nay, cac lanh dao cta Michelin nhan ra
rang ho c6 rat nhiéu viéc khac phai 1am bén canh hoat dong san xui't mot
loai 16 wu viét. Vi vdy, ho xem xét lai m6 hinh khai thac lgi nhuén 1au doi
ctia Michelin — tirc 1a xem lai cach tinh gid san pham. Va két qua, md hinh
khai thac loi nhudn méoi ma doi Fleet Solutions ctia Michelin dwa ra vao
nam 2001 ciing 1a mdt bwdre ddt pha 1on khdng kém loai 16p c6 d6 bén cao
kia: ho tinh gia theo dam di cho cac ddi xe tai chi khong tinh gia theo s&
lwong 16p ma ho mua.

b6 1a mét nwde di tdo bao ctia Michelin, va né mang lai nhitng hiéu
qua rat thi€t thyc. Ho dat tén cho mo hinh khai thac lgii nhuan nay la “TK”
— viét tit clia cum tdn-kilomet. Michelin bit dau dam phin mitc phi tinh
theo ki-16-mét v&i cac hang xe tai va tieng hop dong thi nhau do veé.

Viéc tinh gid theo khoang cach di chuyén da mang lai lgii ich cho ca
Michelin va cac hang xe tai la khach hang cta ho. Cach lam m&i nay cho
phép nha quan ly cac d6i xe chi phai tra tién cho hoat dong ctia san pham
thay vi trd tién d€ dworc hwdng dac quyén s& hiru san pham ctia Michelin.
Thém ntra, n6 cling mang lai cho chu s& hiru cac phwong ti€n cong nghiép
st linh hoat trong quan 1y chi phi khi gdp thoi di€m thuan lgi va bat loi.
Khi gdp thoi ky suy thodi, nhu ¢u ddi v&i cdc sdn pham van dwoce véan
chuyén biang xe tdi gidm xudng, do d6 nhu cau ddi v&i cdc dich vu xe tai
cling giam theo, hay cdc hang xe tai s€ phai tra it ti€én hon cho 16p xe vi ho
chi bi tinh gid theo ki-16-mét di chuyén chir khong tinh theo s lwong 16D
xe ma ho mua.

Michelin chiju phén chi phi khi san pham gédp sy cd ma théng thwong
khach hang phai chiu; n€u mot chiéc 16p bi hdong sodm, Michelin sé ganh rai

ro. Nguore lai, khi 16p xe vt qua mirc ky vong vé chat lwong — vi du, khi



ching ¢6 tudi tho cao hon 20% so v&i trede — thi véi mdi chi€c 16p nhw
vay, Michelin s€ tang thém 20% doanh thu.

Mo hinh khai thac lgi nhudn méi gidp Michelin tin dung dwore mot
cach ddy da phat minh m&i cia ho — nghia 1a khai thac lgii nhuén te loai
16D xe ¢6 tudi tho cao hon thé hé 16p xe trede. Va Michelin ¢6 th€ 1am nén
ky tich nay ma khong can tdng cic khoan chi ti€u cho kinh doanh va
marketing d€ thuy&t phuc khach hang rang loai 16p xe m&i ndy xirng dang
voi mirc gia cao hon.

Michelin chi don gian thay d6i m6 hinh khai thac lgii nhuén. B6 1a mot
nude di xua't sic. Ho nhanh chéng chi&m vi trf din dau vé loi nhuén trong
nganh; t&i ndm 2011, doanh thu trwrdc khi trd 1ai sud't va thué& ctia ho cao
hon 25% so v&i Bridgestone va gdp ba Tan so voi Goodyear.2

M4 hinh khai théc lgi nhuén sang tao: Nhi'éu nguyén téc, it ngoai 1¢

K€ tw khi budc sang thé” ky mdi, cdc md hinh khai thac loi nhuén sang
tao nhw ciia Michelin cling moc 1én nhiéu & cac linh vigc nganh nghé khac,
trong d6 c6 linh viec phdn mém mady tinh toan cau tri gia 369 ti d6-la voi
mo hinh cung cdp “phan mém nhw mot dich vu”.2 Trong nganh xay dung,
cac thi€t bi nhw mdy dao va may kéo hién da dworc trang bi cdm bién, c6 th€
truyén dir liéu thong bdo vé thoi diém ching sdp bi hdng (nhw vay khich
hang c6 th€ kip thoi ti€n hanh stra chira). Piéu nay doi hdi qua trinh tw duy
lai vé mo6 hinh khai thac lgii nhuin. Néu ban tinh gid theo gio’ lam viéc cua
ky sw d€ stra may tryc ti€p tai hién treong, thi c6 the ban sé khong con
nguon doanh thu bdo dwong. Mot md hinh t6t hon c¢6 1€ 1a gdp cac dich vu
bao dwong chi dong vao gia thanh san pham, sau d6 tang gia.

V&i nhieng ti€n b6 cong nghé nhw trén, ban than mo hinh khai thac loi
nhuén cling ngay cang mang tinh d6i m&i sang tao. Nhung nhirng sy tién

b6 d6 da va dang thanh hinh tr nhiéu ndm nay. Chfmg han, ndm 1999, hang



cho thué bing dia m&i tron 2 tudi 12 Netflix da bat dau tinh phi cd dinh
hang thang (mdt md hinh thué bao) theo d6 ngudi ding ky c6 the thué mot
s& Iwong khong han ché’ cac loai bang dia chuyén phat qua thw thay vi phai
dén ctra hang d€ thué twng dia. Khach hang hao hing dén nhian md hinh
nay, sau do Netflix da ha't ceamg Blockbuster.

Tw ndm 2000, mo hinh khai thac lgii nhuin chit dao ddi vai thi trrong
quang cdo tryc tuyén la dad'u gia — con dwong gitip Google ki€m vé nhirng
ngudon loi nhuan khong 1'6. Tuy khdng phai la tac gia ca mo hinh khai thac
loi nhuén te ddu gid quang cdo trye tuyén, song dén nay c6 thé khfmg dinh
chic chin rang Google 14 cdng ty biét hoan thién va ki€m tién t5t nhat tir
phwong thirc nay.

Uber da pha vé ca mot linh vie taxi truyén thdng bang moé hinh dinh
gid linh hoat dwa trén tinh hinh cung cau trong mit khu vwc nha't dinh.
Medtech va General Electric da bat dau ap dung céch tinh gid dwa trén mirc
do6 st dung trang thiét bj y t& clia cac bénh vién va cac td chirc y khoa thay
vi ban hoac cho thué thi€t bi. Metromile, mot cong ty khéi nghiép trong
linh vic bao hi€m 6 t6,* theo ddi hanh vi 14i xe caa khach hang théng qua
hé thong telematics (cac thi€t bi ky thuat s& gén trén xe) va tinh toan chi
phi dya trén s6" ddm di. Cac md hinh khai thac 1¢1 nhuén day sang tao nay
trd thanh y€u td tao ra sy khac biét cho cic cong ty trén va gidp ho dat
dwoc nhieng thanh cong to 1on.

Mait khac, viéc lwa chon sai md hinh khai thac lgii nhuin cling ¢6 thé€
mang lai nhitng tdc dong niing né khong kém. Mot hing xe tai chau Au da
so'm nhén ra diéu nay sau khi ky mét hop d6ng ba nam d€ phan phdi hang
héa cho mot nha sdn xuit ti-vi. Nha phin phdi tinh gid ¢d” dinh cho mdi
chiéc ti-vi dwgrec van chuyén. Dan dén, kich thwdc ti-vi ngay cang ting 1én,

nghia 1a nha phan phdi khong theé’ dwa nhi€u chi€c ti-vi vao mot chuyén xe



tai nhw trede kia niva, do d6 ho phai diéu dong thém nhi€u xe hon. Chi phi
gia tdng dot bi€n, nhung doanh thu thi vAn gidm chan tai chd vi khung gia
cd dinh. Cudi cling, nha phan phdi ti-vi da bi thiét hai 1o trong giao dich
nay.

Ho da hoc dwoc mot bai hoc kho khan: Xét vEé khia canh tién bac, mo
hinh khai thac lgi nhuan khong phtt hop ¢6 th€ con tai hai hon ca chinh
sach dinh gid yéu kém.

Nim mo hinh khai thac lgi nhuan hiéu qua

Sau khi nghién ctru hang chuc chién lwoe dinh gia va doanh thu khéc
nhau, ching t6i chon ra dwore 5 mo hinh khai thac lgi nhuin da dwoc chirng
minh ring ching c6 th€ gitp cdc cdng ty ra mit sdn pham hoic dich vu
moi, tao sy khac biét cho san pham/dich vu, hodc théng linh thj trwong.
Pay khong phai 1a nhirng m6 hinh khai thac lgii nhudn duy nhat, nhung
chiing 12 nhitng m6 hinh c6 gid trj nha't khi ra mat sdn phadm mdi.

Ching ta hay cung tim hi€u xem tirng mé hinh hoat dong ra sao, céc loi
thé ctia n6 1a gi, va nhitng cong nghé mdi nao hd tror cho nd, sau do ban c6
th€ xac dinh dwgrc dau 1a md hinh phi ho'p nha't véi cong ty minh.

1. M6 hinh thué bao

Mo hinh thué bao 1a gi? Khach hang tw dong thanh todn dinh ky de tiép
tuc st dung san pham hoac dich vu cia mot cong ty. Cheamg han, khach
hang c6 th€ lya chon phwong dn dit mua dai ky to tap chi Wall Street
Journal thay vi t&i quay mua 1é. Hién nay cac khach hang cia Netflix dwoc
lya chon gitra vai géi thué bao khac nhau d€ duwoc xem video va cac ndi
dung phat song qua cac phwong ti€n ky thuat sd'.

S& lwgng cac cong ty sit dung mo hinh nay hién dang bung no nhanh
chong khi Internet cho ra doi nén kinh té€” thué bao (d6i khi con dworc goi la

“nén kinh t€ thanh vién”). C4c cOng ty cung cap cac phwong an thué bao



cho moi thir tx quén do va d6 cao rdu (Céu lac bd Dollar Shave) dé€n hang
gia dung hién dang thach thirc cac cong ty truyén thdng.

Loi th€. M6 hinh thué bao ning cao doanh thu theo vong doi néi
chung, cu th€ & diy la doanh thu theo vong doi khach hang. Mot khéach
hang thi thodng mua tap chi Wall Street Journal nhin chung sé chi tiéu it
hon so v&i mot khach hang cam két mua bao mdt nam. Hi€n nhién, mo
hinh nay s€ gitp tao thém doanh thu cho to tap chi. Khach hang dang ky
thué bao ciing c6 kha nang & lai 1au hon ma khong chuyén sang st dung
cOng ty doi tha (vi ban nang chi phi chuyén doi sau khi khach hang da tré
nén quen thudc voi dé€ nghi san pham cua ban).

Wall Street Journal thich m6 hinh doanh thu thué bao vi d6 1a ngu6n
doanh thu 1ap lai. Chealng han, n€u thoi ti€t xau hodc chu cac quay ban bao
dinh cong, thi don vi xud't ban s& bj ma't doanh s& ban hang. Nhung voi
hinh thitc thué bao, tién van déu din chdy Ve tii ho, ba't k&€ troi mwa hay
ning.

Nhin chung, viéc ban mdt géi thué bao dai han sé kho khan hon, nhung
n6é han ché& s& lwong cdc quyét dinh mua sim ma khdch hang phai thuc
hién va tr6i chan ho lai. V&i m6 hinh thué bao, ngwoi mua bdo khéng phai
ban khodn vao thir Hai xem hom nay ¢6 mua bdo hay khong. BG sung thém
ch& do tw dong gia han hop dong vao thda thuén trén, rd rang di€u nay sé
cang mang lai 1g1 ich cho phia cong ty.

Mo hinh thué bao cling mé ra nhiéu co’ hdi ban chéo va ban san pham
cip cao. Cac cong ty c6 th€ st dung dir liéu thu thiap dwoce tr ngeoi dang
ky thué bao d¢ xay dung cac dé nghi san pham phl hop dwa trén sé thich
va hanh vi cia nguoi dung. Netflix thwong s& dung di liéu vEé théi quen
xem ti-vi clia ngwoi dung d€ tao ra cac series truyén hinh dinh dam, chaalng

han loat phim House of Cards va Daredevil. Cac chwong trinh nay da gidp



Netflix ting gap do6i lwong nguoi diang ky s dung dich vu cua ho trong
khoang thoi gian tv nam 2012 d&n 2015, t 33 triéu 1én 69 triéu thué bao
trong quy III nim 2015.°

Cudi cuing, m&i quan hé gitra nguoi dang ky thué bao va thuwong hiéu
cling nho d6 ma dwoe ciung cd va bén vieng hon cac mdi quan hé chi dya
trén twng giao dich riéng 1é. Trong khi cdng ty c¢6 cor hdi hi€u ngwoi tiéu
dung hon, thi nguoi tiéu dung ciing dan tréd nén quen thudc va gan gii voi
thwong hiéu cua cong ty hon, thAm chi ho con c6 thé tréd thanh nhirng dai
st phi chinh thirc cho san pham hodc dich vu ma ho st dung, tr d6 cang
lam ting gia tri cia thwong hi€u.

M6 hinh nay cé phut hop véoi ban khong? M6 hinh khai thac 1gri nhuén
theo hinh thirc thué bao phti hgp v&i cac sdn pham va dich vy ban dwgc ca
trong moi treong tree tuyén va phi trge tuy€n. Cac md hinh thué bao ciing
phat huy loi ich trong cac linh vigc ma khach hang st dung san pham lién
tuc. Mot vi du ti€u bi€u & day la linh viee Am nhac, trong d6 ¢6 cac goi thué
bao danh cho cédc dich vu am nhac trgc tuyén cta cdc hang nhw Spotify va
Pandora hién dang tr& nén pho bi€n. Nam 2014, md hinh thué bao nay
chi€m gan mot phan tv (twong dwong 1,6 ti d6-la) trong doanh thu tryc
tuy&n ctia nén cong nghiép 4m nhac toan cAu, ting 6 M'n k& tir ndm 2009.°

Céac mo hinh thué€ bao cling phat huy hiéu qua trong nhtrng linh vyc
mang tinh canh tranh cao, thi phan do nhiéu cdng ty nim gitt — mdt boi
canh khd hon don vé&i nhiéu sy gianh giat. Trong nhing tinh hu6ng nay, mo
hinh thué bao ¢6 the gitp cong ty ngan chan dwoc cac doi thi von chi cung
cé’p san pham hodc dich vu riéng 1& theo ting giao dich.

Cudi cung, md hinh thué bao dang ngay cang tr¢ nén phd bi€n trong
nhitng linh vec nhw phan mém, von tredrc diy van yéu ciu khdch hang

phai bd ra nhitng khodn d4u tw 1én tir trede @€ mua san phadm. Bing cich



cho phép khach hang mua tirng phdn san pham, mo hinh thué bao khién san
pham trd nén hop tdi tién hon va dé dy dodn hon cho tat cd moi nguoi.

2. Dinh gia linh hoat

Dinh gia linh hoat 1a gi? M0 hinh dinh gié linh hoat Ia md hinh trong d6
muc gid cho trirde cia sdn pham hay dich vu bién dong tuy theo cac yéu to
nhw mua, thoi di€m trong ngay, di€u kién thoi ti€t, hodc cac yéu td khac co
anh hwdng dén thién chi chi tra, nhu cau va ngudn cung.

Trong sudt nhiéu thap ni€n, nganh hang khong da di ti€n phong trong
mo6 hinh dinh gia linh hoat, ho thay doi gia vé dwa trén thoi di€m ding ky,
cha't lwgng dich vu va céc y€u td khac. La mdt trong nhirng nha tién phong
vé dinh gid linh hoat, ceu CEO Robert Crandall cia hang American
Airlines da dién td mot cdch dAy sinh dong nhw sau: “Né&u t6i ¢ 2.000 hanh
khach trén mot tuyén bay va 400 mirc gia khac nhau, thi o rang tdi con
thi€u 1.600 mic gid nira.”’

V&i nhirng ti€n bd nhanh chong vEé cdng nghé thu thip va phan tich di
li€u, cac cong ty & nhiéu linh vec nganh ngh€ hién da c6 the st dung
nhitng thuét toan phirc tap hon nham diéu chinh gid ca thwong xuyén hon.
Uber 1a mot vi du tiéu bi€u. Pwoc thanh 14p to ndm 2010, cong ty nay da
tao sy dot pha trong ca nganh taxi voi md hinh khai thac lgri nhuén theo
phwong phap dinh gi4 linh hoat, qua d6 gin gid cd v&i ngudn cung ciu taxi
theo thoi gian thye. V&i cach 1am nay, ca tai x& Uber va hanh khach déu c6
loi. Gia cuwde ting vao gior cao di€m la y&u t6” khuyén khich nhiéu tai xé&
Uber tich cyc hoat dong d€ dap ing nhu cau. K&t qua la, hanh khach khong
phdi tranh gianh nhau vi mot chiéc taxi hay phadi dirng bat xe dudi troi
mua, va ho s&n sang trd thém d¢€ ¢6 dwoc loi ich d6. Ching toi s& ban nhiéu

hon vé Uber trong Chweong 13.



Chinh sach dinh gid vé linh hoat ngay cang tr¢ nén phd bi€n trong the
thao chuyén nghi€p va nghié€p dw, trong d6 gid vé vao ctra dworc tinh dya
trén mitc 46 phd biéh cia mon thi da'u, ngay ca khi vao mua gidi.® Mot s&
siéu thi van dung m6 hinh dinh gia linh hoat & cap dd cd nhan nguoi tiéu
dung, theo d6 ho dwa ra chinh sach dinh gid cho twng ca nhan khach hang
dira trén théi quen mua san phdm nhiéu Man.” Nguoi thwdng xuyén mua
mot loai san pham s& nhan dwoc mitc gid thAp hon nham khuyé&n khich
hanh vi nay; nhitng ngwoi chwa ting mua san pham dé bao gior, hodc mua
khong thiong xuyén, sé phai trd mirc gid cao homn. Chudi ban thiét bj sira
chira nha ctra Castorama da 1dp bang dién tir thong bdo gid ca dwoc diéu
chinh theo thoi gian thye dya trén tinh hinh nhu Cau.1°

Nhwng mo hinh dinh gia linh hoat d6i Iic c¢6 the phan tac dung. Nam
1999, Coca-Cola thir nghiém st dung mot loai may ban hang ty dong nang
gia @6 uéng khi thoi ti€t &m hon.!! Céng ty nay da phai dung thir nghiém
nay vi khach hang khong hé thich diéu do chut nao.

Loi thé. Nhw linh vire van tai va lwu trd da deoc dp dung ti nhiéu ndm
nay, md hinh dinh gia linh hoat giip nang cao kha niang khai thac lgsi nhuan
trong treong hop cong sud't san xud't han ch& va bi gidi han. Céac cong ty
khdng mudn roi vao canh nhitng tai san dit do, chi phi duy tri t6n kém,
chaalng han mdy bay tryc thang hay khach san nam sao, lai phai d€ trdng ghé&
hodc trdng phong. M6 hinh dinh gid linh hoat gitip ban di€u chinh giad ca
(trong treong hop nay la diéu chinh thap xuéng) d€ c6 the khai thac loi
nhuén t phan céng sudt chwa dwoce st dung dén. Twong tw, ban cé thé€
tang gid n€u cong sua't da dwoe s dung hét. Nhu cau cang bi€n dong, loi
ich ctia m6 hinh dinh gid linh hoat cang 1o'n. Ngoai ra, m6 hinh nay ciing ¢6
th€ gidp cac cong ty khong bi gidi han vé cong sud't san xué't khi co sy bién

dong v€ nhu cau hay gia ca. Chfmg han, chudi ban 1& Tesco ctia Anh ép



dung mic gid cao hon cho cdc san pham trong hé thdng ciia minh vao cac
budi chiéu vi khidch hang c6 thu nhap cao khi di mua sdm vao budi chiéu
thwong sin sang chi nhiéu tién hon.

Mo hinh nay cé phit hop v&i ban khong? Trudre tién, nén cin nhic dén
chién lwgrc dinh gid linh hoat khi dd co gian vé nhu cau va gia ca & thi
trrong cda ban c6 sy bi€n dong 1on. Néu ding nhu vay, khi d6 ban phai dat
cau hoi xem y&u t6 nao tac dong dén sy bi€n dong nay va li€u ban c6 the€
4p gia dya trén cic y&u t& d6 hay khong. Thit hai, ban nén cin nhic van
dung dinh gi4 linh hoat n€u nhw nguon cung bi han ché€ hay c& dinh.

Nhung dinh gia linh hoat 1a mot c6ng viéc phirc tap. Céng ty nao mudn
stt dung hiéu qua md hinh nay can phai dau tw dang k& vao cong nghé va
thay doi quy trinh nghiép vu.

Nhu treong hop ciia Coca-Cola va cac cong ty khac da ching minh,
dinh gi4 linh hoat c6 th& khién khach hang bat man vi cho ring minh bj loi
dung. Nhin chung, dinh gia linh hoat doi héi phdi ¢c6 mdt co’ s¢ khach hang
san sang trd gid cao hon d€ nhan dwoc nhitng loi ich khac — ch?ing han bit
dwore taxi vao mdt buoi tdi mwa gid lanh I€o.

3. Dinh gia dwa trén thi trrong: Pau gia

Pau gia dinh gia 1a gi? Pau gid dinh gid dwa trén sy canh tranh d¢
gianh mua hang héa hay dich vu. Hinh thirc nay da ton tai su6t nhiéu thé’
ky. Thyc ra, nhirng phién dau gid dau tién xudt hién to ndm 500 trudc
Co6ng nguyén.'2 Ngay nay, nho’ vao cong nghé k&t ndi, cé vé nhw ta't ca moi
ther déu c6 th€ dwore dem ra da'u gid, tw cd phi€u cho dén tic pham nghé
thuat.

bau gid la phevong phap chinh giip Google ki€m dworc bon ti€n.
Google AdWords, cong cu dwa cac quang cdo hién thi bén canh két qua tim

ki€m, hoat ddng dwa trén co s& da'u gia. Cac nha quang cdo thyc hién dau



gid v&i nhau d€ tranh gianh vi tri hién thi n6i bat nha't dwa theo tir khéa tim
ki€m. Theo bdo cdo doanh thu cua Google, trong nira ddu nam 2015, mang
kinh doanh quang cdo dya trén mo hinh dau gid nay chi€m 70% trong 35 ti
do-la doanh thu ctia hang nay.!

Céac thj treong “hai bén” (t&c cdc thi treong két ndi ngwoi ban va
ngwoi mua) cling 4p dung mo hinh ddu gid. Vi du noi bat nhat 1a eBay,
cong ty nay da xay deng nén duwo'c mot d€ ché& kinh doanh tri gid 18 ti d6-la
mdi nim bang cich cung cAp nén ting gilip ngwdi dung ban cdc mit hang
gia dung thong qua da'u gid. Twong ty, Manheim, mdt cong ty da'u gia o to
(ching ta s€ tim hi€u ky hon vé trwong hop nay & Chwong 9), 1a nha to
chirc cac s kién da'u gia 1o'n nha't cho hoat ddng mua bén xe c.

Loi thé. V&i md hinh dinh gid dya trén dd'u gid, ban c¢6 th€ khdng céan
chu dong dat gia ma d€ thi treong ty quyét dinh mirc gid ma ho mudn tra.
N6i cach khac, ngay ca khi ban 1a ngwdi bdn, thi trrong van coi ban chi 1a
bén trung 1ap; khach hang ddu gid v&i nhau d€ mua va nang gia. Ngoai ra,
khi st dung mo hinh da'u gid, ban c6 thé giy tac ddng t&i gid cd ma khong
can 16 mat. Chgng han, ban cé th€ dit ra mirc gid tdi thi€u cho phién dau
gia r'oi quy dinh thoi lwgng ctia phién da'u gid cling nhw qua trinh da'u gia.

M6 hinh nay cé phit hgp v&i ban khéng? Khac véi cach thiee t6 chire
dau gia truyén thong, vdn doi hdi phai chuan bi mot can phong, mdt chié€c
buc va mot ngudi diéu hanh phién diu gid, phwong thirc dinh gid bang dau
gid sit dung cong nghé cao ngay nay chi doi hdi nhitng hé thong va quy
trinh phtrc tap. N&u khong dwoec trién khai hop 1y, ching ¢6 th€ dan dén
nhirng sai fAm dat do.

M6 hinh ddu gid c6 th€ khong phat huy hiéu qua néu thi treong cé

lwong hang héa du thwra va khach hang ¢6 nhiéu lya chon, hodc néu cong



ty ban hoat dong trong mdt moi treong canh tranh, khéng ¢6 sirc manh dinh
gia can thié€t d€ tri€n khai mo6 hinh da'u gia thanh cong.

Tuy nhién, dd'u gid lai 1a mo hinh 1y twéng cho thi treong nguoi ban,
trong d6 lwgng hang ton kho bi gi¢i han, sitc manh nim trong tay ngudi
ban (trén cwong vi chti s& hiru hang ton kho), va nhu cau ¢ mic cao. Néu
ban dang & th& ngwoi ban nhw vy hodc ¢6 kha nang tré thanh mot ngwoi
ban nhu vdy, nhr Google v&i AdWords, thi ban nén nghiém tiic can nhic
mo hinh nay.

4. Dinh gia thong so” thay thé/Tra khi mua hang

Dinh gia thong s6 thay thé la gi? Nhi€u cong ty da gat hai dwoc thanh
cong bang cich dinh gid giao dich dwa trén cédc thong s& thay vi st dung
chuan do theo don vi ciia nganh ngh€ ma ho dang hoat ddng. Thong
thwong, cac thong sd thay thé nay gan hon voi gia tri san pham va lgi ich
danh cho khéich hang.

GE, gi khong 16 trong nganh cong nghiép da van dung mo hinh dinh
gia thong s6” thay thé nay trong cac ndm gan ddy nho tdn dung strc manh
ciia cac phan mém phan tich, thi€t bi cam bi€n dién t& va di li€u. Nam
2011, cOng ty nay tri€n khai thyc hién mot dw an 1on nham két hop cac bd
cam bi€n dién tr vao cac thi€t bi y hoc, ddng co mdy bay, turbine va cac
san pham thi€t bj cong nghiép khdc cta ho. GE da thu vé 1 ti do-la mdi
nam tw dich vu “dya trén k&€t qua” ma ho cung cap — chfmg han, dich vu
nay gidp cdc hang hang khong phat hién dwoc cac ddong co' c6 van dé som
hon, do d6 giam bét thoi gian chét trong van hanh.!*

Thay vi ban hoic cho thué may chup cét 1p vi tinh hay dong co’ phan
lwc, GE tinh phi khach hang theo s6 gio’ st dung thi€t bi hodc s6” ddm do6i
voi mdy bay. Nhw vay, khach hang chi phai tra tién khi nao ho st dung hay

nhan lgi ich t san pham. Néu GE giam dwgc thoi gian chét cta khéach



hang, phan doé s€ di thaalng vao tdi ho. GE da khai thac dworc t61 da gid tri tw
san pham cda minh, hét nhw cach lam cta Michelin vé&i nhirng chiéc 16p
Xe.

Céc cong ty phan mém cling tri€n khai thanh cong nhirng thong sd dinh
gia thay thé. Mot cong ty phan mém cung cap bdo cdo phong thi nghiém da
ting 20% doanh thu chi bang céch thay d&i thong s& dinh gid tir gid’y phép
nhrong quyén cd dijnh sang tinh phi theo don vi bdo cdo. Ho cho ring md
hinh théng s6 thay thé& nay phut hgp hon v&i gia tri nhan thiee dwoe. M6
hinh nay cling gidp giam thi€u cam két dau tw trede cia khach hang. Di
nhién, diéu nay cling mang lai loii ich cho cong ty phdn mém kia bdi gior
day ho ¢6 th€ tinh gid cao hon cho mot bdo cdo phong thi nghiém (so v&i
di€m hoa vdn & mirc phi nhwong quyén).

Loi the. Néu sang kién d6i md&i ctia ban gitp cing ¢6 hiéu sudt hoat
dong cho khach hang va ¢6 nhiéu di€m wu viét hon so v&i cac pheong an
twong ty khéac, thi md hinh dinh gia thay th& cé th€ 1a phtt hgp voi ban. Tw
viéc gin thong s& dinh gi4 vé&i hidu sud't hoat dong ctia khich hang, ban s&
khai thac dwgc t6i da tiém nang loi nhudn cua san pham. Nhwng ban phai
thwe hién dwoc ding loi ban hiva, nhw Michelin da 1am v&i cac khach hang
cua ho.

M0 hinh dinh gi4 thay thé& c6 the s& rat thanh cdng khi ban truc tiép gin
thong s& voi nhan dinh cia khach hang vé gia tri. Chfmg han, gia st ban la
moOt nha sdn xui't cdc thiét bi r6-bd't phau thuit tai bénh vién. V&i mot bénh
vién quy md nhd hodc vira, ho s€ khong ¢6 di ngu6n von can thi€t d€ dau
ter mua loai mdy moc nay. Cach lam truyén thong la dinh gid theo chi phi
bd ra @€ mua thié€t bj réi méi mang vé st dung. N&u ban tinh gia theo sd ca
phéu thuit thi sao? Phrong 4n nay hoan toan phi hgp véi gia tri ma bénh

vién nhan dwoc thay vi phwong an yéu céu ho phai trd mic gid ban dau



cao. N6i cich khac, ban tham gia vao dong doanh thu ma khach hang tao ra
bang cich st dung cic san phdm va dich vu ctia minh. Cudi cling, ban c6
th& chitng minh riang gidi phdp cta ban mang lai loi ich cho ci ban va
khach hang.

Cudi cung, mo6 hinh khai thac lgi nhuan nay c6 th€ phat huy hiéu qua
né&u nhw ban 12 ngwdi ¢6 tai dw dodn xu hwdng trong twong lai. Chang han,
cdc nha cung cAp dich vu vién thong tir 1au d dy dodn dwoe ring xu hudng
str dung cdc thiét bi va dir liéu s& s€ ngay mot gia ting, nho vy ho da cha
dong thay doi thong sd dinh gia sang “dinh gia theo gigabyte” hoac “dinh
gia theo thi€t bi va gigabyte”.

M6 hinh nay c¢6 pht hop véi ban khéng? M6 hinh dinh gid thay thé
dwoc cho la phi hop khi sdng ki€n d6i m&i clia ban tao ra gid tri to 1o'n cho
khach hang cudi nhuwng ban khong thu dwoc mot ty 1€ twong xirng trong gia
tri d6 né&u st dung cac md hinh khai thac lgii nhuén truyén thdng. Michelin
la mot vi du rat tiéu bi€u cho treong hop nay.

M6 hinh nay s& con phut hop hon nira khi ban nim quyén ki€m so4t
hoan toan cach khach hang st dung san pham cda minh. Chfmg han, né€u
hang cong ngh€& ndng nghi€p Monsanto tinh gid theo san lwgng thu vé trén
mdi héc-ta, thi ho phai bido didm ring céc loai thudc diét cd ciia ho dworc cic
hd néng dan st dung ding nhw chi din. Chi khi d6 Monsanto m&i nim
dwoc quyén ki€m soat hoan toan doi v&i tdc dong cia san pham 1én khéach
hang. Va trén thyc t€, day ciing chinh 12 m6 hinh khai thac It nhuan ma
Monsanto ap dung.

5. Pinh gia mién phi

Dinh gid mién phi 12 gi? V&i mo hinh mién phi (freemium), mot cong
ty cung cap tw hai tdng dinh gid tré 1én cho cdac san pham va dich vu cla

minh, trong d6 c6 mdt tang 12 mién phi. Muc tiéu clia md hinh khai thic loi



nhuén freemium Ia thu hit mot lwgng 1on khach hang s& dung phién ban
mién phi, sau d6 chuyén mot phan 1én trong dé sang céc thué bao cé tra
phi. M6 hinh nay con dwoc goi la chién lwge “d0 bo va mé rong”. Ban tim
cdch d6 bd v&i san pham mién phi, sau d6 mé rong bang cdc san pham tinh
phi.

LinkedIn va Dropbox la nhirng vi du ti€u bi€u vé treong hgp st dung
md hinh dinh gid freemium thanh cong. Khach hang c¢6 nhu cau co ban cé
the ti€p cén phién ban han ch& voi dich vu k&€t ndi mang xa hoi nghé
nghiép cia LinkedIn va dich vu lwu triv cia Dropbox ma khong céan tra phi.
Nhung nhirng khach hang c¢6 nhu cau 1on hon s€ phai tra tién d€ nhan dwoc
nhirng dic di€m phtc tap hon.

Mang Internet ra doi d@ mé rdng kha nang 4p dung mo hinh freemium
bang cdch gidm chi phi phan phd&i nhiéu dich vu vé ngudng 0. Thuc ra,
freemium hién 1a m6 hinh kinh doanh chd dao d6i v&i nhiéu cong ty khi
nghiép Internet, cdc nha cung cap dich vu tryc tuy€n, cac cong ty phan
mém va cic tng dung dién thoai thong minh.!>

Lo the". Vi cac dich vu freemium ha thap chi phi ti€p can thewong hi¢u
xudng mic 0, nén chiing nhanh chéng tao ra dwoe lan séng dén nhan rong
rdi. Trén thyc t&, sdn pham mién phi tré thanh mdt cong cu marketing tinh
phi. Biéu d6 gidp cac cong ty giam bot chi phi thu hit khach hang so véi
cdc phrrong phdp marketing va kinh doanh dit dé kiéu truyén thong.

Mo hinh nay cé phit hop v&i ban khong? M6 hinh freemium chic chin
khong phtt hgp cho td't cd moi ngwoi. N6 chi phat huy hiéu qua néu ban ¢6
chi phi san xud't ra't thadp (t6t hon hé€t 1a khong c6 chi phi sdn xuat) va chi
phi c& dinh & mirc t&i thicu, cé th€ va s& dwoc bu dip bang mdt ty 1& nhd

khéch hang tra phi.



Hon ntra, cac cong ty thwong gip kho khan trong viéc chuyén mo hinh
freemium sang hinh thirc khai thac Igri nhuén dai han. 90% cac cong ty that
bai khi trién khai chi€n dich @6 bd va mé rdng. (Ban c6 th€ doc nghién ciru
treong hgp vé LinkedIn & Chwong 13 d€ tham khéao trwong hop ngoai 1€
cho nguyén tic nay.) Thuyc ra, v&i cde cong ty phan mém, s&” lwong khach
hang mién phi chuyén sang trd phi thwong & nguwdong dwdi 10%. V&i céc
trd choti video, trd choi mién phi thwong ¢ tudi doi trung binh dwdi 1 nim,
ma't 75% ngwoi dung mién phi chi sau 1 ngay va chi gitr chan dwoc 2% sau
mot thang trai nghiém.!°

Néu quyét dinh cung cip dich vu freemium, ban phai nd lwc gap doi d€
chuyén khach hang sang phién ban tinh phi. Viéc thuyét phuc nguoi tiéu
diing tra tfén mua mot thir ma trede d6 ho dworc dung mién phi 12 mot diéu
hét strc kho khan. Chi ¢an nhin vao s& lwgng cac cong ty Internet khdng
khai thdc dwoc loi nhudn tr cdc san phdm tryc tuyén mién phi trong hai
thap nién qua, ching ta s€ hi€u dwgc diéu do. Chfmg han, phén 1én cac bao
(ngoai trr nhirng to nhir New York Times va Wall Street Journal) déu
khong th€ chuyén doc gid mién phi thanh céc thué bao tryc tuyé&hn tra phi.

Pay ciling 1a van d€ nan giai cho Evernote, mt tng dung di dong gidp
ngwoi dung thye hién cdc ghi chid nhanh. Coéng ty nay tré thanh mét trong
nhirng cong ty kh&i nghi€p “ky 1an” dau tién c6 tén trong danh sach cac
cOng ty cong nghé tw nhan tri gia 1 ti do6-la tré 1én. Tuy nam nay ho da dat
toi con s& 150 triéu ngwoi dung dang ky, song theo Business Insider, doanh
thu cta Evernote di ¢6 chiéu huéng gidm.!”

D€ ¢6 co hodi chuyén khich hang mién phi sang khach hang tra phi, ban
phai ki€ém tra xem dau la nhitng lovi ich ma ho s&n sang bd tién ra mua,
d'6ng thoi bdo dAm ho c¢6 trdi nghiém tdt v&i sdn pham mién phi. Ban ciing

can phai biét chinh xdc c¢6 bao nhiéu khach hang thyc s s&n sang chi tra.



Thém ntwra, ban ciing phéi tranh cung cAp qua nhiéu thr trong phién ban
mién phi, b&i nhw thé” sdn pham tinh phi s& chi con lai rat it gia tri.

Niam cau héi d€ lirra chon mé hinh khai thac l¢i nhuan phu hop

Trén day ching t6i vira dwa ra ndim md hinh khai thac lgii nhuén va giai
thich cac treong hop nén dp dung ching. Di nhién, ddy khong phai la
nhirng mo6 hinh duy nha't ma ban cé th€ st dung. Ban ciing ¢6 th€ két hop
chiing v&i nhau. Chgng han, nha ban 1& Costco tri gia 112 ti d6-la & My tinh
phi thanh vién (thué bao) cho nhirng ngwoi mudn st dung céac ctra hang lwu
kho cuia ho bén canh khodn tién ma ho tinh cho cic san pham ban da mua.
OpenTable tinh phi thué bao hing thang cho cdc nha hang va tinh phi giao
dich cho mdi bira t&i dit trwde.

Trude khi bit tay vao triéh khai bat ky md hinh ndo, hay trao doi that
ky lwong voi khach hang, sau d6 ki€m nghiém tinh kha thi cia ching. Du
ban chon phwong én nao, dé cling nén la md hinh khong nhirng khai thac
dwore di€m manh cha tG chirc ciia ban ma con mang lai loii ich cho khach
hang. M6 hinh dwgc chon ciling phai tinh d&€n cac xu hwdng twong lai cho
san pham, cong ty va linh vec nganh nghé ctia ban. Dwdi ddy 1a nam cau
hdi ban c¢an can nhic trong qué trinh ddnh gid va lya chon moé hinh khai
thac 1ol nhuan phu hgp cho minh.

1. Kha niang khach hang chap nhan m6 hinh nay la bao nhiéu?

Cac khéach hang khac nhau thich cdc md hinh dinh gia khic nhau. Mo
hinh ctia ban c6 da tin cdy, linh hoat, cdng bang va minh bach d61 véi co sé
khach hang cu th€ cua ban khong? Khach hang hdu nhw ludén nghiéng vé
mot & md hinh nha't dinh nao d6. Hiy bdo ddm ring md hinh ctia ban phu
hop v&i nhitng wu tién d6. Hay thi nghiém nhiéu m6 hinh khac nhau d€
khdm pha ra m6 hinh ma khach hang wa thich nhat. Mot phwong an thi

nghiém trong nhirng treong hgp nay 1a cung cd’p cho khach hang vai lya



chon, tong mirc gid cha tit cd cdc phrong 4n ludn bang nhau, va hdi xem
ho thich phwong dn nao hon hay ho khéng quan tdm t&i chuyén dé. Néu
khach hang dt 1y tri, ho s€ chon phwong an khéng quan tdm, vi mirc gid cia
cdc phuong 4n rot cudc déu bang nhau. Tuy viy, ching t6i di thuc hién
nhirng cudc thir nghiém nhw vdy hang tram Ian, va chwa tirng thad'y phwong
4n “khong quan tAim” nao gianh phan thing ca! Con ngudi ludn cé s thién
V1.

2. Nhirng dién bién trong twong lai sé tac dong ra sao té¢i mo hinh
dworc chon?

Hay nh& chuan bi k& hoach kich ban xung quanh mo hinh da chon.
Nhitng xu hwdong cha dao trong linh vyc kinh doanh cda ban 1a gi? Ch?ing
han, n€u ban la nha cung cap dich vu di dong, thi s6 lwgng cac cudc goi co
xu hwdng gia tang hay giam di? S6 lwong céac thiét bi thi sao? Céac xu
hwong d6 mang lai nhirng rdi ro va co hoi gi trong dai han? Cac théng s&
dinh gid liéu ¢ try virng trong twong lai khong? Ch?ing han, Michelin tinh
dén sw cai thién vé dd bén cua 16p xe trong mo6 hinh dinh gia dwa trén dam
dwong di. Google di dy tinh dwoc rang md hinh da'u gid s& mang lai loi ich
cho ho khéng chi trong nhirng ngay dau, khi ma mirc gia con thad’p, ma con
trong giai doan sau nay, khi nhu cau gia tang.

3. Cong ty ban hién dang & giai doan nao va m6 hinh dwoc chon ¢6
phu hop voi giai doan d6 khong?

Céch khai thac lgii nhudn phéi phtt hgp v&i tinh hinh cta cong ty — bao
g6m chu ky doi s6ng, vi thé canh tranh va m6i quan hé v&i khach hang.
Chflng han, n€u 1a mot cong ty khdi nghiép, ¢6 the ban s€ mudn gitr moi
tht that don gidn va minh bach, nhw hang x& ly thanh toan Square da lam
voi md hinh 2,5% lori nhuén, khong ¢6 phi an. Mot cong ty & giai doan

tredng thanh cé th€ s€ phai tao sw khac biét tredrc cac d6i tha thdng qua



cach thirc ti€p cin phirc tap hon. Mét di€u quan trong nitra 1a nhirng gi dang

dién ra trong dong chdy d6i m&i sdng tao clia ban. Khi san phdm méi ra

mét thi treong, md hinh &y c6 gidp ban khai thic loi nhuén tir d6 khong

(nhw cdch md hinh ciia Michelin khai thac 1gi nhudn twr loai 16p xe m&i)?
4.D4di tha caa ban dang lam gi?

Ly do can dat ra cdu hdi nay la d€ tranh trrong hop sao chép cach khai
thac 1ol nhuan cda d6i tha va phai tim cach tao s khac biét cho minh. Ba't
ctr khi nao c6 th€, hay vin dung mo hinh khai thac l¢ii nhuin d€ tao ra mot
sir khéc biét mang tinh canh tranh, nhw Netflix da lam triét d€ ti mirc lam
bién doi toan bd nganh cho thué bing dia video, tir d6 thé” chd cia cic doi
thi canh tranh nhw Blockbuster. Vai trd ctia cau hdi nay s€ cang tr& nén
quan trong hon khi cac doi tha khong c6 sy chuan bi can thiét d€ phan rng
triedc ba't ky sy thay doi nao vé mo hinh ma ban trién khai.

5. M6 hinh khai thac lgi nhuan dé c6 kho trien khai hay khong?

Mot m6 hinh khai thac logi nhuan chi phat huy tac dung khi ban c6 the
khién né di vao hoat dong hi€u qua. Hay danh gid cac y&€u t& nhw tinh kha
thi, nhirng khé khan trong viéc ti€p nhan mo hinh tw phia khach hang va
kha ning mé rong. Hiy bdo dam ring ban c6 th€ do lwdng dit liéu can thiét
de thyc thi chinh sach dinh gid. Ngoai ra, ban cling phai c¢6 kha nang truyén
tdi md hinh ndy mdt cach dé hiéu t&i khach hang va céc doi tac. Pung voi
loai bd bat ky md hinh nao dwa trén nhirng gidi han hién tai vé co’ s& ha
fang va hé thong; thay vao do, hay tinh d€n nhtrng khoan dau tw bo sung
can thi€t d&€ mo hinh dé c6 th€ van hanh dwore. Hay tinh tong chi phi s& hiru
va tong doanh thu cudi ciing. Quan trong nhit, hay bdo ddm ring mo hinh
ctia ban gitp mang lai gié tri cho khach hang va chinh séch dinh gia ctia ban

twong xirng v&i gid tri ma ban cung cap.



Hiéu sud't hoat dong trén thj trwong cua cdc cong ty nhu Google,
Netflix, Michelin, General Electric va Uber da cho thd'y sirc manh cua viéc
Iya chon ding md hinh khai thac l¢ii nhuan khi dwa san pham va dich vu
m&i ra thi treong. Ho da chitng minh rdng mo hinh khai thdc lgi nhuan
ding din c6 th€ gitip mot cong ty nhdy vot trong cudc chay dua trén thi
treong theo nhirng cdch ma né€u chi dya vao san pham hay dich vu don
thuan khong c6 duorc.

Cong cudc phat trien than t6c cua Internet va cac cong nghé khac da tao
ra vO s& cor hoi d€ st dung cdc md hinh khai thac lgi nhudn méoi mé voi
linh vyc cla ban. Ban va cic d6ng nghi€p can phdi nhanh chéng tim hi€u
ve chiing d& nim th& cht dong. Poi khi sy ddi mdi wu viét nha't chinh 12 sy
d6i mai trong ban thadn mo hinh khai thac lori nhuén!

MOT SO CAU TRUC GIA PA PUQC THOI GIAN KIEM
CHUNG

O céc phién truedc, ching tdi da trinh bay vé cach lya chon mo hinh phu
hop trong s& nam mo hinh da néu. Trén co’ s& cac md hinh d6, mdt ca'u tric
gia s€ duwge dwa ra d€ bao quat cac mirc d6 st dung khac nhau. Diéu nay
dac bi€t phu ho’p khi mo hinh khai thac lgi nhuan dwoc chon la thanh toan
theo don vi hang hoa, thdng s6 thay thé’, hay thué bao st dung.

Vi du: Gia st ban chuan bj gi¢i thiéu mot dich vu x& 1y thanh todn mai,
va quyét dinh tinh phi 3% cho mdi giao dich thanh todn. D6 12 mot mo6 hinh
khai thac lgi nhuan don gidan — md hinh thong s thay theé. Mot phwong
phdp toan dién hon, nhwng cling phirc tap hon, 1a tinh phén traim dya trén
mat do st dung. Chealng han, ban s& dp mwrc phi 3%/giao dich cho nhirng
khéch hang thyc hién 100.000 — 500.000 giao dich mdi thang; khdch hang
thwc hién 500.000 — 1,5 triéu giao dich mdi thdng s& dwoc tinh mirc phi
thap hon (2%)... (Xem Hinh 7.1.)



V&i ciu tric nay, ban dang truyén di thong diép cho cac khach hang
rﬁng néu ho cang st dung nhiéu dich vu cua ban, ho s€ cang nhan dwoc
mirc gid tot hon. Phwong dn nay c6 th€ sé hap dan hon so v&i phwong dn
ap cd dinh 3% phi, ba't k&' khach hang thwc hién bao nhiéu giao dich.

D6 1a cdu tric phan tang gid, hay cu th€ hon la cdu tric gia dwa trén
kh&1 lwgng hang hoa.

Bay gio’, ching ta hay cting tim hi€u mdt mo hinh ma tran. (Xem Hinh
7.2.) Bat dau tir géc trén bén trai xudng t&i géc dwdi bén phdi clia ma tran,
muc gid ngay cang tot hon cho khach hang. DPi€m khac biét chinh gitra cau
tric theo kh&i lwong hang héa va ciu tric ma tran nim & chd ma tran 1a
cau trdc hai chiéu con khoi lwgng hang héa la cau tric mot chiéu. O Hinh
7.2, chiéu dau tién l1a khdi lwgng hang héa va chiéu thir hai 1a ty 1€ thi phén
giao dich (tirc ty 1€ ma ban nhin dwoc trong tong sd hoat dong chi tiéu cia
khach hang trén thi treong cho mét mang kinh doanh cu th€). Logic & day
la ban cang nhan dwoc khdi lwong giao dich 1dm va thi phén kinh doanh ma
ban gianh dwoe cang cao, khach hang cang nhian dworc mirc gia t6t hon.
Xin Iwu ¥, hai chiéu & day c6 thé’'1a ba't ky thong s6' nao ma ban quyét dinh

chon d€ phan tang gia.
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M0 hinh khai thac lgii nhuén cé theé mang lai nhirng lgii thé canh tranh
quan trong cho san pham hodc dich vu m&i. Céch tinh gid quan trong hon
bén than gia ca. Nhu treong hop ctia Michelin da chi ra, khi dwore thuye hién
ding, cdc mo hinh khai thac lgii nhuan t8t s€ mang lai lgi ich d6i bén cho ca
ban va khach hang.

Céc cong ty d€u co rat nhiéu phwong dan khai thac lg1 nhuln, nhung

ndm mo hinh nay phét huy hiéu qua doi v&i phian 1on cac chién dich trién



khai san pham mdi: thué bao, thdng s6 thay thé&’, dinh gid linh hoat, ddu gia
va mién phi.

Ban cling c6 th€ tim cach két hop nam md hinh nay d€ cho ra mdt mo
hinh lai. Thém nita, bang cich 4p dung ciu tric hai gid (dwa trén khoi
legng hang hdéa va ma tran), ban sé c6 trong tay sy linh hoat d€ diéu chinh
theo nhiéu cap do st dung khac nhau.

Khéng phai tdt cd m6 hinh déu 4p dung dwoc trong moi tinh huéng,
nhung nhing hwdng din trong chwong ndy sé gidp ban lwa chon dwoc
phwong dn phit hop nha't voi minh.

Cac cau hoi CEO céin datra

Chiing ta dang nghi d€n mo hinh khai thac lgii nhudn nao cho san pham
m&i? Vi sao né lai phtt hop, va ching ta da lam thé nao d€ chon ra né?

Chung ta khong chon mo hinh nao, vi sao?

Nhitng xu hwdng quan trong nhat trong linh vyc cla ching ta la gi?
Chiing anh hudng ra sao dé€n viéc lwa chon mo hinh khai thac loi nhuén cda
ching ta?

Ching ta dinh khai thac lgri nhuén ttr sdn pham nhw thé” nao né€u marc do
stt dung san pham cda khach hang cé sy bién thién 1on? Ching ta da cin
nhic d&n nhitng cA'u tric gi4 ndo va vi sao?

Ching ta ¢6 di nang lyc va co’ s& ha tang phu hop d€ trien khai thyc

hién mo hinh khai thac 1ot nhudn va ca'u tric gia da chon khong?



Chuong 8
Pinh gid thap dé gidnh thi phan hay dinh gid cao dé
x3y dung hinh 3nh thuong hiéu cao c8p?

Lwa chon chién lwgc dinh gia thanh cong

T&i thei di€m nay trong quy trinh phat trién san pham, ban da tim hi€u
veé “thién chi chi trd” (WTP) ctia khach hang. Ban da hi€u nhu cau khach
hang & cac phan khic khac nhau ra sao, da phat trien cac dé nghi san pham
phtt hop cho tirng phéan khic va cling da chon ra dwore md hinh khai thac
lo't nhuén phu hop.

Viy bay gior da dén ldc dit ra mot mirc gid cu thé roi ra mit san pham
chwra? Chwa dau, khi ban vin chwa vach ra dworc mot chién lwore dinh gid
phu hop.

Chiing t6i néi chi€n lwgrc dinh gid nghia la sao? N6i don gian, d6 1a k&
hoach khai thic lgi nhuln trong ngﬁn va dai han cua ban. o cap do cao
nha't, mot chién lwge dinh gid t6t phai c6 ¥y dinh rd rang, muc tiéu dé dinh
lwgng va ¢ khung thoi gian tri€n khai cu th€. Hinh 8.1 1a vi du don gian vé
mot chi€n lwoc dinh gid cip cao.

Ching ta hay cung tim hi€u vé chi€n lwgc nay. Muc tiéu cda cong ty
nay 1a ting tredng doanh thu bing cdch dit mirc gid cao trong cdc phan
khic c6t 161 va gia ting cor s& nguoi ti€u dung trong cac phan khic phat
tri€n. P 1a modt muc tiéu 16 rang. Thoi han: trong hai nam t&i. T6t, nhw
vay 12 di c6 mot khung thoi gian chic chin. Y&u t& thi ba 12 vi thé cda

cong ty trén thi treong: Ho sé tuin theo hdu hét cac dong thai dinh gid cha



cong ty dan dau thj trrong. Quyét dinh nay kha hop 1y b&i cong ty dan dau

thi treong dat ra nhirng ky vong vEé gid ca & nguoi tiéu dung.

Trong hai ndam toi, chiing ta dw dinh sé tang 40% doanh thu. Bé lam
dworc diéu nay, chiing ta sé dat ra miec gid cao so voi miec gid cua cong ty
dan dau thi trieong cho phdn khic ngwoi tiéu ding cot 1oi, va gidm gid
trong cdc phdn khiic dang tdng trwong. S¢ di nhw vdy la vi chiing ta tin
rang trén thi trieong dang cd cdc co hdi/thdch thitc nhie sau.:

1. Chiing ta khong thé’thwc hién dwoc nhitng dong thdi thay doi gid cd
manh mé: Cong ty ddn dau thi trweong ddt ra ky vong vé gid cd cho ngwoi
tiéu ding.

2. Chiing ta sé khong dé’ mdt qud nhiéu ngwoi tiéu ding thudc phdn
khiic cot 1oi: Nhitng ngwoi nay twong doi it nhay cdm vé gid va trung
thanh voi thwong hiéu, ngay cd khi chiing ta tinh gid cao hon mét chiit.

3. Chiing ta co thé truyén tdi thong diép vé lgi thé gid cd cia minh
trong cdc phdn khiic phdt trién: Ngwo'i tiéu dung trong cdc phdn khiic nay
nhay cdm hon vé gid va mudn so sdnh trwe tiép gid cd cia chiing ta vori doi

thii canh tranh.

Hinh 8.1 Mdu chién lwoc dinh gid cdp cao

Yé&u t6" ti€p theo cling quan trong khong kém: cach cong ty doi x& voi
ting phan khic khach hang. Ho s€ thu hiit khach hang & cac phan khiic
phat trién v&i chinh sach giam gia nhe va tinh gia cao hon mot chit cho cac
khach hang trung thanh. Biéu nay phu hgp véi gia tri ma san pham mang

dén cho ting phan khiic.



Cudi cung, tr “vi” 1a ti quan trong nha't trong chi€n lwoc dinh gid nay
hodc bat ky chién lwge dinh gid nao khac. N6 budc ban phai suy nghi that
thau d4o chién lwoc dd chon, ddng thdi bdo ddm ring ban c6 thé trinh bay
mach lac van dé nay v&i doi ngl cia minh d€ thuyét phuc ho.

Vi du trén twvong d61 don gian. Tuy nhién, ban nén trinh bay chién lwgc
dinh gia cia minh don gidn & mirc nay bdi né sé vach ra dwong hudng
dinh gia cho sdn pham mai.

Nhwng chién Iwge dinh gia chwa két thic & day. Sau d6, ban nén phat
tri€n mot chién lwoce toan dién hon. O phén tiép sau, ching toi s& giai thich
ky Iwong vé bon y&u td& nén tang ma ban s€ can d€ ¢6 the tao ra mot chién
lvgre dinh gia toan dién va hiéu qua.

Céac cOng ty gidi phat tri€n san pham mdi theo nhirng cach ma chiing
t6i da nhic d&n trong cudn sach nay déu dau tw thoi gian d€ 1ap h'd so chi
ti€t vé cic chién lwge dinh gia. Nhwng ho khong x€p tip ho sor d6 1én gia
roi d€ né déng bui. Thay vao dé, ho bi€n né tré thanh nhirng tai liéu s6ng
va thweong xuyén cip nhat. Khi lam nhw vay, ho sé tha'y chién lwoe dinh gia
ctia minh phdt huy tdc dung. N6 gilip ho thu hit sy tham gia cua ban lanh
dao cong ty, tranh nhirng phan trng d6t ngdt vé dinh gia khi nhu cau chirng
lai hodc khi doi thu dwa ra nhirng dong thai moi vé gia ca, dong thoi nd
cling khai thac dwore 1o nhuén te san pham mai.

Bay gio’, ching ta hay cling tim hi€u xem ban c6 th€ lam gi d€ phat
tri€n dwgc mot chi€n lwge dinh gia nhw vay.

Lap h'6 so’ vé chié¢n lwgre dinh gia: Bon yéu t6' nén tang

Gidong nhw cdng thirc cho mot mén an ngon, h'd so’ vE chién lwgc dinh
gia tdt phdi c6 day da cac thanh phan phu hop. N6 cling phdi ddt ra quy
trinh d€ dwa nhirng thanh phian nay vao ding trinh ty. Ching ta hiy clung

tim hi€u vé cac thanh phén nay, tirc cac y&€u t6 nén tang.



Yéu to" n'én tang #1: Pat ra muc tiéu ro rang

Néu khong c6 muyc tiéu rd rang, ban sé khong c6 dwoc mot chi€n lwoc
dinh gid hi€u qua. Chi don gian nhw vay thoi. Mt muc tiéu chd dao 1o rang
1a diéu kién tién quyét vi cdc muc tiéu khac biét ¢4 th€ din dén nhing
chi&n lwgre va hanh dong mau thuan nhau. Chealng han, n€u mudn td1 da hoa
thi phan, ban phai lra chon chién lwgc va mirc gid khac so v&i muc tiéu tdi
da héa tong lgi nhuén thu ve.

Vay muc tiéu nao la quan trong nhdt cho san pham md&i clia ban?
Doanh thu? Thi phdn? Tong loii nhuan? Bién loi nhuan? Gia tri vong doi
khach hang? Doanh thu trung binh trén don vi san pham? Hay diéu gi
khac? Du chon muc tiéu nao, ban ciing khong thé€ t6i da hoa ta't ca cac muc
tiéu cung ldc. D61 voi viée thi€t 14p muc tiéu, ban phai dwa ra nhirng lya
chon mang tinh danh doi.

Sau day 1a mét vi du: Gia st ban c6 th€ ban san pham & mirc gia 10 do-
la hodc 15 d6-la. Gia st khi ban v&i gia 10 d6-la, ban sé ki€m dwoc 100
khach hang, va khi ban v&i gid 15 d6-la, ban s€ ki€m dugc 80 khach hang.
Vay nén dinh gia san pham ra sao day? Ban c6 chdp nhan 13y s6 lwong
khach hang it hon 20% d€ thu vé mirc gia tang lgii nhuén 20% khong?

Bay gio, gid st chi phi san xud't san pham cta ban la 7 d6-la. Néu ban
voi gia 10 do-la, ban s€ dwore bién lgii nhuan 30%. N&u ban voi gia 15 do-
la, ban s€ thu V€ bién lgri nhuén hon 50%. Vay bay gio ban mudn chon muc
tiéu nao? Cau trad 1oi cia ban ¢6 gi khac khong?

Pay la mét vi du don gian, nhung né chirng td cho quan di€m cuia
chiing tdi ring day 12 mot lya chon rat khé khin. Hau hét cdc phwong 4n
danh d6i trong chién lwgre dinh gid san pham md&i déu phire tap hon thé nay
nhiéu. N&u khong 14p thir ty wu tién cho cidc muc tiéu va xac dinh rd chién

lrore, ban s& gép réac r6i 1om khi dwa san pham ra thi treong. Ban s& khong



bi€t phai hanh déng ra sao khi d&i dién v&i khach hang va dp lwc canh
tranh.

Viéc danh doi muyc tiéu l1a diéu hét sirc quan trong. Trong céac cudc tap
huin, ching t6i thwong thwce hién mot bai tdp goi 1a Bai tdp phan bd muc
tiéu nhim gidp cic cong ty 1am dwoc viée ndy. Pay 1a cudc tap hudn ly
twdng danh cho ban l1anh dao cidp cao cua cac cong ty. Ching toi liét ké ra
mot danh sach cac muyc tiéu r'oi yéu cdu trng ngwoi tham gia cho di€m voi
tong di€m la 100. Biéu nay budc tirng vi lanh dao phai suy nghi theo 187
danh doi. “T6i nén cho muc tiéu nay 20 diém hay 60 dieém?” Muc ti€u nao
cang dwgc di€m cao thi vai tro clia né cang quan trong hon.

Hinh 8.2 1a két qua tx mot budi tip hudn ma ching toi thyce hién voi
khach hang gan diy. C6 th€ dé dang nhan thay nhirng khdc biét 1on trong
cach danh gid vai trd cua twng muc tiéu gitra cac vi CEO, giam doc tai
chinh, gidam dd'c kinh doanh, gidm d6c marketing va giam d6c vat tw. Ban
lanh dao cong ty nay khong khdi ngd ngang. Trude d6, ho van twdng ring
tad't cd déu thdng nha't voi nhau vé muc tiéu ctia san pham mdi. Van dé
nam & chd, ho chwa bao gio dit minh vio tinh hudng phai ddnh d6i. Sau
budi tip hud'n, cong ty di t& chirc nhitng budi thio luan siu sic hon va
khach quan hon. Cudi cung, ho th6ng nhat voi nhau vé cac di€m can wu
tién cta san pham md&i: To1 da héa thi phan nhwng bdo ddm mic gia tang

lgi nhuén tong quan la it nhat 10%.
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Hinh 8.2 Thach thirc cia viéc thong nhat muc tiéu gitia ban lanh dao

Yéu to" nén tang #2: Lwra chon ding loai chién lwoc dinh gia

Pua ra nhirng sy danh doi vé muc tiéu 1a diéu quan trong, nhwng nhw
vay van chwa di. Cdc muc tiéu cia ban phdi phit hop v&i chién lwoe dinh
gid da d€ ra. Tin vui la chi c6 ba loai chié€n lwge dinh gia 1on: t67 da hoa,
tham nhip va hot vang. Ching ta hay cung tim hi€u ky hon vé tung loai.

T&1 da héa: Chién lwoc nay tdi da héa muc tiéu cua ban (chgng han loii
nhuin hay doanh thu) trong ngén han. Hiu hét c4c cong ty déu lwa chon
chién lwgre nay cho cdc san pham mdi. Ban xdc dinh mirc gid t6i wu — tirc
la mot di€m trén dwong cong do co gidn theo gid ma tai d6 dwong cong lgi
nhuén hay doanh thu dat gié tri t61 da.

Céc cong ty thwong lya chon chién lwgc t67 da hda khi cdc phan khic

khach hang cta ho khéng ¢6 nhém khach hang th nghiém véi WTP cao



hon. Hodc ho ciing ¢6 th€ Iya chon chién lwge nay vi viéc gianh dworc thi
phéan 1'n mot cach nhanh chéong khong xing dang voi chi phi bd ra d€ dat
doanh thu hodc lgrt nhuin thdp hon. Noéi cach khéc, ho khong thdy c6 suw
khdc biét dang k& nao gitra mitc gid ngin han t&i wu va mic gia dai han toi
uu.

Khi lrra chon chién lwgc dinh gid tdi da héa, ban phai ¢ sin trong dau
mot s& phwong an lya chon. Céc vi 1anh dao cap cao thwong khdng nhin ra
m&i lién hé gitra gid ca, khdi lwong hang héa va loi nhudn. Ho cho rang cic
con s& nay ddc 1ap voi nhau; chfmg han, ho cho ring néu nang gid, khoi
lrgng hang héa van s& gitt nguyén va loi nhudn sé€ gia tdng. Gid ma moi
viéc dién ra diing nhw thé! V&i dwong cong phan h'6i gid chi ra do co gidn
trong san phdm, ban c¢6 th€ nhin ra nhitng m&i lién hé nay. O phin sau
chwong nay, ching téi s€ trinh bay chi ti€t vé sirc manh ctia dwong cong do
co gian theo gid va cach st dung né de’tim ra di€m gia tdi wu.

Thuc hién nhirng bwdc chuan bi nay s€ gidp ban tranh dwore tinh trang
md mim trong bong tdi. Gid skt ddi ngii phu trach sdn pham mdi clia ban dé
xud't mirc gid khéi di€ém la 100 do-la. Giam ddc tai chinh mudn ning lén
thanh 110 dd-la. V&i dwong cong d6 co gidn theo gid, ban s& nim bang
ching trong tay. Ban s€ c¢6 th€ néi: “Di nhién chiing ta cé th€ nang gid 1én
thanh 110 do6-la, nhwng khi d6 chung ta sé bi mat X% kho1 lwgng hang hoéa.
Chiing ta c6 th€ chd’p nhan rui ro nay khong? D6 ¢6 phai la phwong an tot
hon khong?” Bang céach dinh lwong 18 rang nhitng tic dong vé doanh thu,
kh&1i lwong hang héa va logi nhudn cua tirng phwong dn gid, ban c6 th€ yén
tAm rang minh s& khong lya chon sai chién lwgre dinh gia.

Tham nhép: V&i chién lwge dinh gid nay, ban chdt dong dinh gia thap
hon so v&i chién lwge t6i da héa nham nhanh chéng gianh dwoc thi phan.

Pay con dwgc goi la chién lwge d0 bé va m¢ rong. Khi nao thi nén lya



chon chi€n legc nay? O mot s& thi trerong, ban phéi gianh thi phdn mot
cach nhanh chéng, nhét la trong nhirng thi treong chiu tic dong cda hiéu
trng mang lwdi hodc khach hang ¢6 xu huwdng trung thanh véi theong hiéu
dau tién ma ho lya chon. N&u so'm gianh dwore khach hang trong nhirng thi
trrong nhw thé nay, ban s€ ¢6 vi thé” thuin lgi hon d€ t61 da héda gia tri
vong doii cia khach hang thong qua cdc hoat dong ban hang ti€p theo trong
twong lai. V&i chién lwge dinh gia thdm nhédp, ban nhanh chéng gianh
dwore thi phan roi sau d6 mé rong. Pay cling 1a chi€n lwge dinh gid cla
Samsung trén thj trerong dién thoai thong minh; cac cong ty phan mém dam
may ciing st dung chién lwoc nay sau khi gidi thiéu cac mo hinh freemium.
M6t vi du tiéu bi€u & diy la cong ty dich vu thi treong thwong mai dién tk
Ariba. Khi m&i gia nhép thi treong trc tuyén, cong ty nay ki€m tién tw
phia ngwoi mua chir khong phai t phia ngwoi ban. Ho cung cdp dich vu
mién phi cho bén bdn, va thwong thi ngwoi ban sé 16i kéo ngwoi mua téi hé
thong ctia ho. Tuy nhién, dan dan, Ariba bit dau khai thic loii nhuén tir cdc
san pham danh cho ngwoi ban. Ngay nay, Ariba ki€m dwgc ngudon doanh
thu ti nguoi ban teong dwong voi nguén doanh thu tir ngwoi mua.
Facebook la mét vi du hay ho khac minh hoa cho chién legc dinh gia
tham nhdp dat dwoe thanh cong 1on. Trong nhirng ngay ddu cia mang xa
hoi, hau hét cac nha quang cdo déu khong médn ma gi v&i kénh nay — cho
dén khi dich vu mién phi nay tap trung dworc hang triéu ngwoi dung. T&i
ndm 2014, khi Facebook da c6 hon 1 ti thanh vién, cic nha quang cdo da
chi ra 12 ti d6-la quing cdo hang nim trén nén ting. PS6 12 mot khoan
doanh thu khong 1'6. Facebook ciing ki€m dwgc nguon lgri nhuén ra't 1om;
tinh tr ndm 2009 t&i nita ddu ndm 2015, ho thu vé dwoc 7 ti do-la loi

nhuan.



Chién lwgre dinh gid tham nhdp c6 th€ phu hop né€u ban dinh tang gia
trong twong lai. Chang han, nim nim sau khi budc vao thi trudng My véi
chién lwgrc tham nhap, thwong hi€u xe cao cdp Lexus ctia Toyota da nang
gia tai thi treong nay.!

Chién lwgrc thAm nhép ciing ¢6 the€ phat huy hiéu qua né€u ban c¢6 kha
ning gianh thi phan nhanh chéng, giam chi phi don vi, va chi dong dinh
gia tha’p d€ tao hang rao gia nhap thi treong. Trong treong hop nay, ngay
ca khi chi dat dwoc bién loi nhudn rdt mong, ban van c6 the bu dip lai
dwoe bdi khoi lwong doanh s& ban ra ra't cao. Hay nghi d&€n Amazon. Hay
nghi d&n Uber. Ching téi s€ ban nhiéu hon dén trwong hop Uber &
Chuong 13.

Nhung xin lwu y: Chi€n lwgc thim nhdp la chién lwoec ¢é dd rii ro cao
nha't, xét tr quan di€m V€ lgii nhuén va doanh thu. Ban vwra phai tip trung
vao nhiém vu do bd thi treong, vira phai tdp trung vao viéc mé rdng doanh
thu tw khach hang. Hodc ban phai nhanh chéng gianh dwoc thi phédn 1on.
Va néu da 1én k& hoach tang gia trong twong lai ngay tai thoi di€m quyét
dinh lya chon chi€n legc nay, ban cling nén thyc hién dén cung muc ti€u
d6. Ching toéi da ching kién nhiéu cong ty, dac biét 1a & Thung liing
Silicon, thwong xuyén dwa ra van dé doanh thu twong lai 1am 1y do d€ lya
chon chién lwoc nay nhung roi nhiéu nim sau khi sdn phdm ra mét thj
treong, ho vin chwa dat dwoc muc tiéu do. Mot cong ty dién hinh 1a
LivingSocial. LivingSocial da huy dong dwgc hon 900 tri¢u do-la von dau
tw mao hieém d€ thanh 1ap cong ty cung cap dich vu gii coupon khuyén mai
qua e-mail t&i nguwdi tiéu ding d& ho c6 thé mua sdm & cdc trung tAm mua
sam gan noi ho sinh sdng (twong ty nhu Groupon, ho trich mot phan tir cic
giao dich nay). Nhung t&i ndim 2015, LivingSocial van hoat ddng ra't chit

vat. Sau bon ndm hoat dong, ho thua 10 d&n hon 1 ti do-la. Mot bai bdo trén



to' New York Times viét: “Khong ai ban tdim dén viéc cong ty nay ré't cudc
s€ ki€m tién ra sao.”?

Hét vang: V&i chién lwoc ndy, trede tién ban sé nhim d&n nhirng
khach hang ¢c6 WTP cao hon — nhitng nguoi ti€p nhan san pham som. Sau
do6, ban s€ giam gid mot cach cé hé thdng d€ ti€p can cac phan khic khach
hang khac c¢6 thién chi chi tra tha’p hon. Mirc gid ban dau phai cao hon mirc
gid ma ban cé th€ dp dung néu chon chién lwore t67 da hda. Chién lwge hot
vang dac biét phu hop né€u ban c6 mot s& lwong dang k€ cac khach hang
sin sang trd mitc gi4d cao hon so v&i nhitng nguoi khiac d€ mua san pham
cta ban. N6i cach khac, WTP gitra nhom khach hang ti€p nhan san pham
so’'m va cac nhém ti€p nhéin sau d6 ¢ sw chénh 1éch 1on. Mot s6° vi du tiéu
bi€u 1a khach hang trong céc thj treong dién anh, Am nhac, trd choi truc
tuyén, ti-vi d0 phan gidi cao, thi€t bi choi trd choi (chfmg han bd di€u
khién tro choi video Xbox ctia Microsoft), dién thoai thong minh (chfmg
han iPhone cia Apple) va xe mdy. Nhirng khach hang nay khong muén dogi
dén khi san pham md&i tré nén thong dung va dwoe nhiéu ngwoi don nhan.
Viéc mua sé¢'m gidp ho ¢6 co hoi d€ khoe khoang véi nguoi khac.

Ngoai ra, con ¢6 hai kich ban ntra, trong d6 chién lwge dinh gia hot
vang 13 sy lya chon ding ddn. Mot 12 khi sdn pham m&i tré thainh mot budre
dot pha — nghia 1a n6 s€ cung cap gia tri wu viét hon hin. Kich ban th hai
12 khi cong sudt san xud't ctia ban gip han ché trong giai doan ra mét san
pham ban dau nhwng trong trong lai ban s€ phai san xua't hang loat.

Céch trién khai chién lwge hot vang truyén thdng 1a k&t hop san pham
va hanh déng dinh gid. Phwong dn &y nhw sau: Trwdc tién ban tung ra san
pham cao cdp, hot vang thi treong, sau d6 gidi thi€u cdc san pham gia ré
hon. Mot vi du tiéu bi€u & diy 13 khi Porsche ra mét loai xe bon canh

Panamera. Trurdc tién, ho ra mit dong xe 8 xi-lanh d&€ hdt vang thi tredng,



va mdt nim sau d6, ho ra mit dong xe 6 xi-lanh v&i mirc gid thap hon.
(Chiing t6i s€ ban thém vé Porsche & Chwong 13.)

Y&u t6’ n'én tang #3: Phat tri€n cic nguyén tic dit gia

Nhw vay, ban da chon dwoc loai chién lwge dinh gid phii hop, bwdc
tiép theo 1a 14p ra cic nguyén tic cho céc chién thuidt ma ban can d€ thuc
thi chién lwgce clia minh. Khi xdc dinh sém cédc nguyén tic dit gid, ban c6
the diéu chinh chié€n lwoe dinh gid tong th€ ciia minh di ddng hwdong va
trdnh nhitng phan rng dot ngdt sau khi sdn pham ra mét. (Chiing t6i s& ban
ky hon vé van dé nay & Cheong 12.) Duwdi day 1a 5 phdn hoat dong chinh
Can can nhic:

1. M6 hinh khai thac lgi nhudn: Chung t61 da trinh bay vé nhi€u mo
hinh khai thac l¢ii nhuan & Chwong 7. Ban s€ st dung mo hinh nao cho san
pham m¢&i cia minh? Ban ¢6 d4p dung mot mo hinh khai thac lori nhuén cho
ta't ca cac phan khic khach hang khong? Mo hinh nay c6 thay doi theo chu
ky doi sOng cia san pham khéng? Ban phai trd 1oi cadc ciu hdi nay va ghi
chép lai ta't cd vao h'6 so’ chi€n lwgc gia.

2. Khac biét hoa gia ca: Ban c6 tao sy khac biét cho gid ca cua minh
khong? Néu cd, nhirng y€u td tao sy khac biét 1a gi (ch:flng han, theo kénh
phan phd1i, nganh doc va khu vuc)? Ban ¢6 dap dung mirc t6i da cho khoang
gi4 ctia minh khong (vi du, td't cd cdc mitc gid phai nim trong ngwdng cao
hon 200% so v&i gid trung binh)?

3. Gid san: Ban c6 thiét 14p ra mrc gia san d€ khong bao gior dinh gia
dwdi mirc d6 khong? Ban cé thi€t 14p ra mot mirc san d€ khdng bao gio
gidm gid xudng dwdi mic d6 khong (ching han, mic gidm gid 07 da
50%)?

4. budi gia: Hi€u theo nghia den la ban dinh “két thic” cac diem gia

bang dudi nao? Céac con sd trén thé gid va catalog s€ trong nhw thé nao?



Theo kinh nghiém cuia ching t6i, cac dudi gia pho bién nhat 1a 0; 0,5; 0,99;
va 0,95 (vi du: 30 do6-la; 29,5 do-la; 29,99 do6-la; hay 29,95 d6-la). Pubi gia
quan trong v&i thi treong B2C hon 1a thi treong B2B. Trong thi trwong
B2B, lam tron s& thuwong s€ t6t hon.

5. Tang gia: Ban c6 dy dinh tang gia dan theo thoi gian khdng? Néu co,
ban dinh ting bao nhiéu va v&i tin sui't nhw thé nao?

Hinh 8.3 14 vi du V& cdc nguyén tic dit gid trén thuyec t&.

1. Chiing ta sé dp dung chién lwoc t6i da hoa loi nhudn.

2. Chiing ta sé dinh gid trén co so thué bao.

3. Chiing ta sé tqo sw khdc biét vé dinh gid theo nganh doc va theo khu
viee.

4. Chiing ta sé khong bao gior gidm gid qud 50%; chiing ta sé khong
bao gio dat mirc gid dwoi 25 do-la/thdng.

5. Chiing ta sé dat gid voi dudi x,99.

6. Chiing ta sé ting gid dan dan hdng ndm, va mikc dj diéu chinh hing

ndm la khodng 3% trén ty 1é lam phdt.

Hinh 8.3 Vi du vé cdc nguyén tdc ddt gid

Yé&u t6 n'én tang #4: Phat triéh cac nguyén tic phan ing

Ban khong nhirng phai 1én k& hoach vé mic gida san pham cho thoi
di€ém ra mit, ma con phai 1én k& hoach vé& hwdng phan trng khi san pham
tham gia thi trweong. Mot Tan nira, & ddy ban s€ can dé€n mot hé thdong
nguyén tic d€1am dinh huéng khi hanh dong.

C6 hai nhém nguyén tic phan ng vé gid: nhém dya trén hanh vi clia

khach hang (chaamg han m& chwong trinh khuyén mai khi nhu cau thj



treong thdp hon so v&i ky vong) va nhém dwa trén hanh vi cda d6i tha
cung muc gia cua ho. Lap k& hoach phan (rng ciling giéng nhw viéc choi co
va tinh tredre vai nwede di ti€p theo. Nhirng cong ty khong ¢6 suy tinh trwedc
s€ phan &ng tly hirng va c6 th€ s€ vo tinh pham phai nhitng sai [am 1€ ra da
c6 th€ tranh dwore. Chiing toi s€ ban thém vEé van dé nay & Chwong 12.

Phan ng bang khuyén mii. Cdc nguyén tic niy nén chi rd nhitng
treong hop ¢6 th€ dp dung khuyén mai va hinh thirc khuyén mai, d6ng
thoi xdc dinh nhirng nhém khach hang dwoc nhan khuyén mai va vao khi
nao. Ban cling nén xac dinh mrc gia khuyén mai va cac loai hinh khuyén
mai khong dwgrc phép st dung, chéng han chinh sach hoan tién.

Khuyén mai 1a cdng cu chién thuit, nhwng quyét dinh phwong thirc st
dung nhtrng cong cu nay lai mang tinh chi€n lwgrc. Trong h'é so’ chién lwgc
dinh gid can phai vach r6 cdc nguyén tic khuyén mai. Chealng han, ban c6
the’ mong mudn xay dyng hinh anh gid thap d€ khuyén khich khach hang
tim dé€n v&i san pham cda minh théng qua cic chwong trinh khuy&n mai vé
gid (nhw chwong trinh Gid ré Moi ngay ¢ Walmart). Hodc ban cling c6 the
bd qua cic chwong trinh khuyén mai vi da lya chon chi€n lwoc xay dung
hinh anh thwong hiéu cao cap (nhw Apple). Hodc ban ciing ¢6 thé thwc hién
mot bi€n phdap dung hoa gitra hai thai cyc trén. Khia canh quan trong nha't
trong cdc phan tng bang khuyé&n mai 12 s¢ém quyét dinh nhitng nguyén tic
lam cor s& d€ dwa ra cdac phan rng do.

Phan trng canh tranh. C4c nguyén tic nay gidp ban suy nghi vé nhitng
dong thédi phan tng tred'c d6i tha. Trede khi hanh déng, ban phai dy doan
dwoc cic dong thdi clia d&i thd, hiéu ré nhitng 1y do ddng sau cdc dong théi
d6 va tru tinh s&n céc bién phdp ddi phé clia d6i thd trirde nhirng dong théi

ctia ban. D€ lam dwoe diéu nay, ban c6 thé€ thwc hién cac budi thao luin



vach k& hoach ttng phé trirde khi ra mit san pham. Hay dit ra nhitng cau
héi nhu:

D1 thu ¢6 th€ phan tng ra sao, vi sao lai nhw vay?

Liéu c6 phai d6i tha chi phan (rng mot Tan khong?

N&u chiing ta dwa gid ngang bang v&i gid clia doi tha, diéu dé s& c6 tic
dong nhw thé€ nao dén doanh thu va lgii nhuan cta ching ta?

Phéan &ng ctia d61 thid ra sao trwed'c nhirng dong thai ctia chuing ta?

1. Chiing ta sé to chwec chwong trinh khuyén mdi cho khdch hang moi.
Thoi han dp dung mwrc gid khuyén mdi khong dwoc vieot qud 1 thdng va
khong dwogc lon hon 25%.

2. Chiing ta sé bo’ sung gid tri dé’ giir nguyén mwec gid (vi du, bo sung
cdc ddc diem va dich vu cao cdp) voi diéu kién doi thu gidm gid dwoi 20%.
Chiing ta sé chi bdt ddu dwa ra nhitng phdn ing vé gid néiu nhi cé s
chénh léch hon 20% so vori mikc gid cua doi thi sdt swon nhdt cia chiing

ta trén thi trivong.

Hinh 8.4 Vi du vé cdc nguyén tdc cho cdc phdn ikng bing khuyén mdi va

phdn wng canh tranh

Tw két qua cua cac cude thao ludn ban k& hoach, ban s€ dic két dwoc
cdc nguyén tic chll dao djnh hinh nén phan ng cta ban trudc cdc dong théi
cia doi tha canh tranh. Ching t6i s€ ban ky hon & Chwong 12 vé céch
tranh cdc phan tng dot ngdt. Hinh 8.4 12 vi du vé mot s& nguyén tic phan
*ng bang khuyén mai va phan ng canh tranh.

Chiing t6i da trinh bay 4 y&u t6" nén tang d€ phat tri€n mdt chién lwoc

dinh gia hiéu qua. Néu dwoc thwe hi€én mdt cach hop ly, chi€n Iwoc nay sé



tré thanh céng cu mang lai cho ban sirc manh dinh gid. Va sitc manh dinh
gia chinh la diéu ma ban mong mudn s& htru vé&i san pham mdi ctia minh.
Nhw Warren Buffett d3 tom tit ra't chi 1y ring: “Quyét dinh quan trong nhat
khi danh gid mot cong ty la strc manh dinh gia.” Céac cong ty c¢6 chién lwoc
dinh gid tot s€ ¢6 kha ndng phat huy tiém nang khai thac logii nhudn cao hon
40% so v&i nhirng cong ty khac.

Qua Ia mot xac sua't khong nho.

TOI UU HOA GIA VA PQ CO GIAN THEO GIA

Dt liéu dau vao quan trong nha't d€ t6i wu héa gia 1a dwong cong d6 co
gian theo gia (con dwore goi la dwong cong nhu cdu va m6i quan hé gid-nhu
cau). N6 cho thd’y sy tang giam ve€ khoi lwgng doanh s6” ban san pham khi

ban thay d6i mirc gia:

D9 co gian theo gia = thay doi vié doanh s6” (% )/thay doi vé gia (%)

D€ tinh d6 co gian theo gid va dwong cong lgri nhuén cho san pham
mai, ban ¢an phai c6 hai ngu6n di liéu: phan tich vé nhirng gi khach hang
san sang bd tién ra mua (nhw da ban & Chwrong 4) va céc loai chi phi (ca chi
phi c& dinh va chi phi bi€n doi). Phan con lai 1a cac phép toan don gian.

Sau diy 12 mot vi du. Hinh 8.5 m6 td mot tredng hop ra mét san pham
méi. O mire gid 100 do-la, ban s& ban dwoc 1 triéu don vi trong mot giai
doan. N&u tinh gia thap hon, doanh s6 s€ gia tang (1,35 tri€u don vi & di€m
gia 70 d6-la). N&u tinh gid cao hon, doanh s§ s€ giam xudng (con 600.000
don vi & di€m gia 130 do-la).

V&i thong tin trén, ban c¢6 th€ tinh ra doanh thu (gia x khdi lwgng hang
héa). Khi tinh dén chi phi bi€n doi 50 d6-la/don vi va chi phi ¢6” dinh 25

triéu d6-la cho nha mdy va nhan cong, by gio ban c6 th€ tinh ra l¢ri nhuén



(doanh thu — chi phi). Bang minh hoa cho thdy lgri nhuan dat dwoe & 7
diém gia khac nhau.

D€ t61 da héa lgi nhuin, ban s€ dat mirc gid 110 do-la. Khoi lwong
hang héa ban ra s€ gidm bot 10% so v&i diém gid 100 do-la, nhwng ban ¢6
th& bu dip bang bién loi nhuin cao hon cho mdi don vi. Nhung néu mudn
t01 da hda doanh thu, ban nén dit mic gid 100 do-la.

Hay lwu § dén cdc xu hudng trong bi€u d6. O cdc diém gid thap hon,
doanh thu twvong d6i on dinh. Nhwng khdi Iwong hang héa va tdong cac loai
chi phi bién d6i gia ting, va diéu ndy s& lam gidm dang k& loi nhuan. O cac
diém gia cao hon, tong chi phi bi€n doi giam di, nhwng doanh thu giam
nhanh hon va do d6 Iam giam l¢ii nhuan.

Tac dong d6i v&i loi nhuén 1a kha 1om: Sai s& dinh gid 20 do-la c6 thé€
dé dang khién ban mat 20% trong tdng lori nhuin. Nguyén tic cot y&u:
Bién lgii nhuan trén don vi hang héa cang nho, thi tdic dong cua dinh gia phi

td1 wu cang lon.

Kich ban gia

1 2 3 4 2 6 7

Gia (%)

Khéi lugng hang hda (trigu dan vi)

Dioanh thu (trigu da-la)

Chi phi bién déi (triéu do-la)

Chi phi cé dinh (trigdu dé&-la)

Lgi nhuén (trigu da-la)

Thay ddi vé Igi nhuan (%)

Hinh 8.5 Cac kich ban v& gia khi ra mat san phdm mdéi



Ciing c6 cong ty thich md ti cdc mdi quan hé nay biang d'6 thi (xem
Hinh 8.6) hon 1a ding bang bi€u. Trong ca hai treong hop, dir liéu dau vao
quan trong nhat khi tinh mc gia t6i wu la hinh dang cta dwong cong do co
gian theo gia — do siu va cap do. Puong cong cang siu, khdi lwgng doanh
sO ma ban s€ ma't khi nang gia cang cao. Ch.’fmg han, n€u ban tang gia 5%,
kh6i lwgng doanh s6”hang héa s€ gidm 10%. Khi d6 do co gian theo gid cua
ban s€ 1a -2 (-10%/5%). D6 1a m6t dwong cong ra't sau.

Néu san pham m&i ¢6 do co gian cao (dwong cong nhu ciu siu), ban sé
c6 bién lgi nhuan twong doi thap (két qua ly twdng). Préu ngwoce lai cling
ding: D9 co gian thap din t&i bién loi nhuén td7 wu cao.

Nhiéu cdng ty cho ring d6 co gidn theo gid 13 mot khdi niém thudc vé
pham tri 1y thuy€t. Thyc ra khong phai vdy. Moi san pham — tir chi€tc xe
Rolls Royce cho dén goi keo cao su — déu c6 dwong cong do co gian theo
gia. Néu khong xac dinh dwgc dwong cong do co gidn theo gia cho san
pham va dung thong tin d6 d€ dinh gid san pham, ban s€ khong tim dwoc
muc gia to1 wu. Pay 1a mot thye t€ hi€n nhién.

Thém ntra, do do co gian theo gid bién thién ra't Ion gitra cac san pham,
nén khi v€ duwong cong cho san pham ctia minh, ban khéng thé st dung cac
gia dinh chung chung hodc cac sd' liéu trung binh trong nganh. (Hinh 8.7 1a
mot maiu dai dién vé dd co gidn theo gid trdi nghiém gin diy nhat cda
chiing t6i.) Ban phai do lwong hodc dw doan mirc d6 ctia d6 co gian theo gia

cho sdn pham ctia minh — chr khéng phai san pham cta ba't ky ai khac.
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Hinh 8.6 Mét cai nhin khac vé dudng cong dé co gian theo gia

Vi du ve san pham Khoang co gian

Khuyén mai gia Rat cao
Hang hoa thyc té

Hang khéng Cao
O to6 (cac thuong hieu phé bién)
Xam lop

Hang héa tigu dung Trung binh
Xe & td cao cap
May tinh/dich vy phan mém

Céac san pham céng nghiép mang tinh Thap
khac biet

Bien thoai di déng (thai gian sir dung)
Thuéc ban tai quay

Buu chinh Rat thap
Dugc pham chic nang
Tién gli ngan hang
Phu tung thay thé

Hinh 8.7 Dé co gian theo gia cho mét gid hang

Tém tét
Chién Iwogre dinh gid 1a k& hoach khai thic loi nhudn trong ngén va dai
han. Cac cdng ty thanh c6ng thwong 1ap h'6 sor ghi lai cac chién lwgc dinh

gia cia minh va bi€n né tré thanh mat tai liéu song thyce sw.



Vi€c Iru ho sor chién lwge dinh gid s€ giap lanh dao trong cong ty ludon
c6 cdi nhin thong nha't v&i nhau; quan trong hon, né s€ gidp moi nguoi ¢
trach nhi€ém hon. HO6 so’ chi€n lwgc dinh gid can bao quat dwgrc bon yeu to
nén tang.

Thir nha't, ddt muc tiéu rd rang va thi€t 14p sy wu tién gitra cac muc tiéu
mau thuin nhau (chflng han, dinh gia d€ tdi da hdéa doanh thu nhwng bao
dam lgii nhuén ting 10%). Thit hai, lra chon mdt trong ba loai chién lwoc
dinh gid: t67 da hda, hot vang hay thAm nhdp. Thit ba, vach ra cdc nguyén
tc dinh gid nham x4c dijnh cdc nguyén tic cho mo hinh khai théc gi4 tri, sw
khac biét vé gia, dudi gid, gid san va tang gia. Cudi cung, xac dinh céc
nguyén tic phan rng bing khuyén mii va phan tng canh tranh nhim tranh
nhirng phan &ng d6t ngdt vé gia.

Céac cong ty c¢6 chién lwoc dinh gia tdt thwong cd th€ phat huy tiém
nang khai thac lgii nhuén cao hon 40% so v&i cdac cong ty khong cé chién
lwgre dinh gia.

Cac cau héi ma CEO nén dat ra

C6 h'6 sor chién lwgre dinh gid cho san pham md&i khong? Néu khong thi
tai sao?

Nhirng muyc tiéu cua chi€n lwgc dinh gid clia ching ta la gi? Pau Ia
nhtrng wu ti€n twong ddi cho cidc muyc tiéu (doanh thu, l¢'i nhuén, thi phan,
gia trj vong doi khach hang...)? Ban quan 1y ¢6 thong nha't véi nhau veé cac
muc tiéu nay khong? Lam sao chung ta bi€t dwoc dicu do?

Chung ta lya chon loai chi€én lege dinh gid nao (t61 da hoa, tham nhap
hay ho't vang)? Vi sao ching ta lya chon n6?

Do co gidn theo gia cta san pham mdi la gi? Pueong cong phan tng gia

(dd co gian theo gid) trong nhw thé nao? Piem gia khi t6i da hda doanh



thu/lgri nhudn 1a gi? Lam sao d€ ching ta tim hi€éu dwoe thong tin vE ta't ca
cac van dé nay?

Doi ngil cta ching ta dd 1am 18 cdc nguyén tic dit gia nhue mo hinh
khai thac lgri nhuén, sy khdc biét vé gid va dudi gid chwa? Nhirng nguyén
tdc nay so v&i nhitng nguyén tic ma ching ta 4p dung cho céc san pham
mé&i c6 nhitng di€m gi gidng va khdc nhau? Nhirng nguyén tic nhw viy cd
phat huy tac dung trong thoi gian trede ddy khong?

Ching ta c6 k& hoach &ng ph6 voi nhirng phan ng ctia khach hang va
doi thd khong? Ai la ngwoi phat trien cac k& hoach nay, va ho phat trién

chiing ra sao? Nhirng k& hoach nay c6 dwoe cip nhat thwong xuyén khong?



Chuong 9
TU hy vong dén chac chan

X4y dwng mot d'é 4an kinh doanh tw k& hoach dén thwe thi

Mot khau quan trong trong quy trinh phat tri€én san pham mdi 1a xay
dyng dé an kinh doanh cho sdn pham trong n6i bd to chirc. Tuy diy chi la
phén cong viéc nhim phuc vu cac muc dich ndi bo, nhung ban phai 187y
thong tin d4u vao tir bén ngoai — cu th€'la thién chi chi trd (WTP) ctia nhém
khach hang muc tiéu d6i v&i san pham cua ban (Chwong 4). D liéu nay
khong ton tai trong pham vi b6n birc twong cuia cong ty. Ban phai ra ngoai
de thu thap né.

Ban nén chuan bi dw thdo dé an kinh doanh Tan thir nhad't ngay sau khi
xac dinh duwgc mirc WTP cao cho san pham. Sau d6, ban phai lién tuc cap
nhat va hoan thién d€ an nay trong qua trinh xac dinh cac phan khuc khach
hang (Chwong 5), xac dinh cdu hinh va géi két hop san pham (Chwong 6),
Iwra chon mo hinh khai thic 1ot nhuin (Chweong 7) va thi€t 1ap chién luoc
dinh gia (Chuong 8).

Khi lam theo cach nay, dé an kinh doanh ctia ban s€ tré thanh tai li€u
phan anh cdp nhit qua trinh xay dyng san pham va Ia hinh anh dai dién
chinh x4c nha't cho ti€ém nang khai thac lgi nhuan cda san pham. No s€ 1a
mot tai liéu so6ng dong — tai liéu ma ban thwong xuyén cap nhat dwa theo
nhirng hi€u bi€t m&i nha't vé cor hoi thi treong.

Mot vi du dién hinh trong treong hop nay l1a dé an kinh doanh ma hang

d&u gid 6 t6 toan cau Manheim 14p ra cho mot dich vu mi.



Hang diu gia 6 t6 Manheim da tht nghiém san pham m&i nhw the
nao

K€ tw khi thanh 14p nam 1945 trén cvong vi mdt nha da'u gid xe 6 t6 da
qua st dung gitra cac dai ly ban xe, Manheim da phat tri€n thanh mot tap
doan toan céu tri gid hang ti do6-la. Hién nay, v&i tru s& chinh dat tai Atlanta
va la mét cong ty con cua tdp doan Cox Enterprises tri gid 17,5 ti do-la,
Manheim dwra trd lai thi treong bdy triéu chi€c xe da qua st dung mdi nim.
Cong ty nay khong nhing cung cdp dich vu dau gid, ma con cung cap
nhiéu dich vu phu tro' khdc nham gitip céc dai Iy mua ban xe ctia nhau: tii
tror von, lam thd tuc gidy tor, van chuyén va stra chira.

Nim 2011, ban ldnh dao ctia Manheim can nhic viéc ra mit méot dich
vu cho phép dai 1y mua xe tra lai hang da mua trong mét khodng thoi gian
cd dinh nao d6 ma khong can phai giai thich 1y do. Ho cho rang phwong 4n
nay s€ gilp cac dai ly yén tam hon, do d6 thic day ty 1€ giao dich va gia
tdng doanh sG'.

Khi ban 1anh dao cap cao dn dau hop ban vé y twdng nay, ho da td ra
vO cung phan khich. Mot s& vi 1anh dao tin vao siec hdp dan caa dich vu
mé&i. Ho tin rang chinh sdch trd hing m&i s& mang lai thanh cdng chic
chin, nén khong can phai soan dé 4n kinh doanh. Ho bdo nhau: “P¢ tiét
kiém thoi gian, chiing ta phai bit dau thoi.” Cé mot s& ngwdi can trong hon
voi dich vu méi. Ho dé xui't thie hién thi di€m & quy mo6 nhd — chflng han,
cung cip dich vu nay v&i s& lwgng han ché cho mot s& dai 1y hodc theo
khu virc hoat ddng cia cac dai 1y — tredc khi don tién dau tw vao d6. Mot
s& khdc td ra hoai nghi vé tinh kha thi cia y twdng nay xét toe géc dd rii ro
va hang tré lai. “Chuyén gi sé xdy ra n€u cac dai ly trd vé qua nhiéu xe?”

ho hdi. “Chuyén gi s€ xay ra n€u chiing ta phai bo ra nhirtng khodn chi phi



qua 1on cho dich vy nay? Chuyén gi s€ xdy ra né€u chiing ta phai thu h'6i sau
khi ra mat?”

Hau hét cac ban déu s€ thdy tinh hudng nay rd't quen thudéc. Mot y
twdng mdi ludn c6 cd ngwoi tng hod 14n ngwoi hoai nghi. Khi gdp phai tinh
hudng nay, nhi€u cong ty da khong thé ra quyét dinh dworc, va d€'y twdng
san pham mdi déng bui trén ké. Tinh hudng Ay chic chin khong phai la
treong hop clia Manheim, b&i ho von 1a mot cong ty ¢é nén van héa dinh
hwong hanh dong. Doi ngi 1anh dao va phu trach chién lwgc san pham nhat
tri thi nghiém y twdng trén thi treong, thwe hién nghién cru khach hang,
va xay dung dé 4n kinh doanh vitrng chic trede khi diit chan vao cudc hanh
trinh dai la bi€n y twedng thanh san pham thyc té&'.

Vishaal Jayaswal, lIanh dao phu trach mang dinh gid va quan 1y gia tri
ctia Manheim, dwgc giao nhiém vu tham gia hd tro' nhém dw 4n tim hiéu
xem li€u khach hang c6 danh gia cao dich vu nay khong, va n€u cé thi ho
san sang chi trd bao nhiéu trong nhirng diéu kién khac nhau.

Jayaswal bit d4u tién hanh d4nh gid nhitng y&u t& s& tic dong dén
WTP, ching han gi¢i han thdi gian trd hang, thwong hiéu va doi xe, hoic
s0" ddm xe da di. Nhu ciu doi vdi dich vu bdo hanh hoan tién 1a nhw thé&
nao & nhirng mic gia khac nhau?

P¢ tim hi€u nhirng thong tin trén, Jayaswal cho thwc hién mot nghién
ctru Ve gid tri vao nam 2012, dong thoi cling trién khai nhirng cudc trao doi
som v&i khach hang vEé thién chi chi tra cda ho (ching t6i da ban dén cac
cudc trao doi dang nay & Chuwong 4). K&t qua 1a, cac dai ly xe rat thich y
trdng nay va sin sang trd tién cho dich vu dé. Quan trong hon, Jayaswal
phét hién ra raing WTP bién dong tiy theo dai 1y va tiy theo tinh hudng.
Chflng han, céc dai 1y nhay cdm hon vé gid ca va sin sang tié€p nhan nhiéu

rii ro hon chi mudn chi trd cho dich vu bdo hanh ngén han.



Céc dai 1y khdc c6 xu hwéng tranh né rli ro nhiéu hon. Ho sén sang tra
mot mic gid cao hon d€ ¢6 dwoc phwong an doi hang trong vong 21 ngay,
nhw vay, ho s€ c6 thém thoi gian d€ phat hién ra nhirng khuyét di€m. WTP
cua céc dai ly cling da dang tiy theo loai xe (ty 1€ 16i sai & xe da qua st
dung ¢6 su khac biét 1on gitra cac thwong hiéu va doi xe) va tinh trang xe.

Cud1 cung, Jayaswal dwa ra cac dé xuat vé chien lwgc dinh gia dua
trén mot s& y&u td: a) cac rai ro kinh doanh ma Manheim phdi chju; b) gia
trj d61 v&i khach hang cua cac dich vu bao hanh khac nhau; ¢) WTP cua
khach hang d6i voi ching; va d) sy thay doi vé nhu cdu & nhirng di€m gia
khac nhau (dwong cong do co gian theo gid, da giai thich & Chwong 8). N6i
cach khac, loi dé xudt cua 6ng két hop b6n yé€u td& quan trong — gid ca
(WTP), gia tri (4671 v&i khach hang), kh6i lwong (nhu cau ky vong & céac
di€m gid), va chi phi thwc hién dich vu (bao g6m céc rui ro dwa trén xac
sud't xe hong trong thoi gian bao hanh). Biéu nay gitip d6i ngt 1anh dao va
phu trach chién lwgc san pham xay dung dwgc mot dé an kinh doanh rat
chiat ch€. b6 la dé an kinh doanh dwoc xdy dwng dya trén nén ting la
nhirng thong tin phan h'6i thyc t€ t khach hang chir khong dwa trén nhirng
gia dinh va y ki€n noi bo.

V&i cac dir liéu khao sat ¢6 do tin cdy vé mat thong ké, doi ngii phu
trach san pham c6 the m6 phdng sy thay doi trong nhu cau ¢ nhirng di€m
gia khac nhau. Ho c6 th€ chi ra loai xe ma Manheim cé th€ cung cap dich
vu bdo hanh, ddng thoi xdc dinh dwgc tiém niang doanh thu ma cac dich vu
bao hanh d6 mang lai. Ho cé the€ m6 phdng nhirng gi s€ xdy ra néu
Manheim giam gia manh, va c6 th€ gianh dworc thém bao nhi€u phan tram
thi phan n€u lya chon chién lwgc tham nhap.

Va quan trong hon cd, d€ an kinh doanh nay chi ra tic dong cua cdic

kich ban trén do1 v&i doanh thu va loi nhuin ciia Manheim.



DPoi ngii 1anh dao cé trong tay dir li€u can thi€t de ra quyét dinh xac
dang. Manheim da xay duyng dé an kinh doanh cho dich vu m&i dya trén
nhtrng dir liéu thye t&€ khong the chdi céi, dac biét 1a hai dir liéu quan trong
nhdt cho bat ky y twdng san pham madi nao: Liéu khach hang c6 mua
khong, va n&u ¢, thi ho sin sang bd ra bao nhiéu?

Dich vu mé&i dwoc dit tén 1a Dich vu Bao hanh Mua hang DealShield
va ra mat vao nim 2012. Hién nay, dich vu nay cho phép cdc dai Iy mua xe
& cdc phién dau gia cia Manheim dwoc trd lai xe v&i bat ky 1y do nao
trong thoi han 21 ngay va khi xe da di dwgrc quang dueong it hon 500 didm
tinh tw thoi di€m mua & bat ky di€m da'u gid nao cia Manheim. Gia cho
dich vy nay tuy thudc vao rai ro cda giao dich, bao gom tinh trang xe, chi
phi stra chira xe d€ ban lai, va cac diéu kién thi treong. Téi nam 2015,
DealShield da ddm bao dwoc hang ti d6-la trong céc giao dich mua ban, qua
dé6 tao ra nguon doanh thu va lgi nhuan dang k€ cho Manheim.

Vi sao WTP lai quan trong doi voi '€ an kinh doanh?

Hay nhé lai dé an kinh doanh gan ddy nha't ma ban hodc dong nghiép
clia ban viét cho mot y twdng san phadm mdi. Ban tinh ra cdc mitc gid bang
cach nao? Ban c¢6 so sanh san pham cfia minh v&i cac san pham khéc trén
thi treong khong, hay ban ¢6 hdi y ki€n khach hang vé thién chi chi tra caa
ho khong? Ban c6 biét trede diéu gi s€ xay ra né€u tang gia 1én, vi du, 20%
khong — tirc 1a né c6 anh hwdng d&€n nhu ciu va doanh s6 ban ra khéng?

N€u ban ciing giong nhuw hang nghin cong ty khac ma chung to1 da
ching kién trong sudt nhitng nidm qua, thi c¢6 1€ 1a ban khdng biét dau.
Nhirng cong ty nay déu cé dé an kinh doanh. Nhung chi khoang 5% trong
s0 d6 co cac thong tin thi€t y&€u vé WTP ctia khach hang.

That dang ngac nhién phai khong?



Néu khong bi€t khach hang c6 th€ chi tra bao nhi€éu d€ mua san pham
ma ban d€ xué't, ho dé cao y twdng san pham do6 t&i mirc nao, nhu cau (tirc
la khoi lwgng hang héa) ¢6 th€ thay doi ra sao theo mirc do bi€n thién veé
gid ca, vay thi lam sao ban c6 thé€ tin twedng vao dé an kinh doanh day? Cau
trd loi 1a, ban khong th€ tin vao nhirng dé an kinh doanh nhw vay. N6i cdch
khac, né€u c6 WTP t6i thi€u, hay tim ra con s& d6 cang som cang tdt (truedc
khi dau tw qua nhiéu ngudn lyc cho y twdng cua ban).

Ciing nhv khi hd tror Manheim x4y dwng dé 4n kinh doanh vitng chéc
cho DealShield, ching t6i cling thuy€t phuc cic lanh dao cap cao cia mot
nha cung cap dich vu phan mém loai bd cac k& hoach xdy dyng mot san
pham gid ré d€ thu hdt khach hang mdi. (San pham nay c¢6 md hinh
freemium nhw ching t6i da ban dén & Chwong 8.) Ho dinh dp mirc gid cho
dich vu cor ban 1a 0 d€ khuyén khich nhi€éu khach hang ding ky st dung vai
hy vong rang nhiéu hodc phan 16n trong s& nay sé cé lic chuyén sang st
dung dich vu tra phi. Mt s& vi lanh dao c@p cao cua cong ty nay to ra rat
hao hirng v&i md hinh freemium. Ho da ting dat dworc mirc tang truedng
nhanh chéng vé doanh thu, nén cé ly do d€ tin twdng vao trwc gidc cla
minh trong dinh gia.

Tuy nhién, khi giup cong ty nay xay deng dé an kinh doanh chi ti€t,
ching t6i da mang tin xau d€n cho nhém lanh dao dang hét sirc hao hirng
kia. M6 hinh cida chiing t6i cho thay dich vu freemium sé gy tac dong 1on
dén cdc san pham gid thap clia hang nay, von van 1a cong cu hiéu qua d€
thu hit khach hang méi. S6" lwong khach hang freemium bo sung khong thé
bl d&p cho ngudn doanh thu 1&n bi mat di do khdch hang chuyén tir sin
pham gid thap sang phién ban freemium. Sau khi nghe ching tdi trinh bay,
ban quén ly cap cao da tw bd y twdng trén, va ho khéng quén cam on ching

to1 vi da mang tin khong hay nay d€n cho ho. Tha mudn con hon khong.



D¢ an kinh doanh cta ban phai vach ra dwg'c moi li€n hé gitra bon yéu
t0’ bao gom gia ca, gia tri, khdi lwong hang héa va chi phi. C6 nhw vay,
nhtrng dy dodn cda ban vé tai chinh s€ chinh xac hon rat nhiéu.

Xay dyng mot dé 4n kinh doanh virng chic v&i cic mdi lién hé trén s&
gidp ban tranh roi vao cac nhom that bai khi khai thac loi nhuén tee doi moi
sang tao. Vi sao? Khi xay dung dé an, ban sé nhan ra ngay san pham nao sé
chét khi ti€p xudc v&i thi treong — nhirng xac sdng dang s¢. Trong mot s6
treong hop, khach hang sdn sang chi trd nhiéu hon mic dw dodn ctia ban
rd't nhiéu. Néu khong bi€t diéu nay, ban s€ dinh gia thap y twdng doi mai
ctia minh va khong thu dwoc hét tiém ning lgii nhuén (tc 1a tao ra mot san
pham thudéc nhom khiém nhwong théai qud). PE ngan chan cud soc dac di€m,
modt dé an kinh doanh thiét 1ap trinh ty wu tién cho cac dic diém dya trén
murc do thién chi chi trad cia khach hang sé cho ban biét dau la nhirng dic
diém can tip trung phat tri€n va dau la nhirng dic di€m nén loai bo. Ban
cling s& xdc dinh dworc liéu c6 ton tai thi treomg cho san phdm mdi va sén
sang trd mot mic gia xirng dang cho né khong (tv d6 phat hién ra nhirng
vién ngoc an).

P¢ an kinh doanh phai 1a mot tai li€u sdng gidp ban c6 cdi nhin thyce t&
vEé tiém nang khai thac logi nhuén cho y twdng d6i mdi sang tao ctia minh.
Theo thoi gian, nhitng d€ an kinh doanh thi€u thong tin vé gia tri, gid ca,
chi phi va kho1 lwgng hang héa sé ngay cang tich tu thém nhiéu van de.
Céc cong ty thyc hién nhitng di€u chinh biét 1ap ddi véi bon yéu td trén
ma khong tinh d€nh mdi twvong quan giwra ching. Chgng han, doi ngii R&D
nang s6 liéu wdc tinh vEé chi phi, khi€n bo phén tai chinh phai nang gid sian
pham d¢ dat bién loi nhudn muyc ti€u, nhwng khong ai diéu chinh khoi

legng hang héa hay gid tri cia san pham. B0 phan tai chinh nang gia,



nhwng ca cong ty khong ai bi€t liéu khach hang c¢6 chadp nhan muc gia d6
hay khong va nhu cau sé bi€n doi ra sao sau khi di€u chinh gia.

D6 12 1y do vi sao ban c¢an d&n mdt dé 4n kinh doanh virng chic vdi
thong tin vé WTP va cdc m6i quan hé gitra cac y€u t& co ban. P6 1a ly do
vi sao ban khong th€ thanh cong néu thi€u di mdt yéu t6". Thi€u nd, ban s€
chi dodn mo dwoe vE tiém nang khai thac 1ol nhuan clia san pham ma thoi.

C6 th€ thu thap dwoce dir lifu WTP ctia khach hang theo nhiéu céach
(chiing toi da liét ké & Chwong 4). Di€m mau chdt & day 1a hdy bét tay vao
thywe hién va dwa né vao dé an kinh doanh cuda ban.

Chin buéc xay dueng mét d'€ an kinh doanh hi¢u qua

Hy vong ring chiing toi di thuyé&t phuc dwoc ban tin ring nén soan mot
dé an kinh doanh theo hwdng khac hin cdch lam truyén thong theo yéu cau
bay lau nay cda cong ty ddi v&i san pham méi. Vay lam thé nao d€ 14p ra
mot dé an kinh doanh chdt ché nhur vy — mdt d€ 4n sé gitp ban khai thac
to't 1oi nhuén twr san pham ma&i?

Dudi day la chin budc xdy dung dé an kinh doanh gidp t61 da héa gia
tri clia san pham hodc dich vu m&i theo thoi gian. Bwde dau tién la quan
trong nha't:

1. Hay loai bé cach thire xAy dwng d'é 4n kinh doanh hién tai. Trong
sudt hon 30 nam hoat dong, gan nhr moi d€ an kinh doanh ma chung t61
tng ra sodt déu chi don thuédn la nhirng tai liéu tinh v&i muc dich xin
ngudn von thyc hién san pham méi. Tw “tinh” ma ching t6i st dung & day
c6 nghia la tai liéu d6 dwoc tao ra mot [an d€ xin phé duyét veé kinh phi, sau
d6 s€ bi bd x6. Ngwoe lai, @€ an kinh doanh phai 1a mot tai li€u s6ng, thi
ma ban lién tuc cdp nhat trede va sau khi ra mit sin phadm m&i v&i nhitng
dr liéu méi vEé dinh gid, chi phi, khoi lwgng hang héa va gia tri. Ban ¢ th€

stt dung né d€ xac minh cac gia dinh vé bon y€u td nay cling nhw vé mdi



twong tac gitra ching trong sudt vong doi cia san pham, chir khong chi goi
gon trong giai doan xin kinh phi. N6 s€ gitp ban xw 1y tinh hinh hiéu qua
tred'c nhirng dong thai cda doi tha trede va sau khi dwa san pham tdi thi
trirong.

2. X4u chudi cic thanh phén co' ban. Hay két hop lai thainh mot
chinh th€ tho'ng nhat cac thdng tin V& quy md thi treong, khdi lwong hang
héa, cac phan khic khach hang, cdu tric san pham (cau hinh va géi két
hop), gia tri, WTP, m6 hinh khai thac lgri nhuan, chi phi, cling nhw san
pham canh tranh va chién lwgrc dinh gia ctia doi thu.

3. B0 sung dur li€u vé do co gian theo gia. Hiu hét ciac cong ty déu
tranh khai thac dd co gian theo gid vao thoi di€m nay, nhwng ching toi
nhén tha’y ring diy 12 y&u t& hét sitc thiét y&u trong cdc dé dn kinh doanh.
Khi gid san pham ting lén, kh&i lwgng doanh s& ban ra ¢ xu hudng giam
di. N&u tinh d&n ddng Iwong nay trong dé an kinh doanh, ban ¢6 the’ dwa ra
dwore nhirtng quy€t dinh chinh xac hon va t6t hon khi bo sung vao san
pham nhtrng dac di€m tac dong dén dinh gia. Ch:fmg han, ban s€ bi€t khdi
lrong hang héa gidm di bao nhiéu néu ting gia. Liic ndy, ban c6 the bit dau
tap trung thao ludn sdu hon: Ching ta c6 thyc sy can dén dac diém A
khong, nhat 1a khi né doi hdi nhiéu chi phi va nang gia thanh san pham?
Khach hang ¢6 dé cao n6 khong? Nhu cau doi voi dac di€ém Ay nhw thé
nao?

4. Van dung cic théng tin da dwoc dir liéu kieém ching. Ban can
phai st dung cac sd liéu dwa trén thong tin thuwc t€. Khdng c¢6 dir liéu, nhiéu
ngwoi s€ dwa ra nhirng gid dinh sai Tam, chgng han phong dai quy md thi
trrong muc tiéu hay dwa ra nhirng con s& vo doan va thi€u thyc t& ve ty 1€
ti€p nhan sdn pham mdi. Nhitng con s6” phong doan nay sé€ quay trd lai 4am

anh ban sau do6, khi ban phai gidi thich vi sao k&€t qua doanh s& lai thap



dwdi mirc muc tiéu nhwe vdy. Thong thueong, cac khia canh ¢an ki€m chirng
bang dit liéu bao g6m quy mo thi tredng, thoi gian ting tredng, ty 18 roi
bd, va cac gid dinh vé tdc dong cua san pham m&i ddi voi cac san pham
hién cé.

5. Bo sung cac gia dinh v'€ rui ro. Ban phai dwa ra nhirng gia dinh vé
rai ro d6i v&i cdc bién s& dau vao. Chfmg han, chi phi san xudt trén don vi
san pham s€ gia tang n€u mot nha cung ca’p chinh pha san va ban phai tim
ngudn hang tw cdc nha cung cd’p ¢6 gid cao hon. Néu kha ndng nay xay ra,
ban phdi dé cip d&n né trong dé 4n kinh doanh. P& ki€m dinh tinh chic
chin ctia dé 4n, ban nén bd sung nhirng i ro ndy va dy dodn nhirng két
qua t6t nhat va t€ nhat cho cac dw liéu dau vao. Ban ciling c6 the st dung
cdc cdng cu tinh vi hon nhw 1ap cdc mo phdng Monte Carlo. Chiing sé gitp
ban do lwong dwoe xdc sud't cua cac két qua dw dodn va 1dp mo hinh cho
nhitng tinh hudng khong chic chin bang ky thuit phan b& xdc sudt. Cic
phan mém nhw Crystal Ball cia Oracle (m6t phan mém bang tinh pho bién
dwoe cai trong chwong trinh Excel ctia Microsoft) s& gitip ban dé dang 1ap
md hinh cho cdc gid dinh nhw vay.

6. Hay thuc té” khi thye hién danh doi cac muc tiéu. Td1 da héa lgi
nhuén, doanh thu, khdi lwgng hang héa ban ra, va bién lgii nhuén cung luc
gan nhu la diéu khong twdng. Ban phai 1én thir ty wu tién cho cdc muc tiéu
ctia minh. Nang gia thwong s€ lam gidm khoi lwgng hang héa, tw d6 lam
giam doanh thu. Ha gid thuwong s€ gia tang khdi lwgng hang héa. D€ xay
dung dwoc mot dé 4n kinh doanh thuc sy hiéu qua, ban phdi nim 16 duorc
diéu nay va dwa ra nhirng sy danh doi thong qua cac kich ban mo6 phdng cac
kha nang c6 th€ xay ra.

7. Céan nhéc cac phan wng canh tranh. D¢ 4n kinh doanh ¢4n phai

dwa ra cdc phan &rng ma dd1 tha cta ban c6 th€ thwe hién. Liéu ho ¢ gidm



gia khong? Liéu ho ¢6 nang cao mirc dd dich vu khéng? Sau d6, hay 1én ké
hoach d&i ph6 voi nhitng phan ng nay. D€ an kinh doanh hiéu qua sé tap
trung phan tich ky kich ban canh tranh cho céc tinh huéng trén, dong thoi
dinh lwong cac tac ddong cua ching. Ching t6i s€ ban ky hon van dé nay &
Chuong 12.

8. Pung chi tip trung néi vé san pham m¢i trong dé 4n Kinh
doanh. Tuy dé an phai gidi trinh dwoe sy hop ly vE mat tai chinh cho san
pham m&i dang dworc dé xuédt, nhung ban cling nén danh gia vé tac dong
tong th€ cia ndé d6i voi ca cong ty. Néu san pham mdéi anh hwdng tdi
doanh s6” clia cac san pham hién c6, ban phai tinh ca khia canh nay vao
trong d€ an. Di nhién, néu né gy anh hwdng qua 1on, thi dé€ an kinh doanh
cta ban s€ mat di co’ s¢ virng vang.

9. Lién tuc tham chiéu thong tin. Mot dé 4n kinh doanh virng chic s&
gilip ban dwa ra quyét dinh trong sudt quy trinh phat tri€n san pham va sau
d6. Mbi khi can ra quyét dinh, hiy bdo didm rang 4 y&u t& cot tru ludn gén
k&t va nha't quan v&i nhau, dong thoi phit hgp voi chién lwge chung cua ca
cong ty. Mo hinh dinh gid, kh&i lwong hang hoéa, chi phi va gia tri phai hop
1y & ting giai doan trong qua trinh phat trién.

Xay dyng mot dé an kinh doanh tdp hop du cac thong tin dang tin cay
vé WTP cua khach hang, gid tri, kh6i lwong hang héa, va chi phi khong
phai 12 nhiém vu dé dang. Cong viéc nay doi hdi thoi gian, cong sikc va tién
bac. Tuy nhién, lgri ich ma n6é mang lai s€ 1on hon nhiéu so v&i nhirng gi
ban da dau tu.

Quan trong nha't, @& 4n kinh doanh virng chic s& giip ban bién nhirng
niém hy vong khi ra mét sdn phAm md&i — ba't chap ty 1& that bai 1a 72% —
tré thanh sy ty tin vi da dwoc trang bi ddy d thong tin rang ban s& thanh

cong. Bing cich gildp ban tao ra dwore tham vong hop 1y danh cho sin



phdm md&i, dé 4n kinh doanh vitng chic s& 1a nén tdng d€ ban phdt huy
dwoc ddy da tiém nang thi treong cia san pham moi.

Tém tét

Hau nhu sdn pham ndo ra mat thi truomg cling di kém v&i mot dé 4n
kinh doanh. Nhung 95% trong s6 cac dé€ an ma chdng toi tng thdy déu
dwoc xay dung theo hwdng tir trong ra ngoai thay vi tr ngoai vao trong.
Két qua 1a, ching khong tinh dé€n nhirng thong tin thi treong thiét yéu, dic
biét 1a dir liéu vé WTP cua khach hang va dd co gian theo gia.

Néu ban khong biét khach hang mu6n trd bao nhiéu d€ mua san pham
ctia minh va nhu céu thi treong sé thay doi ra sao khi ban thay doi murc gia,
thi c6 the khéng dinh ngay rang ban khoéng c6 dé 4n kinh doanh. Thi€u
thong tin nay, dé an kinh doanh cua ban s€ chi cho ban bi€t nhirng gi ma
ban mudn nghe ma thoi.

Hon ntra, hau hét cac dé an kinh doanh déu la nhirng h'é so’ tinh, chi
dwoc st dung mot TAn nham xin phé duyét kinh phi. Sau khi gidi ngn,
ching s€ nhanh chéng bi quén lang. Viéc nay b6 hep kha nang st dung ctia
mot cong cu dic lwc nhwr vay. Mot dé 4n kinh doanh sd'ng sé gitdp ban biét
dwoce nén phan tng the nao khi san phdm ra mat thj treong va di tr k&
hoach 1y thuy€t sang thyc thi.

P¢ tao ra dwgc mot k& hoach kinh doanh nhw thé nay, ban céan phai thu
thap dw li€u vE bon y€u t6 chinh: gid tri, gié ca, chi phi va khdi lwong hang
héa. Sau d6, ban phai két hop cac y€u t6 nay lai do ching cé tadc dong qua
lai 14An nhau. Hay bat dau véi dir lisu WTP nhw d3 trinh bay & Chuong 4.

Chin buwdc trong chwong nay sé€ gitp ban xdy dwng mdt dé an kinh
doanh chiit ché va virng chic.

Cac cau héi CEO céin datra



D¢ an kinh doanh cho san pham m&i c6 bao g6m dir liéu vé WTP cutia
khéach hang khong? D€ 4an nay gia dinh do co gian theo gia la gi? Ching ta
da lam th& nao d€ di toi gid dinh d6?

Chung ta c6 1ap md hinh cho bon y&€u t6 chinh trong @€ 4n kinh doanh
cho san pham mdi khong: gid ca, gia tri, khdi lwong hang héa va chi phi?
Lam sao d&€ dam bdo ring cdc mdi lién hé gitra chiing dwoc bao toan khi
chiing ta thyc hién thay d6i d6i véi mot trong bon y&u t& d6?

Pé an kinh doanh cida ching ta ¢c6 phai 1a mot h'd so sdng dwoe kiem
tra va cap nhat thweong xuyén tai nhirng thoi di€m cot mdc trong dy an phat
tri€n san pham khong? L'An thay d6i gan ddy nhat 1a bao gio, va vi sao
chung ta lai thay doi nhw vay?

P¢ an kinh doanh c6 gitp ching ta md phdng cac kich ban khac nhau
c6 th€ x4y ra sau khi sdn phadm ra mit thj treong d€ qua d6, chiing ta c¢6 the
dwa ra nhirng quyét dinh t6t hon trong sudt vong doi san pham khong? C6
vi du tiéu bi€u nao khong?

Pé an kinh doanh cé dy doan dwgc nhirng phan ng ma doi thd canh
tranh c6 th€ dua ra khi san phdm cta ching ta ra mit va dé xua't cach doi
pho khong? Ching ta da lam th& nao d€ vach ra nhirng phwong an d6i pho

nay? Chiing ta da ddt ra nhirng gia dinh gi?



Chuong 10
Pbi mdi sdng tao khdng thé ty bién minh

Ban phai truyén tai vé gia tri cia no

Nhuw vay, ban vira thiét k& dwg'c mot san pham tuyét voi, dap ing dwoc
nhu cau thi treong. Ban cling da vat va xdy deng md hinh khai thac lgi
nhuén va chié€n lwgc dinh gia phu hop. Bay gior, da dén lic thong bao cho
khach hang biét vé san pham clia ban. P& thanh cong trong viéc ra mét san
pham, cac ddi ngili marketing va kinh doanh phai bi€t cach truyén tdi thong
diép va thuyét phuc khach hang tin twedng vao gia tri ma san pham mang lai
cho ho. Nhw chuyén gia quan tri Peter Drucker ting néi: “Khach hang
khong mua san pham. Ho mua nhirng l¢ri ich ma san pham va nha cung cap
mang lai cho ho.”

Nghe c6 vé dé dang, nhung hdy thtr nghi dén trvong hop nay: Ban trin
trd nghi vé y tedng d6i m&i san pham ctia minh hang thang, thdm chi hang
nam troi. Ban hi€u twong tdn vé san pham. Tuy nhién, nhin vién kinh
doanh c6 th€ chi ¢6 10 phait ti€p xuic v&i khach hang. Khach hang ¢6 th€ chi
lwu lai trén trang web ctia ban trong 5 phiit. Mdt chwong trinh quang cdo ¢6
the chi phat trong 15 gidy. Thong diép marketing, bai thuy€t trinh vé san
pham va chvong trinh quang cdo d6 phai truyén tai mot cach r6 rang gia tri
clia sin pham ddi v&i khich hang trong mot khung thdi gian vo cling ngén
ngi nhw vay. Bang khong, khach hang tiém ning s& di mat.

Lam sao d€ c6 th€ gia ting kha ning thu hit khach hang? Ban phai bét

dau bang cach truyén tai cac loi ich — chir khong phai dac di€m — cua san



pham va tip trung vao nhirng lgi ich quan trong nha't. Ban phai giao tiép
bang ngdn ngit ctia khach hang, chit khong phdi bang ngdn ngit cia ban.
Cudi cung, ban phai sdm dwa cac ddi marketing va kinh doanh tham gia
vao quy trinh phat tri€n san pham.

Ching toi s€ ban vé cac cach thyc hién diéu trén & trong chwong nay.
Ngoai ra, ching t6i cling s€ giai thich vi sao hau hét cic cong ty déu gip
kho khan khi truyén tai gid tri ciia sdn pham mai ra thi treong. Chdng toi sé
khdm pha nguyén nhan phd bi€n nhi't ctia van dé nay: Nhirng nguwoi duoc
giao phu trach mang truyén thong lai thwong tach biét v&i quy trinh doi
mai sang tao, do d6 ho tham gia qua mudn.

Mot vai vi du dien hinh vé truy'én tai gia tri

Khi d6i ngli marketing va kinh doanh st dung cac bién phap truyén tai
gid trj hAp dan, ho ¢6 th€ mang lai nhitng k&t qua tuyét voi. Dudi day 1a hai
vi du minh hoa cho diéu do.

Vi du thir nhdt 1a mot cong ty cung cdp phan mém nhw mot dich vu
(SaaS) chuyén vé cac san pham gidp hop 1y hda va t6i wu hda cach thic
van hanh trong hé thdng kho bai va cdc chudi cung ¢ng cho khéach hang.
Phan mém cda ho dwa ra nhitng dy doan vé nhu cau cua khach hang, tee d6
gilp cic cdng ty c6 the dw triv ding khdi lwong hiang can thiét (nhdm lam
giam chi phi lru kho khdng can thi€t). Phdn mém nay gidp cac cong ty dwa
dwoc ding san pham t&i ding noi vao ding thoi di€m. N6 cling ¢6 kha
nang ty dong hda cic hoat dong dong do hang trong kho, loai bd nhirng sai
s6t thi cong trong qud trinh nay. Cudi cung, phan mém trén hién thi hoat
dong theo thoi gian thye d€ kip thoi diéu phdi lyc lwong lao ddng. N6
cling gidp loai bd nhu cau trao doi gid'y to t&i cac b phan khac nhau trong
nha kho.



Cong ty SaaS nay biét rd rang san pham mdi ciia ho s& mang lai nhitng
gia tri 1on cho khach hang ctia minh, va ho muén dinh gia san pham sao
cho c6 th€ phan anh dworc gia tri d6. Nhiéu cong ty d6i thu cta ho dinh gia
san pham theo don vi ngwdi ding (ching han, 50 do-la/thang/ngwdi ding).

Nhung cong ty SaaS nay biét rang d6 1a cich tinh phi khong t&i wu
(nghia la sdn pham s€ thuoc nhom khiém nhwong thai qua!). Ho mu6n dinh
vi san pham va dinh gid dwa theo gid tri ma né mang lai. Vi vay, tredee tién
ho 1ap ra mot trang tinh d€ doi ngli nhan vién kinh doanh c6 th€ gap go
khach hang nham tinh to4n va chi ra nhitng loi ich cia sdn pham sau khi dit
mdt vai cau héi co ban vé hoat ddong cia khach hang. (Xem Hinh 10.1.)
Nhan vién kinh doanh c¢6 th€ nhip vao trang tinh nhirng di liéu nhw s6 gio’
cOng nhan cta cong ty khach hang lam viéc & nha kho d€ 18y san pham
theo ding don dit hang tw trén ké xudng (phan mém cia ho c6 the ty dong
héa khau nay), khdi lwong hang héa lwu trong kho (phan mém sé lam giam
chi phi Iwu kho du thwra nho’ ¢6 hé thong dw doan nhu cdu chinh xac hon),
s& lwong cac sai sot khi van chuyén hang héa (phan mém cé the loai bo cac
sai s6t nay), va nhirng khoan tié€t kiém dwoc nho loai bd cdc tha tuc gidy tor
(phan mém hd tro’ chirc nidng diéu phdi theo thoi gian thwe, gidm viée trao
gui gidy tor gitra cac bd phan trong nha kho, t d6 ting dang k€ hiéu suét

cong viec).



Théng tin diu vao cla Tac dong/ROI duya trén
khach hang cho mé hinh théng tin diu vao caa
ROI khach hang
Léy hang héa bang phuong 4.200 gio/thdng
phap thi cdng
Tién ich 25%
Giam lugng hang tdn kho 5%
Sai sat khi van chuyén A00
hang
Loai bé thi tuc gidy to 40% S trigu do-la/nam
Wan chuyén hang bang 3.000 gis/thang
phuong phap tha céng

Hinh 10.1 Vi du vé bang tinh giup truyén tai gia tri cia san pham

Nhan vién kinh doanh str dung mo hinh soan trén Excel d€ dinh Iwong
gia tri ma san pham mang lai va chi ra cho khach hang tha’y gia tri dé.

Sau do, trang tinh nay tinh ra tong lgii ich ma khach hang nhan vé khi
dau tw mua phan mém trén.

Viay day! Khach hang cia cong ty SaaS nhin ra gia tri ma phan mém
mang lai, bang con s& cu th€. Hing phan mém c6 the dé dang dwa ra 1y do
giai thich cho mirc gid ma ho tinh cho san pham cta minh.

Bén canh viéc chi ra con s& cu th€ vé nhirng loi ich ctia san pham, nhan
vién kinh doanh con dwa ra loi khaalng dinh ro rang vé lo1 ich, danh tring
vao tdm 1y khach hang vi n6 hoan toan phu hop véi gid tri ma ho dang tim
ki€m: giam chi phi dw trir hang trong kho, nang cao hiéu sua't hoat dong cua
kho nho' ty ddng hda lu'dng cong viéc... K&t qua: Doanh thu cfia san pham
moi ting vot.

Cach lam cua cdng ty SaaS trén c6 sy khac biét Ion so véi cac d6i tha,

vi cdc cudc dam phédn giao dich v&i khdch hang ctia doi thd van cha yéu



xoay quanh viéc giai thich vé cdc didc di€m chir khdng néi vé lgi ich cua
san pham. Coéng ty SaaS dat dwgc doanh s& 1on hon nhiéu Tan so véi
phwong an dinh gia theo don vi ngwoi dung.

Vi du thir hai 1a SmugMug, mot cong ty khéi nghiép Internet cung cap
dich vu lwu trw, chia sé va ban anh trén mang. SmugMug 1ap bdn goi san
pham cho khach hang. SmugMug thich didc diém ctia cac goi nay, va khach
hang cda ho ciing vay. Nhwng ho cung cd’p qua nhiéu dic diem (100+) nén
mot khdch hang binh thwong rat khé nim bét dwoc hét. (Xem Hinh 10.2.)

Nhi€u khach hang quyét dinh khong mua san pham ctia SmugMug; ho
khong biét phai lam gi hay nén chon géi san pham nao. SmugMug tiép tuc
qua trinh d6i m&i san pham va lién tuc bo sung thém dic di€m vao céac goi,
con khéach hang ngay cang tha’y r61 loan hon. Doanh s& khong gia tang nhw
cong ty ky vong nay. Hai nha dong sang lap cong ty la Chris va Don
MacAskill biét ring y twdng ctia ho 13 mot thanh cong, va qua thyc 14 nhw
vay. To Wall Street Journal goi SmugMug la “trang web cé dnh dep mé
hon”. Forbes binh chon day la “mot trong nhirng t€n tudi hang dau trong
nganh va la mot trong nhitng thwong hi€u cd nhan dwoce yéu thich va n€
trong nha't.” Tuy vay, anh em nha MacAskill phai gidi quy€t cac van dé vé
truyén thong gia tri va kinh doanh.

Ho nghién ctru lai vé cach dinh vi san pham ctia minh. Sau khi phan
tich k§ ludng cic thong diép truyén thdng, ho nhan ra rang ho dang danh
qua nhiéu thoi gian d€ néi veé cac ddac di€m cda san pham thay vi néi veé lgi
ich ma san phadm mang lai. SmugMug da ¢ gdng qua nhiéu, nhung thdng
diép vé gia tri cta ho thi khong dén dugrc voi khach hang. Sau d6, ho quyét
dinh thay doi thong diép cho cac géi san pham cta minh (tiec 1a cdu hinh
san pham), trong d6 tap trung néu bat cac i ich cua san pham thay vi dic

diém. Ho ciing di chuyén tinh ndng so sanh didc di€m sang phéan tuy chon



danh cho nhitng ngudi hitng thd. Ho cit gidm s& lwgng cdc ciu nhan dinh
veé loi ich séan pham t hon 100 xudng con dwdi 10. (Xem Hinh 10.3.)
Nhirng nhan dinh ve€ loi ich nhw “thi€t k& dep” va “dung lwong khong
gioi han” rdt thudn tai d6i v&i nhi€éu nguoi. Gio ddy, mot khach hang
thong thwong cling ¢6 th€ nhanh chéng hi€u dwgc mdi k& hoach sdn pham
s€ mang lai cho ho nhirng gi. N&u ban chi mudn kho lwu triv anh, thi ban cé
the’ chon go6i Basic. Néu ban mudn cé tinh nang ca nhan héa? Hay chon goéi
Power. Ban mudn ban anh trén mang? Hay chon géi Portfolio. Vay n€u ban
mudn ti€p thi v€ cac san pham ma minh ban? Thé& thi hdy chon gobi
Business.
Thong diép don gidn voi nhirng nhén dinh 16 rang vé gia tri. P6 1a ca

mot sy thay d6i 1om so v&i cach truyén tai vé loi ich san pham tredc day.



COMPARE PLANS

Hinh 10.2 Cac géi dinh gia cia SmugMug truéc khi thay déi (100+ dac diém dé
ngudi tiéu ding lua chon) Nguén: Smugmug.com



Hinh 10.3 Cac géi san pham sau khi thay déi kém theo nhiing nhan dinh ré
rang vé lgi ich di kem Nguén: Smugmug.com

Chris va Don MacAskill da thanh céng v&i nhitng budc thay dGi nay.
Nho ndi dung truyén thong gid tri xud't sic, SmugMug dat duroc ty 1€ ting
tredng doanh thu va thu hit khach hang & mirc hai con sd.

Nghe c¢6 vé that dé dang phai khong? Khong phai vy dau. Hau nhuw
cong ty nao cling s& hiru nhitng ddi ngil kinh doanh va marketing xui't sic
va ho ddu tw ra't nhiéu thoi gian d€ got gitia thong diép phu hop vEé gia tri
ctia san pham. Tuy nhién, ching toi van thi'y ¢6 qua nhiéu cong ty chat vat
truy€n tai vé gid tri ma san pham cta ho mang dén cho khach hang. Phian
tiép theo s& chi ra nguyén nhan go'c ré dan dén tinh trang nay.

Vi sao viéc truyén tai thong diép v'é gia tri san pham lai kh6 khan
den vay?

Thong thwong, xud't phat di€m cia va'n @€ nay la sy thi€u lién két gitra
doi ngt kinh doanh va marketing ngoai thyc dia, chiu trach nhi€ém truyén
tai cdc thong diép cta san pham véi doi ngli d6i m&i sang tao phu trach qua
trinh phat tri€n sdn pham mdi. D6i ngii kinh doanh va marketing thwong
hoat dong qua biét 1ap voi d6i ngti doi mdi sdng tao, va chi tham gia vao

giai doan chot d€ quang ba va ban san pham. Tuy nhién, t&i ldc ho tham gia



vao qua trinh nay thi moi chuyén da qua mudn roi. Ho khong c6 mat trong
cau chuyén ban vé gid tri ma san pham mang lai cho khach hang — dong Iyc
ding sau qu4 trinh thiét k& va dinh gid san phdm. Th& nhung ho lai dwoc
yéu cau tao ra mot cau chuyén néi vEé gia tri ciia san pham va ban san pham
do6. Nghe that ky la, nhweng day 1a chuyén c6 that day.

Khong ¢ thong tin thyc t& nao trong tay, nhung ho vin ngdi trong
phong hop d¢€ cing ddong ndo tim ra nhirng y twdng va xay deng mdt cau
chuyén vé gia trj san pham, du cudc thdo ludn nay c6 th€ khéng khop voi
cudc thao ludn cua doi ngii d61 mdi sang tao khi thiét k& san pham. D6i khi
cac doi kinh doanh va marketing khong tham khao y kién tor déi d6i mai
sang tao ma cd ging lam viéc dya trén nhitng gi ho ¢é trong tay, béi ho cho
ring minh d3 hi€u r6 khach hang. R%i moi chuyén nhanh chéng tré nén
phtrc tap.

Nhung du cic vi quan 1y ctia cdc bd phan marketing, kinh doanh va
phat tri€n san pham hop nhau lai d€'14p ra cac thong diép marketing va kinh
doanh, thi thong diép truyén thdng ding din thwdong ciing khdng phai 1a két
qua ra doi tir nhitng cudc hop clia ho. Khi cdc ddi c& ging dung hoa quan
di€m cda ho veé gia tri san pham, nhirng ngwoi bao vé 1ap treong ciia minh
hang hai nha't hodc ngwoi ¢6 chirc vi cao nhat trong phong hop sé 1a ngwoi
dinh hinh cho thong diép. Va trong nhi€u treong hop, thong diép duoc
chon lai khac xa so voi dé xuat gid tri dwoe vach ra trong giai doan phat
tri€n san pham — tirc 1a gia tri ¢6 kha nédng thu hit sy chu y ctia khach hang
tiém nang.

HAau hét cdc cong ty déu khong chi y dén 16 hdng nay, vi ho dinh ninh
ring viéc ban giao cdng viéc tir ddi ngii R&D sang d6i ngii kinh doanh va
marketing 1a mot quy trinh kinh doanh chuan myc. Nhung trén thwc t€ thi

khong phai vay. N6 doi hoi s nd lyc dic biét. Ngay ca khi dworc dinh gia



ding, nhung cdc sdn pham mdi diu tuyét vori bao nhiéu ciing khong the tu
ca't ti€ng ndi d€ truyen tai gia tri cda ching. Pdi marketing can phai quang
ba cho san pham va doi kinh doanh can phai ban san pham.

K& mdt cAu chuyén ha'p din vé gid tri ctia san pham 13 diéu nim trong
kha nang ctia moi cong ty. Van dé khong phai la tim ki€m mdt hang quang
cdo hang dau th& gidi. Thay vao d6, ban chi ¢an dwa cac nhan sy cha chot
trong doi ngii marketing va kinh doanh tham gia cung d6i ngli d6i m&i sang
tao ngay tir ban dau. Diéu nay gitip ho nim bét dworc mot cach day da cdc
thong diép gid tri c¢6 stec hadp din nhit d61 vdi khach hang ngay tte khi y
twdng san pham ma&i dwoc 4p u, dong thoi ho cling ¢6 co hdi dong gép
nhirng y kién gid tri cho qua trinh thi€t k& sdn pham md&i. Diéu nay ciling
giup doi ngl kinh doanh chi trong hon t&i khia canh gia tri ciia sdn pham
trong qua trinh ti€p xdc v&i khach hang thay vi chi tip trung vao gid ca.
Ching t6i s€ ban ky hon vé van dé nay & Chuong 14.

Nhu viy, bdy gio’ ban da hi€u vi sao cac thong di€p vé gia tri san pham
lai tré nén 16n x6n. Ching ta hdy chuyén sang tim hiéu vé cich khic phuc
tinh trang nay. O phan tiép theo, ching tdi s& vach ra ba budc d€ khic phuc
tinh trang nay ngay to dau.

Ba buéc de’'tao cac thong diép truy'én thong vé gia tri sin pham

Bwoce 1: Xdy dwng cdc nhdn dinh ré rang vé loii ich sdn phdm — khong
phdi cdc mo td vé ddc diém sdn pham

Mot cong ty thanh thao trong viéc truyén tai cic thong diép veé gia tri
san pham s€ nhan manh dén lgi ich cua san pham va khié€n thong diép dé
tré nén c6 y nghia v&i khach hang. Khau nay khong nham mé ta dic diém
cta san pham. Pac diém thudc vé san pham; lgi ich thudc vé khach hang.
Gia trj 1a thwde do loi ich d6i véi khach hang. Hay truyén tai thong diép vé

loii ich, chir khong phai vé dac di€m. Vach ra ting dac di€m cua sdn pham



va ty hdi minh cau hédi nay: Khach hang s€ dat dwoe di€u gi thong qua dac
di€m nay? N&u ban van bin khoin 1am sao d€ trinh bay lanh manh cdc lgi
ich cia san phaim, hay hoi khach hang vé nhirng van d€ ma ho gap phai va
san pham cta ban c6 th€ gilip ho gidi quy€t chiing ra sao. Ly twdng nhat,
hay tim hi€u xem khach hang x&p thi ty wu tién cho cac van dé doé ra sao —
va san pham cda ban s€ tadc dong nhw thé” nao dén danh gia d6. Sau khi da
c6 nhirng thong tin nay trong tay, ban ¢6 the’ diéu chinh noi dung thong diép
cho phut hgp v&i trinh ty wu tién cia khach hang. Ban cling nén dinh lwgng
gia tri teong d6i cta san pham: gid tri ma nd sé cung cap so voi gid tri ma
khach hang hién dang nhin dwgc twe cic san pham khac.

Cu th€ hon, khi xay dung thong di€p vé gid tri, ban hay tim hi€u xem
cdc tiéu chi chon mua san pham cda khach hang 1a gi va kha nang dap rng
cac tiéu chi d6 chia san pham md&i nhw thé nao, so v&i cadc phwong dn san
pham dang c6 trén thi treong. Ban ¢6 th€ thu thidp dwore nhirng thong tin
nhur vdy trong mOt ma tran 2x2 inch ma chung t61 goi la ma tran lgi the
canh tranh, hay goi ngin gon I ma trdin MOCA. (Xem vi du minh hoa &
Hinh 10.4.)

P¢ 1ap ma trdn nay, hay liét ké tAm quan trong twong ddi cua cac loi
ich ma san pham md&i mang lai cho khach hang & truc y. Trén truc x, hay
danh gia hiéu qua cda san pham mdi so v&i san pham cda ddi thd canh
tranh — khong phai tr géc nhin ctia ban, ma tor géc nhin ctia khach hang.
Nhirng 1¢i ich ctia sdn pham m&i dwoe khach hang cho 1a quan trong nhét
nhwng d6i thd chwa dap wng (géc phén tw trén cling bén trai) 1a nhirng lgi
ich can dwo'ec nhan manh trong cac thong diép kinh doanh va marketing cta
ban.

Nhung ching khdng phai 1a nhieng lgii ich duy nha't can truyén tai. Doi

voi nhirng lgi ich & géc phian te dwdi ciing bén phai — tirc nhitng 1¢i ich ma



ban cung cdp t6t hon so v&i ddi tha nhwng ¢6 tAm quan trong thdp hon
trong mét khach hang — hiy tim cich thuyét phuc khach hang rang nhitng
loii ich nay quan trong hon so v&i nhirng gi ho nghi. Tuy nhién, néu khong
th€ chirng minh dwoc diéu d6, dwng nhan manh ching trong ndi dung

truy@én tai vé gia tri ctia san pham.
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Hinh 10.4 Ma tran lgi thé canh tranh (MOCA)

Céc y&u t& & goc phan tw trén bén trai 1a bat lgi cia ban trong canh
tranh, va ban nén chuah bi sin cdc 14p luan d€ che chéin cho ching.

V&i ma tran nay, viéc xay dung thong diép truyén tai vé gia tri clia san
pham sé c6 cau tric 6 rang hon. N6 ciing gitip dwa ta't ca cac thanh vién
trong doi ngii d6i m&i sang tao (R&D, san pham, kinh doanh va marketing)
c6 mot géc nhin thong nhat.

Dudi day 1a mot s& meo hay cé th€ dp dung khi xay dung cic nhin

dinh v€ lgii ich ctia san pham:



Khi truyén tai cac nhan dinh veé lgi ich, nhiéu nguoi ¢6 xu hwdng danh
d6ng dac di€m voi lgi ich. Dac diém khong th€ danh d6ng vai lgi ich. LAYy
vi du l1a treong hgp ctia Carbonite, cong ty cung cadp dich vu sao lwu va lvu
trie dir liéu tryc tuyén. Trudc diy, cong ty nay thwong diung tw “20
gigabyte” d€ mé ta v&i nguoi tiéu dung vEé dung lwgng Iwu trie cho cac dich
vu sao lru dir liéu. Tuy mot chuyén gia IT s& dé dang hi€u con s& d6 c6 y
nghia nhw thé nao, song ngwoi tiéu ding binh thwong thi khong biét, do d6
ho khéng th€ danh gid dwgc loi ich cida san pham. C6 1€ 20 gigabyte 1on
hon nhiéu so v&i nhu cau cia dai da s& nguoi tiéu dung. Nhwng ban than
ttr “20 gigabyte” chic chdn khong xdc dinh dwgrec mot van dé hay giai phdp
nao. Carbonite thay doi cau chir thanh “lwu tre khdng gidi han,” va thong
diép nay nhanh chéng tim dwoc ti€ng ndi chung voi ngeoi tiéu dung. Ho
c6 th& néi: “V&i dich vu nay, tdi khong phai lo 1ing vé viéc hét dung lwong
lwu trie trye tuy€n nra.” Trén thyce t€, hau hét nguoi tiéu dung cé 1€ déu st
dung dudi mirc 20 gigabyte, nhwng sy dinh vi nay da gidp gia tang ty 1&
ngwoi dung.

Khach hang thweong khéng may quan tdm dén viéc ban xay dyng san
pham md&i ra sao hay dau tw bao nhiéu cho né. Nhirng diéu thd vi v&i ban
chwa chic da thd vi v&i khach hang. Ngwdi My khdng mua béng dén clia
Thomas Edison vi biét ring 6ng Ay di thir nghiém hon 1.000 loai vat liéu
lam day téc tredc khi quyét dinh chon vonfam. P6 quéa 1a mét ky cong
trong d0i m&i sang tao, nhwng phan 1on ngwoi My khéng hay biét dén
chuyén dé, ma c6 1€ ho cling khdng quan tam. Ho mua béng dén ctia Edison
d€ khong con canh gidm phdi d6 choi vt 1in 16¢ trén san khi troi t67. Va
mot thong diép ki€u “sdn phdm nay t6t vi né c6 7 bang sdng ch&” ciing

tweong d61 vo nghia. Khach hang ctia ban s€ khdng quan tam dau.



Ban cling nén truyén dat nhirng l¢i ich nay theo hudng ¢6 dong nhi't c6
the. Hay soan ra mot vai tir cho tiéu dé hodc bai thuyét trinh gidi thiéu vé
san pham — dirng soan mot bai dién vin. Nhirng thong diép cao nhat vé loi
ich c6t 161 ma khach hang nhan dwoc cé y nghia quan trong. Phai trinh bay
chiing theo hwdng ngin gon nhung “bui tai”. Ban nén thir nghiém thdng
diép v&i khach hang trede khi ch6t phwong dn cudi cung. Lay vi du vé
LinkedIn. Khi thi€t k& lai san pham Talent Solutions, cong ty nay phat hién
ra rang khach hang sin sang tra tién d& 18y co hdi tuyén dung céc (ng vién
“thu ddng” — t&rc nhirng ngwoi khdng chi dong tim ki€m viéc lam bdi ho
da cé cong viéc roi. Noi dung thong di€p truyén thong ctua LinkedIn tap
trung xoay quanh viéc nha tuyén dung gio’ diy da c6 the€ ti€p can hang triéu
trng vién thu dong. Ho lwa chon mot thong diép hét sic don gidn nhwng cé
th& truyén tai mot cach xud't sic vé gia trji ctia san pham: “Tim ki&m va thu
hit nhirng tai nang thu dong gidi nha't.”

Cudi cling, hiy nhé ring cam tinh va sy nhiét tinh thdi qud c6 thé xen
vao qua trinh truyén tai gid tri. Pi€u nay xady ra khi cdc chuyén gia san
phdm va marketing c& ging nh'di nhét moi nhan dinh vé dic di€ém va loi
ich cua san pham vao ndi dung truyén thong va kinh doanh. Hay khuyén
khich d6i ngli d6i m&i sdng tao lién chirc nang ki€m ché& va chi truyén tai
nhirng gi 1a quan trong nha't d6i véoi khach hang.

Biwoc 2: Nhin dinh vé lgii ich sdn phdam phdi cu thé’ cho tirng phdn khiic

Nhw da ban & Cheong 5, d6ng nha't 1a mot trong nhirng gia dinh sai
Tam 1on nhd't trong thi€t k& san pham mai. Khach hang cia ban khong
gidng nhau. Mot thong di€p ve gid tri s€ khong ap dung dwoe cho ta't ca cac
phan khic. Hay diéu chinh thong diép theo nhu ciu cia ting phin khic.

Chflng han, hang phan mém Adobe da lam ra't t6t viéc mo ta géi san pham



phtu hgp cho ding phan khic véi thdng diép gia tri hop 1y. (Xem Hinh
10.5.)

Hay tim géi san pham pha hgp véi ban.

Chung t6i c6 géi Creative Cloud phi hgp véi moi cé nhan vaté chuec.

Canhan Nhiép anh gia Hoc sinh va gido vién Doanh nghiép nhé va vira
St dyng toan bé bg tng dung Bao gém Photoshop CC plus Tiét kiem 60% cusc phi Sir dung toan bé bg ung dung san
sangtaovanhiéu hon nira - chi Lightroom che méy tinh st dung toan bé ba ing dung taowva cac dich vudanh cho doanh
vaigia 49,99 do-lajthang. déban, dign thoai di déng, Creative Cloud véi gia chl nghigp - bao gém ché d¢ cai dat dé
o vatrang web vl cudc phi 19,99 da-lalthang. dang va tinh ndng quén ly gidy phep
Chengai/ Muangay > 9,59 dé-la/thang. ‘ - vai gia chi 69,99 dé- larthang.
Tirn hidu thém / Muoa ngay >

Tim higuthém / Mua ngay > Tim hidu thém / Mua ngay >

Doanh nghiép lén Truéng phé théng va dai hoc Chinh phi
Caidat toy chinh theo yéu cdu, Cap phep linh hoat va cai dat cho Céng nghétigu chudn.
cap do danh cho doanh nghiép lan méy tinh d& ban, gia khai diém tu Hétrotrign khaicépdo
14,99 do-laithang. danh cho doanh nghigp lsn
Tirn hidu them »
Tirm hidu thém / Mua ngay > Tirm hidu thém >

Hinh 10.5 Théng diép ciia Adobe cho bé (ing dung Creative Cloud cho titng phan khic khach hang

Nguén: www.adobe.com/creativecloud.html

COUNTRYMAN
gid khai didm Z do-la

e MINI oo lon vai 4
ché ngdi cho &

HARDTOP 2 CUA truyin dong 4

qid kh m 20.700 dé-la

COUNTRYMAN

4 ciia? Cé. 5 chd ngdi? Cé. Khoang dé dé réng? Cé. Bugc
Wign Bio hiém An toan Xa 1§ binh chen 13 s3n phim an toan
hang diu 5 nam lign tuc? Higu sudt st dung nhign ligu tuyst
w&i? Thai a6 x0ng xao, vigc gi cang lam dugc? Co, cb va cd.
Luot di bon bon trong khi cdc logi xe khac iach? Cé, va cbn
nhi&u hon thé nia.

Hinh 10.6 Théng diép vé gia tri cho xe Mini Countryman

Nguén: miniusa.com



Ddi voi phéan khic ngeoi dung cd nhan, ndi dung thong diép bao g6m
“str dung ta't ca cac ng dung sdng tao” va “c6 th€ tim ki€m trong kho lwu
tri 45 tri€u hinh anh va video.” P&1 v&i phan khic doanh nghiép 1on, noi
dung thong diép clia Adobe 1a “cai dit tuy chinh theo yéu ciu,” “hd tror &
cAp dd danh cho doanh nghiép 16n,” va “quan 1y va trién khai gid’y phép dé
dang.” C6 th€ thdy rd cac thong diép cho tng phan khic déu rat khac
nhau.!

Mot cong ty nira ciing biét cach tao ra cac thong diép riéng cho ting
phan khiic 1a Mini. Hang san xuét 6 t6 nay c6 8 dong xe (tw Hardtop 2 ctra
cho t&i Roadster), mdi dong xe lai di kém v&i mot thong diép gia tri cu the
riéng cling mot 1¢i nhan dinh hdp dan vé cic loi ich cha xe. Ban c¢6 th€
tham khao Hinh 10.6 d€ doc thong di€p gia tri cho dong Countryman 2

Bwoc 3: Do lwong tdc dong va diéu chinh thong diép vé gid tri

O Chuwong 9, chung t61 da khuyén ban nén xay dwng mot dé an kinh
doanh va thwong xuyén cip nhit h'd sor nay; twong te, & diy ban ciing nén
ki€m tra that ky lwong tinh kha thi cua cac thdong di€p marketing va kinh
doanh. Cu th€, ban phai do lwong quan di€m ctia khach hang vé gid tri ma
ban dang truyén tai. Hiy chuah bj sin tinh thdn d& diéu chinh lai ndi dung
thong di€p n€u khach hang khong thdy gia tri dwoe truyén tai ré rang va
hap dan.

b€ lam dwgc diéu nay, ban c6 the chay phan tich MOCA thwong xuyén
nhr mod td & buwdc 2. N&u thong diép ma ban dang truyén tai c6 sy chénh
1éch 1on so voi thong diép quan trong nhd't voi khach hang, khi d6 ban sé
phai vach ra mot k&€ hoach mai.

Tém tét

N4m virng nghé thuat truyén thong vé gia tri sdn pham ciing quan trong

khong kém viéc nim vitng quy trinh thiét k& san phadm déap trng dwoc nhu



cau ctia khach hang. N&u ban khong the truyén tai mot cach ro rang veé gia
tri do, sao ban c6 th€ mong doii khach hang hi€u tai sao ho lai ¢an san pham
ctia ban va vi sao ho phai b ti€n ra mua né?

Mic du & goc do 1y thuyét, viéc nay nghe c¢6 vé don gian, nhung trén
thye t&, chiing t6i thwong xuyén chirng ki€n canh cac cong ty chat vat va
loay hoay mdi khi phai soan thong diép truyén thong vé gid tri cta sin
pham ma&i. Nguyén nhéan sdu xa thwong gdp nha't ciia va'n dé nay la: Nhirng
ngwoi dwoe giao phu trach c¢ong viéc truyén thdng vEé gia tri san pham
thwong bi tich biét khoi quy trinh d6i mdi sdng tao va chi tham gia khi da
qua mudn.

P& khic phuc tinh trang nay, hdy d&€ doi ngii marketing va kinh doanh
tham gia vao doi ngii d61 mdi sang tao. Lam theo ba bwdc nhw da trinh bay
& chwong nay d€ tao ra nhitng thong diép hdp din — nhirng thong diép c6
th€ truyén tai dwgc loi ich cua san pham (chir khong phai truyén tai dic
di€m san pham), cu th€ cho tirng phan khic, va thwong xuyén dwoc giam
sat cing nhw hoan thién.

Cac cau héi CEO céin datra

1. Khéach hang nhan dwoc nhirng lovi ich gi tie san pham mdi cua ching
ta? Chung ta da dinh lwgng dwoc nhung loi ich nay chwa? Néu roi thi
ching ta dinh lvgng nhw thé nao?

2. Cac d6i marketing va kinh doanh c¢6 tham gia cing v&i doi ngt doi
mai sdng tao ngay t ban dau khong, hay chi t¢i giai doan chét trong quy
trinh phat tri€n san pham ho md&i dwoec dwa vao d€ xay dyng thong diép veé
gid tri? N&u Ia treong hop thit hai, ching ta ¢6 th€ 1am gi d€ khic phuc tinh
trang nay?

3. N0i dung truyén thdng cta ching ta vé gid tri phtt hop v&i lgi ich ma

khach hang danh gid nhw thé” nao? Chung ta da thir nghi€ém cac thong dié€p



nay chwa? Né&u roi thi thitr nghiém bang cdch nio? N&u chwa thi vi sao?
Nhirng thong di€p nay thay doi ra sao theo cac phan khic khach hang cu
the?

4. Toan b6 d6i ngli do6i md&i sang tao (R&D, sdn pham, marketing, kinh
doanh) c6 kiém tra va phé duyét cac tai liéu truyén thong vé gia tri ma
ching ta da xay dwng khéng? Ho ki€m tra hoi hot hay siu sat? Cé ai phan
doi khong? NEu c6 thi vi sao ho phan d6i?

5. Ching ta phai xdy dwng cac quy trinh nao d€ do lwong hiéu qua cta
cac thong diép vé gia tri? Chung ta c6 st dung ma tran lgii th€ canh tranh
lam khung dinh hinh théng diép vé gia tri khong? Ching ta dinh do lwong

hiéu qua cda cédc thong diép vé gia tri voi tn sud't nhw thé nao?



Chuong 11
SU dung cic chién thudt dinh gid theo hanh vi dé
thuyét phuc khach hang

Poi khi khach hang s€ hanh xir khong theo 1y tri

Con nguoi dwa ra quyét dinh dya trén cd cac yéu t6” thudc veé 1y tri va
cam xuc. Chfmg han, gia st ban dang & trén bai bien vao mdt ngay oi a va
hém mdt c6¢c bia lanh. M6t ngwoi ban nhin di mua bia gidp ban & noi ban
bia duy nha't gan d6 la mdt khach san nghi dwong.

Ban sin sang tra bao nhiéu d&€ mua bia?

Bay gio, gid s ban van & ngoai bién vao mot ngay oi &, ban thém bia,
va mOt ngwoi ban nhin di mua bia gitp ban & noi ban bia duy nha't gan dé6
— mot ctra hang nhd t6i tan & géc phd.

Bay gio thi ban siin sang tra bao nhiéu tién ciing d¢ mua loai bia
do6?

Xin lwu y: Bia van nhw vay, thoi ti€t van nhw vy, va hay nhit 12 ban
khong phai di lai. Ban clia ban sdn sang chay di mua gitp.

Khi dwoc hdi, moi ngwoi thueong cho biét ho sin sang tra gia gap doi
cho loai bia mua & khéach san so v&i loai bia mua & ctra hang t0i tan kia. Tw
g6c do kinh t&, chuyén nay that vo ly. Kinh t& hoc hanh vi ra doi tir sy nhan
thirc rang ngwdi mua khong phai ldc nao ciing hanh dong theo 1y tri. Thién
chi chi trd (WTP) ctia ho d6i véi san pham cua ban khong don thuén chi

dya trén gia tri ma ho nhan dwoc tr san pham d6. Cac yéu t6 tdm ly cling



cé th€ déng mot vai tro 1on. Ching t6i goi cac chi€n thuét dinh gia danh
vao khia canh phi 1y tri nay cta khach hang la dinh gia theo hanh vi.

Kinh t& hoc hanh vi hién ngay cang thu hdt sy quan tdm cta gi¢i hoc
thuat va kinh doanh. Khai niém nay dwoc pho bién Tan dau bdi cac nha
nghién ctru Daniel Kahneman, Amos Tversky va Richard Thaler vao thap
nién 1970 va 1980. Cudn sdach tuyét voi cia Dan Ariely, Predictably
Irrational (Phi 1y tri*), @3 gép ph#n gia ting s& ngwdi mudn tim hiéu vé
linh vyc nay. Nhung trong khi ¢6 rd't nhi€u cuén sach ban vé kinh t&€ hoc
hanh vi, s& lwgng nhirng cong trinh viét vé dinh gid theo hanh vi lai rat
thwa thot, didc biét xét theo khia canh khai thac lgi nhuén tir sdn pham moi.
Chwong nay sé dwa ra nhitng ndi dung chi ti€t 14p day 16 hong do.

4 Cuon sdch da dwoc Alpha Books mua bdn quyén va chuyén ngit ndam
2011.(BTV)

Khi ban v€ khai ni€ém dinh gia gid tri va cac y€u td cau thanh n6 (ddc
biét 1a WTP va thong di€p veé gia tri) & cac chwong 4 va 10, ching t6i da
trinh bay cach thu hdt khach hang & khia canh ly tri: Cach khop gid san
pham v&i gid tri ma khdch hang cho rang san pham s& mang lai cho ho. P6
la khia canh ly tri trong dinh gia.

Pinh gid theo hanh vi la mdt van dé riéng biét. N6 li€n quan dén viéc
diéu chinh loi @€ nghj va thong diép vé san phdm nham gitp khach hang ¢
th€ dé dang so sanh, ra quyét dinh va mua hang. Va diéu nay khong c6
nghia l1a cung cap thong tin cho nhtrng phan tich logic va ly tri. DB6i khi,
nhtrng dw liéu nhw vay chi cang khi€n viéc ra quyét dinh cta khach hang
tré nén khé khan hon ma thdi. Pinh gia theo hanh vi 1a phép mau xay ra
khi dinh gid gia tri giao thoa v&i tdm 1y khach hang phi 1y tri.

TA't ca ching ta déu bj tdc dong b&i dinh gid theo hanh vi mdi ngay.

Hay tht nghi dén treong hgp ban budc vao mot rap chi€u phim. Khi dirng



trede quay mua d6 in, ban ¢ bao gid thic mic vi sao gia clia ly soda c&
1on (thwong la 5,99 d6-la) lai chi nhinh hon 1 d6-la so v&i ly c¢& nhd
khong? Ly do 1a gid ctia ly c& nhd khién cho gia clia ly c¢& 1dn c6 vé it dat
hon, do d6 hap din hon, dit rang ban khong qué khat va thyc ra chi mudn
goi ly ¢c& nho. Nhirng 1o d€ nghi san pham nhw vay, vén dwoc dwa ra d€
khién sdn phdm khéc tré nén hap dan hon, dwore goi 1a md neo. Ly soda ¢&
nhd khién ly soda c& 1én dit tién hon tré thainh mot mén hoi, ma ai ¢6 the
quay lwng tir chdi m6t mon hoi chr? D6 1a 1y do duy nha't cho sy xui't hién
cta ly soda c& nho v&i gia 4,99 do-la.

M4 neo gid 1a mot trong s& cdc chién thudt dinh gid nhim vao khia
canh phi ly tri ciia khach hang. Cich ban truyén dat v€ viéc dinh gia cta
minh cho khach hang, va cach ban dinh hinh cudc trao doi d€ xw& 1y khia
canh phi 1y tri cia khach hang, cé th€ gy tic dong lon dé€n doanh s6” ban
hang cho sdn pham md&i va mrc gida ma ban nhan dworc.

Pay 1a mét budc quan trong ¢an tinh dé€n clung lic voi thoi di€m ban
dwa y€u t& gid tri cia san pham vao chinh sach dinh gid. Pinh gid ma
khong can nhic d&n nhirng khia canh phi 1y tri clia khdch hang thwong s&
khong cé dwoc két qua toi wu.

Néu ban nghi dinh gid theo hanh vi chi d4p dung v&i cdc san pham va
dich vu tiéu dung, vay thi hay nghi lai di. Khdng phai nhw vay dau. Thyc ra,
dinh gid theo hanh vi cling quan trong khéng kém trén thi trwong B2B.
Trong ca hai treong hop, ban déu ban hang cho con nguoi, vdy nén viéc
tim hi€u tdm 1y cling nhw cach mua hang cta ho 1a rd't quan trong, ba't k&' la
ban ban keo hay may ui dat.

Nan d'€ dinh gia theo hanh vi ciia mgt cong ty khéi nghiép Internet

H6i nam 2012, chiing t6i lam viéc v&i mot cong ty khdi nghiép Internet

mudn gia ting doanh thu tr cdc nha cung cd’p dich vu. Cong ty nay da to



chirc san pham theo md hinh “t6t, t6t hon, t6t nhat”. Nhwng gin 60%
khéch hang cta ho van lya chon sdn pham nhém t6t hodc & cap do thap.
Cong ty nay da thwc hién mot nghién ctru quy mo d€ tim hi€u xem liéu ho
¢ th€ hwong khach hang dé€n voi cac sdan pham cadp cao hon, mang lai
nhi€u lg'i nhuan hon khong.

Nghién ctru nay da dwa ra dwgrc nhiéu ki€n giai, trong d6 ¢6 hai phat
hién quan trong nhat:

Khach hang cta ho ¢6 nguong gia trong tim 1y — tirc nhirng gidi han
chi trd ma phan 1on ho s€ d6ng y thyc hién, tuy thuéc vao cadu hinh san
pham. Cic nguong gia nay la 49 do-la, 99 do-la va 199 do-la. Cong ty nay
cé ba géi san pham dwoe dinh gid & mirc 49 d6-la (géi Basic), 79 d6-la (goi
Standard) va 149 do-la (g6i Advanced). Nhw vy, mitc dinh gi4 cia ho nim
dudi ngeong tdm 1y ctia khach hang, nghia 1a ho ¢6 th€ nang gia ma khong
lam anh hwdng d&€n nhu ciu d6i v&i san pham.

Cong ty nay cung cdp qua nhi€u gid tri trong san pham nhom duwdi.
Cha trach gan 60% nha cung cap dich vu lai Iya chon né! Quan trong hon,
khi cung cdp qua nhi€u gia tri trong san pham cap thap, cong ty nay vo
tinh khién cho cédc sdn phdm gid cao hon tré nén kém hiap din hon. Du
ring géi Standard cé nhiéu gid tri hon géi Basic, song khach hang lai khong
nhén thirc dwore phan gia tri b6 sung d6 (cho mirc gia tang thém). Go6i Basic
da qua t6t, nén géi Standard tréd nén dit dd so v&i mitc gid trj bd sung ma
n6 mang lai.

Céc phdt hién nay dan dén hai dé xui't nhim gitip nang cao doanh thu
trung binh trén mdi khéach hang: ning dén ngwdng chdp nhan gid trong tAm
1y khach hang v&i hai géi Standard va Advanced, dong thoi lam cho cac
g6i nay tré nén hap dan hon. Vi CEO cua cOng ty nay gidm bdt cdc tinh

ning cla gbi Basic nhung van git nguyén gia. Gia cta go6i Standard va



Advanced dworc tang 1€n Tan lwot 1a 99 do-la va 199 do-la. Cong ty cling
cho phan phdi lai cac dac dieém hién tai gitra hai géi Standard va Advanced
d€ tang thém strc thu hit. Cudi cung nhwng khong kém phéan quan trong, ho
tao ra mot goéi thi tw, siéu cao cdp v&i nhiéu tinh nang moi (dwoe dit tén
rd't phut hop 1a géi Premium), véi mire gia 299 do-la.

Sy thay dGi nay da mang lai tic dong 1on ngay 14p tirc. SO lwgng cac
g6i Standard va Advanced dwoc bén ra ting 1én ddng k&, du rang mic gid
cua ching da dwgc diéu chinh tdng. Tac dong vé tai chinh dat dwoc ra't an
twong: Doanh thu trung binh trén mét nguoi dung (ARPU) ting 36% va
doanh thu dijnh ky hing thdng (MRR) tir khach hang mé&i ting 29%. Loi
nhuén hang nim clia cong ty ndy ting g’ nhiéu I4n so v&i trwde vi thuc ra
cac san pham m&i khong khi€n ho mat thém nhiéu chi phi.

Trong s& ty 1é gia ting MRR 29%, cong ty ndy cho ring c¢6 14% xuit
phat to phwong phéap dinh giad theo hanh vi va 15% xud't phat tw cach thirc
ci'u hinh sadn pham c&t 16i. Pay 1a vi du minh hoa cho hiéu qua tuyét voi
ctua dinh gia theo hanh vi.

Néu lam viéc cho mot cdng ty c6 gia tri nhi€u ti do-la, cé 1€ ban s€
khong th€ dat dwoc két qua gia tang doanh thu & mirc 14% thoéng qua ky
thudt dinh gid theo hanh vi; kha nang cao la doanh thu cta ban chi ting
thém khoang 1-2% ma thoi. Nhung xin lwu y, céc chién thuat dinh gid ma
chiing ta dang néi d&n & diy khong nha't thigt doi hdi ban phai sip x&p lai
cac tinh nang va diac di€m trong san pham cta minh. Ban khong can phai
gia tang chi phi 1én qua nhiéu d€ dat dwgc mirc do ting tredng vé doanh
thu nhw vay. N6i cach khac, toan bd phan doanh thu gia tang d6 sé chuyén
theamg vao lgii nhudn cta cong ty ban.

Tai sao lai c6 th€ gia tang doanh thu va lgii nhuén theo cach d6? Tai sao

khach hang ctia cong ty khéi nghiép Internet kia lai 0 at dang ky st dung



cac go6i san pham c6 mirc gia cao hon? Trong treong hop nay, ¢6 ba 1y do
chinh.

Thir nhat, viéc giam bot tinh nang cia goi Basic khién cho nhirng san
phdm cao cAp 14p tlc trd nén hap din hon nhiéu trong mét nhirng khach
hang von trwede diy van dwgre cong ty ndy x€p nhdm vao nhom nhay cdm
voi gid ca.

Th hai, g6i Premium cé mic gia cao vot: 299 d6-la. Biéu d6 khién hai
g6i Standard va Advanced tré nén hap din hon. G6i Premium thic ra chi
dong vai trd md neo — tirc phién ban ly soda ¢& nhd cta rap chi€u phim
dwoc van dung vao treong hop cia cong ty khdi nghiép Internet trén. Muc
dich duy nhat cho sy ra doi cia géi Premium la lam phdng nén d€ khién
cdac san pham khac tré thanh mot mén hoi. N6 khién nhirng khach hang
mudn ding san pham chdt lwgng cao — nhung van thich gid hoi — tim dén
cac goi Standard va Advanced.

Thit ba, mot so it khach hang s&n sang trd mic gid cao cho san pham
cao cAp v&i nhiéu tinh niing nha't. Ching ta van thudong xuyén bit gip tinh
hudng nay: Mot s6 khach hang ludn luén chon san pham c6 gid dat nhat,
bdi ho tin rang d6 12 san pham c6 chit lwong cao nhat. Ho tin ring & tién
ma ho bd ra s& twong xirng v&i nhitng gi ho nhan Ve, va ring ho xing dang
dworc nhén nhing gi to't nhd't. Trén cwong vi cac chuyén gia dinh gid, ching
t6i cho rang day 13 mot thue t& trong cudc song.

Cud1 cung, dinh gia theo hanh vi gidp bi€n mot chi€c banh vani thanh
mot chi€c banh kem 4 tdng v&i phan chdp banh ngon tuyét (xem Hinh
11.1).

Tuy nhirng cau chuyén trén khién viéc dinh gid theo hanh vi tré nén rat
hap din, nhwng ching ta vAn ¢An phai kiém ché& nhirng ky vong clia minh.

Khong the chi xay dgng chién lwgrc dinh gid thudn tdy dya trén cac ky thuat



lién quan dén hanh vi khach hang. Diéu kién tién quyé&t & diy van la cac
chi€n thudt lién quan dén khia canh ly tri, theo d6 xéc dinh r6 nhirng gia tri
ma khach hang dé cao va mirc gid ma ho sin sang chi trd. Chién Iwoc hiéu
qua nha't van 1a chién lwge két hop ca hai phwong thirc dinh gid theo 1y tri
va dinh gia theo hanh vi.

V&i loi céanh bédo trén, sau diy chiing ta hay cting nhau tim hi€u 6 chién
thudt dinh gid theo hanh vi phu hop v&i cac san pham mdéi. Chdng ¢6 thé

hiéu qua hon ban tedng da'y.
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Hinh 11.1 Tai thiét ké danh muc sian pham cia mét céng ty Internet

Sau chié€n thuit dinh gia theo hanh vi c¢6 thé’ mang lai s khac biét
Céc chién thuat nay cé the gidp gia tang dang k& kha nang thanh cong

khi ra mét san pham m&i. Dya trén cdc 1y thuy&t vé kinh t& hoc hanh vi ma



chiing t6i da thir nghiém trong nhiéu bdi canh khac nhau khi lam viéc voi
khach hang, 6 chi€n thuit dwdi day s€ con phat huy hiéu qua cao hon nira
khi ban k&t hop chiing v&i nhau. Phén ti&p theo diy 1a mo td ngin gon vé 6
chién thuat nay, kem theo vi du minh hoa:

1. Hiéu wng théa hiép: Khién qua trinh ra quyét dinh tré nén dé
dang hon ddi véi nhirng ngwoi khong the dwra ra lwra chon.

Khi dirng tred'e mdt s6° phwong an lya chon, ngwoi ta thwong cé xu
hwong tranh nhirng phwong dn & phia cyc doan. Chealng han, gia st ban
dang & trong mot ctra hang ban rwou va dy dinh mua mot chai. Ban tim
thd’y ba phwong an: chai 10 do-la, chai 25 d6-la va chai 40 do6-la. Ban sé
chon chai nao? Khi dwgc hdi cdu nay, hdu hét moi ngwoi sé chon chai 25
do6-la d€ tranh hai thai cyc (chai 10 do-la nghe ¢6 vé ré; chai 40 do-la lai c6
vé dit). Di nhién, mdt s& ngwdi nhay cdm vé gid ca s& chon chai 10 do-la;
va mot s& ngwoi quan tim dén chi't lwong s€ chon chai 40 d6-la. Nhung
bang cdch dwa ra chai 25 dd-la, ban s& khién cho qua trinh ra quyét dinh tré
nén dé dang hon rat nhiéu cho ta't cd moi ngwoi, trong d6 gom cé nhitng
ngwoi phan van khong bi€t nén chon gid ré hay chat lwgng. Ho thwong sé
chon phrong an & gitra. Chi€n lwoc nay ra't pho bién & ca cac cong ty B2B
va B2C. Hay hinh dung ban lam viéc trong bd phan kinh doanh & mot cong
ty B2B va dang dam phan giao dich v&i mot khach hang tiém nang. Ban ¢6
the€ hwdng cude trao doi sang khia canh khach hang Iya chon gid ca hay
cha't lwong, r'oi tr d6 dwa ho t&i mot sy thda hiép. Goi y: Néu ban sép ra
méat mdt sin phAm méi, hay 14p k& hoach cho mdt phwong 4n thda hiép.

2. Chié€n thuat mo neo: Dat bo'i canh cho gia tri.

Ching t6i da néu ra 2 vi du vé chi€n thuat mo neo — ly soda & rap chi€u
phim va cong ty khéi nghi€p Internet. Mo neo giip cho cic phwong an

khéc tréd nén hap dan hon. Mot vi du khac d€ minh hoa cho k¥ thuét nay 1a



thi nghiém dinh gid A/B cua tap chi The Economist ma Dan Ariely mo ta
trong cudn siach ctia ong. Trong thi nghiém nay, nhitng ngwoi tham gia
dwore chia thanh hai nhém A va B. Nhém A dwoc gidi thiéu 2 Iva chon: chi
dat bdo tryc tuyén voi gid 59 do-la va két hop dat bdo in va bdo truc tuyén
voi gid 125 d@d-la. Nhém B ¢6 ba Iwa chon: 59 d6-la cho béo triyc tuyén,
125 dod-1a cho bédo in va 125 d6-la cho goéi k€t hop bao in va béo tryc tuyen.
Phwong dn chi dat mua bdo in v&i gia 125 d6-la dong vai trd md neo. N6
khi€n cho géi bao in két hop bdo tryc tuyén cua The Economist tréd thanh
mdt mén hoi; phién ban bo trgc tuyén c6 vé 1a mot sdn pham mién phi di
kem. 84% nguoi tham gia chon géi két hop & nhém B, trong khi chi ¢6
32% chon go6i d6 & nhém A.

Chung t6i da gidp nhi€u cong ty trong nhirng Iinh viec nganh ngh€ khéc
nhau — Internet, truyén thong, dich vu tai chinh, v.v. — tri€n khai thanh cong
nhtrng chi€n Iwg'c md neo nhw vay.

M4 neo 1a mot chién thuat dinh gid theo hanh vi ra't quan trong trong
cdc cudc dam phdn giao dich & thi treomg B2B. N&u ban bét dau véi mot
mirc gid cao, chic chin cudi cling ban s& dat dworc mikc gid chdt cao hon
khi dam phan k&t thidc. Md neo gilp ban thi€t 1dp mot diém tham chi€u d¢
tdc dong toi cadc @€ nghi san pham khac va tao diéu kién thuén lgii cho ban.

Md neo phat huy hiéu qua vi né dinh hinh nén quan di€m cta khach
hang vé cac k&t qua gid kha thi. N6 ciling tao co’ hoi cho nhirng thoda hi€p veé
gia. D€ chuan bi cho nhirng sy thda hi€p nhw vay, mot khach hang cta
chiing tdi c6 théi quen ludn mé dau cdc cudc dam phdn bang cau: “Phéan
déc quyén mdi nay ¢6 mirc gid cao hon 40% so voi cac phién ban tiéu
chuan b&i ching tdi phai bd ra mo6t khoan chi phi 1on d€ phat trién né, d6ng

thoi né ciing ¢6 nhiéu lgi the wu viét vé mét ky thuat. Nhung vi gitra ching



ta dd c6 mot moi quan hé t6t dep, nén ching tdi ¢6 th€ diéu chinh mot chat
veé gid cd.”

bi€u nay gidp khach hang cda ching t6i dong khung ta't ca cac cudc
trao doi sau d6 v&i nhieng khach hang muén dé nghi gidm gid, b&i nd da
dat ra mirc 40% lam xuét phat di€m. K&t qua 1a, ho luén dat dwoc mire gia
cao hon so v&i khi khdng st dung md neo. Goi y: Hiy bao ddm ring ban
¢6 san pham md neo trong danh muyc san pham mdi, va trong moi cudc dam
phan giao dich vé sdn pham md&i v&i khach hang doanh nghiép, hay dwa ra
murc gid cao cho sdn pham md neo.

3. St dung gia lam dau hiéu cho chat lwgng: Néu san pham cé gia
cao hon, no s€ cling cd cho quan diem cia khach hang v'é chat lwong.

Gid cta san pham gii di mot tin hiéu manh mé vé cha't lwgng cda no.
Gia thap dong nghia v&i chat lwong thap; gid cao dong nghia véi chat
lrrong cao. Mikc dinh gia cao cho chiéc iPhone khi né m&i ra mét nim 2007
dong vai tro then ch6t d€ dinh vi n6 1a mot san pham cé chat lwgng. Néu
Steve Jobs clia Apple ra mét iPhone v&i gid 49 do-la, d6 s& 1a mot sai Tam
té hai. Mitc gid nay c6 th& s& gianh dwoc thi phan bang cach ha gid so v&i
d6i tha, nhwng nd ciling s€ tré thanh y&u t6” ép gia cho ta't ca cac loai dién
thoai thong minh trong twong lai va Apple sé khdng tré thanh cong ty lam
an ¢6 1ai nhat trén thé& gidi nhw hién nay. Thay vao d6, mirc gid 599 do6-la
cho chiéc iPhone duwoc dong ddo thj tredng yéu mén di gii di tin hidu rang
chi€c dién thoai thong minh nay cia Apple 1a mdt san pham c6 cha't lwong
va s€ luén nhw the”.

Dinh gid cling c6 tdc dong tim ly dén cach nguwoi ti€u dung nhin nhan
veé hiéu qua cta san pham. Trong mot nghién ctru nam 2008, Ariely va cac
d6ng nghiép dwa cho hai nhom nguei tham gia cing mét loai thudc giong

nhau va cho ho biét ring d6 13 mot loai thudc gidm dau. Nhém thir nhat



dwoc thong bdo rang gid clia loai thudc nay 1a 2,50 do-la/vién, két qua 1a
85% ngudi thudc nhém niy néi rang thudc qua thyc da gidp ho gidm dau.
Nhém thtt hai dwoc thong bdo rang gid thudc da dwoe chiét khau 10 xu, va
chi 61% néi rang thudc ¢ tdc dung. Piéu thd vi nim & chd, khong nhitng
ca hai nhém déu st dung cing mot loai thud'c, ma loai thudc d6 con la mét
loai gia dwgrc. Nhw vy ¢6 nghia la gid ca — chi khéng phai vién thudc — la
y€u t& gitp ho giam dau.!

Xin dwoe lam ro: Ching t6i khéng tng ho viéc lwa doi; chdng toi
khong c6 ¥ néi rang ban nén ban cho moi ngudi thir gi d6 khong xitng ddng
v&i gid tri cia né. Thay vao d6, chiing t6i chi mudn nhan manh ring gid ca
c6 th€ phat di mét tin hi€u manh mé vé cha't lwgng san pham. Goi y: Pinh
gid san phadm qud thap thi t& hon nhidu so v&i dinh gid qud cao. N&u bt
dAu tr mirc gid cao, ban van c6 thé ha xudng; nhung néu bit dau véi mic
gi4 thap, ban s& khé ma ning cao 1én dwoc. Vi vay, khi ra mit san pham
mai, hay can than véi mic gia qua thap. N6 ¢6 the khién khach hang cho
ring san pham ciia ban c6 chi't lwong thap.

4. Dao cao/lwei dao cao: Piat mot chin vao trong cira.

Khach hang thwong bi tdc dong bdi cac khoan chi phi hién hién ngay
tre¢e mét. D ring ho c6 th€ tinh todn dworc tong chi phi s& hitu mot sin
pham theo thoi gian, nhwng van sé bi dao dong tredc khodn chi phi ban
dau. Gia st ban la nha san xudt may pha ca phé, va ban cling tao ra mot
loai ca phé ¢6 cdng thirc dac biét chi dung dwoc v&i loai mdy ma ban ban.
Ban dy dinh ra mét chié€c mdy m&i va sdn pham ca phé mdi. Gia st tiép
ring ban nhim t&i phan khic khich hang cé sirc tiéu thu 0,5kg ca
phé/thdng/ngwdi. Ban dang can nhic gitra hai phwong 4n dinh gid: Phwong
dn A voi 480 do-la cho mdy va 10 do-la cho 0,5kg ca phé modi thdng; hay
Phwrong dn B v&i 120 do-la cho mdy va 40 do-la cho 0,5kg ca phé mdi



thang. Mot nguoi binh thwong s€ khong thd’y phwong dn nao trdéi hon ca —
vi sau 12 thang, gid cho mdy va ca phé cua hai phwong an la nhw nhau —
nhung chiing tdi quan sét thd'y ring & moi linh virc nganh ngh#é, cdc cong ty
nén di theo nhirng phwong én nhwr Phwong an B.

Vi sao? Chi phi tryc ti€p ma khach hang phai trd trwd'c d€ mua san
pham c6 tdc dong t&i tAm 1y clia ho nhiéu hon la tong chi phi s& htru san
pham theo thoi gian. Chién lwge dinh gid & ddy nén la dG bo, tic gianh
dwoc khach hang bang cach chi cho ho tha’y ring chi phi bd ra ban dau 1a
thap, va sau d6 mé rong thong qua mirc chi phi bi€n d6i cao hon. Nhiéu
cOng ty hi€n nay cling da chuyén sang st dung chi€n thuat nay. Cac nha san
Xxud't phan cirng mdy tinh lién tuc gidm gia san pham, nhwng d€ bu lai, ho
c& ging ki&m nhiéu tién hon tir cdc dich vu. C4c cong ty cung cAp hang
tieu dung cing lam nhw vay — cheamg han, mot khoan dau tw ban dau thap
cho chi€c dao cao, nhung bén canh dé la sy dau tw vao céc loai lwoi dao
cao dit hon; mdy in c6 gid ré nhwng hop muec lai gia dit.

D€ t61 da héa gia tri nhan dwoe trong sudt chu ky vong dovi ctia khach
hang, ban c6 th€ ap dung chién lwgec trong tyy d€ ban cac phién ban cia san
pham ma&i. Trwdce tién, hdy ban phién ban co ban clia san pham (d6 bo) r'oi
sau d6 dan dan thuyé&t phuc khach hang s dung phién ban cao cdp hon
(m¢& rdng). Céac cdng ty phdn mém noi ti€ng vai cach lam nay. Cdc nha ban
1é ciing 4p dung mic gia thdp cho mot s& mét hang (phd ctra) d€ thu hit
nhiéu khach hang tim d&n v&i minh réi mé réng sd lwong san pham trén
moi gid d06.23

Goi y: Chi nén st dung chién thuat nay khi ban hoan toan chic chin
ring minh c6 th& ban céc sin pham khéc cho khich hang — tic 12 giong nhu

voi trrong hop cac loai lwdi dao cao, mue in...



5. Dinh gia nho giot: Khiénh khiach hang bét sivng so't vi mure gia
qua cao va xay duwng long trung thanh.

Amazon.com, nha ban 1é trén Internet Ion nha't nwoc My, hién da sé&
htru mét danh vi khac: nha cung cap dich vu dién toan ddm may lon nhit,
con goi la co’ s& ha tang nhw mot dich vu (IaaS). Cac cong nghé lién quan —
mady chi va m6i treong ddm may — déu da dwoec nhiéu ngwoi biét dén va
stt dung rong rai. Sy do6i md&i sang tao cia Amazon tip trung vao cdc md
hinh kinh doanh va md6 hinh dinh gia cho Amazon Web Services va Elastic
Compute Cloud (EC2).

D&1 véi cac cong ty nhd, viéc ddu tw vao sirc manh dién todn va hé
thdng mdy chu vwot qud khd nidng cia ho. Viéc ty thué may chu ciing
khong gitip gidi quyét dwoc van dé nay vi viéc 1dp dit may va trién khai
ngwoi van hanh ching ciing gy ra nhiéu thach thirc vé tai chinh va ngudn
lec. EC2 ciia Amazon gidi quyét vin dé nay biang cich cho phép khich
hang thué nang lyc dién todn cia ho — chir khong thué mdy chd — trong
khoang thoi gian xac dinh. N6i cach khac, khach hang s dung va tra tién
stt dung mdy chad khi ho can dung dén chiing, chir khong phai tra tién lién
tuc. Biéu nay gidp giam tong chi phi cho khach hang. Nhwng diéu quan
trong khong kém la né gitp ha thdp hang rao ti€p can dich vu, trede day
vOn van & mirc cao d€ khach hang c¢6 co hdi st dung mot co s& ha ting
dién toan manh mé.

Dich vu EC2 clia Amazon, mot tredng hop xudt sic vé d6i m&i sang
tao trong cong ngh¢, da cho thd'y ti€ém nang cua dinh gid theo hanh vi va tac
dong vé tdm 1y ctia cac mirc gid. Amazon dwa ra mic gia thap d€ gidm bot
ct so¢ cho khach hang, do d6 giam kha nang khach hang tir chdi san pham.
Thay vi ghi gid hang trdm hay hang nghin d6-la cho mdi mdy cha, EC2 chi

hién thj mirc gia vai do-la, thAm chi vai xu cho mdi gio’ st dung.



Ngoai viéc thay doi triét d€ mo6 hinh kinh doanh cda ban d€ lam theo
mo hinh clia Amazon, liéu c¢6 cich nao dé dang hon nham 4p dung chinh
sach dinh gid nhd giot nay khdng? Chéc chin 1a ¢6 r6i. Cdch don gidn nhat
la chia nho thoi gian.

Céc cong ty thwong c¢d ging tim nhitng hop dong c6 thdi han 1 nim d&
bdo ddm ngu6n doanh thu 6n dinh. Nhung hop d6ng 1 nidm thwong cé gia
d4t 6. N&u ban chia nhd chi phi d6 thanh cdc khoan thanh todn hing thang,
mirc gid s& trong ¢ vé hop 1y hon. Thay vi tinh mic gid hang nim 1a 120
do6-la, mrc thanh todn 9,99 d6-la/thang c6 th€ s€ gidp ban gia tang dang k&
legng khach hang dang ky st dung. Gegii y: Hay suy nghi that ky lwong vé
céach dit gid sao cho that hAp dan — moi chuyén khong dirng lai & viéc tinh
ra mirc gia 1a xong.

6. Ngwong gia tam 1y: Tranh roi xud'ng tw cac dinh gia.

C6 18 ban van thic méic vi sao lai hi&€m khi thd'y nganh ban 1& ghi mitc
gia 101 do-la, ma phan nhiéu déu thay ho ghi gia kieu nhw 99 do-la hay
99,99 dd-la. Ly do nim & chd, khach hang thwong c6 sin cic ngudong gia
trong dau. Ho coi sy khac biét gitra 99,99 d6-la va 101 dd-la 1o6n hon con
s 1 dd-la va 1 xu. Thong thwong, ngudi ta s& cam thay 101 do-la dat hon
nhiéu so v&i 99 d6-la. Dya trén mot nghién ciru da thwe hién cho mdt cong
ty thué bao tryc tuyé€n, ching t6i dd mo ta lai hién twong nay & Hinh 11.2.
Ban c6 thé thdy r6 cac ngwong gia 40 do-la, 70 dd-la va 100 do-la. Cong ty
nay nén dinh gia san pham & mac 69,99 do6-la thay vi 71 do6-la. Hon 20%
khach hang cda ho cho bi€t s€ khong chdp nhan mac gid 71 d6-la. Bé la
dinh gid. Mwrc gid 69,99 do6-la gitp ho tranh bi mat mét lwong dang k€
khach hang tiém nang.

Goi y: Hay xac dinh cidc ngwong gia cho san pham cda ban va luén &

trén dinh.
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Gia san pham theo thang

Hinh 11.2 Cac ngudng gia ciia mét cdng ty thué bao truc tuyén

Pung vo doan: Hay thi nghiém cac chién thuit dwa trén hanh vi

Nhw chwong nay da chi ra, mdi chi€n lwoc trén déu co gid tri riéng
xud't phat to nhieng 1y do khéc nhau. Do cdac phwong dn lwa chon ri't nhiéu,
nén ban ¢an phai thyc hién cac cudc thr nghiém mot cach can than, theo
do6i k€t qua trien khai va lya chon ra cac chi€n thuat t6t nha't cho san pham
m&i. N&u st dung qud nhiéu chi€n thuit, ban s€ khién khach hang cam
tha’y rdi tri. N&u st dung qua it, ban sé khong khai thac dwgc td1 da loi
nhuén tw san pham mai.

C6 nhiéu cdch thir nghiém céac chién thuét dinh gid theo hanh vi. Dudi
day la ba cach tiéu bi€u:

1. Thao luan nhém cung cap y ki€n phan h'6i ctia khach hang doi voi
cac chién thuat dinh gia theo hanh vi ma ban dy dinh s dung. Chiing déng
vai trd nhw céc bai ki€m tra nhd, dé ki€m sodt gitip ban tim hi€u qu4 trinh tw

duy cda khach hang d€ dwa ra quyét dinh Iwa chon san pham. Ban c6 thé



quan sat khach hang phéan rng ra sao tred’c nhirng thay doi vé mirc gia cla
cac san pham md neo, cac giao dich va cac y&u t6 khac.

Két qua thu duoc twr cdc cudc thdo ludn nhém c6 the€ gidp ban di toi
quy€t dinh lya chon hay tr bd mot chién thuét dinh gid nao d6. Trong mot
dy an thtr nghiém y twdng thong qua thdo ludn nhém ma ching tdi thyc
hién, chiing t6i danh gia tic dong cuia cac san pham gia cao dong vai tro mé
neo doi v&i mot nhém g6m bdn san pham. Khach hang tham gia thao luin
néi rang ho cam thay rat bdi rdi khi ding trede 4 san pham nhw vay.
Chién thuat nay td ra khong hiéu qua trong cac cudc tht nghiém dé. S¢
lwong cdc phwong an lya chon khi€n cho viéc ra quyét dinh cua khach
hang tré nén phitc tap. N&u mil quing cho ring chién thuat nay sé hoat
dong tdt nhw voi treong hop clia cong ty khdi nghiép Internet da dé cap &
dau chrong, ¢6 1€ chiing t6i da dwa khach hang cia minh di sai dwong.

2.D3di voi cac san pham true tuyén, hinh thirc thi nghiém A/B trong
moi treong ¢é d6i chirng gidp ban danh gid ty 1€ nhdp chudt va ty 1€
chuyén doi thanh khach hang cta cac chi€n thuat dinh gia theo hanh vi khac
nhau. Chiing mang lai cho ban nhtrng dw li€u th6ng ké quan trong vé nhirng
phwong an ¢6 theé mang lai k€t qua kha quan nhat. Nhwng ban phai thyc
hién cac bai ki€m tra nay ding céch, trong d6 bao gom viéc xac dinh rod
rang céc ti€u chi d€ Iya chon nhém ki€m tra va nhom ddi chieng. Ban ciling
phai chia s6’ mau trong ttrng nhém d€ cdc nhém ¢ quy mo twong ty nhau.

3. Thure hién cac cugc thi nghiém quy mé lom khi ban c¢éan thém théng
tin vé khach hang ma cac cudc tht nghiém cé ddi chirng chwa ddp ng
dwoc. Cac cudc nghién clru nay cé th€ md phong ndi dung ctia cac cude
ki€m tra c¢6 d6i chirng nhung theo hinh thic khdo sat; nhw vdy ban s€
khong phai t6 chirc thr nghiém tryc ti€p san pham. Piéu nay dac biét quan

trong v&i nhitng cong ty ludn phai duy tri sy minh bach vé gid cd, do d6



khong the thire hién mot cudc thir nghiém vé mirc gid. Mot cong ty Internet
ma ching tdi lam viéc cung cé théi quen ki€m tra moi chi€n thuat dinh gia
theo hanh vi thong qua cac cudc khdo sat ngoai doi thuc trwde khi trién
khai thyc hién chiing trén trang web ctia minh. Viéc th nghi€ém nhw vay
cling cho phép ban ki€m dinh nhiéu y twdng, ngay cd khi s& miu nghién
ctru van gilr nguyén, vi ban ¢ th€ @t ra cho ho nhiéu tinh hudng gia dinh.

Nhw ban cé th€ thdy, viéc thyc hién cac cudc thir nghiém la ra't can
thi€t. Ching gidp ban dat ra mirc gid ding — va kién tri bam sat theo cac
muc gia do.

Tém tét

Quyét dinh mua sim ctia khdch hang chiu tdc dong tir ca cic y&u t& vé
ly tri 14n phi 1y tri, va diéu nay ding v&i ca cac khach hang doanh nghiép
14n ngwoi tiéu diing. Céac y&u t& hanh vi tdic dong dén viéc khach hang ¢6
quy&t dinh mua san pham cda ban khong, va ho s€ chon cdu hinh san pham
nao.

Sau chién thuét dinh gid theo hanh vi ma chdng t6i vua trinh bay la
nhirng chi€n thuit hitu hiéu nhdt cho cdc san pham mdi: hiéu ng thoda
hi€p, md neo, gid ca phat tin hiéu vé cha't lwong, dao cao/lwdi dao cao, dinh
gid nhé giot va ngwong gia tam 1y .

Trwdc khi dwa vao trién khai cac chié€n thuét dinh gia theo hanh vi, ban
nén thtt nghi€ém chiing thong qua cac cudc thao ludn nhém, cac bai ki€m tra
A/B ¢6 d6i chirng va cac thi nghiém quy mo 1on.

Cac cau héi ma CEO nén dit ra

Chiing ta ¢6 cAn nhic d&n céc chién thuat dinh gia theo hanh vi khi phat
tri€n chié€n lwgc khai thac lgii nhuin cho san pham mdi khong? Néu khong

thi vi sao?



Trong s& 6 chién thuét dinh gid theo hanh vi cho san pham md&i (hiéu
trng thda hiép, md neo, giad ca phat tin hiéu vé chat lwong, dao cao/lwdi dao
cao, dinh gia nhd giot va ngwdong gia tam 1y), chién thut nao ph hop voi
san pham mai cua ching ta? Vi sao?

Cu th&€ hon: Chiing ta da chuah bi sin mdt sin phAm mé neo cho dot ra
mét sadn phAm md&i chwa? Chiing ta ¢ biét cic ngudng gid thm ly cho san
pham cta minh khéng? Ching ta danh thoi gian d€ nghi cach dinh gia
khong, hay m&i chi dwa ra dwore mot di€m gia? Sao lai nhw vay?

Chiing ta c6 thi nghi€ém hiéu qua cta chién lwoe dinh gid theo hanh vi

khong? K&t qua ra sao?



Chuong 12
Duy tri nguyén gid

Tranh treong hop tai dinh gia dot ngot

Nhuw vay, bdy gio ban da biét ¢an lam nhirng gi d€ tdi da hda tiém nang
kinh t& tr sdn pham ma&i tredre khi dwa né ra thi treong. Nhung chuyén gi
s€ xay ra n€u san pham ra thj treong nhwng thi treong lai khong ma’y méan
ma v&i nd va doanh thu khong dwoe nhw ky vong ban dau? Suy cho cung,
d6i mdi sang tao von khong cd bao hanh keém theo. Khi d6 thi chuyén gi sé
xay ra?

Ban s€ chiu dp lwc tir moi hwdng trong cong ty, yéu cdu phai giam gia
thanh sdn pham. Nhung thwong thi d6 lai 1a mét y twdng ra't do.

Trong chwong nay, ching tdi s€ gidi thich nguyén nhan, chi ra céach
chong lai cac dp lyc doi giam mirc gid ma ban da day cong nghién ctru (vi
ban da lam theo cdc bwdc ma chiing tdi da vach ra & cac chwong triedc) va
cach xw ly tinh huéng.

Khi doanh s& ban hang khéng dat dwoc chi ti€u dy doédn trong vai tuan
d4u sau khi sdn phdm ra mdt, ban chot nhén ra vdn dé. Va vao thdi khic
quan trong do, ra't nhiéu cong ty vi s¢’ hdi nén ra quyét dinh gidm gid san
pham mé&i vi ho cho rang d6 1a diéu bét budc phai lam.

Nhwng gidm gid qua som vo hinh trung s€ gi t&i thi treong mot thong
diép nim ngoai chd y cia ban: san pham md&i khong c6 gid trj nhw ndi dung
thong diép ban dau ma cong ty ban dwa ra. Trén thyc &, bing hanh dong

giam gid, ban dang néi v&i khach hang tiém nédng cda minh rang cong ty



ban da pham sai Tam, hodc 1a sai Tam vé chat lwong san pham, hoac 1a sai
IAm nao d6 khdc. Nhung ngay ca khi ban méic sai TAm vé chat lwong san
pham, gidm gid ciing khong phai 12 bién phap khic phuc. Thue ra, thim chi
n6 con khi€n moi chuyén tré nén to6i t€ hon.

Sau day la mot vi du tuyét voi vé mot cong ty khong may may s¢ hai
khi d67 dién v&i tin tiec x4u twe thi trwong va chong lai dp lwc gidm gia:
Thang 4 nim 2015, Apple ra mét san phdm d6ng h'd Apple Watch von da
dwoc cong ching ngéng cho i 1au. Ban dau, san pham nay chi dwoc ban
qua trang web cta Apple, va phién ban ré nha't c6 gia 349 do-la — thuc ra
hoan toan khong ré chit nao. V&i cac phwong dan phién ban khac bao gom
nguyén liéu thép khong gi hay ma vang, sdn pham nay c6 the' 1én t&i 17.000
do-la — qua 1a mét mén d6 xa xi.

Tuy vdy, dot ra mét sin pham nay ctia Apple lai nhdn vé nhiéu phan
rng tiéu crc. Mot nha phan tich chitng khodn chi ra ring mot nha cung cap
linh kién ché& tao chi€c dong h'é6 nay da san xua't sd lwong san pham it hon
so voi du dodn, nghia 1a doanh s6” ban hang khong thye sy an twong. Binh
luan cda O0ng nay xud't hién ngay trong tiéu dé mdt bai bdo ding trén to
Wall Street Journal s6” ra ngay 31 thang 7 v&i tén “Doanh s& ban Apple
Watch 4m dam, san pham thi khong dep mat.”!

Céc chuyén gia danh gid san pham cé sitc anh hwdng 1on lai dwa ra
nhtrng nhan xét trdi chi€u va khong r6 rang. David Pogue cia Yahoo chi
viét ngan gon: “Ban khong c¢in san phadm nay dau.” Joanna Stern, bién tap
vién phu trach méang thiét bj cong nghé cd nhan cda to Wall Street Journal,
danh gid tich cyc nhung van khuyén nguoi tiéu ding nén cho’ cdc phién ban
khéc trong twong lai v&i hy vong rang san phdm nay khi d6 s& hoan thién

hon.3



Apple khong mu6n nghe nhirng diéu nay. Tuy vay, ba't chdp nhirng tin
tirc khong hay trén truyén théng, ba't cha’p loi canh bao ctia gidi chuyén gia
phan tich dau tw va cac nha binh ludn sanh séi ciing nhirng 101 d6n doan vé
doanh s&'1 ach, Apple van kién quy€&t khong ha gid san pham.

T&i thang 10, sau cd mot mia heé hirng chiu sy bd't man tor moi hwdng
dd vé, phién ban ré nha't cia Apple Watch van 1a 349 do-la.

Theo dir liéu cta hang nghién ctru IDC va céc s6 liéu wde tinh cla gioi
chuyén gia phan tich dau tw v€ doanh s& ban hang cia Apple Watch trong
giai doan tu thang 4 t&i hét thang 9 nam 2015 (ntra sau ctia ndm tai chinh
gan nhat cia Apple), Apple da ban dwgc khoang 8 tri€éu chi€c dong hd.
Gia st phén 1on cdc san pham ho ban dwoc déu thudc nhém ré nha't voi
mirc gid 349 do-la, Apple van ki€m duorc 2,8 ti d6-1a trong sdu thdng ra mét
san pham.

Khong phai 1a mét két qua t€ cho mot san pham mai.

Bing cich quyét tam gilt gid, Apple da tranh dworc 167 phan ng phd
bi€n khi sdn phadm mdi nhdn dwoec nhirng phan (ng trai chiéu trén thj
treong. Hau hét cac cong ty déu nhanh chong tim céach xoa dju khach hang,
nha d4u tw, va nha binh luan bang cdch gidm gid.

Ching t6i goi hanh dong d6 la d€ mat tinh nguyén ven cua gid. San
pham ma't tinh toan ven khi tred'c phan tng tho o twr thi treong, vai thang
sau khi ra mét, cong ty lai tim c4ch gidm gi4 san pham. Khong ai mudn lam
nhw vay ca. Dudi diy la cac 1y do.

TAam quan trong cua s kién dinh khi duy tri tinh toan ven vé gia

Khong ai muon danh ma't sy toan ven vé gia vi n6 tao ra hai m61 nguy
1on: 1am x6i mon lgii nhudn va lam x6i mon gia tri vong doi khach hang.
Néu ban xay dwng dwong cong co gian theo gia trong k& hoach danh cho

san pham m&i, nghia 1a ban da chuan bj ra't ky lwong méi dwa ra dworc mirc



gia y. Bung voi vang hap tip ma tr bd ta't ca nhirng cong sirc d6 ngay khi
vtra nhin thdy nhirng ddu hiéu yé€u ot ban dau vé doanh s&. Néu lam nhw
viy, ban s€ tir bd bién lgri nhuén da dé ra trong k& hoach va s& loi nhuin d6
s€ ra di mai mai.

D¢ an kinh doanh s€ cho bi€t ban phéi hy sinh bao nhi€u lgri nhuén néu
giam gid xudng 5%, 10% hay 20%. N€u ban giam gid nhw vy, tinh hinh
cing chéng th€ dwoe khic phuc nhanh chéng. RSt cudc, ban s& thiét hai
nhiéu lgri nhuén trong sud't chu ky moi quan hé gitra ban v&i khach hang.

Khi ra quyét dinh giam gia dot ngot, ban thdm chi con c6 the giy ra
nhirng thiét hai to 1on vé mat hinh anh thwong hiéu. Gidm gid c6 the gy
ton hai vinh vién cho thwong hiéu vi né tao ra mot cdi nhin tiéu cuc vé chat
leong cua thwong hi€u. N&u khach hang nhin nhan quy€t dinh gidm gié cta
ban la dd'u hi€u cho thdy ban khdng thwc sy tw tin vao gid tri san pham cta
chinh minh, c6 th€ ho sé khong muén mua san pham dé du voi bat ky mirc
g1 nao.

Gitr gia 12 diéu dic biét quan trong trong vai thdng dau sau khi ra mét
san pham. Hay coi chi€n lwgc dinh gid 1a mdt cau chuyén ma ban soan ra
d€ k& vé gia tri chia sdn pham d6i v&i khach hang. N&u ban ra mit mot san
pham roi mot thoi gian ngén, sau lai voi va gidm gid, thi trén thyc t& diéu
ma ban dang néi v&i ho 1a: “Xin 15, chiing t6i vira méic sai [Am.”

Tuy nhién, moi viéc nhiéu ldc khong ranh mach tring den nhuw vay. Doi
khi, cé thé ban s€ phai giam gid d€ tao da cho san pham. N&u quyét dinh
gidm gid, hily bido ddm ring ban 12 ngudi ndim quyén ki€ém sodt d€ tranh
nhtrng hanh dong vdi vang. Ban can phai 1€n k& hoach ky lwong va bao
dam rang khi da nhan nhwong vé gia thi ban phai nhan dwoc thit gi d6. C6

nhw vy, sy nguyén ven vé gia mdi dugc bao toan.



Vi sao cdc cdng ty lai hay gidm gid dot ngdt chi mot thoi gian ngén sau
khi san pham dwoc tung ra thi treong? Thoi di€m nhan dwoc két qua doanh
s0 ban dau d4ng tha't vong 12 khodnh khic ddng s¢’ cho toan bd doi ngii clia
ban. Nhém da dau tw mot lwgng 1on thoi gian, cong stre, tién ctia va ngu'on
von sw nghiép cia minh vao cudc ra mét san phadm md&i ndy. Viy ma bay
gio tinh hinh lai khong xudi chéo mat mai. Va thé’1a xua't hién y mu6n phai
c6 hanh ddng nao d6 — ngay bay gio! — d€ day doanh s6 1én cao. Chién
thuat hién nhién nha't ldc nay la giam gia.

Mot cong ty chau Au chwa ¢ sy chuah bi cho treong hop doanh s&
ban san pham mdi dat dwdi ngwong ky vong. Sau khi sdn pham cua ho
dwoc tung ra thi treong, mot d6i tha hi€u chi€én da dwa ra dong théi hung
hang d€ gianh lai thi phan & Ha Lan. Gidam ddc kinh doanh phu trach khu
vuec Ha Lan (cong ty nay c6 70% thi phén tai day) thong bao cho Giam doc
khu viee chau Au biét dieu d6. Vi Gidm ddc Kinh doanh nay hoang s, xin
phép CEO phé chuan viéc giam gia trén khip chau Au d€ gii vitng doanh
s0. Do lo s vé nhitng kich ban twong ty & nhiéu thi treong khip noi trén
the” gioi, vi CEO cho phép Giam doc¢ Kinh doanh toan céu dwoc toan
quyén ra cac quyét dinh gidm gia khi cén thié€t cho t&i cudi nam.

Chién lwoc dinh gid ctia cong ty nay do sup trong vong mot ngay — chu

y&u la do ho khdng c6 sw chuan bj twr trrde. (Xem Hinh 12.1.)
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Hinh 12.1 Chién lugc dinh gia clia mét céng ty chau Au sup dé chi trong mét
ngay ra sao

Nhung d6i v&i cdc nha doi m&i thanh cong, day lai 13 thoi khic phai
binh tinh va ty tin. Néu ban chwa dw doan dwoc kha nang doanh s6 tri tré
va khong c6 k& hoach ddi phd, thi day khong phai 1a lic d€ hanh dong thai
qua. Pay la lic d€ dung lai va suy nghi. Hodc 1a c6 diéu gi d6 da thay doi
ma ban khong dy doan dwoc tir trivde, hodc 1a k€ hoach ban dau cua ban ¢6
sai s6t. T6t hon hét, hdy phan tich k§ ludng nhirng gi dang dién ra roi mdi
vach ra k& hoach doi pho thay vi vdi vang tung ra chwong trinh khuy&n mai
hay giam gia.

Viéc kién tri trong dinh gia quan trong hon la tré nén hoang s’ vé cac
s0 liéu kinh doanh trong nhitng thdng d4u ra méit san pham.

Hay nghi dé€n chuyén gia ca sau cung.



Cach chuan bi cho giai doan sau khi ra mét san pham

Thong thwdng, giai doan sau ra mét s& 12 thoi diém Ty cing thing va
nhiéu rdi ren cho ddi phu trach san pham. Vay la cudi cing san pham cling
dwoc tung ra thi treong. TA't cd moi ngwoi déu h'di hop. Phan ¢ng ban dau
cta khach hang 1a gi? C6 tich cyc nhw dy doan khong? Doanh s& ban hang
c6 dat dwgrc ding nhw k& hoach khong? P&i thu dang 1am gi? Va vo sd cau
hdi cting thic méic khic.

DAy ciing 1a giai doan dé dién ra nhiéu sai [Am, vi dién bién tinh hinh
r&i ren va vi cac hanh dong thwong dwoc thwe hién ra't dét ng6t. DI nhién,
khong ai ¢6 th€ 1én k& hoach tredc cho tat cd moi viéc. Nhuwng ban van ¢6
th€ chuan bi cho nhirng phan ng thwong gap nhat d€ tranh cac sai Tam dot
ngot nay.

Dudi day 1a mdt s6 meo hay cén lwu y trong quad trinh chuan bi cho giai
doan sau khi san pham ra mét thj treong.

1. Hay kién tri giai quyét cic vah d'@é sau ra mét san pham. Thong
thwong, c6 bdn nhém van dé va ban hoan toan cé th€ chuan bj tredc d€ doi
phé véi ching: (1) thi trrong khdng hi€u gia tri cia san pham hodc ban giai
thich vé gid tri san pham chwa t6t; (2) d6i thd giam gia sau hon; (3) doi tha
ra mit san phadm canh tranh; va (4) bat k& d&i thd c6 nhirng dong thai gi,
doanh s& clia ban vin dwdi nguedng da dit ra trong k& hoach.

Kién dinh khong c6 nghia la khong lam gi. Thay vao do, cong ty ban
phai chung tay hanh dong d€ tim hi€u nguyén nhan d'6ng thoi nghi ra giai
phdp d¢€ gidi quyé&t van dé doanh s& sau khi ra méit san pham. Ddi chuyén
trach phai dirng ra tip hop ti't ca cac don vi chirc ndng nghiép vu lién quan
— kinh doanh, marketing, tai chinh, phat tri€n san pham, quan 1y san pham...
Nhiém vu du tién ctia doi chuyén trach nay 1a xdc dinh cédc 1y do dan dén

tinh trang trén.



Né&u ddi thu gidm gid sau hon gid cua ban thi sao? Chuyén nay gan day
da xay ra v&i mot nha sadn xud't cdc san pham cong nghiép. Cong ty nay da
nho chdng t6i xdc dinh nguyén nhéin cho két qua doanh s6 thim hai cua
mot san pham ma ho ma&i tung ra thi treong. Ching t6i da ra soat ta't ca cac
y&u t&'. Thi pham hda ra la do quyét dinh gidm gid chdn trede clia mot
cong ty d6i thd. Do biét trede khach hang ctia ching toi sdp ra mét san
pham ma&i, d6i thd cda ho da tung ra cheong trinh giam gid 1on do1 voi cac
don hang ¢6 gid tri t6i thi€u & mic cao — va ho thyc hién chwong trinh nay
ngay triedc khi khach hang cua ching t6i gi¢i thiéu san pham mdi. Téi khi
san pham ra thj treong, khach hang da tich tr hang dong san pham giam
gi4 clia d6i thi, do d6 khong con chd d€ mua thém, dui ring sin phAm méi
nay c6 chat leong tot hon.

Hoic k&t qua doanh s& kém ciing c6 the xua't phat tir ric r&i vé mot diic
di€m nao d6 & san pham, vé kénh phan phdi, nhan thirc cda thi trwong, hay
chat lwvgng san pham. Néu da thwe hién t6t khau hoach dinh chién Iwoc
dinh gid, c6 1€ ban sé khong gdp van d€ vé dinh gid. Nhuwng ban can phai
tim hi€u ky lwong d€ xac dinh dwgec can nguyén cia van dé.

BMW da thyc hi€én di€u nay vao ndam 2001. Cong ty nay truy nguoc
tim nguyén nhin ding sau k&t qua doanh s& i ach clia dong xe sedan 7
Series m&i ra mét thi treong. Ho phat hién ra ring khach hang chau Au cho
ring dong xe nay c6 ki€u dang xau. (Ngwdi My khong nhan thdy thé’)
BMW quyét dinh van gitt mirc gid cao cho dong xe nay. N&u khach hang da
khong wa chi€c xe nay, thi ho s& khong bd tién ra mua né, k& ca khi né
dwoc giam gid toi 10%. Thay vao d6, BMW giam muc tiéu doanh s& — chi
khong gidm gid ban — va bit tay vao thiét k& lai cho chiét xe.

2. Nhin xa hon pham vi chi s¢" KPI tai chinh va theo d6i két qua

hiang thang. D& do luong tiéh do cta cic dot ra mit sin phadm mdi, phan



1om céc cong ty déu chi theo déi cdc chi s hiéu suad't hoat dong tai chinh
trong yéu (KPI), thwong 1a khoi lwgng hang héa, doanh thu va lgi nhuén.
Nhung chi nhin vao chirng d6 théng s6” thi chwa dd. Ban con phai theo doi
vé doanh thu, cac chi s6 do lwong vé khach hang, va cc chi s6” do lwong
vé van hanh d¢€ theo sat tinh hinh hoat ddng cia san pham maoi sau khi ra
mét thj treomg. Cac KPI vé kinh doanh nhw ty sua't 13i-18, ty 1& chénh lé&ch
gitra gid ban va gia ban muc ti€u, thoi gian bdo gid trung binh va gia ca trén
crong vi mot nguyén nhan dnh hwdng t&i ty sud't 13i-10 s€ mang lai cho ban
nhirng kién gidi sau sic vé hiéu qua hoat dong ctia doi ngii kinh doanh.

Néu cong ty dang bi ma't mot ty 1€ 1on cac giao dich hodc doanh s& ban
thwe t€ ¢6 s chénh 1éch 1om so voi k& hoach muc tiéu, hodc né€u ddi ngi
kinh doanh than phién ring gia ca 12 1y do duy nhat khién ho bi mat giao
dich v&i khach hang, thi c¢6 kha ndng l1a ban chwa dao tao ddi ngii kinh
doanh hgp 1y. Hodc cling ¢6 the ban phai xem lai viéc dinh gid ctia minh.

Cac KPI nhv s6 lwong céac giao dich leo thang (tirc la cdc giao dich
phai chuyén Ién cap cao hon d€ phé duyét mirc gid), nhirng thay doi vé gia
trong cac giao dich leo thang va s6 lwong cac yéu céu leo thang bi twr chdi
s& gitip ban nim dwoc tinh hinh hoat dong cta ddi ngii kinh doanh. Né&u
mirc gid dwoc duyét bang véi mic gid dé xudt, cé nghia 1a doi ngii kinh
doanh dang thyc hién quy trinh duyét ting gia rap khudén va may moc. Mot
quy trinh giao dich leo thang hi€u qua Iudn luén c6 mot ty 1€ méc ca hop ly,
thay d6i dao ddng & mirc it nha't 1a 33 — 40% trong ta't ca cac giao dich.

Ngoai ra, hdy chudh bj sin tinh than d€ d6n nhan tin tic ring mirc gid
cta ban vin chwa du cao. S6 lwong cdc giao dich leo thang 14 mot KPI quan
trong & day. C6 qua it giao dich leo thang c6 thé’ 1a da'u hi€u cho thdy viéc

ban hang dang dién ra ra't d& dang doi v&i doi ngii kinh doanh. Lic nay, ban



phai dat ciu héi liéu mirc dinh gid san pham cia minh la quéd thdp hay
khong.

Mot nguyén tic vang & diy 13, trong tong s cdc giao dich, t&i da nén
cé trr 20 — 30% giao dich leo thang (tly theo nganh ngh€). Cudi cung, cac
KPI nhw sy chénh 1éch vé gid dat duwoe gitra cdc phan khic khiach hang
khic nhau va f4n sudt stt dung cic dic di€ém cta san pham s& cho biét ring
liéu chién lwgrc phan khic khach hang cia ban c6 hi€u qua khong, va khach
hang c6 nhan dwgc gia tri tir sdn pham cia ban khong.

3. Thwong xuyén ti€n hanh phan tich cac giao dich. Ban cin phai
phan tich ly do vi sao minh chdt va khong chdt dwoc giao dich. Hay tip
hop mét ddi ngd lién chire nang (bao gom dai dién dén tw cac bo phéan kinh
doanh, marketing, dinh gia, tai chinh va san pham) c6 tham gia vao giao
dich. Muyc dich & day 1a nham phan tich giao dich d€ tim hi€u xem liéu
chién Iwge san pham, chién lwge dinh gid, va cic phwong phéap truyén
thong gid tri c6 dwgre van dung ding cach khong. Thong qua qua trinh phan
tich giao dich nay, ban c6 thé phat hié€n ra nhirng diém y€u va, quan trong
hon, tim ra deg'c nhirng phwong an 4p dung hi€u qua cho cac giao dich
khac. Pay la mot khau quan trong; né tap hop ddi ngid kinh doanh d€ cling
th6ng nha't v&i nhau vé nhitng phwong phap lam viéc hiéu qua. Nhung ban
hay tG chirc sao cho cdc budi phén tich giao dich nay giéng nhu mot budi
hoc héi va chia sé kinh nghiém, khong nhim dd 16i hay trirng phat bd phan
hodc nhém nao. Hay khuyén khich tinh than danh gia c&i mé va trung thuc
vé nhirng gi da dién ra cuing nhirng bai hoc riit ra tr d6, dirng bién ching
thanh nhirng chudi chi trich va d& trach nhiém cho nhau.

4. Khuyén khich sy kién nhin trong dinh gia: Yéu ciu doi nhém
nghién ctru ba phrong an hanh déng khong lién quan dén dinh gia trudc

khi ban phé duyét dé xua't giam gia. Cac phan tng tirc thoi vEé gid — thuwong



12 gidm gia — 12 mot ric r6i thwong gip trong giai doan sau khi sdn pham
mé&i ra mét thi treomg. Tuy ¢ the hiéu dwoc, nhung diy lai 13 mot phan
trng sai IAm. Khi doanh s6” khong dat dwore ding nhw k& hoach, hodc doi
tha giam gid sau hon, cdc cong ty thwong v6i vang tim phwong dn phan
trng nhanh. Gidam gid dwong nhw 12 mot bién phap ly twdng: Ban c6 the
thye hién giam gia ngay 14p tirc, khong can phai dau tw thém khoan nao, va
thu vé k&t qua tirc thoi. Nhung nhw ching t6i da khing dinh trong chuong
nay ciing nhw trong cac chwong khac, day la mot cach lam hét sirc thién
can. Ban sé c¢6 nguy co’ bj thiét hai 1on.

Tam 1y kién nhan trong dinh gid 12 mdt nidng lyc quan trong clia moi t&
chirc. Nghe qua thi don gian, nhung d6 lai 1a diéu khé chdp nhan nhat d6i
voi ban lanh dao. BE duy tri va dwa sy kién dinh trong dinh gid tré thanh
mot nét vian héa cua t6 chirc, cach lam nay thwong phat huy hiéu qua rat
tot: Trede khi phé duyét mot dé xud't giam gid, hay yéu cau cap dudi dwa
ra ba phwong 4n thay th& khong lién quan dé&n gid cd. N&u bit budc phai
giam gid, cdp dwdi phédi giai trinh ddy du 1y do vi sao giam gid lai la
phwrong an t6t hon hin so v&i cdc phwrong an khong li€én quan dén gia.

Cac phwong an khong lién quan dén gia bao gém tang cwong quang
cdo hodc bo sung gia tri cho san pham. Ban ¢6 th€ cung ca’p cho khach hang
mot san pham cao cdp hon voi mic gia twvong dwong. Piéu nay sé gidp
ban bado toan dwgrc mirc gia cia minh. Ngay ca trong treong hop gidm gia,
ban cling nén yéu cau khach hang doi lai sy nhan nhwong nao d6. Sy nhan
nhwong d6 c¢6 th€ 1a mot cam két dai han, tang khoi lwong don hang, gidi
thiéu ban v&i cac phong ban khac trong cong ty ctia khach hang ma ban
chua giao dich, sy ung h6 va gidi thiéu san pham cda ban v&i ngeoi khac,

hay cung dwa ra mot thong cdo bao chi chung. Hoadc ciing ¢6 the’'la mot thda



thuin ndo d6 khac, mién 12 ban nhin vé dwoc mot gid tri khi cho di mot gid
tri.

Mot hang vién thong & chau My Latin dit ra nguyén tic budc cdc quan
1y phai dwa ra ba phwong dan khong lién quan dén gid trwdc khi ra quyét
dinh gidm gid. Mt thanh vién trong hdi dong quan tri clia cong ty nay sau
d6 cho biét: “Nguyén tic don gian ndy da mang lai hiéu qua that khong ngdr
va xay dung dwore mot tinh théan ky luat ding nhw ching t6i mong mudn.
N6 that don gian va tit cd moi ngwdi déu dé dang ndm dworc.”

5. Trwére khi dwa ra phan wng vé mwre gia, hady mé phéng cac bién
phap doi pho cta ddi thia. Dy 1a mot cach don gian khac d€ tranh nhirng
quy€t dinh gidm gid dot ngoét. Hay viét ra nhirng hanh dong phan &¢ng ma
ban cho rang cic d6i tha chinh cé the thye hién. Sau d6, md phdng vi the
ctia ban néu ho dwa ra bién phap phan &¢ng dé, bao gdm nhirng s6" liéu dy
doan vé doanh s0 hang hda ban ra, thi phan, lgyt nhuén... N€u ban xay dwng
dé 4n kinh doanh theo nhitng nguyén tic ma ching tdi di vach ra &
Chuwong 9, ban sé c6 th€ dy dodn dwoc cac nwde di chia doi tha.

N&u bai tdp md phdng chi ra ring néu ban gidm gid khi bj doi tha tdn
cong thi tinh hinh s& con t6i t&€ hon, vay thi deng lam. Hay tim cdc chién
legrec khac. Vi sao lai phai ty day minh vao tinh thé khé khan? Piéu nay
nghe ¢6 vé la chuyén ai cling hi€u, nhung ban s€ ngac nhién khi biét rat
nhiéu cong ty khong danh thoi gian d€ phéan tich vé cac phan ng kha di
ctia d&i tha. N&u choi co v&i 181 twe duy nay, chic chin ban s& sém bi loai
khoi cudc choi chi sau vai nwdece di.

6. Doanh so” cao bat thwong cé the la mot van dé cap cao. Day la
van dé khé thwra nhin nhét, va né ciing doi hdi nhirng gidi phap nghiém

khic twong ty nhw v&i tredng hop doanh s& thap ngoai du kién.



Ban ra mit san phdm m&i va mot diéu t6t dep dién ra: Khdi lwong
hang héa ban ra vegt ngoai ky vong. Pa dén lic an mwng chwa? Pung voi
th&". Biét dau ban dang roi vao ric r6i dd'y — c6 th€ ban da dinh gia thap
hon mirc ¢in thi€t va dang bj thiét hai rd't nhiéu du rﬁng doanh sO dat duoc
rat &n twgng. DI nhién, diéu nay c6 nghia la ban dang roi vao nhom tha't
bai khiém nhwong thai qua. Ban cé danh gid sai kich c& thi treong khong,
nhurr PlayMobil da méc sai TAm khi nhu ciu vuwot qua kha niing cung tng
cta ho? Hay liéu d6i thu chinh cua ban cé gdp phdi van dé gi vé san xua't
khong?

Di nhién, doanh s& cao hon ky vong 1a van d€ ma ai cling hoan nghénh
chao don. PBo 1a 1y do vi sao hau hét cac cong ty khong coi day la mot van
deé, hoac né&u co, thi ho cling khong d€ tam tim hi€u. Nhung doanh s& qua
cao cling can dwoc xem xét mot cach than trong va ky lwong nhw treong
hop doanh s6” qud thap. Vi vay, mot [an nwra, hdy tdp hop mot ddi ngii lien
chirc ning d€ cling tim hi€u nhing nguyén nhan chinh din dé&n thanh cong
vueot bac nay. Sau d6 hay phat trien mdt k& hoach d€ x& 1y “van dé” nay.
Néu san pham ctia ban mang lai nhiéu gia tri hon so v&i nhirng gi ma ban
nghi khach hang dang ky vong, viy thi hay tang gia lén. Nhwng hay lam
viéc nay that can thin, tdch thanh vai bwdc nho.

Ching tdi da ching kién chuyén nay dién ra nhiéu I4n. Vao thip nién
1970, hang Mercedes gioi thiéu dong xe SL m&i. Toan bd s6” xe dwoe ban
hét sach chi trong vong vai thang, va s6 ngwoi dang ky cho’ mua xe dai toi
hai nam! Mercedes nhanh chéng nhén ra sai Iam nay: Mirc gia cta chiéc SL
mai thdp hon 20% so v&i tieém nang t6i da. Tuy nhién, ho chi ¢6 the ning
gid trong khodng 3-5% moi ndm. Piéu d6 ¢6 nghia 1a ho phai cho’ vai ndm
moi dat dwore mirc gid to1 wu. Nhw vdy, Mercedes da d€ tha't thodt t&i hang

tram tri€u do-la doanh thu mét cach dang ti€c.



Vi du vé treong hop ctia Mercedes cho thdy tAm quan trong cua viéc
xéac dinh dwgrc mirc gia ding ngay tr dau. Néu khong lam dwoe nhw vy —
nghia la ban dinh gid san pham cta minh thdp dwdi mirc can thiét, khi Yy,
ban nén dwa ra quyét dinh nang gid cing v&i nhirng sy cai ti€n nhd trong
san pham nham hop 1y hoéa sw ting gid d6.

Ban ciing c6 th€ thw thuy€t phuc khach hang chdp nhan cac diéu khoan
giao hang dai hon. Nhwng d€ quan 1y qua trinh d6, ban phai c¢6 bién phap di
kem, chgng han thwong xuyén cdp nhat tinh trang don hang. Y twdng siu
xa & day 1a che chin khach hang that k¥ lwdng, khong @€ giao dich roi vao
tay d61 tha chi vi ban khéng ddp (rng dd nhu cau cia ho. Ngoai ra, ban cling
c6 th€ gia tang ngudn cung cdp cac phién ban san pham gid cao va giam
nguon cung cap cac phién ban gia thap.

Nhwng nhin chung, hdy can than trong nhitng tinh hudéng nhw thé& nay
d€ d@é phong treong hop ban tang gid qua cao. Khach hang sé ghét bd ban
va doi thu s€ nhin ra co’ hoi giam gia d€ san pham cua ho c¢6 gia tha’p hon.
Ngoai ra, ban c6 th€ day nhanh t6'c do phat tri€n thé” hé san pham ti€p theo
va bu dip cho nhirng thiét hai trong nhirng I4n ra mét trong lai.

Cudc chién gia ca: Dong thiai duy nhit mang lai thanh cong la
dwng tham chién

Muc dich cia cac cudc chi€n gia ca la d€ xem bén nao c6 th€ giam gia
nhiéu nhdt. Pung tré thanh ngwoi khoi mao, va ciing ding 1a ngwoi dau
tién dong tha. Cudi cung, trong cudc chién gia ca chi ¢6 mot ngwoi duy
nhit gianh chién thing, d6 12 nguwdi c6 mic chi phi thAp nha't. Ma kha
nang cao la ngwoi d6 sé khdng phai 1a ban.

Chién tranh gid ca mang lai nhitng hé qua tai hai d6i v&i cac san pham
ma&i, nheng nhw cdc nghién ctru clia ching tdi da chi ra, cdc nha quan ly

khong nhitng rat thich st dung chiing ma con khong chju nhan rang ho 1a



ngwoi khiéu chi€n. Trong Nghién ctru DPinh gid Toan cau nam 2014 cua
chiing t0i, 83% cong ty cho ring ho cdm nhan dwoc dp lyc vé gia trong 2
nam qua. Ly do 1on nhat 1a sy canh tranh vé mirc gid thap, hodc 1a tw phia
cac d6i thd mdi hodc 1a cac ddi tha hién tai. Chinh dp lyc d6 da gay nén
nhtrng cudc chién gia ca.

T4t cd moi ngwoi déu ghét chién tranh gia cd, nhung khong ai chiu
thtra nhan rang chinh ho 14 ngudi khoi mao. 58% s& ngudi tham gia cudce
khao sat trén ctia ching t6i cho biét ngay tai thoi di€m do, ho dang tham gia
vao mot cudc chién gid cd. (Khoang 19% quan sét thd'y ¢6 cudc chi€n gid
ca trong linh vire hoat dong ctia minh, nhwng néi rang chuyén d6 khong anh
hwdng dén ho.) C6 t&di 90% nhirng nguoi dang tham gia vao cudc chién gia
ca néi ring chinh ddi tha ciia ho di giy chién trude. Chi 5% néi rang ho
chli dong gy chién va 5% néi rang ho vo tinh giy chién.

Vé mat logic, khong th€ nao c6 chuyén gan 90% treong hop chién
tranh gid cd nd ra 13 do 10i clia ngwdi khac. D6 1a pht nhan thye t€. Sy thuc
1a, c6 Ira thi m&i ¢6 khoi.

V&i quan niém nay, cac CEO va cac lanh dao kinh doanh khac c6 th€
hwdng dan cdp dwdi clia minh hanh xi¢ hét sitc thin trong tred'c nhing
cudc chién tranh gid ca va khong dueoc hanh dong vi so’ hai. Nguyén nhan
gdc ré ctia ndi s¢ d6 1a sy hi€u nham. P& thi A mudn tin cdng lai Poi thi
B vi B gianh git khach hang ctia A. P&i tha C cho rang d6 13 mot don tan
cong trye dién, toe d6 khi€n cad A va B cung phan cong.

Ban can phai dwa ra nhirng thong di€p truy€n thong ro rang d€ tranh
nhitng hi€u nhdm nhw vay. Ban phai hiéu dworc 1y do ding sau cic dong
thai dinh gid ctia d&i thd. Ngwoi lanh dao phai bio dam rang doi ngii nhan
vién ctia minh hiéu r6 nhirng hé qua khong mong mudn cia cac cudc chi€n

gid ca.



D€ tranh nhirng ba't ngo> von la dong lwc lam ndy sinh y mudn gidm
gi4, ban hay chuah bj sn cdc quy trinh cp nhat md hinh dinh gi4 va thuc
hién du doan dinh ky v&i nhirng thong tin méi tw thi treong, sau d6 giao
trach nhiém cho cdc don vi chirc nang phai thwc hién nhirtng dy doan doé.
Hiy bio dam ring trong cdc mo hinh va s& liéu dy dodn clia ban di tinh
dén nhirng gia dinh vé do co gian theo gia.

Tém tét

Panh mat tinh toan ven vé gid ddi v&i san pham mdi ¢6 nghia la ban
dang cit gidm gid khong can thiét hodic qud sém khi tha’y tinh hinh doanh
s& ban hang ti€n tri€én cham hon so voi ky vong. Diéu d6 sé lam x6i mon
loi nhuén, gia tri vong doi cda khach hang va thweong hiéu ctia ban.

D€ duy tri tinh toan ven vé gid, hay tip hop mdt d6i ngii lién chirc nang
de€ cung nhau phan tich vadn dé. Nhiéu khi két qua phan tich lai cho thay
ban khong hé gdp van dé gi vé dinh gia. N6 ¢6 thé do ban chwa truyén tai
dwore day da gia tri cua san pham, do mét truc trac nao d6 vé chat lwong
san pham, do ddi ngii kinh doanh chwa dwoc dao tao ky lwong, hoac do ba't
ky van dé nao khdc. Pirng voi cho rang van dé xui't phat tir viéc ban da
dinh gia sai.

Diéu d6 doi héi sy kién nhin. Cdc nha ddi mdi thanh cong thwong
hwdng din doi ngii clia minh cdch d€ tranh nhdm 14n vAn dé vé dinh gid
voi cdc van dé vé chat lwgng va truyén thong lién quan dén san pham
ma&i. Ho khong phé duyét dé xud't gidm gid ngay 1ap tirc ma yéu cau cip
dwdi it nha't phai trinh ba phwong an khong lién quan dén gia ca.

Né&u nhu cau vé san pham vueot qua sy ky vong ban dau, ban cling nén
ki€m tra that k§ lwong vEé “van d€” nay. Néu két qua phan tich cho thdy
ring ban nén ting gid, hay chia nhd 19 trinh ting gid thanh vai budc nhd.

Tang gia qua nhanh c6 th€ khi€n khach hang mat thié€n cam.



biéu quan trong nhét la cac vi lanh dao thanh c6ng thwong tim cach
trdnh nhitng cudc chién gid cd gan nhw bing moi gid. Ho nhan ra rang néu
giam gid d€ phan tng trwedre dong thai gidm gid cia d6i tha, ho chi dang
treg't doc ma thoi. Chi nhirng d61i thd nao cé chi phi hoat dong thap nha't
m&i gianh dwoc phian thing trong nhitng cudc chién dé.

Cac cau héi ma CEO nén dat ra

Néu doanh s& ban hang dwdi ngwong muc tiéu da dé ra, dau 1a 1y do
thie sy? Chung ta da 1am gi d€ tim ra nhirng nguyén nhan d6?

Céac bién phap dwgc dé xuat co th€ gitp gidi quy€t nhirtng van dé ma
ching ta phat hién dworc ra sao?

Céach san pham dwgc nhin nhin trén thi treong (tw géc dd chtia khach
hang, cic d6i tac kénh ban...) c6 khop v&i cach ching ta nhin nhin veé sian
pham trong dé an kinh doanh/k& hoach kinh doanh khong? N&u khong,
chuing ta dinh lam gi d€ stra sai?

Néu doi tha giam gid, thi ho gidm gid vi 1y do gi? Muc dich & day c¢6
the'la gi?

Chién lwoc phan rng kha thi nhat 1a gi? Néu ching ta quyét dinh thay
d6i mirc gid, dau la nhirng phwong an khong lién quan dén gid ma chung ta
da thao luan? Ching ta dw doan d6i thi s€ phan tng nhw thé nao? Ching ta
s€ & vao tinh hudng nao sau khi d6i thi phan don?

DPoi ngii kinh doanh cua chiing ta da chuan bi nhw thé nao cho dot ra
mét san pha&m m&i? (Ban nén hdi vé cdc chién lwoc truyén thong ma ho da

chuan bi d€ ddi pho lai nhirng bién phap phan cong cia doi thu.)



Phan Il
NHONG CAU CHUYEN THANH CONG VA CHIEN LUOC
KHAI THAC LOI NHUAN TU ©81 MGI SANG TAO



Chuong 13
Hoc héi tir nhirng trudng hop thanh cdng nhat

Cac y twdng doi moi sang tao thanh cong duwoc thiét ké” tap trung
vao gia ca

Trong su6t 9 chwong truede, chiing téi da siv dung nhirng cau chuyén ¢6
thue twr cac cong ty c6 thye d€ minh hoa cho 9 bwdc thiét k& sdn pham maoi
xung quanh yé€u t& gia cd. Nhirng vi du thyc t€ nay cho thdy nhirng gi sé
xay ra khi cac cong ty thyc hién khai thac lgii nhudn toe d0i méi sang tao
theo cach nay — bao goém ngudn doanh thu m¢&i ma ho c¢é thé thu vé, nhirng
khoan l¢ri nhuédn cao hon ma ho cé thé ki€m dwoce, nhitng san pham mdéi
phtt hop v&i khach hang hon ma ho c¢6 thé tao ra va sw trung thanh tt phia
khach hang ma ho cé thé€ xay dung dworc.

Trong chwong nay, ching t6i s€ khong dung & viéc k€ chuyén ma trinh
bay cac treong hop nghién ctru di€n hinh vé bay cong ty da thu dwoc
nhirng ngu6n lgii nhuén khong I'6 nho’ vao 167 ti€p cén “thi€t k& san pham
12y gid ca lam trong tdm” trong qua trinh khai thac lgi nhuén toe d6i moi
sang tao.

Pay la cac treong hop di€n hinh dwoe chon loc can than va cé y nghia
xét tir nhiéu géc dd — bao gom ca vi du trong moéi trrong B2B va B2C,
hoat dong d0i mdi sdng tao truyén thong va hoat dong doi mdi sang tao
mang tinh dot phd, trdi rong & nhi€u linh vgc nganh doc nhw 6 t6, phan

mém cung dwgc pham.



Ching tdi s& bit dau v&i Porsche, mot vi du ma cé 1& ban van nhé
d4u cudn sich. O day, tredng hop Porsche s& dao siu hon vé hai san phdm
thanh cong vang doi, cho phép ho vuot ra khdi pham vi cda thi treong 6 t6
the’ thao truyén thong: xe SUV Cayenne va xe sedan Panamera.

Tiép theo Porsche 1a cau chuyén vé LinkedIn. Treong hop nay ban vé
cach LinkedIn phat tri€n mang xa hdi danh cho khach hang doanh nghiép,
bao gom céac cong cu tuyén dung trén thj treong. Va k&t qua ho dat duoc
that an twong: doanh thu trong mang khach hang doanh nghiép tang 36 Tan
chi trong vong ndm nam.

Trwong hop thir ba la Drager Safety. Cong ty nay san xud't cac thié€t bi
giup do tim cdc loai khi gas nguy hi€m bj ro ri & nhirng noi dwdi mat dat
nhr hdm mo va cac hé thong thoat nwdoc. Ban s€ thd'y Drager Safety van
dung cdc nguyén tic dwoc néu ra trong cudn sich ndy nhw th& nao d€ ra
mét thanh cong thiét bj do khi gas méi.

Ti€p ndi Drager, ching ta s€ cung tim hiéu vé Uber, mot cong ty khong
can gioi thiéu vi ¢6 1€ ai cling nghe tén ca r'oi. N&u ban 1la mot trong hang
triéu ngwoi ting goi taxi qua ng dung di dong vo cung phd bién caa Uber,
thi ban ciing da quen thudc v&i cach thirc van hanh cia ho. Nhung & day
chiing t6i khong ban d&n ng dung ma chi cho ban thy rang ban thin md
hinh dinh gid ctia Uber ciing 1a mot sy d6i m&i sang tao.

Trwong hop nghién ctru dién hinh thir ndm la vé mot cong ty 1on tudi
hon Uber rat nhiéu: Swarovski, hing sin xudt pha 1& cao cAp cia Ao.
Chiing t6i s€ trinh bay cach ho thay doi quy trinh phat tri€n san pham, qua
d6 dinh hinh lai cidc san pham ma ho tao ra cling nhw cach ho khai thac loi
nhuén tw ching.

Ti€p sau Swarovski 1a cau chuyén vé Optimizely. Cadc nha sang 13p

cOng ty nay c6 th€ khzflng dinh rang ho di gitp Tong thdng Obama dic cir



nhiém ky thit hai. Optimizely 1a hang cung cap phdn mém nhr mét dich vu
(SaaS), hd tror céc cong ty cai thién kha nidng thi nghiém va cd nhin héa
trang web. Treong hgp ciia Optimizely ra't dang d€ cac cong ty khdi nghiép
tham khao néu ho mudn tim ra nhitng céch thitc hiéu qua hon nhim d4nh
gia ttém nang thi treong cda y twedng san pham hodc dich vu mdi, ¢in phai
lam gi cho khach hang va nén dinh gia san pham ra sao.

Trwong hop nghién ctru dién hinh cudi ciing cda ching toi 1a mo6t hang
dwoc pham ddy tinh than d6i mdi sang tao. Ching toi s€ 1y giai cach cong
ty nay da triét d€ cai t6 nhw thé” nao d6i voi cach danh gia tinh kha thi vé
mat thwong mai cla céc loai thudc méi. Do yéu ciu vé biao mét, ching toi
s€ khong ti€t 10 tén that cta ho.

Cau chuyén vé Porsche — ré khoi mang xe the thao de¢ tao ra hai
dong xe thanh cong

Phwong phéap phat tri€n san pham cda Porsche 1a sy minh hoa day du
cho cdc nguyén tic trong cudn sach nay. Cau chuyén ctia hiang sdn xu't 6 td
cta Ptrc cho thdy cac vi lanh dao ¢6 th€ thyc hién nhirng y twedng doi moi
sdng tao bén ngoai linh vyc kinh doanh c&t 16i ciia minh.

Trong sudt hai thdp nién dong hanh cuing ho, Porsche tuan thd mo hinh
doi m&i sdng tao “thiét k& sadn pham tip trung vao gid cd” chit ché d&n ndi
n6 da tré thanh mot phian khong the tich roi trong nén van hda ctia cong ty.
Khong phdi ngiu nhién ma trong thoi gian nay, ho ciing tao dwore sirc ting
tredng an twong va lién tuc doi mai, voi 1o nhuén thu vé ludn & mire cao.
Thuc ra, xét vé lori nhuan trén mdi chiéc xe ban dwoc (trwde thué va 1ai
sua't), Porsche dirng d4u trong nganh san xud't 6 to.!

Trong hai nam 2013 va 2014, bién lgii nhudn hoat dong cta cong ty
vurot mat ba hang 6 t6 hang sang ciling clia Pirc nhung ¢6 quy mo 1on hon

ra't nhiéu [an la Audi, BMW, va Mercedes.2 Va tuy nghe cé vé la mot cong



ty nhd, nhung trén thyc t&, voi doanh thu 19 ti d6-la nim 2014, Porsche
thura ti€u chuan d€ lot vao ntra trén trong danh sach Fortune 500 ctia My.

K€ twr khi thanh 14p nam 1948, Porsche ndi danh v&i mot loai xe duy
nhat: xe 6 to the thao cong sudt 1on. Do vay, quyét dinh ra mit dong xe the
thao da dung (SUV) Cayenne nam 2002 ctia ho ¢6 vé la mdt man danh
cwoe 1on. Tuy nhién, chi ¢6 rd't it nha quan sét trong linh vic 6 t6 biét dén
nhirng nghién ctru vé dinh gid va phat tri€n san pham ma Porsche da lam
doi véi chiéc Cayenne trwede khi cho ra mat. Gidi quan sat khong hé biét
ring Caynne khong phai 12 mot man d4nh cwoc, ma 13 sy mé rdng cé suy
tinh cua thwong hi€u xe Porsche.

Porsche da gieo nhirng hat giong dau tién cho thanh cong vang doi cla
Cayenne — va sau nay l1a Panamera, dong xe sedan hang sang bdn ctra danh
cho gia dinh ra méit nim 2009 — ngay tir budc dau clia quy trinh phat trién
san pham. Ménh 1énh ma ban lanh dao cap cao cta Porsche truyén xudng
cho do6i ngii phat tri€n hai dong sdn pham trén 1a nghién ctru that ky lwong
d€ xac dinh cac dic di€m, nhirng diém can cai thién va cac khia canh khac
ma khéch hang thyc sy dé cao, cung mirc gid ho sin sang chi trd. Nguyén
tdc khai thdc loi nhuin nay 1a y&u t& quan trong 1dm nén thanh cong an
twong clia Cayenne va Panamera trén thi treong.

Vay chinh x4c thi chung t61 dang n6i1 dén loai thanh cong nao? Cayenne
tré thanh dong xe ban chay ctia Porsche. Nam 2015, doanh s6 cia Cayenne
dat khoang 73.000 chiéc, cao hon ga'p doi so voi 32.000 chiétc cia dong xe
the’ thao 911 truyén théng cua Porsche.?

Chiéc Panamera cling 1a mdt san pham thanh c6ng trong suét 5 nam
qua. Nam 2014, Porsche ban dwoc khodang 22.000 chi€c Panamera, cao hon

khoang 1.000 chiét so v&i chiéc Boxster.



Dudi ddy, ching toi s€ 1y gidi nhirng nguyén nhin din dén thanh cong
cho hai sdn pham mdi nay cua Porsche.

Nghién ciru khach hang tw rat sém

Khoang 4 nim trrde khi ra mit Cayenne va Panamera, Porsche di thuc
hién nhirng cudc nghién ctru ban dau, bao gom cac cudc khao sat qua dién
thoai cta cac cdp quan ly voi khach hang tiém nang & cac thi treong quan
trong nhat.

Céc khéo sat cua Porsche xdc nhén ding di€éu ma cong ty ky vong:
Khach hang cho rang xe SUV va sedan gia dinh van phit hop v&i hinh dnh
thwong hiéu cia Porsche va khong anh hudng t&i danh ti€ng vEé cac loai xe
th€ thao hang dau thé gidi ba'y 1au nay cta ho. Quan trong khong kém, cac
khéo sat khach hang cung cap nhi€u thdng tin dau vao chi ti€t ma Porsch
c6 th€ st dung d€ hoan chinh y twdng san pham. Chfmg han, khach hang
tiém nédng cta chi€c Panamera mu6n c¢6 mot chi€c sedan kich thuoc day da
v&i khoang d€ @6 rong rai, nhung van mang 100% phong cdch thé thao cta
Porsche.

Céc cudc khao sat khach hang ciling gitp Porsche tim ra khoang gia phu
hop cho hai chiéc xe. V&i chi€c Cayenne, khao sat cho biét Porsche c6 th€
tinh mirc gid cao hon nhiéu so v&i cac dong SUV khiac. V&i chiéc
Panamera, Porsche biét rang ho c6 thé x&p né vao phan khiic xe hang sang
ca’p cao (vi du, Mercedes S-Class), va do d6 x&€p cao hon mot bic so voi
Mercedes CLS (xe Mercedes 4 ctra ¢6 kich ¢ twong dwong Panamera,
nhwng gid thadp hon 15% so v&i S-Class). Mot tin vui cho hang.

Cudi cung, mdi cudc nghién ciru lai mang dén cho Porsche nhirng kién
giai ban dau quan trong vé tiém nang thi trwong va cac phan khic chinh.
Chflng han, nhiéu ngwoi thich thweong hiéu Porsche va mu6én s& htru mot

chi€c xe th€ thao 911, nhwng khdng dd kha nang d€ mua mot chi€c xe phuc



vy s& thich cd nhian nhw vdy. Nhung véi Cayenne hodc Panamera, mot
chiétc xe d€ ca gia dinh di lai hing ngy ctia mot ngwdi hAm md xe Porsche
cling van 12 mot chi€c Porsche chinh hiéu. Hon ntra, chi s& hitu clia nhitng
chi€c 911 ciing khong phai 1di xe thwong hiéu ctia nhan khac khi ché gia
dinh; gio ddy ho c6 th€ bién toan bd 6 td trong garage nha minh thanh xe
cua hang Porsche.

Nhwng Porsche ciing 1a mot thwong hiéu tao ra nhirng quan di€m trai
chiéu & nguoi tiéu dung. Qua khao sat, Porsche nhin thdy rang c6 mot
phan khiic khach hang khdng bao gio mua xe SUV hay sedan ctia Porsche,
bat luin ching t6t dén thé" nao. V&i thdng tin nay, Porsche da hinh dung
dwoc sor b vE tiém nang thi treong cho Cayenne va Panamera tw géc do
dinh Iwgng. D liéu khao sat tré thanh ngudn thong tin dau vao thi€t y&u
giup ho xay deng nén dé an kinh doanh cho hai dong xe.

Xac dinh cac dac dieim nén giwr hodc ¢in loai bo

Vé&i nhitng hoat ddng nghién ctru ban d4u chi ra ring Porsche c¢6 co hoi
voi dong xe SUV va sedan gia dinh 4 ctra, buwdc ti€p theo la xdc dinh
nhitng dic di€m va chi tiét k§ thut. Porsche biét rang thiét k&’ mot chiec xe
kha thi c6 nghia la cung cap cho khach hang nhirng dac di€m ma ho mudn,
chtt khong phai nhirng gi ma Porsche mudn. P6i voi Cayenne va
Panamera, ho thyc hién cdac phan tich gid trj toan dién (nhw da ban dén &
Chwong 4) nham xdc dinh c4c dic diém cho tirng chigt xe.

Porsche thyc hién phéan tich gia tri & “phong thi nghi€ém 1am sang 6 t6”
(theo cach goi clia ho) trong cac ctra hang trieng bay; tai day, ho cho thué xe
cta doi tha va treng bay chiing bén canh cac doi xe mdi cia Porsche. Sau
d6, ho moi khach hang tiém nang t&i danh gia.

Di nhién, cac cau hdi cia Porsche cling ¢c6 phan vé thién chi chi tra

(WTP) ctia khach hang d6i vai xe. Pay cling 1a mdt budc ti€n veot xa so



voi cac nghién ciru khach hang phd bién trong nganh. Hau hét cdc nha san
xud't 6 td chi thu thip thong tin vé quan di€m ctia khach hang; ho dit ra
nhtrng cau héi nhw: “Anh/chi cé thich tong th€ chi€c xe khong? Dién mao
chi€c xe thi th¢’ nao? The  con ndi tha't trong xe?” hay “Anh/chi c6 thich dac
diém nay khong?” va “Anh/chi ¢c6 mudn mua chi€c xe nay khong?” Nhung
ho lai thwong bd qua budc quan trong la dit ra nhirng cau hdi vé WTP (nhw
chung t6i da trinh bay & Chwong 4).

Thong tin nay lai ¢6 y nghia sdng con doi v&i Porsche. N6 gidp ho xac
dinh cu th& khoang gia cho Cayenne va Panamera. Va bang cich do luong
phan &ng ctia khach hang d6i v&i tung dic di€m goi y, Porsche thu vé
nhitng di¥ liéu gid trj d&€ dAm bao rang thiét k& va cAu hinh san pham cia
hai chiéc xe déu nhim diing muc tiéu.

O Porsche, khong c6 dic diém ndo 1a bat khd xdm pham; ngay ca
nhirng dac di€m nhd nha't cling dwoc dit 1€n ban can d€ do d&€m can than.
Chflng han, ban d4u Porsche cho ring & phan bang diéu khiénh cila
Panamera chi ¢in c6 chd d€ coc kin ddo va nhd 1a da. Nhung nghién ciru
chi ra rang khdch hang mudn nhiéu hon thé&. Vi viy, cdc nha quan Iy cta
Porsche quyét dinh khong chi dwa chi ti€t chd d€ co'c & bd phan diéu khiéhn,
ma con d4u te mot khoadn 1én nham thiét k& lai phan bang diéu khién trung
tam d€ thwc hién ding nhirng diéu ma khach hang cho biét ho dé cao,
mong mudn va sin sang tra tién.

Moét quyét dinh quan trong vé thi€t k& va cau hinh san pham doi voi
Porsche la xac dinh nhirng dac di€m khong dwoee dwa vao hai chiéc
Cayenne va Panamera. O day, mot Ian nira, Porsche ¢6 sy bt pha khoi “161
mon” thong thwong. V&i nhiéu nha san xud't 6 t6 khac, ho tranh luan theo
hwong vi sao khong nén dwa mét s& dac di€m vao xe. O Porsche, ho ludn

tap trung vao 1y gidi vi sao lai nén dwa mdt dic diém nao dé vao xe.



Porsche ddt moi dic di€m tredc vong thie thach. Ho khong chd’p nhan 167
1ap luan “O thj tredng nay ti't ca moi ngudi déu 1am the.”

Khau quan trong trong quy trinh nay la quy€t dinh xem nhirng dac diém
nao sé la trang thi€t bj ti€u chuan va nhirng dac di€m nao s€ 1a phwong an
tly chon. N&u gan nhw ta't ca cac khach hang déu c6 chi s6 WTP teong doi
cao cho mét diac di€m nao dod, Porsche sé dwa né tré thanh mdt diac dieém
ti€u chuan. N&u chi c6 mot s6” khach hang dong y tra tién cho mot dac
diém, Porsche sé x&p n6 vao phwong an tuy chon.

Porsche thyc hién khau phén tich chat ché va than trong nay doi voi
moi dong xe m&i. K&t qua 1a, cadc dong xe ctia ho ¢6 danh sach cdac phwong
an tuy chon dai nhat trong s6 ta't ca cac hang xe. Nhung Porsche ciing ki€ m
tién tr nhitng phrrong 4n niy nhiéu hon so v&i hau hét doi thii. Va bing
cach dwa nhiéu didc di€m nhw vdy vao danh sach tuy chon, cong ty nay da
tranh dwgc treong hgp xay dung mot sdn pham ¢6 qua nhiéu chi tiét, kéo
theo mirc dinh gid qua cao.

Tai Porsche, quy trinh quyét dinh cac diac di€m can dwa vao hay loai bo
khéi san pham thwong kéo dai va doi khi rd't phirc tap. Tuy nhién, chinh
diéu dé da cho phép ho tranh dwoc nhitng sai [Am dit dd vé dic diém sin
pham ma c4c d&i thll van thwong xuyén méic phai.

X4y duwng mét d'é 4n kinh doanh “so'ng” véi mire gia t6i wu héa
thue sy

DPdi voi Cayenne va Panamera, dé€ an kinh doanh cta Porsche bao g6m
mot md hinh mo6 phdng thi treong vE toan bd cac thi treong phit hop voi
hai dong xe nay. Mdi dé dn déu bao quat di liéu vé WTP chia khéach hang,
phéan tich gia tri cia cac dac di€m va do co gian theo gia. Tat ca cac dir li€u

nay dwoc dya trén nhitng nghién ctru chi tiét & My, chau Au, chau A — Thai



Binh Dwong va céc dir liéu thj treomg c6 sdn khdc (vé thi phan, doanh s&
ban hang cda doi tha...)

Khi st dung md hinh md phong thi trrong, Porsche hi€u 6 vé nhu ciu
cia ngwoi tiéu dung doi voi xe tai teng di€ém gid. (Préu nay nghe cé vé
quen thudc phai khong? D6 chinh 1a dd co gian theo gid/dwong cong nhu
cau ma chung ta da cung nhau tim hi€u & Chwong 8 day.)

Trong bai tdp nay, Porsche khong danh gia tic dong ctia Cayenne trong
moi treong biét 14p. Ho nhin vao tdc dong cla san pham nay ddi voi toan
the’ cong ty: phan doanh thu va lgi nhuin c6 thém, cung cac y€u t6 lién
quan khac. Porsche da can than phén tich xem liéu san pham ma&i cé gay
ton tha't cho hoat dong kinh doanh cac dong xe khac cta ho hay khong. Ho
chi phé duyét cho dé an phat trién san pham m&i né€u nhw san pham mdi c6
the gitp gia ting tong doanh thu. Trong trwong hop cda hai dong xe
Cayenne va Panamera, cong ty nhin thdy riang kha ning giy anh hudng
ti€u cyc cho cac dong xe khic cda ho la twong doi thap.

Lo1 ti€p can toan di€n nay ra't hi€m gap trong nganh 6 t6, mot linh vuc
phat tri€n bung nG vé s6 lwong cac dong xe k€ tir thap nién 1990 t&i nay —
du ring moi thi tredng ngoai trir Trung Qudc di cé ddu hidu ting trwdng
cham lai. Danh muc san pham cda cdc nha san xud't 6 t6 lon déu rat rong.
Nhuw vay, cidc d6i tha ctia Porsche phai chiu ganh ndng ctia nhirng dong xe
gdy ton hai t&i doanh s& ctia cdc dong xe khac ciling do ho san xud't. Nhwng
voi Porsche, bo sung thém sdn pham md&i ma khong gép phian thic day
doanh thu tong la diéu c&m ky.

P¢ an kinh doanh cho Caynne va Panamera cta Porsche 1a nhirng h'6
so’ sdng, thwong xuyén dwoe cdp nhat. Ho thdm chi con ra soat lai dé€ an

kinh doanh mdt I'4n nira sau khi sdn phadm ra mét thj truomg d€ kiém tra do



chinh xac trong cac sd li€u dy doan vé doanh thu va rit kinh nghiém cho
quy trinh phat tri€n sdn pham mdi ti€p theo.

Thu hdt nhém khach hang ti€p nhan sdn pham so'm:

Chién lwgc hot vang cua Porsche

Tt c4c nghién cttu khdch hang, Porsche biét rang hai dong xe SUV va
sedan gia dinh cta ho s€ thu hit dwoe sy quan tdm lon. Cac khach hang
tiém niing néi ho sdn sang tra gia cao cho c4 hai loai xe, vi ho nhin ra gi4 trj
that & chdng. Do vy, d6i v&i chi€c Cayenne va sau nay la chi€c Panamera,
ban d4u Porsche chi gi&i thiéu ra thi treong doi xe hang sang c¢6 dong cor 8
xi-lanh. Ho chd mot niim sau mdi ra mét doi xe 6 xi-lanh gid thap hon.

Dbiéu nay cho phép Porsche c6 thé thyc hién chién lwgec hot vang doi
voi phan khic khach hang mudn 1a ngwoi ddu tién s¢ hitu mot chiéc SUV
hay sedan gia dinh nhwng dam chat thé thao ctia Porsche. Nhirng khach
hang nay phai mua doi xe gid cao hon (va ¢6 bién lgii nhuén cao hon), du
ring ho khdng hé ddnh gid cao dong co’ 8 xi-lanh.

Nhiém vu cua ban lanh dao cip cao & Porsche: CAy gen khai thac
lg'i nhuén tw san pham m&i vao DNA cua cong ty

Ban lanh dao cap cao ctia Porsche, twr cdp cor s& cho dén tdn CEO va
hdi dong quan tri, d€u tich cyc thic day 161 ti€p can “thi€t k& san pham
xung quanh gid cd”. Thong qua ca 1¢i néi 1an viée 1am cda minh, ho da dwa
nguyén tic niy vao DNA clia cong ty.

T 1au cong ty nay dd goi DNA ciia minh 1a “Nguyén tic Porsche.”
Triét Iy dinh hwéng nay mang tinh bao quit hon, nham muc dich “ludn
lu6n khai thac t&i da moi thir... d€ bién hiéu sudt hoat ddng thanh t6c d6 —
va thanh cong — theo cach thong minh nhat cé the.” Nhwng d€ dwa khai
thac loi nhuén tir d61 mdi sang tao tré thanh moét phan trong triét 1y do, ban

lanh dao cAp cao ctia Porsche biét rang ho phai lién tuc ditng ra 1am gwong.



Ho 1am nhw vdy bang cich nao? Khi cdc nha phét trién san pham cda
cong ty bét tay vao du 4n xay dung Cayenne, ban lanh dao Porsche da thué
xe cua cac hang doi tha ve 1di thir d€ trye ti€p danh gia chat lwong xe.

Trong cac phong thi nghiém lam sang 6 t6 cua cong ty, trong cic cudc
thdo ludn nhém, cuing nhiéu hoat ddong nghién ctru khac, ban lanh dao cap
cao cta Porsche déu hao hing trao d6i v&i nhitng ngwoi tham gia phong
van d€ thu thap thong tin. Ho ciing theo ddi can than cac video quay lai cac
cudc thao ludn nhém d€ r'oi dat ra nhirng cau hoi cu th€ cho ddi ngii phat
tri€n san pham. Nhirng hanh dong nay gui di mot thong di€p ré rang va
nhé't quan cho cac doi ngt thyc thi: Pay 1a mot cong viéc rat quan trong.

Chidng t6i da quen thudc v&i phédn 1on cdc nha san xud't 6 td6 hang dau
trén th& gidi va nhan thiy ring viéc ban lanh dao cAp cao danh s quan tim
va hd tro nhw vdy doi véi cdc hoat dong nghién ciru khich hang vé gia tri
cta loai xe m&i va WTP cda khach hang cho loai xe m&i d6 1a rd't hi€m
hoi. Ho ciing yéu cau trong doi ngii phu trach san pham mai tdp hgp day du
cac dai dién dén tw moi don vi phong ban chirc ning lién quan — bao g6m
kinh doanh, marketing, san pham, chi€n lwgc, sau ban hang, nghién ctru thj
trrong, tai chinh, ki€m soat... V&i 161 ti€p cin nay, moi khia canh trong
khai thac lgt nhuan déu dwoc danh gid mot ciach toan dién va cé s6 li€u
dinh lwgng né€u c6 the. Ho tranh dwa ra nhirng quyét dinh chi phuc vu cho
cdc muc tiéu nhd ctia mot sd” don vi chirc ndng cu th€ nhwng mau thuin voi
muc tiéu tong the cia Porsche.

Cudi cung, cdc doi nay phai trinh bay chién lwgc khai thac 1ol nhuan
cho dong xe Cayenne va Panamera tredc toan th€ ban lanh dao. Diéu nay
cling gép phan gii di mot thong di€p hét stre rd rang cho cac d6i ngli phat
tri€n san pham cfa Porsche: ban lanh dao nhan thirc dwoe tAm quan trong

cta hai dong xe m&i Cayenne va Panamera cung céac chi€n Iwgc khai thac



lo't nhuén danh cho ching. Di nhié€n, di€u nay ciing giap cac doi dy an xin
dwoc thoi gian va ngudn kinh phi c¢én thiét d€ cé the thiét k& va dinh gia
chinh xac cac san pham nay.

Va ho da thanh c6ng: Téi nam 2014, Porsche ban dwoc s6” xe khdng
thuoc dong th€ thao nhiéu gap do6i (khoang 135.000 chi€c Cayenne,
Panamera va dong xe SUV ra doi sau d6 1a Macan) so v&i dong xe the thao
va roadster von dd gan bé v&i hinh dnh clia ho trong sudt gan 70 nim.

Porsche 1a m6t vi du cho thdy mdt cong ty ¢ th€ 16t xac nhw thé nao
thong qua quy trinh d6i m&i sang tao mang tinh ky ludt cao. Ho thanh c6ng
bang cich dwa ra nhitng quyét sich 1én hon va tdo bao hon vé san phadm
ma&i dya trén co s 1a khoi lwong cong viéc nghién ciru d6 sé d€ tim hi€u
xem khdch hang mong mudn diéu gi, dé cao diéu gi, va sin sang chi tra
cho di€u gi.

LinkedIn — chié¢n lwge khai thac lgi nhuin tir mang xa hdi nghé
nghiép lo'n nhat the gioi

LinkedIn ra doi nam 2003 trong phong khach cta doanh nhin Reid
Hoffman. Thong qua viéc “két n6i nhan tai v&i co hdi & quy mo 1on”,
trang web nay da phat trién m@ réng t&i hon 400 triéu thanh vién trén toan
th&” gi¢i. Mot y&u t& dang sau thanh cong cia LinkedIn 14 cic gid tri va
nguyén tic dit nén tdng cho cdc quyét dinh hoat dong thuwong nhat. CEO
Jeff Weiner giai thich: “C6 6 gid tri... va tinh dé€n nay, gia tri quan trong
nhat l1a 18y thanh vién lam dau. Trén cwong vi mot cong ty, gia tri cla
chiing t6i nim & gid trj ma ching tdi tao ra cho c4c thanh vién ctia minh.”

LinkedIn c6 tru sé& tai Mountain View, California; muc tiéu cdt 161 ban
dau cda ho la mang lai co’ hdi kinh t€ cho moi thanh vién trong lwc lwong

lao ddng. D€ thwc hién dwgc muc ti€u nay, LinkedIn xdy dwng mot nén



ting d€ cac thanh vién két ndi v&i nhau, tim ki€m cac co hdi viéc lam va
chia sé kién thirc.

Tuy dich vu nay bat dau ttr mién phi, nhung LinkedIn ciing da c6 sin
nhirng muc tiéu khai thac lgri nhudn ro rang. Ngay tor ban dau, ho da tap
trung vao tri€t ly 18y thanh vién lam d4au, bo sung gia tri cho cac thanh vién
va khai thac logi nhuén twe gid tri d6. Chién lwgc nay da mang lai thanh qua
1om: LinkedIn hién c¢6 gia tri 1én t&i 3 ti d6-1a va hoat dong & hon 200 qudc
gia.

Thiét k& san pham dwa trén “nguyén tic 14y thanh vién lam d4u”

Ngay twr ngay dau, LinkedIn da kién dinh di theo dinh hwdng cung cap
gia tri cho cac thanh vién. Loi ich cua sy tap trung nay dwoc thé hién ro
trong thanh cong cua ho. Dudi day 1a mét s6” vi du vé cac san pham da
mang lai ngudn thu 1én cho LinkedIn, bat d4u tir mot san pham cho phép
cac thanh vién gwri e-mail riéng qua nén tang LinkedIn.

Thiét k& va dinh gid ding hé thong e-mail cta LinkedIn. Xay dyng
mang xa hdi ngh€ nghiép 1on nhat thé” gidi mang lai cho LinkedIn nhiéu
loii thé canh tranh. Mt trong s6” d6 1a LinkedIn gidp ban lién hé v&i nhirng
vi chuyén gia ma ban chwa quen nhwng mu6n k€t ndi — kha nang nay dwoc
bi€n thanh san pham mang té€n LinkedIn InMail.

Ngay t d4u, InMail da 1a mot dac di€m thudc nhém c6 tinh phi. Mirc
gia, ban dau dwoc an dinh 1a 10 do-la, c6 vé dit. Tuy nhién, LinkedIn tin
tdng rang viéc gt tin nhdn cho mot ngudi ma ban khong quen 13 mot dic
quyén. Sau khi xdc nhan diéu ndy vé&i khdch hang va nhan thay ring ho
d4nh gia cao dic di€m nay (va sin sang tra tién cho né), LinkedIn chun bj
san sang d€ dwa san pham InMail ra thj treong.

That tinh co 1a, do mirc gid cao nén san pham nay ciing thyc hién gan

loc thanh vién. Viéc dit gia cao gidp bao toan cha't lwgng cda thi treong va



tao thém sw tin nhiém cho san phdm. N&u InMail dwoc cung cAp mién phi,
thi hin c4c loai tin nhén rdc da tran ngép hop thw cda cac thanh vién va lam
giam gid tri cia mang xa ho6i nay. Trong treong hop nay, gid cao thyc ra da
lam gia tang gia tri cho khach hang.

Trude khi sdn pham dwoe gidi thiéu trén thi treong, triét 1y “18y thanh
vién lam dau” da khi€n doi ngii phu trach dw an cda LinkedIn thyc hién
thém mdt bude di nira: Nhin thirc dwoc cdm gidc bin khoin, khdng chic
chin ma céc thanh vién nay c6 thé gip phai khi giti InMail cho mot nguoi
la, LinkedIn tao tinh nang bdo dam c6 phan h'6i. Ngwoi dung s€ chi bj tinh
phi cho mot InMail néu nhw ho nhian dwgc phic ddp cua ngwoi nhan. Voi
thong diép gid tri manh mé truyén tai sy dang tin cdy va loi cam k&t caa
InMail, ty 1€ ngwoi ding ky st dung InMail tang 1én nhanh chéng. Nhiéu
nidm k& tir khi ra mét, cho d&n bay gio InMail vin 12 mdt tinh ning “hang
dau” d6i voi cac thanh vién trd phi cta LinkedIn.

Nhung ciu chuyén chwa dung & d6. Téi thang 1 ndm 2015, LinkedIn
diéu chinh chinh sich cho InMail, mot I'4n nira ho van theo dinh hwdng 14y
thanh vién lam dau. Ty 1&é st dung InMail lic nay da gia tang dang k€ va
LinkedIn can phai danh gid lai tinh trang sttc khde chung cua thi treong.
Chinh sach m&i thay d6i hoan toan so v&i chinh sach ban dau: Néu mot
thanh vién nhan dwoc tin nhén trd 1 cho mdt InMail trong vong 90 ngay
sau khi guri, s& tién phi nay sé dwoc hoan trd lai cho ho (nghia 1a ho khong
phai tra tién giri InMail). N&u khong ¢6 h'di am, thanh vién d6 méi phai tra
tién cho InMail. Chinh sach nay dat ra rao can khi€n cac don vi tuyén dung
khong gri InMail 6 at d€ r'6i chi nhan vé mot vai tin nhin phan h'di, qua dé
tao trai nghi€m thanh vién khong tot.

Chiing t6i phai nhAn manh mot diém rang LinkedIn thay ddi chinh sich

InMail sau 12 nim k& tir khi trang web nay di vao hoat dong. N&u ho ra mét



chuwong trinh InMail ciing véi chinh sach mdi nay, thi ¢6 1€ s€ it thanh vién
stt dung, b&i khi d6 mang xa hodi nay chwa c¢6 nhiéu thanh vién. Chinh sach
nay chi ¢6 y nghia khi LinkedIn da tr& nén phG bi€n v&i hang tram triéu
thanh vién.

Tao ra san pham phuc vu cac don vi tuyén dung va thanh vién. Ngay tw
dau, LinkedIn da quan tAm tdi viéc khai thac loi nhuén tt ca hai phia trong
thi treong song phwong ma ho phuc vu. Mot bén 1a cac thanh vién, nhirng
ngwoi nay tao h'd sor tai khoan ngwoi dung theo dinh dang giéng nhw mot
ban sor y&u ly lich va gy dwng mang lwdi quan hé nghé nghiép trén nén
tang LinkedIn. Bén kia la cac nha tuyén dung. LinkedIn 1a mot trong s’ it
cac thj treong song phwong hi€m hoi khai thic dwee lgii nhuén ti ca hai
bén. Hau hét cac thi treong song phwong déu chi khai thac dwoc loi nhuén
tr mot bén — qua 1a mot sy bd 16> dang tiéc.

LinkedIn mang lai cho cac don vi tuyén dung thir ma nhiéu nam nay ho
van mong moi: co’ hoi ti€p cin nhirng ngwdi lam nghé chuyén moén dang
khong chd déng tim ki€m viéc lam. Giéng treong hop InMail, LinkedIn
cling bat tay vao thiét k& mot bd san phadm cho nha tuyén dung trong khi
van tap trung vio khai thac loi nhuan bang cch cht dong x4c dinh cic nhu
cau, gia tri va WTP ctia don vi tuyén dung. K&t qua dat dwore ra't an twong:
Talent Solutions phét trién bung nd va cho d&n nay van chwa c¢6 da'u hiéu
dung lai. Téi ndm 2014, gbi san pham nay da mang lai cho LinkedIn 1,3 ti
do6-la. Va vao nam 2015, doanh thu ctia géi nay cao hon 41% so v&i ndm
tredre do.

Trong khi d6, vé phia thanh vién, ngay cang c¢6 nhiéu ngwoi dang ky
thué bao trd phi: Nam 2015, 18% tong doanh thu cta LinkedIn dén tw cac

thué bao nay. Nhitng ngwoi ding nay tra thém tién d€ dwoc st dung cac



cong cu e-mail va cong cu tim ki€m nhiam gitip ho tim dwoc cong viéc cling
nhw xay dgng mang lwdi quan hé nghé nghiép.

XAy dung quy trinh khai théc lgi nhuén chéc chén

LinkedIn da lam nhu thé nao d€ di tw con s& 0 dén 3 ti d6-la doanh thu
trong khodng chuc nam? Céau tra loi da dwg'c Andrew Freed, 1anh dao mang
marketing cho Talent Solutions, tom lrgrc nhue sau: “LinkedIn da xay dung
mot quy trinh chic chin d€ khai thdc lori nhuén tir hoat dong ddi mdi sang
tao va da dwa quy trinh d6 vao trong tri€t ly kinh doanh cdt 161 cling nhw 161
ti€p can dwa san pham ra thj treong.”

Josh Gold, ngwoi phu trach bd phan chién lwge dinh gid toan cau cia
LinkedIn, md ta hiéu qua ctia quy trinh m&i nay doi v&i kha nang khai thac
loi nhudn tr @61 mdi sang tao:

Tai LinkedIn ching téi thwong dp dung mot quy trinh 1dp lai g6m
nhiéu budc d€ thir nghiém cdc y twdng vdi khach hang. Khi bat dau cadm
thay tw tin hon V€ tiém nang san pham, ching t6i dau tw thém thoi gian va
cong strc d€ hoan thién chién lwgc khai thac lgii nhudn cho san pham mai.

Cu th€ hon, quy trinh thwong bao g6m cac bwdec:

Phat trién gia thiét: C4c doi ngil d6i m&i sdng tao bit dau vdi viée xdc
dinh ra nhirng khodng trdng. Ho dit nhitng cau hdi nhw: “Ching ta cé the
tao va cung cap gid tri khac biét & dau?” va “Nhirng thi treong nao chwa
dwoc phuc vu day da?”

Hoan chinh bén trong: Mét nhém lién chirc ndng bao gém cac chuyén
gia trong ndi bd tap hop lai d€ cung nhau diéu chinh va ki€m tra cac gia
thi€t. Tham gia vao cdc cudc trao doi nay la dai dién dén tw cadc bd phan
marketing, kinh doanh, dinh gia va thi€t k& san pham.

Tham dinh ban d4u v&i khich hang: Poi ngii nay sau d6 bt dau tham

dinh sy phu hop cia y twdng san pham véi thi treong, gid tri sdn pham



trong mit ngudi tiéu dung va WTP tai céc thj trwong muc tiéu. Cdc phwong
phép dwgc ho st dung bao g6m danh doi vE gia tri, tao ra cac géi san pham
1y twdng (tirc 1a cdu hinh sdn pham), WTP ty nguyén do nguoi tiéu dung
chu dong dwa ra, va kha nang mua hang (nhw da d@é cap & Chwong 4). Khau
ndy thwong dién ra triedre khi ho bét tay vao viét bat ky ma 1énh nao d€ xay
dyng san pham.

Ki€m tra trong ndi bo: Sau d6, y twdng nay phdi vieot qua duwoc vong
danh gia “cam quan” ndi bd. Théng thwong, ddi ngli doi mdi sdng tao s€
trinh bay vé y twdng san pham tredc doi ngii kinh doanh cda LinkedIn, vi
day la nhirng nguoi ti€p xuc gan nha't vai khach hang. Néu ca khach hang
va d6i ngil kinh doanh cia LinkedIn déu danh gia cao y twdng do, thi doi
ngii phu trdch sin phadm s& dwoc phép bit tay vao phat trién nd.

X4y dgng mdt mo6 hinh chinh xdc: Sau giai doan nay, ho thwong ti€n
hanh mot khéo sat dinh lwong voi quy mo 1én hon d€ thu thap nhirng die
li€u dau vao chinh xac hon (V€ cdu hinh san pham, mo hinh gia va di nhién
12 cd WTP), @& xay dung mot dé 4n kinh doanh chéc chin (nhw da mo ta &
Churong 9). Nhirng phat hién twr cac khao sat nay lién tuc dwore clp nhat voi
do6i ngili phu trach san pham de€ cong viéc dwgrc van hanh tron tru.

Thi nghiém tra phi: Thay vi cung ca’p phi€n ban beta ctia san pham cho
khdch hang dung thtt mién phi, LinkedIn thwong dwa phién ban beta ra thi
treong d€ ban. Vi sao vay? N6 cung cdp thém mot tdng xac thye nira cho
tiém ndng khai thac loi nhuén ctia dich vu méi dya trén gia tri cung cap.
Theo cach néi ctia Josh Gold thi: “Ngwoi dung phién ban beta cta ching toi
¢ loi ich thwe sy vi ho thwe sy méc vi tra tién cho cac phién ban tha
nghiém nay.” Va qua thuc, viéc ¢6 lgi ich lién doi & didy da mang lai mot

tdc dong ro rang: N6 khién nhitng nguoi dung thi ¢6 trd phi nay dwa ra



nhtrng ¥ ki€n phan h'6i xac dang hon vé y twdng san pham. N6 ciing cho
phép LinkedIn diéu chinh mirc gid tredrc khi dwa san pham ra thi treong.

Tom lai, LinkedIn da c6 161 ti€p can song phrong héa va mang tinh
hop tic ra't cao, cling su can than va chic chéin trong qu4 trinh khai thic loi
nhudn va thwong mai héa san pham. Quy trinh chit ché nay c6 doéng gbp
ra't 1om trong viéc duy tri sy tip trung cda LinkedIn vao nhiém vu cung cip
gid tri va xac dinh tiém nang khai thac lgii nhuén tw gid tri d6 t 14u tredre
khi sdn phadm ra mét thj trwong. PAy 1a cich LinkedIn thiét k& sdn pham
xung quanh gia tri va gia ca.

Buoe ti€p theo

Trong nhitng ndm gan day, cong ty nay da gidi thiéu ra thi treong mot
s0 san pham md&i dAy hita hen. Mot san pham trong sd d6 1a Elevate, ra mét
nam 2015. Nhitng san pham nhw Elevate dong vai tro then chdt trong qua
trinh van dong phat trien cta LinkedIn, gitip n6 tré thanh mdt cong cu trye
tuyén vo gid hd tro ngwoi lao dong phat trién s nghiép va nha tuyén dung
cé th€ tim dwoc nhirng ngwoi ma ho ¢an. Nhw Andrew Freed da ndi, viéc
dwa quy trinh khai thac lgi nhuén tré thanh tri€t 1y va phwong phép chinh
d€ dwa san pham gia nhdp thi treong 1a chia khéa tao nén thanh céng bén
virng cua LinkedIn.

Drager — thu thap cac chi ti€t tao nén san pham cong nghié€p thanh
cong trwdc khi thi€t ké” san pham

Xe ctia Porschee va cdc cong cu tuyén dung cia LinkedIn sé& htru strc
hit ma ba't ky ngwoi tiéu diung nao ciing cé th€ hi€u dwoc. Nhung Drager
Safety san xud't nhirng sdn pham ma hau hét moi nguoi co 1€ sé khong bao
gior thd’y. Drager Safety 1a mot cong ty con tri gid 1 ti d6-la trong mot tap
doan 3 ti d6-la cia Pirc; chuyén san xud't cac thi€t bi do tim khi gas. Khach

hang cua ho la cic cong ty khai md, cong ty cung cap dich vu lam sach hé



thong cdp thoat nwdc va cac cong ty khac hoat ddng trong linh vic cong
nghiép — khi m6t trong nhirng yéu cau cong viéc la gitr cho moéi treong lao
dong cuia cong nhan khdng xua't hién cac loai cha't ddc hai.

Nhung céc nguyén tiac “thiét k& sadn pham tip trung quanh gid cd” 4p
dung dugc cho cé cac san pham trén thi trrong B2B nhw céac cong cu cong
nghiép ctia Drager Safety 1an cho cédc san pham tiéu ding. Drager Safety da
gat hai dwge rat nhi€u thanh qué khi phdt tri€n sdn pham mdi theo céach
nay. Kinh nghiém ctia cong ty cho thdy tAm quan trong cua viéc trao doi tw
som voi khach hang vé nhu cau va WTP ctia ho d&i voi cdc san pham dép
trng dwoc cac nhu ciu d6. Drager Safety ciing chi ra gid tri cia viéc xay
dyng cac thong diép kinh doanh va marketing cé th€ truyén tai dwore gia tri
cta san pham ddi v&i khach hang va bién gid tri 8y trd thanh mot yéu t&
phai-cé. Cudi cung, cong ty nay ciing chi ra 1y do tai sao viéc thay doi
chién Iwge va nén van héa phat tri€n san pham lai quan trong khong kém
viéc thay doi quy trinh — tham chi con khé khian hon ra't nhiéu.

Drager Safety bat dau nhan ra sitc manh clia cdch ti€p cin nay tir dau
nhtrng ndm 2000, khi Ralf Drews dwgrc giao diéu hanh mang R&D toan
cau. Drews gia nhip cong ty tor nam 1991 trén cwong vi ky sw co’ khi, r'oi
dan dan thiang ti€n trd thanh phé chu tich phu trich R&D toan cau. Nam
2008, 6ng dwoc bo nhiém lam chu tich kiém CEO cuia cong ty nay.

Drager Safety von ¢ truyén thong san xua't cac thi€t bi do tim khi gas,
thi€t bi theo doi cha't lwgong khong khi, khau trang va céac thi€t bi bao ho
khéc. Doi ngii ky sw ctia ho da danh nhiéu thip nién d€ phat trién thiét bj hd
tro’ cho cac loai hinh lao dong khé khan. Nam 1937, cong ty nay ché” tao
Drager Tube, mot thi€t bi do khi gas cam tay c6 th€ do nong dd khi carbon

monoxide, methane va céac loai khi doc khac trong ham mé.



Vai thdp ni€n tré1 qua, sau mot cudc tw duy lai hoan toan vé quy trinh
d6i mdi sang tao cua minh, Drager Safety tung ra thi treong mot san pham
hang dau khéc, thi€t bi do khi gas X-zone 5000. Ching ta hdy cung nhau
tim hi€u quy trinh d6i m&i sang tao cia Drager Safety trwdc va sau khi cai
to.

Nhwng han ché” caa quy trinh doi méi sang tao ci

Tai thoi di€m Drews ti€p quan mang R&D, quy trinh phat tri€n san
pham truyén thdng clia Drager Safety thwong bit dau véi mot nhém ky su
ng'di ban y twdng v&i nhau trong mot cin phong hop treo day bang tring.
Nhw Drews néi, d6 1a mot hinh anh mang tinh dai dién 1on cho cdi goi la
“giai doan dau 16n x6n” chlia hoat dong d6i md&i sang tao, khi san pham mdi
van chi 1a mot y twdng mo h'6.

Dt liéu dau vao chit dao cho quy trinh phat tri€n san pham thwong 18y
tr doi ngii kinh doanh cta chinh Drager Safety. Thong qua nhirng hoat
dong ti€p xdc v&i khach hang, d6i ngii nay chuyén lai cho bd phan R&D
nhirng gori ¥ va ¥ ki€n phan nan. Tuy nhién, khi degre dung lam ndi dung
nghién ctru khach hang d€ phuc vu cdc muc ti€u phat tri€n san pham, nhirng
thong tin phan h'6i d6 lai ¢ nhitng han ché& hét sirc nghiém trong. Thi
nha't, d6 chi 1a nhirng thong tin roi rac, khong dai dién rdng rai cho toan b
co’ s& khach hang. Thi hai, né phan dnh nhirng nhu cau ma khach hang c6
th€ trinh bay thanh 1o, do d6 bd qua nhirng mong mudn ma ho chwa ndi ra.
Thit ba, né dwoe thu thap khong theo nguyén tic c& dinh ndo, nén khé c6
the xdc dinh dwgc tAm quan trong twong doi clia ba't ky goi ¥ nao tu phia
khach hang. Cudi ciing, né dwoc loc thdng qua mdt tAm man chin 13 suy
nghi cta doi ngii kinh doanh, nghia 1a n6 khong tryc ti€p xud't phat tw

miéng khach hang.



Vi nhitng 1y do trén, Drews di d&n két luan rang tuy thong tin dau vao
tw d6i ngd kinh doanh rdt c6 gia tri, nhuwng ban than n6 khong thé€' la yéu t&
thic day qua trinh phat tri€n san pham.

Con c6 mdt khi€m khuy€t khong nhd nira trong viéc st dung ddi ngii
kinh doanh lam d6i ngii nghién ctru thi treong: Ddi kinh doanh s€ tim dén
ddi R&D va néi rang ho phdi ha thAp mitc gid cho sin phAm md&i nhung
cung ldc d6 vaAn phai nang cao hiéu sui't hoat dong cho san pham. Khong c6
gi dang ngac nhién & day ca. Poi ngii kinh doanh khong muén gia ca la yéu
td” khi€n khach hang tw chdi san pham. Tuy nhién, n€u gidm gid thanh san
pham, di€u d6 ciing c6 nghia la chi phi san xudt ctia cong ty ciing phai
giam xudng theo, n€u khdng giam gid s€ an mon bién l¢ii nhuan.

San pham cta dodi tha la mot nguon dir liéu dau vao khac cho céc thi€t
k& san pham m&i. Khi thd’y doi tha bo sung thém didc di€m cho san pham
cta ho, doi ngii kinh doanh cta Drager Safety thwong ra strc thic giuc cong
ty 1am theo nhidm canh tranh.

Nhwng d6 chinh 1a c6ng thirc hoan hao d€ tao nén mét ci sdc dic di€m.
Khong ¢6 ai ding ra danh gia ky lwong gia tri cia ting ddac di€m cung cap
cho khach hang. Toan bd quy trinh dinh nghia san pham cua cong ty déu rat
16ng 1éo va khong c6 cdu tric rd rang, mdt phéan la do co s& khach hang
dworc col nhe mot phan khic duy nha't va do Drager khong c6 phwong phéap
¢ hé thong d€ thié€t 14p trinh ty wu tién cho cac nhu céau cia ho.

Két qua la, Drager Safety da cho ra doi rd't nhi€u san pham voi ra't
nhiéu dac di€m, kéo theo d6 1a 167 thi€t k& v6 cling phirc tap d€ tri€n khai
tdt cAd nhing dic di€m 4'y. Diéu nay lai dan t¢i tinh trang nhan vién dwa ra
nhirng loi hiva thi€u tinh kha thi vé thoi han ban giao vi qua nhiéu dac

di€m va chi ti€t khi€n viéc san xué't rat kho khan.



Quy trinh phét trién sdn pham 16n x0n con tao ra tinh trang hon don
trong ndi bd t6 chirc. Nhirng quyét dinh thay doi chi ti€t san pham thwong
xuyén dwoc dwa ra, khi€n lich trinh sdn xud't bi tri hoan, va di€u nay khién
d6i R&D hét sirc bAt man. Khong chi thé’, d6i ngii kinh doanh con lién tuc
gdy ap lyc doi giam gia thanh san pham, khi€n céac ky sw cua Drager Safety
phai thay d6i thigt k& d€ cit gidm bot cc khodn chi phi san xuat.

N6i tom lai, quy trinh d6i m&i sdng tao 16n x0n tir dau dan t¢i sy ra dovi
ciia nhirng san pham chwra rd't nhiéu dac di€m, dwoc thiét k& qua cong
Kénh nhdm muc dich phuc vu nhu cau ctia ta't ca cac khach hang, danh sach
cac dic di€m khong ngung duwoc mé rong, thong diép ban hang khoéng rd
rang, va bién 1¢'t nhuén thap.

Doi moi quy trinh doi méi sang tao

Khi Drews ti€p quan bd phan R&D toan cau cua Drager Safety vao
nam 2000, 6ng quyét dinh chA'm dit quy trinh phat tri€én san pham ci ky.
Ong yéu cau ddi ngii R&D phai 1am viéc theo trinh ty ngwoc lai: Bit d4u
voi ¥ kién thye t€ cda khach hang, chir khong 18y xuédt phat di€m la cai
nhin cda ndi bo.

“Nghi vé céach khai thac loi nhuén ttr san pham ngay toe ddu quy trinh
d6i mai sang tao s€ gidp cong ty ¢6 co’ hodi tao ra mot san pham t6t,” Drews
néi. Ong cho ring thi¢u nd, kha ning cao 1a cic cong ty sé tao ra mdt san
pham trung binh hodc tha't bai khi c¢& lam qua nhiéu thir cung lic. “Phuong
an doi m&i sang tao hiéu qua la tim hi€u ca vé nhu cau ma khach hang néi
ra va chwa noéi ra,” 6ng néi. V&i dng, chinh nhirng nhu cau ma khach hang
chwra néi ra c6 the s€ dan d&n nhitng ¥ twdng ddi mdi sdng tao tuyét nhat.
“Chia khoéa & day la tim hi€u xem y twdng doi m&i sdng tao cia ban mang

lai nhtrng gid tri gi trong viéc giai quy€ét van dé cua khach hang.”



Trudce sy kién quyét cia Drews, Drager Safety ddo ngwore lai quy trinh
d6i md&i sang tao. Péu tién, ho yéu céau céac ky sw va thanh vién trong doi
phu trach san pham phai di khdo sat thyc t€ va quan sat khach hang. Thiét
bi do gas X-zone 5000 di bit dau theo quy trinh nay, trong d6 dich than
Drews quan sat cac khach hang khoan dau va khi dot cling nhw khach hang
xt 1y hé thdong ca’p thodt nwde. “Téi thye 10ng rdt mudn tim hi€u xem moi
ngwoi dang x& 1y thiét bj cia minh ra sao,” 6ng nai.

Chfmg han, Drews va cac nhan vién khac cia Drager Safety tryc ti€p
toi nhitng novi t&i tdm nhw vi tri didt hé thong dwong 6ng va hé thong thoat
nwdc ¢ Hamburg d€ néi chuyén véi cdc cong nhan — nhitng ngwoi danh 80-
90% thoi gian lam viéc ctia ho dwdi long dat. Poi ngli cia Drager Safety
héi xin ho nhirng goii y vé cach cdi thién cac san pham cta cong ty. Ho néi
chuyén v&i nhitng cong nhan gidm sat miéng cong va lam viéc dwdi long
dat & nhirng noi dit dwong dng thoat nwdc. Cac cdng nhan nay, goi la
ki€m dinh vién, phai lién tuc 14y miu khong khi ttr cdc noi dit dwong Ong
d€ do tim cdc loai khi ddc va khi dé chay.

Qua céc cudc phdng van, ho phat hién ra rang cdc kiém dinh vién nay
dang gap phai hai van dé chinh. Th nhat, khach b6 hanh thuwong xuyén vo
tinh d4 thiét bi do khi gas xudng dwong 6ng vi ho khong nhin thd’y ching.
Thi hai, khi troi mwa, ki€m dinh vién s€ phai lam viéc ngoai troi, vi thiét
bi canh bdo tryc quan cua thi€t bi do khi khong du sang, va am lwong cta
coi canh bdo ciing khong da 1omn.

Thiét bi do khi gas ¢cam tay mdi cua Drager Safety mang tén X-zone
5000 khic phuc dwoc cd hai van dé trén. Thiét bj m&i nay c6 hinh déng
gidng nhu robot R2-D2 trong b phim Chi€n tranh gitra cic vi sao, c6 ba
chan vai kich thwde nhd gon, chiéu cao 50cm, chiéu rong 30cm, va ning

khoang 6-9kg tuy theo kich c¢& pin. V&i mirc gia 4.300 do-la, san pham nay



gidp cdc cong ty tiet kiém dwoc mot khodn 16n chi phi van hanh, dii rang
muc gid nay cao hon 35% so v&i cdc san pham twong ty cia d6i tha canh
tranh.

X-zone 5000 dat degre thanh cong vang doi. Doanh s& ban hang cao
hon 250% so v&i dw kién, bién lgii nhudn dat dwgc cao hon ngwong trung
binh g&p nhiéu lan va Drager Safety gianh dwoc gidi thwdng an toan lao
dong ctia Birc nho san pham nay.

Vay diéu gi da dan dén thanh cong &n twong nhw viy cho X-zone
50007 Drager Safety da trinh bay vé y twdng cua san pham X-zone 5000
véi khdch hang triede khi doi ngii ky s bt tay vao phat trién né. Khach
hang thich cach X-zone 5000 gidi quy€t cidc van dé dang khién ho dau dau,
nha't 1a vé do hi€n thi hinh anh va am lwong coi canh bao.

Quy trinh d61 m&i sdng tao m&i con mang lai mét lgi ich khac ngoai
viéc tao ra mdt san pham didng muc ti€u: ho ¢4 the€ ban sdn pham maoi trede
ca khi gi¢i thiéu san pha ra thi treong. “Bang cdch thuc hién cdc nghién
ctru vé nguoi tiéu dung, ban cé th€ ban san pham cho khach hang dung thi
dil ban tham chi con chwa bét tay vao trién khai quy trinh phét triéh sin
pham,” Drews cho biét. “Va roi, thoi di€m khach hang hdi ldc nao ho ¢6
thé& mua né, khi d6 ban biét chic ring minh di xay dung dwoc mot y twdng
san pham chéc chin thanh cong.”

Nhw vay, cong ty s& cang thém ph#n vitng tin rang sy dau tw vao qud
trinh phét trién sdn pham ctia ho chic chin mang lai nhitng thanh qua 16n
lao. “V&i nhirng théng tin phan h'6i sém cua khach hang nhw thé nay, ban
lanh dao cip cao s& cdm tha’y dé dang hon trong viéc phé duyét ngu'dn dau
tw cho san pham m&i,” Drews noi.

Chinh thire héa quy trinh khai thic loi nhuin twe hoat dong doi méi

sang tao



Sau khi nhin vé nhirng khoéan lgri nhuén tai chinh 1on tr X-zone 5000
va mdt s6 san pham dung thtt thanh cong khac, Drager Safety quyét dinh
phai chinh thirc héa phwong thirc nay cho moi y twedng san pham mdi. Quy
trinh m&i nay (goi 1a Gidm sat Quy trinh Khdch hang, hay viét tit 1a CPM)
dwoc bat dau trede khi thiét k& san pham mdi. Phan viéc nghién ciru va
phan tich gia tri cia CPM bao g6m 5 giai doan:

Xdac dinh muc tiéu thi treong can tip trung, bao gom khu vyce dia 1y,
trng dung va linh vic nganh ngh@€. Drager Safety tip trung vao cac linh vyc
quan trong nhat ma ho phuc vu, va lwa chon cac dac di€m san pham chua
y&u dwa trén nhu cau clia cac thj treong nay.

Xdac dinh nhirng nguoi ra quyét dinh chinh va nhirng nguwoi ¢6 anh
hwdng. Trong treong hgp ciia Drager Safety, nhirtng nguoi nay thwong &
trung tAim mua sam cta cong ty khdch hang — bao g6m ky su an toan,
chuyén gia mua sim, va quan 1y k¥ thudt hodic quan ly nha may. Mdi ngudi
lai ¢6 nhirng yéu cau va pham vi anh huedng khac nhau dén qua trinh mua
sam.

Thuc hién nghién ctru dinh tinh d€ quan st va phong van khach hang
ngay tai mdi treong lam viéc ty nhién cfia ho. Trong giai doan nay, Drager
Safety thu thap di liéu gia tri vé cach st dung san pham cta khach hang.
Ho ciing khai thac va xac dinh cac nhu cau ma khach hang chia sé va khong
chia sé (chiing ta da ban dén van dé nay & Chuwong 4), dic biét 1a nhirng
nhu ciu c6 th€ mang lai ddc di€m an tweng & san pham.

Thyc hién mot cudc khdo sat dinh lwong. Trong khi nghién cru dinh
tinh cung c&p nhiéu y ki€n phan h'6i vé cac dac di€m cua san pham, nghién
ciru dinh lwong gidp danh gid WTP ciia khach hang bang con sd tuyét doi,
trong sy twong (rng voi cdc san pham ctia d6i thu canh tranh. Cong ty nay

st dung phan tich két hgp va cac ky thuat khac. Tw nghién ctru nay, Drager



Safety xdc dinh ra cdc phan khic dya trén nhu cau cta ho, tirc 1a cdc nhém
khach hang cé sy twong dong voi nhau vE mat yéu cau, gid tri va WTP.
Chflng han, v&i nghién ctru cho chi€c X-zone 5000, cac cdng ty hoat ddng
trong linh vec x& 1y hé thong cap thodt nwdc cho bi€t than may chéng
nwde 12 mot dic diém rat quan trong va ho sin sang trd tién d€ c6 né.
Nguorc lai, cac cong ty hoa dau lai khong may quan tdm va gan nhw khong
c6 WTP cho dac diém nay.

Panh gia san pham cua ddi tha canh tranh. Triede khi 14p ra dé xuat gia
tri va viét ndéi dung théng di€p cho san pham mdi, Drager Safety danh
nhiéu thoi gian d€ tim hi€u di€m manh va di€m y&u & san pham cda doi
thd canh tranh. “San pham cua ban khong th€ va ciing khdng can phai t6t
hon cédc san pham canh tranh & moi chirc ndng,” Drews cho biét. “Ban phai
lIya chon cudc chién phu hop, 1am sao d€ san pham ctia ban manh hon san
pham canh tranh & nhirng chirc nang quan trong ddi v&i cac phan khic
khdch hang muc tiéu ma ban dang nhim dén.”

Két qua cua quy trinh CPM nay 1a, cadc k& hoach sdn pham md&i cia
Drager Safety khong con phai chiu sy diéu khién cta nhitng bang ching
roi rac tie d6i ngd kinh doanh vé fdm quan trong ctia mot vai dac di€m nao
d6. Cong ty di rit ra dwoc rang nhiéu dic diém san pham dwoc dé nghi
thwong khong thu hidt dwoe nhiéu sy quan tdm cda khach hang, do d6 ho it
cé thién chi chi trd cho ching. Pay 1a mot bai hoc 1on voi d6i R&D cia
Drager Safety. Nho' bi€t nhirng dédc di€m nao ma khach hang khong quan
tam va khong mudn chi trd, ho da cé the giam dang k€ chi phi dau tw vao
cac san pham moi.

Sau khi thu thap dworc ta't cd nhirng thong tin trén, Drager Safety tao ra
mot y twdng san pham hoan chinh. Cac dic di€m c6 kha nang tao sy khac

biét cho san pham va tao ra gia tri cho khach hang (dac biét la nhirng dic



diém khi€n ho phai sing sdt va tram tro) s€ veot qua vong kiém tra va
dwoe dwa vao y twedng san pham cudi cung. Nhirng déc dieém tdn kém va
khong quan trong s€ bi loai bd.

Do ri't quan tim dén viéc dap &ng cac nhu cau da dang ctia nhiéu phan
khic khdc nhau, Drager Safety tao ra nhiéu bi€n th€ cho ting san pham.
Trwong hop thiét bi do khi gas X-zone 5000 ciing vay. Chging han, phién
ban danh cho phan khtc cac cong ty cung cap dich vu cidp thodt nwdc s€ ¢
vd hop chdng nudre v&i gia thanh dit hon.

Chuan bi thong diép kinh doanh va marketing hi¢u qua

Sau khi d3 tao ra dwoc mdt y twdng san pham chic chén, nhiém vu tiép
theo cuia Drager Safety trong qué trinh khai thac lgii nhuén la soan ra nhtrng
thong di€p quan trong cho cic chi€n dich marketing va kinh doanh. Cong
viéc dau tién la tao ra cac ciu chuyén ban hang — tirc nhirng cau chuyén noi
bat dwgrc gid tri cia san pham doi v&i ting nguoi ¢6 anh hwedng va nguoi
c6 thAm quyén ra quyét dinh trong quy trinh mua sim & cong ty khdch
hang. Nhung trwede khi bit tay vao in 4n cdc tai lieu marketing va kinh
doanh — thuc ra, trede cd khi bat tay vao phét trién san phdm — Drager
Safety da do lwong phan tng cua khach hang d6i v&i cac ciu chuyén ban
hang ctia minh.

Doc t&i ddy, cé th€ ban s€ ban khodn, 1am sao ¢ th€ hdi khach hang vé
mot sdn pham md&i ma ban chwa phat tri€én? Lam sao khach hang c6 thé
thich thd trueédrc mot thir ma ho chwa nhin tha’y tAn mét? Drager Safety thure
hién nhitrng budi thuyét trinh don gian d€ thuy&€t minh nhitng lgii ich chinh
ctia sdn pham — tirc 1a chinh xac nhirng gi khach hang sé nhan dwgc néu ho
mua san pham d6. Nhirng bai thuyét trinh nay sé€ dwgc da dang hoda tuy theo

d6i twong & phia cong ty khach hang. Chfmg han, b0 phan thu mua s€ dwgrc



thuy€t trinh v€ nhirng lori ich ma ho quan tdm. Pdi ngli ky sw an toan lao
dong sé dwore thuyét trinh vE nhitng van dé€ quan trong déi véi ho...

Nhirng cau chuyén ban hang nay tao ra nhirng cudc trao doi quan trong
voi khach hang — nhirng cudc trao doi gidp Drager Safety c¢6 the hinh dung
rd hon vé mirc d0 mong mudn cda khach hang danh cho san pham ciling
nhw thién chi chi trd clia ho. TAt cd nhitng cudc ndi chuyén nay dién ra
triede khi san pham dwoe dwa vao quy trinh san xud't. Thuc ra, ching thim
chi con dién ra triede cd khi céc chuyén gia thiét k& sdn pham ctia Drager
Safety bt tay vao qu4 trinh thiét k& Nhirng cudc trao doi nay déng vai trd
then chot vi tdt hon hét 1a hay “that bai tie sém” — tirc tim hi€u vé nhirng
diéu ma khach hang dé cao va khong dé cao — tredrc khi khdi ddong qua
trinh phat tri€n san pham.

Chi t&i khi nhian dwore phan tng tich cyc tong the tw thi trwong d6i voi
mot y twdng san pham mdi, Drager Safety m&i bt dau trién khai quy trinh
phat tri€n san pham. Piéu nay gitp doi ngii R&D c6 dwgce sy dinh hudng
10 rang ciing nhw ¢6 sy ty tin V€ cac chi ti€t san pham can xay dyng.

K€ twr sau khi bd sung CPM vao giai doan ddu trong quy trinh phat tri€n
san pham, Drager Safety chwa phai thay doi chi ti€t san pham trong giai
doan phat trién san pham — va n€u phai thay doi, thi d6 chi 1a nhirng sy
di€u chinh nhoé chir khong phai la nhirng thay doi 1o, Drews cho biét. Day
la minh hoa cho mo6 hinh thiét k& san pham xung quanh gid ca & cap dd cao
nha't.

Dwra khai thac lgi nhuan vao DNA doi mai sang tao & Drager

Céch khai thac lgii nhuén tie d6i mai sang tao — tiec xay dyng san pham
xung quanh gid cd — cta Drager Safety da ching td6 dwoc tinh hiéu qua.
Quy trinh CPM v¢&i san pham déu tay la chi€c X-zone 5000 da tréd thanh

mot phian khong thé€ tach roi trong quy trinh d6i mdi sang tao cia cong ty.



Vay chinh xac thi Drews da dwa CPM vao t0 chirc va duy tri né nhw thé’
nao? O day, viéc thyc hién cac dot thir nghiém thanh cong la mot yéu t&
chinh. Khi lanh dao b6 phan R&D, Drews da hgp tac voi dong nghiép ctia
minh & b phan marketing d€ phat trien quy trinh CPM va dwa né vao mot
vai dy an thi di€m ma mdt trong sd d6 1a dw an xay dung X-zone 5000. Mot
cudc thr nghiém khac, danh cho mét san pham “alcotest” mdi (alcotest —
thi€t bi do n'dong dd con trong hoi thd) ciing ra't thanh c6ng. Doanh thu ctia
thé&” hé san pham alcotest m&i nay cao gap 10 Tan so v&i phién ban ma nd
thay th&". Bién lgii nhuén cda san pham mai ciing 1o'n hon dang k€.

Nhitng dot thir nghiém nay déu dat dwgrc nhiéu thanh tich vang doi.
Drager Safety dan di dén chd tin twdng vao sitc manh clia quy trinh d6i
mai sang tao CPM. Khong 1au sau, ho da khong th€ twdng trong ndi minh
c6 th€ thye hién hoat ddng R&D theo cach nao khac. Biy gior, ta't cd cac y
twdng doi m&i sang tao phu hop ctia Drager Safety déu phai trdi qua quy
trinh CPM. MJdi y twdng mdi déu dwoe trinh 1én hoi dong danh muc san
pham cua cong ty (trong d6 bao gom cac vi 1anh dao cap cao), va hdi dong
nay dwa ra quyé€t dinh s6ng con ddi voi dy dn: dong y tri€n khai hodc
khong. Nhirng dy 4n 1on chwa trai qua quy trinh CPM sé khdng dwoc phé
duyét.

D& quy trinh CPM c6 th€ gin bo chiit ché v&i doi sdng cia t& chikc,
Drews va cac dong nghiép & bd phan marketing da tuyén ngwoi d€ diéu
hanh nhém CPM. Céac vi quan ly CPM dwoc x&€p vao bo phan quan ly
marketing/sdn pham. V&i hanh dong nay, Drews va cac d6ng nghiép da
thyc hién mot dong thdi tdo bao d€ 1ap ddy 10 hong gita R&D véi
marketing, dong thoi chitng minh dwore ring toan bo quy trinh phdt triéh

san pham phai chuyén twr 167 tw duy tw trong ra ngoai sang 167 tw duy tw



ngoai vao trong, ma gdc r& clia né bat dau tir nhirng mong mudn ctia khach
hang.

K&t qua la, cac dy an phat tri€n san pham ctia Drager Safety hién dwoc
cac nha quan ly CPM dén tw bd phan quan ly marketing/san pham phu
trach. D1 voi Drager Safety, 167 tw duy tir ngoai vao trong da tré thanh mot
phén trong DNA d6i m&i sang tao cta ho.

Tuy nhién, méc du nhirng thay doi vé mat t0 chirc va quy trinh la yéu
t0" quan trong gidp quy trinh CPM ding ving, ching van khong phai 1a
nhirng y&u t& quan trong nhat, Drews cho bi€t. Viéc thay doi van hda va
chién lwgc con quan trong hon — va cing kho khan hon. Vé van héa, kho
khan Ién cén giai quyét la 161 tw duy “san pham trwdc, khach hang sau”
vOn da dn siu bén ré trong DNA ctia nhiéu cong ty. Nhirng cong ty nhw vay
ban dau ra't kh6 chdp nhéin cac quy trinh twong tw nhwe CPM, vi cac vi lanh
dao van cdn hoai niém vé thoi di€m cia nhirng thap nién 1970 va 1980, khi
hoat ddng phat tri€n san pham mang lai nhirng thanh cong 1on. Néu dwoc
yéu cau trien khai mot quy trinh nhw CPM ngay nay, cc vi lanh dao sé néi:
“Phat trién san pham theo 1671 cii cling hi€u qua tdt; sao lai lam khac di lam
o W

Twong tw, cac cong ty nay cling c¢6 the khong cha’p nhan nhirng sy thay
doi chién lwgec ma phwong phap CPM dat ra cho ban 1anh dao: tip trung
cao do va hoan toan vao cac phan khic thi trwong chinh. Trong qua trinh
phat tri€n san pham mdi, phwong phap CPM doi hdi ban lanh dao phai
quy€t dinh xem can tap trung vao cac phan khic khiach hang nao nhat.
Nhirng cong ty ddt nang doanh s& c6 th€ s€ coi day 1a mdt quan dieém di
gido; theo ho, su tap trung va viéc thi€t 1ap trinh ty wu tién s€ han ché’ cac
co’ hoi kinh doanh. D1 nhién, ddy 1a mot nhan thirc sai fdam. (Xem Chwong
5.)



Sy thay d6i nhw trén vé dwong 161 tw duy, van héa va chién lwgce chi ¢6
the dugc trien khai tw trén xudng. D6 1a cach lam cia Drews khi 6ng phu
trdch mang R&D tai Drager Safety va sau nay trén cwong vi CEO. Nhung
ong ciing néi thém ring nhitng thay ddi nay ciing phai c6 s hau thuin tir
lanh dao cda cac bd phan R&D, quan 1y san pham va marketing — nhirng bo
phan déng vai tro then chdt trong hoat dong d6i mdi sang tao san pham.

“Viéc xay deng mdt quy trinh twong t¢ nhw CPM thyc ra twong doi
don gian,” Drews tong két. “Nhung viéc trién khai né va bdo ddm ring né
dwoc ap dung cho moi y twedng san pham mdi, méi la mot cudc chién gian
nan.”

Uber — khai thac l¢i nhuin tw mot y twéong dot pha thong qua cac
mo hinh dinh gia day sang tao

Ban muén ngudn cung lic nao ciing ddy dii, va ban s dung gid cd dé’
tang hodc gidm nguon cung, hay dé’ ting hodc gidm nhu cau. Do la kién
thiec kinh té hoc co bdn.

Travis Kalanick, CEO ki€ém dong sang lap Uber

Uber dang dinh nghia lai v€ thanh cong & My. Ho dang kién tao lai
toan bd mdt nganh nghé, thay doi cach ching ta nghi v€ phwong an di
chuyén trr di€m A t&i di€m B. Tai thoi di€m chdng t6i viét cuén sach nay,
Uber van 12 moOt cong ty tw nhin, nhung diy 12 mot trong nhitng cong ty
dwore dinh gid cao nha't cia My. Uber chi mat 5 nam reoi d€ vegt qua moc
gia tri dinh gid ctia ciy dai thu General Motors v&i 107 tudi dovi.

Duwong nhw ho dat t¢i dinh cao nay thuén tdy nho' vao phép mau. Nhw
nhiéu ngwoi da chi ra, Uber, tin binh 1o'n nha't trong linh vie van tai, thyc
ra khong h€ s& htru chié€c xe nao cd. Wikipedia mo6 ta ho 1a “nha phat minh

trng dung di ddng cung cap dich vu thué xe”. Trong khi Walmart tich trtr



hang héa va Apple ché& tao may tinh, thi Uber khong s& hiru hay tham chi la
du trtr mdt hang ma ho bén.

Hay th hinh dung xem, v&i tdt cd nhing di€u d6, thanh tich ctia ho
Io6n dén chirng nao! Hay hinh dung ban cé th€ thong linh cd mdt linh v
rong 1o trong nén kinh t& My, von chi 1a san choi cia mdt s& cong ty ¢
ngudn von dau tw d'o6i dao dén thira mira, ma khdng phai dau tw mdt ngudn
von lwu déng qua 1o va cling khong phai tich trie hang héa.

Nhitng nguoi hi€u Uber rd nhét, tirc nhitng nguwoi trong cude, lai ¢
quan di€m riéng vé bwdc phat trién day an twong cia cong ty nay. Ho néi
ring thanh cong cia Uber 12 dya trén cich khai thdc loi nhuan mang tinh
cach mang.

Uber thiét ké'y twéng doi moi sang tao xung quanh gia ca

Trong chi€n lwge dinh gid cda Uber c¢6 hai don bay — y&u t6” dong va
chién lwgrc dinh gia tham nhap. Ching ta hdy cung tim hi€u k§y hon vé hai
don bay nay.

Phan 1: Yéu t6" dong. Diéu gi lam nén thanh cong cho Uber?
Nhitng ngwoi hdim mé dich vu nay chi ra nhitng di€m manh sau: ¢ng dung
nay cho phép ban biét chinh xac gio' minh s€ dwoe dén, theo doi dwong di
clia thi x&, wdc tinh trede cwde phi, va thanh todn tw dong bang thé tin
dung. Tat ca déu la nhirng diac di€m tuyét voi, nhwng di ¢ng dung cia
Uber ¢6 tuyét vori dén dau, phwong tién di chuyén cé sach s€ dén dau va
trdi nghiém khach hang ¢6 4n twgng d&€n mirc nao, thi ti't ca déu vod nghia
n&u khdch hang nghe tha’y thong tin ring: khong c6 chigc 6 t6 nio ca.

Theo Bill Gurley, mot nha dau tw som va la thanh vién hdi d6ng quan
tri ctia Uber, d6 1a m6t trong nhirng thach thirc I'n nha't cda cong ty nay.

Trong ddi ngli ndi bd g6m toan nhitng nhan vit xudt sic ctia Uber,

Gurley van ndi bt hon hin. Ngoai sy gop mdt trong danh sach Midas binh



chon nhirng nha dau tw hdi ra tién mang té€n “C4c nha dau tw cong nghé
thong thdi nha't thé” gidi” cua tap chi Forbes, Gurley con tham gia vao hoi
ddng quan tri cia cac cdng ty nhw GrubHub, Zillow, NextDoor, OpenTable
va mot s& cong ty khac. Blog ctia 6ng, Above the Crowd, 1a mdt ngudn tai
liéu tham khdo g1 dau giwvong cho cdng dong dau tw mao hi€m. Va trudc
khi noi danh, 6ng la chuyén gia phan tich chinh cho do't chao ban co phi€u
Tan d4u ra dai ching cta mot cong ty van con it ngwoi bi€t dén khi do,
Amazon.

Theo Gurley, ban dau Uber phat hién rang ho dang phdi d6i phé v&i
mot dam déng c6 d6 nhay cam ra't cao vé gia. “Ngay tw som, cOng ty nay
d3 nhan ra rang do6 co gidn vé gid vuot qud ngwong ky vong,” Gurley néi
trong mot cudc trao d6i v&i ching toi.

Phat hién 1on & day la diéu nay khong chi ding v&i hanh khach di xe,
ma v&i ca tai x& nira.

Dirng trirde sy thi€u hut doi ngil tai x& sdn sang chap nhan nhitng cudc
goi xe tw nhirng vi hanh khach say khwdt & quay bar vao dém cudi tuén,
Uber da “may mo thi nghiém cac chwong trinh khuy&n khich,” Gurley cho
biet. K&t qua thu vé ra't 4n twong. Bang cich chiét khAu thém tién, ho da
khuyé&n khich nhiéu tai x& sin sang dén khach lic 2 gio sdng.

L& ra Uber ciing c6 th€ gidi quyét vAn dé thi€u hut xe bang cich ép doi
ngi tai x& phai diang ky han ngach nhw cach lam théng thwong cia mot s6
cong ty. L€ ra ho da c6 the€ yéu cau tai x& lam viéc theo khung gio’ ¢6” dinh,
t0 chirc cac ca lam viéc nghiém ngét va budc ho phai chay theo lich trinh.
Nhuwng khong, thay vao dé, ho da gidi quy€t van dé nay theo céach tinh t&
nha't ¢4 the: sit dung md hinh khai thac l¢ii nhuén.

Gurley goi day 1a “y&u t6" dong”, con dwoc goi 1a chién lwgc dinh gia

dong ctia Uber. Vao cac khung gio ¢6 lwong nhu cau goi xe cao, Uber sé



tinh cwée phi cao hon so véi cdc khung gior thap diém. O’ Chwong 7, ching
toi da ban dé€n phwong phap nay v&i tén goi “dinh gid linh hoat,” mot trong
nhtrng mo hinh khai thac lgii nhuén chinh cua rat nhi€u cong ty thanh cong.

Trén thuc t&, nén tang cua Uber yéu cau khach hang tra cwdc phi cho
tai x& nhiéu hon trong gio’ cao di€m, c6 nhw vy céc tai x& moi c¢d dong lyc
de veot qua nhirng tré ngai — ChE?iIlg han bd bira tiéc mwrng nam md&i dang
dang d& — d€ di d6n khach. Néu Uber khong tri€n khai md hinh dinh gia
linh hoat nay, ho s€ phai bd mic ra't nhi€éu hanh khach bo’ vor, ké cho ho
than phi€n v€ viéc thi€u xe va dich vu thi€u tin cay. Do sy khong hai long
clia khach hang, ty 18 ti€p nhan dich vu ctia Uber chéc chén s& bi 4nh hudng
ti€u cyc. Nhung thay vao dé, md hinh linh hoat da chi dong giam nhu cau,
d6ng thoi gia ting ngudn cung cdp d€ nang cao mirc d6 tin cdy va giai
quy€t tinh trang thi€u xe.

M6 hinh niy tao ra mdt nén ting, trong d6 ngudn cung khong nim
duwdi sy ki€m sodt clia cong ty ma dudi sy ki€m sodt cia cac doi tac tai x&
doc 14p. Va né da phét huy hiéu qud manh mé. “Tdi gio tdi van danh gid
day la diéu thd vi nha't & Uber, vi ching t6i khong phai dau dau soan lich
trinh 1am viéc,” Gurley néi. “Chiing tdi thyc hién hang triéu chuy&n di moi
ngay ma khong bao gio phai nhic nhé tai x& khi ndo thi d&n ca lam viéc
cua ho.”

St dung ding ngdn ngtr. O Chuwong 10, chung t61 da trinh bay ly do vi
sao viéc truyeén tai thong di€p vé gia tri cua san pham lai ¢6 th€ tr¢ thanh
mdt trong nhirng nhi€ém vu gian nan nha't. Pay la mot nhiém vy ma ngay ca
Uber ciing phai dau d4u, vi ho nhan ra ring ra't khé d€ truyén di thong diép
chinh sich dinh gia linh hoat thyc sy ra't htru ich cho khich hang.

Nhi€u cong ty st dung chién lwgc dinh gia linh hoat d€ tinh thém tién

trong khodng thoi gian cao di€m. Nhirng vi du tiéu bi€u cho treong hop



nay 1a cic khu nghi dwedng vao mua he hodc cdc di€ém dd xe gan san van
dong vao ngay dién ra mot tran thi dd'u nao do.

Thong thwdng, muc tiéu ctia chinh sdch nay 14 nhim thdic day loi
nhuan. Nhung nhw da néi & trén, muc ti€u ctia Uber la bao dam cé xe phuc
vu hanh khéach 24/7, bat k€ troi mwa tuyét hay dwong sa Tay 16i. Thay vi bo
tdi phan cwdc phi tinh thém, Uber chuyén phan 1én cho cdng dong tai xé&
ctia minh.

That khong may, thuidt ngr dinh gid linh hoat khdng gitp truyén tai
thong diép veé gia tri ma Uber mang dén cho hanh khich — thyc ra, né€u
khong ¢6 chién lwgrc nay, nhirng ngwoi mudn goi taxi vao gior cao di€m c6
the s€ phai cho rat lau. Nhue Gurley da chi ra, gia cwdc ctia Uber thwong
tang cao vao nhirng lic moi hinh thirc van chuyén khac déu dang qua tai.

“Gior ddy nglm lai, toi nghi 1& ra minh nén goi d6 1a chién lwoc dinh gid
theo do sin c¢6,” Gurley mim cudi néi. “That ky la. Travis mudn minh bach
hét sitc véi khach hang va anh &y cho ring tén goi clia cong ty da gitip
minh lam dwoc diéu do.”

Phan 2: Dinh gia tham nhap. Néu nhw céc tai x& cua Uber 1a nhirng
ngwoi nhay cam vE gia cd, cac hanh khach ctia ho cling hét nhu vay. Diéu
ndy c6 nghia 1a tuy cdc hoat dong dinh vi ban dau nhim t&i viéc dwa Uber
tré thanh mot thwong hiéu cao ca’p — khau hiéu ban dau la “Tai x& riéng
cta td't cd moi ngwoi” — nhwng Uber khong the tinh mirc gid cao cap.

Xét to goc d6 nao d6, chinh thién chi chi tra thdp ctia khach hang da
budc Uber phai hanh dong. “T6i mudn khflng dinh rang khi c¢6 do co gidn
theo gid cao nhw vay, ban phéi 1a mot cong ty hoat dong v&i mire chi phi
thap,” Gurley néi. “Néu khong, nguoi khac ¢6 the ha gid thdp hon ban va
gianh 18y phan 1on thi phdn béi d6i véi nguoi tiéu dung, gia ca la diéu

quan trong.”



D€ giam gid xudng mirc thadp nha't cé the, Uber biét ho sé phai giam
thoi gian chét cta tai x&. “Pinh gid linh hoat déng mot vai tro rd't 1on &
day,” Gurley néi. “N6 cho moi ngwoi biét khi nao thi nén & dau.”

Khi ho da quen v&i hé thdng nay, ty 1€ st dung cua tai x&, tiec 1a phian
trim thoi gian ho ché khéch, ting 1én. Lé ty nhién, ca tai x& 14n hanh khach
déu tim dwoe vi tri cho minh trén thi trrong hoat dong v&i hi€u qua cao
cua Uber.

Khi ty 1& st dung gia tang, Uber c6 th€ day chi phi xuéng thap hon
ntra, t d6 tao ra cdi ma Gurley goi 1a “vong tron ting cwong cia Uber”.

Quan diém ctia cong ty 1a, chié€n lwgrc dinh gid nay — theo cach goi clia
Gurley 1a “dinh gia thap cé chu y” — déng vai tro quan trong trong viéc
giup ho gianh dwore thi phan 1on v&i khach hang. “P6 1a mét cudc choi dai
hoi, vi v&i bién loi nhudn thdp hon, ban s€ phdi m& rong vé sd lwong.
Nhwng d6 1a mot cudc choi ding,” Gurley néi. Nhw da trinh bay & Chwong
8, dinh gid tham nhap la m6t cam két 1on hon (va rdi ro hon) béi véi chién
lwgrc nay, ban phai hoat dong & bién lgii nhuan rat mong va phai mé rong
that nhanh. R4t it cong ty lam dwgce diéu nay, va trong s& hi€m hoi d6 c6
Uber.

Quan trong hon, chién lwoc gid thap cling m& canh ctra d€’ xay dung
mot co’ s& khach hang rong 1é6n hon nhiéu. Gurley chia sé ring sau khi dwa
van dé day mirc gid xudng thap hon nira tré thanh mot “si¢ ménh cua cong
ty”, “
20 Tan so vo&i thi trrong ma 1€ ra ho da ¢6 the€ ¢6 néu khdng chiju khé may

Uber do6t nhién c6 th€ ti€p can dwgc véi mot thi trerong 1on hon gap

mo veé gid ca.”
Trong mdt bai viét ndi ti€ng trén blog, Gurley ndéi rang nhi€éu nguoi
hoai nghi Uber da khong “tinh dé€n tdc dong cua gia ca theo yéu cau”. Ong

dat cau héi: “Chuyén gi s€ xay ra néu c¢6 nguoi ¢ the€ mé ra mét dich vu



thuén tién hon, an toan hon véi mire gia tha’p hon va ngudn cung cap dich
vu do6i dao hon? Khi @6 chic chin ho sé thuc hién dwoc nhiéu chuyén di
hon — va d6 1a diéu dang thyc sy dién ra.” Sau d6, 6ng chi ra nhiéu thj
treong ma nhirng nguwoi chi trich da khéng tinh dén, tw van chuyén cong
cong dén cho thué xe.

Ngay ca viéc di bd cling 1a mét thi treong kha thi: N&u ban mé Google
Maps d€ xac dinh dia di€ém can dén, ban s€ dwgc cung cap thém thdng tin
Ve gid cd n&u bt xe Uber thay vi phai di bo. Qua 12 mdt cdch thong minh
tuyét vori d€ dit cau hoi: “Thoi gian cia ban dang gid bao nhiéu?” Gurley
cho ching t6i bi€t ta't ca déu la mot phan trong cach dinh gid tong thé cla
Uber. “Cang dat dwgrc diem gia thap, toi cang nghi ra dwgrc nhiéu kich ban
de thuyét phuc khach hang nghi d€n Uber nhw mdt phwong an thay thé€ cho
bat ky phwong an nao ma ho dang du tinh — chéng han, st dung phwong
tién van tai cong cong, thué xe, mwon xe, mua xe...”

Chi€c xe khac cua t6i la Uber. Phan cudi cung 1a mdt trong nhirng
nwoc di quan trong ti€p theo ctia Uber: Pwa dich vu chuyén ché tré thanh
mot phrong an thay thé cho hinh thirc s& htru xe. Muc tiéu 1on ctia Uber 1a
tréd thanh san pham thay thé& cho chi€c 6 td trong garage nha ban. Gurley
chi ra ring thuc ra, chiéc 6 t6 ctia ban nim khong trong “95% thoi gian”.
Néu Uber ¢6 th€ khién cwde phi mdi Tan di chuyén xudng thap & mikc hop
ly, ddng thoi bdo dAm mitc do sdn sang phuc vu & mikc cao, thi viéc ban
ban xe ctia minh di r'oi st dung s6" tién d6 d€ chi tra cho cac chuyén Uber,
hay quy€t dinh khong mua xe riéng ntra, 1a diéu hoan toan hgp ly. Tw géc
d6 tai chinh, Uber c6 th€ thay thé cho hinh thirc s& hiru xe.

D¢ dat dugre diéu d6, ban 1anh dao clia Uber mo' vé mdt ngay ho nim

dwoc trong tay “Chuyé&n di khdng ngirng nghi”, tirc 12 vién cdnh ma ldc nao



tai x& cling c6 hanh khéch, twong dwong véi ty 1€ st dung 100%. Nhung
liéu ho con ¢6 thé' lam t6t hon thé nira khong?

UberPool ¢6 th€ 1a ciu tra loi xac dang. Uber da tin dung bo phan thuat
toan manh mé clia minh d¢ xay dyng mot hé thng nham tap trung thanh
nhém nhirng hanh khéach c¢é suy nghi gidng nhau & cac thanh phd 1on nhw
San Francisco va New York. Mt s& khach hang té ra rat thich trdi nghiém
nay; theo ho, diy la co hdi d€ ho gip go nhirng ngwoi ban méi trong mot
moi treong hoan toan thodi mai. Du khach va nhirng ngwoi khach khac cho
ring day 1a mot cdch dé dang d€ ho nhin dwoe nhiéu thong tin va 1oi
khuyén vé thanh phd” ma hg dang tham thu.

Nhung diéu hay nhat & day cé 1€ 1a chuyén gia ca. Vi gio ddy mot tai
x€& ¢6 th€ chd cung lic nhiéu hanh khac, UberPool cho phép Uber vuegt qua
ty 1€ st dung tredrc diy, khién dich vu cia ho ngay cang phai chang hon
ntra. Pi€u nay khong chi gidp Uber tré thanh mot phwong an thay thé ngay
cang kha thi cho hinh thirc s& hiru xe riéng, ma con dwa cong ty nay tré
thanh mot d6i thd dang gom cho cdc hinh thic vén tai cong cong hién
hanh.

K& hoach phén khic “moi ngwoi”. Di nhién, s€ c6 nhirng ngwoi khdng
bao gior st dung UberPool, ba't k€ gid ca ctia hinh thirc di chuyén nay cé ré
dén dau. Nhw ching t6i da trinh bay & Chwong 6, day ciing chinh la cach
x4c dinh phan khic thj trrong: ban khoanh viing mot nhém nguwdi sin sang
chi trd cho moét s6” didc di€m nao dé cao hon so voi nhirng ngwoi khac, vi ho
dé cao chung hon.

Ching han, mot s& ngudi ¢6 the s&n sang trd mitc gid cao d€ dwoc di
chuyén voi ddy du sy thudn tién va tién nghi. Nhirng hanh khéach nay rat
pht hop v&i nhirng chi€c SUV va limousine cda dich vy UberBlack. Mét

s& khdc lai chi mudn sy riéng tw va khong can nhirng thir rero'm ra ctia mot



chiéc UberX. Uber da ti€p can cac phan khic khach hang mdi mét cach ty
nhién thong qua viéc xdy dung cdc trdi nghi€ém khach hang xung quanh
nhirng gia tri khac nhau va thién chi chi trd ctia phan khiic twong &ng.

Khong phéi dong d6-la nao cling dwoee tao ra nhw nhau. Ngoai viéc
hi€u nhu cau va gid tri mong mudn cua cac phan khic khach hang, Uber
con hi€u ho mudn tranh nhirng gi. Pay la ly do vi sao mdt trong nhirng cai
hay nha't ctia Uber nim & chd, ban khong phai tra tién boa cho tai x&. Thuc
ra, khong cé cach nao d€ dwa tién boa ca. Nhw véi mo hinh dinh gid cua
Uber, day 1a mot diéu dwoc tao ra mot cach ¢6 cha .

“Travis 1& ra da c6 th€ dé dang xay dung mdt cong cu tra tién boa cho
tai x&,” Gurley néi. “Mot trong nhirng phat hién thd vi nhat trong lich su
cta cong ty nay la thoi di€m dwa tién boa la thoi di€m khi€n hanh khéach
cam thdy cang théng. Anh 4y mudn moi ngwdi nghi ring d6 1a chiéc xe
ctia ho va ho chi viéc ty nhi€n vao xe roi ra ngoai.”

O Chuwong 11, ching t61 da ban dé€n cac chi€n thuit dinh gia theo hanh
vi. C6 th& ban cho rang 1 d6-la bd vao phan cwde phi cling gidng nhw 1 do-
la bd vao phén tién boa. Uber nhin nhin diéu nay to géc d6 hanh vi, va
tha’y rang nhw thé 13 khong diing.

“T6i nghi cac quy€t dinh dinh gid va quyét dinh vé san pham nay déu
lién quan t&i viéc x6a bd sir khong thodi mai va tim 1y lo ldng & nguoi tidu
dung,” Gurley cho bi€t. “Ban can phai giip khach hang loai bd dwoc ganh
ning khi phai cAn nhic ring nén dwa 5% hay 10% tién boa cho tai x& trong
lic ho dang vdi va; doi lai, khach hang s€ yéu mén ban vi diéu do6.”

Tém tit: Nhirng cung dwong méi

Uber 1én k& hoach ti€p cén tat cd moi nguoi. Piéu nay c6 nghia la ho
phai tao ra cac san pham d€ thu hdt ca phan khic ngwoi 1on tudi va nguoi

khuyét tat (UberASSIST) v&i cdc phwong tién hd tror hanh khdch 1én xe va



do6i ngil tai x& c6 kha nang thyc hién céc thao tac h'di sirc ca’p ctru khi can
thi€t. Hay néi cach khac ho phai tao ra ca UberChopper danh cho nhirng
ngwoi sin sang chi trd d€ ¢ th€ d&n dwoc noi ciAn d&n mot ciach nhanh
nhd't c¢6 thé. Hodc UberEATS danh cho nhirng nguwoi mudn d6 an dwoc
giao d&n dung gior. Uber da va van dang 1én k& hoach tiép tuc tdn dung kha
nang phan khic thong minh cia minh d€ quing lwdi cang rong cang to't.
Cudi cung, Uber mudn tré thanh mét phwong dn thay thé cho hinh thirc s¢&
htru xe riéng — va ho dang trén da thyc hi€n dwoc muyc ti€u nay. Nhw Travis
Kalanick néi, “Néu c6 th gi d6 c6 th€ di chuyén tir noi nay sang noi khac
trong thanh ph6 — thi d6 d€u 1a muc tiéu quan tdm cta ching t6i.”

Swarovski — thanh qua tw nhirng y twéng ro rang vé thién chi chi
tra cia khach hang

Dy doan nhirng ddc di€m ma khach hang mong muén tor mot san pham
md&i — va s tién ma ho s&n sang chi trd cho chiing — truedc khi phét trién
san pham da va dang 1a mot cdng thirc bdo ddm thanh c6ng cho hoat déng
d6i md&i sang tao & nhiéu céng ty du lau doi hay mai thanh 14p. Ngay ca
nhtrng cong ty da c6 kinh nghiém thyc hi€én R&D hang chyc ndm (nhw
Porsche) cling c¢6 th€ ti€p nhan nhirng phwong an ti€p cén triét d€ méi mé
nay. Di nhién, cdc cong ty mdi ra doi sé c6 lgi thé hon trong viéc ti€p nhan
phwong an ti€p can mdi, nhw nhitng nghién clru ctia ching t6i vé cac cong
ty nhw LinkedIn, Uber va Optimizely (s€ ban d&€n & phan sau trong chwong
nay) da chi ra.

Tuy nhién, nhirng c6ng ty lau doi hon ca Porsche cling da ap dung
nhirng bai hoc rit ra dworc t cudn sach nay. Mot trong s& dé 1a Swarovski,
cong ty dwoc thanh 14p ndm 1895 & thi trai'n Wattens viing nii Alps cia Ao.
La nha san xudt @6 pha 1€, trong thip nién vwra qua, cidc chuyén gia phat

tri€n san pham cta Swarovski da hoc dwgc bai hoc vé fdm quan trong cua



viéc xac dinh nhirng diéu dwoe ca khach hang doanh nghiép va khach hang
c4 nhan dé cao trong cdc san pham mdi trrde khi bat tay vao qud trinh thiét
k& san pham.

Cong lao nay ra doi dwa trén mdt sy doi m&i quy trinh. Jeweler Daniel
Swarovski khéi sw kinh doanh sau khi 6ng ding ky biang siang ch& cho mot
loai mdy c6 thé€ nghién pha I& nhanh hon va chinh xac hon so v&i cach lam
tht cong. Khong 1au sau, cdng ty tréd nén ndi ti€ng vdi nhitng san phadm gin
pha 1€ duoc cac ngdi sao Hollywood treng di€én nhw Marlene Dietrich va
Marilyn Monroe. (Thyc ra, hai chi€c vdy dinh nhtrng vién pha 1€ 1ap lanh
ctia Swarovski ma Monroe mac da tré nén noi ti€ng: mot chi€c ba méac khi
hat bai “Diamonds Are a Girl’s Best Friend” trong bd phim Gentlemen
Prefer Blondes (tam dich: C4dc quy 6ng thich nhtrng ¢6 nang téc vang hon)
nam 1953, va mot b6 ba mac khi hat bai “Happy Birthday” tredc Tong
thong John F. Kennedy tai ddu treong Madison Square Garden & New
York nam 1962.)

Ngay nay, 60 ndm sau ngay 6ng mat, cd I€ Daniel Swarovski ciing
khong th€ nhan ra dwgc cong ty ma chinh tay minh gy dwng lén, hién vin
dworc gia dinh 6ng dréu hanh thanh cong. Swarovski la mot tdp doan tri gia
34 ti d6-la v&i 30.000 nhan vién va hoat dong & 170 qudc gia. Tinh t&i
nay, mang hoat dong 1on nha't ca cong ty ndy van 1a kinh doanh @0 pha 1€,
75% ngudn doanh thu cia ho dén twr d6 trang stirc, d6ng h'6, phu kién thoi
trang va cac san pham ti€u dung khac dwoee ban tai 2.480 cira hang
Swarovski & khip noi trén thé gidi.

Mot phian khong nhod trong méang kinh doanh @6 pha 1€ 1a don vi kinh
doanh ban budn hoat dong theo md hinh k&t hop B2B2C>. Mot san pham
quan trong cua ho la pha 1€ 16ng, chi yé€u ban cho cic nha bén si, cac hang

thoi trang va cac hang ché tac d6 trang sirc. MOt mang khéc la cac don dat



hang san xud't cac chi tié€t trén nhitng san pham nhw dién thoai di dong va
d6 ndi that.

> B2B2C (Business to Business to Customer): M6 hinh kinh doanh tiép
cdn voi khdch hang cd nhdn thong qua khdch hang doanh nghiép. (ND)

Do cédc san pham ctia ho cu6i cing déu di dén tay nguoi tiéu dung ca
nhan, nén Swarovski phai quan tim dén nguwoi tiéu dung, du ho phat trién
va dinh gid san pham m&i cho khach hang doanh nghiép. Christoph
Kargruber, ph6 cha tich diéu hanh phu trach d6i md&i sang tao va quan ly
san pha ctia Swarovski, cho biét ring viéc tim hi€ xem ngudi tiéu ding
san sang chi tién cho cdc san phdm quéan 4o, @0 trang strc va cdc mit hang
khac st dung san pham pha 1€ cia Swarovski l1a phian trang tri déng vai tro
then chd't gidp ho khai thac t67 da lgii nhuén tr cac hoat dong d6i mdi sang
tao v&i nha san xuat.

Chiing ta hay cung tim hi€u xem ho thyc hién diéu nay nhw thé nao cho
nhirng mang san pham trén.

Pha Ié 16ng cho linh vwe thi trang va d'6 trang surc

Céc khach hang doanh nghiép cho dong san pham pha 1€ 16ng cia
Swarovski chti y&u la cdc cong ty thoi trang va hang ché tac d'6 trang strc,
tw cac thwong hiéu c¢6 mirc gid trung binh nhw Victorias Secret dé€n cac
thwong hiéu cao cdp nhu Jean-Paul Gaultier. V@i catalog hon 100.000 san
pham, Swarovski c6 th€ cung cd’p cac san pham pha 1€ v&i nhiéu loai, mau
sic, kich c& va ki€u ddng ra't da dang.

Swarovski ra méit bo swu tip d4 quy mdi hai Ian mdi nim. Vi 100.000
san pham va mdi ndm lai ¢ thém nhing sdn pham mdi dwoc bs sung,
Swarovski khdng thé nghién ctru ky lwong va toan dién vEé nhirng gi khach

hang mudn chi trd cho cac san pham md&i ma ho thiét ké&”. Vay Swarovski ¢



th€ 1am gi d&€ biét liéu sdn pham ctia ho ¢6 stec hap dan v&i ngwdi tiéu dung
— nhtrng vi khach hang trong thé gi¢i thoii trang thay d6i khéng ngung?

Cong ty nay can phai c6 mot phwong phap hiéu qua va cé hé thong d¢
thu thap cac y ki€n phan h6i cia khach hang vé gia tri san pham cta ho
trong giai doan dau ctia quy trinh phat tri€n san pham. Nhwng thay vi thyc
hién nghién ctru khich hang ddi véi tirng san pham, tr ndm 2013, ho bét
d4u thye hién nhitng nghién ciru va phan tich trén pham vi rong nhim xac
dinh céc tiéu chi va dic diém trén san pham gilip nang cao WTP ciia khach
hang. N6i cach khéc, cong ty nay tim ki€m nhirng y€u t& tdc dong dén gia
tri ma khach hang dé cao. Muc ti€u ctia Swarovski 1a xady deng mot md
hinh khai thac lgri nhuan va mot quy trinh ddt gia c6 hé thong, cé the thu
dworc WTP tir cd khdch hang doanh nghiép 14n nguoi tiéu ding, trong d6
tinh d&€n do phirc tap clia danh muc san pham d'6 s6 cia ho.

Swarovski da khao sat khach hang & hon 20 qudc gia trén th& gidi.
Theo Kargruber, cdc nha quan ly sdn pham cia cong ty nay da cé ra't nhiéu
phat hién 1on sau khi phan tich dir liéu khéao sat. Phat hién dau tién 1a mot
s phan khiic khach hang sin sang tra gi4 cao g 5-6 Ian cho c4c san pham
pha 1& ¢6 nhitng dwong cét tinh t& hon 1a céc san pham pha 1& truyén thdng.
Theo céch néi ctia chiing tdi thi, dd phitc tap trong nét cit 1a mot y&u to
quan trong thic day WTP ctia khach hang. Phat hién th hai 1a WTP gia
tang ty 1€ thudn voi d6 sang chia pha 1€. Do d6 sang chia pha 1€ gia ting cling
véi @6 phirc tap trong dwong cit, nén viée tao ra nhitng san pham pha I&
sang v&i nhitng nét cit tinh t& c6 1& s& 1a mot y twdng triéh vong, c6 thé
mang lai nguon lgri nhuén 1om.

b¢ duwa cac dir liéu WTP va cac y€u td tao sy quan tam & khach hang
vao mot hé thong dinh gid ma cac chuyén gia phat trién san pham cé th€ st

dung, cong ty niy dua ra 5 ting gid. Sy da dang cia mdi ting gid nim &



nhtrng loii ich chinh ma mot san pham pha 1€ mang lai cho khach hang vé
dd sdng va do tinh xdo th€ hién dudi nhitng nét cét tinh t&. Cdc sdn pham
trong mdi tang gid déu c6 mic gia nhw nhau, di ring ching khac nhau xét
vé cédc khia canh nhw hinh ddng va mau sic, vi WTP clia ngudi tiéu diing
khong c6 sy chénh léch 1on véi cac yéu t& d6. BE cach ti€p cin theo tang
gid nay tré nén dé hi€u hon v&i khach hang, mdi tang lai dworc dit cho mot
cdi tén phu hop (theo cach dinh vi gia t thadp dén cao): Essential (co’ ban),
Classic (cO dién), Advanced (cao cadp), Sophisticated (tinh t&), va
Outstanding Crystals (pha 1é thwong hang). Déi gid tir tAng thadp nha't cho
dén tang cao nhat 1a 650%.

V&i mét hé thdng phéan tang gid dwa trén gid tri d6i v&i khach hang,
Swarovski gio’ diy da c6 th€ dwa ra nhirng quyét dinh then ch6t vEé thiét k&’
va dinh gid tw sém trong quy trinh phat tri€n san pham mdi. Va do tuan
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theo tri€t 1y “thi€t k& san pham xung quanh gid ca,” nén cac chuyén gia
thigt k& c¢6 the bat dau cong viéc khi da ndm rd khodng gi4 cAn nhim t&i va
dau l1a nhirng y€u t6 tao ra gié tri cho khich hang.

Kargruber cho bi€t, 161 suy nghi nay da mang lai rat nhi€u lgi ich cho
Swarovski khi cac chuyén gia thi€t k& c6 th€ tao ra nhirng san pham moi d€
thu hidt khach hang & twng ting gid. Cong ty can ¢ san pham bao quat tat
ca tAng gid. Pang sau mdi tAng gid 12 mot hodic mdt vai phan khiic muc tiéu;
Swarovski mudn phuc vu ta't cd. HE thong phan tang gid con gidp dinh
hwong quy trinh phat tri€n san pham cua cong ty theo kich co thi treong.
Ddi v&i cac phan khic 1om, Swarovski ¢an bd sung thém nhiéu san pham
moi.

M6t loi ich khac chia hé thong phan ting gia la gior ddy, doi ngl kinh
doanh di c6 the€ d& dang gidi thich 1y do dang sau chinh sich dinh gid cta

Swarovski cho cac khach hang hoat dong trong cic linh vyc san xudt d6



trang strc va phu kién thoi trang. Chi ¢é 5 ting gida — chir khdng phai vai
chuc tang nhw tredc — va cdc san pham dit nhat 1a cdc sdn phadm vuot troi
va tinh t& nha't. Khach hang bay gio’ ciing hi€u vi sao mirc gia ctia san pham
nay lai cao hon nhiéu so v&i mirc gia cua san pham khac, nho vy gép
phiéan lam giam ty 1€ tir chdi sdn pham vi gid ca.

Trude khi chinh thirc héa quy trinh m&i, Swarovski dinh gia dwa trén
“trc gidc,” Kargruber cho biét, chr khdng phai dwa trén gia tri do1 voi
khach hang. K&t qua 1a, nhiéu mirc gia cia cong ty nay bi dat sai, khi€n doi
ngl kinh doanh phéi stra lai gia trong khi dam phdn v&i cac khach hang
doanh nghiép, diéu nay din t&1i tinh trang c6 nhirng treong hop gidm gia
rat sdu d6i voi mot s& san pham. Ngay nay, tinh trang trén da chdm dut.
Do6i ngii kinh doanh gior diy da ¢6 thé tap trung vao nhiém vu chinh cda ho:
ban hang.

Kargruber cho biét quy trinh m&i gidp cac nha quan 1y san pham dwa ra
nhirng quyét dinh dinh gid nhanh chéng hon, dé dang hon va chinh xdc
hon. “Va quan trong hon, quy trinh khai thac lgi nhuén tr sdn pham méi
sau khi dwoc stra doi da gép phan nang cao dang k& bién lgii nhuén, va day
cling chinh 1a muc tiéu chi dao cua sang ki€n doi m&i nay,” dng ndi.

Nang cao kha nang thanh cong ctia sin pham m&i cho cac giai phap
chuyén biét

B0 phan ddm nhiém gidi phdp chuyén biét (Customized Solutions) phu
trach phat tri€n cac san pham pha 1€ theo don dat hang riéng cta cac khach
hang doanh nghiép ciing van dung tw duy “thi€t k& san pham xung quanh
gid ¢d” trong phat trién san pham. Customized Solutions 12 mdt nguon
doanh thu ngay cang rdng mé cho Swarovski. Cac hang san xudt dién thoai
di dong nhw Samsung mudn thi€t k& cac loai vo may dinh pha Ié ctia hang

Swarovski d€ tao sy ndi bat tred'c phan ddong d6i thd — hdu hét chi st dung



vO nhya; cdc nha san xud't @6 ndi tha't cling chuyén hwdong trang tri nhirng
hoa ti€t pha 1€ 16ng lanh cho cac san pham dén, gh&’, cing cac vat dung
khac nham thu hit sy chi y clia nguwdi tiéu ding trong cdc ctra hang bay
ban d6 ndi that.

MOdi san pham trong s& nay déu 1a sdn pham do tirng nha sdn xua't dit
hang riéng. Cac loai vd mdy cua nhing dong di€n thoai di dong cua
Samsung s€ khac v&i vo mdy ma nha san xué't dién thoai di dong khac.

Nhwng nhtrng hoa ti€t pha 1€ ciia Swarovski mang lai vé dep tinh t€ cho
nhtrng chi€c dién thoai hay dén chi 1a mét phan cua nhirng gi can thiét d¢
thu hit nguoi tiéu ding mua ching. Swarovski khéng chi ban mdt san
pham dat hang riéng, ma ho con ban ca dich vy déng goéi, marketing va
quang ba thwong hiéu, khuyén mai va tw van kinh doanh cho riéng tirng
khach hang — va day 1la mdt diéu vo cung quan trong gitip cac cong ty doi
tac tao ra dworc nhu cau & nguoi tiéu dung. Swarovski ban giai phap tao sy
khéc biét.

Swarovski cling hoc dwoc riang ho phai tim hi€u cic xu hudng tiéu
dung va tim ra nhitng déng lyc thic day mua hang d€ to d6 lam cho san
pham cua ho tré nén hap dan hon. Viéc tim hi€u nhu ciu khich hang va
thién chi chi trd cia ho cho nhirng san pham ddp &ng dwoc cac nhu céau do,
van d6éng vai trd quan trong. Khong ¢6 nhing thong tin ndy, Swarovski s&
khong biét cdc khdch hang clia Samsung sin sang chi bao nhiéu cho mot
chi€c vo dién thoai di dong cé dinh pha 1€ Swarovski, va kéo theo dé la
thién chi chi tra cia Samsung cho cac san pham pha 1€ dat hang ri€ng cho
Swarovski. Nhirng nhém Custom Solutions biét cau tra loi cho cau hoi nay
vi (nguoc lai voi b phan kinh doanh pha 1€ 1dng), ho thyc hién nhiéu cudc

nghién ctru nguoi tiéu dung cudi chi ti€t va ky lwong hon. Két qua la, cong



ty nay bi€t nguoi ti€u ding mong mudn nhirng thi€t k& pha 1€ nhw thé nao
va ho s&n sang chi trd bao nhiéu cho chiing.

D¢ td1 wu hda 1ol nhuin, Swarovski con nhin thire rd nén theo dudi cac
phan khic ngudi tiéu ding ndo hon. Chang han, véi trudng hop vo dién
thoai di dong, Swarovski phdt hién ring ngwdi tiéu ding & nhiéu thj treong
khdc nhau sin sang trd thém dén 120% cho mot vo dién thoai dinh pha Ié.
biéu nay giip Swarovski thuy€t phuc dwgrc cdc hang san xua't dién thoai di
dong tin rang gid tri cta vd dién thoai c6 th€ vwrot xa chi phi san xuit
chiing, va ring viéc dit logo, thiét k& va san pham pha 1& clia Swarovski
trén vO dién thoai cua ho s€ c¢é th€ giip ho dit ra mirc gid cao trén thi
trrong.

Kién thirc nay gitp Swarovski c6 th€ thay doi dinh hudng trao doi voi
cdc nha san xudt von chi tdp trung vao mo hinh dinh gid cdng chi phi.
Swarovski c6 thé chi cho c4c nha sin xudt thd'y rang ho c6 th€ kiém thém
dwoc bao nhiéu loi nhuan néu gin san pham pha 1 ctia Swarovski vao sin
pham ciia ho, di rang Swarovski s& chi&m ph#n lgii nhuan 16n hon so v&i
khi ho tinh todn theo bién l¢ri nhuan ctia moé hinh cong chi phi.

Mikc gi4 cao hon 120% ma nguoi tiéu dung sin sang tra cho céc loai vo
dién thoai thdng minh dinh pha 1€ Swarovski c6 sy chénh 1éch dang k& so
v&i cac san pham khac, voi mirc dao dong tw thap la 30% cho dén cao la
vai tram phan trdam. Cac du li€u cta Swarovski da gidp bd phan
Customized Solutions tap trung chi€n lwgrc vao san pham ma cac phan khiic
khach hang c6 WTP cao hon danh cho chiing.

Ngoai ra, khi biét ngwoi tiéu dung sin sang chi trd cao hon cho nhitng
san pham c6 dinh pha 1€ cia Swarovski, cong ty nay thdm chi con c6 th€
khai thac dwoc 1o nhuén tir thwong hi€u va logo cua minh. Vi Swarovski

s& htru thwong hi€u c6 uy tin, nén cac cong ty cé thwong hi€u yéu hon



throng tim d&n Swarovski d€ cing hop tac. Ho sin sang tra tién d€ dwoc
hwdng hiéu ing lan tda khi ¢6 logo cia Swarovski trén san pham.

Sau hon mot thé” ky nudi dudng va vun ddp cho mot thwong hiéu ndi
ti€ng vi tinh thdn doi mdi sdng tao va san pham c6 chd't lwong tuyét hao,
Swarovski hién da dirng & vi th&” cé th€ gilp cac cong ty khong cé thwong
hi€u gia tang danh ti€ng cho minh. Nhwng diéu nay doi hoi Swarovski phai
lu6n duy tri vi th& thwong hidu pha 1& nGi bat trong mét ngudi tieu diing va
cac cOng ty ban lai san pham cta ho. Piéu d6 ciing c6 nghia 1a Swarovski
phai ti&p tuc thye hién nhitng nghién cttu d€ chitng minh rang vi sao ngudi
tiéu dung lai sin sang chi trd cao hon, va cao hon bao nhiéu, cho cdc hoa
ti€t pha 1€ dinh vao d'6 vat cua cic nha san xua't khac.

Nhung bwoc ti€p theo trén hanh trinh khai thac lgi nhuin caa
Swarovski

D3 hai nim trdi qua k€& tir khi Swarovski bit dau 4p dung céc 161 tiép
can trén vé viéc khai thac lgi nhuin tor d6i méi sang tao. Kargruber cho
ring d€ hoan thién hanh trinh nay, ho s& phai mat thém tir 1-2 nim nira.
“Khong th& dp dit thoi han ngan d6i v&i viée thay d6i cdch phét triéh san
pham clia mdt cong ty, dic biét 1a viéc thay doi tw duy cta nhitng nguoi
tham gia vao quy trinh dGi m&i sang tao,” 6ng giai thich. “D6 khong don
thudn la sy thay doi vé quy trinh, ma 1a mdt 167 tw duy hoan toan khac.”

D& thyc hién dwoc cong cude 16t x4c day nhoc nhan nay, khong the 1am
tam bg’; nd lwc nay can phai c¢6 k& hoach va ci'u tric 16 rang. Swarovski 14p
mot Gy ban dinh gid g6m ba ngwdi ¢6 nhiém vu hwdng dan va thic day qud
trinh thay doi, bao goém nguwoi dirng dau cac bd phan marketing, kinh
doanh va mot kieém sodt vién. Cong viéc cia ty ban nay l1a d€ ra nhirng chi
dao r6 rang, gidi quy€t xung dot, gidm sat sy ti€n bo cua viéc 4p dung mo

hinh khai thac lgri nhuén moi, va dwa ra nhirng diéu chinh can thiét cho quy



trinh nay. Céc thanh vién cta dy ban hop 6 T'4n mdi ndm va ho da phat huy
dwoc hiéu qua hoat ddng ctia minh trong viéc dwa Swarovski di tw 161 tiép
can “dinh gid san pham don thuan” sang 167 ti€p can “thi€t k& san pham tap
trung vao gia ca”.

D& ho tror viée khai théc lgi nhudn cta cong ty, Kargruber thanh 14p mot
van phong dinh gid v&i hai nhan vién lam viéc chinh thirc thudc bd phan
marketing. Hai ngwdi nay bdo cdo coOng viéc truc ti€p vdi 6ng va hd tror cac
d6i nhém phu trach d6i méi sang tao van dung cac phwong phép khai thac
lori nhudn moi.

V&i quy trinh khai thac lgii nhuén tie d6i mai sang tao theo dinh hwdng
“thi€t k& san pham tip trung vao gia”, vi€c cac vi lanh dao trong uy ban
dinh gid dkng ra chi dao quy trinh nay, va sy hd tror tir nhém ctia Kargruber,
nhrng san pham pha 1€ cia Swarovski thdm chi sé con sang 1ap lanh hon
ntra trén thj trieong. “Ngam lai, I€ ra chdng toi nén lam viéc ndy sém hon,”
Kargruber n6i. Tuy nhién, du mudn, cong ty nay ciing dang ra't nhanh nhay
trong viéc bu lai thoi gian da mat.

Optimizely — cach dinh gia nhwng y twéng doi moi mang tinh dot
pha

Nhirng ti€n by nhanh chéng trong cong nghé da khi€n nhiéu loai hinh
san pham va dich vu mé&i tré nén kha thi, nhwng lai khi€n cac nha doi moi
phai d61 mat véi mot thach thirc 1om trong khai thac loi nhuén: xac dinh
xem liéu mdt san pham m&i ¢6 the ban dwgc khdong va ban & mirc gid nao,
trede khi cdc nha ddu tw rét tién. Theo mot nghién ctru do Treong Kinh
doanh Harvard thwc hién nam 2012, 75% céac cong ty khéi nghiép hoat
dong dya trén ngudn von dau t mao hieém tai My tha't bai.

Nhung cau chuyén ctia Optimizely da cho thd’y moi chuyén khong nha't

thi€t phai c6 k&t thic dang budon nhw vay. Cong ty cé tru s& & San



Francisco nay da st dung cdc nguyén tic néu trong cudn sdch nay d&€ danh
gia tiém ndng thj treong cho san pham dot phd cia minh tw tredre khi gici
thiéu san pham ra thj treong — va ho biét ring né khai thic tiém ning loi
nhudn ra't t6t. Pwoc thanh 14p tv nam 2010, t&i nay Optimizely da tré
thanh mot céng ty ndi ti€ng & khu ve Vung Vinh, dat mic tang tredng
doanh thu hing nim Ién t&i ba con s&. Hang nghin cong ty da st dung sin
pham cta ho, trong d6 cé Dell, Netflix va Disney. Optimizely hién l1a phan
mém to1 wu hda trang web noi ti€ng nhat thé gidi, ho tao ra va cung cap
hon 30 ti lwot trai nghiém khéch truy cap dwoee t6i wu hoa.

Optimizely do hai cyu quan 1y san pham cia Google la Dan Siroker va
Pete Koomen ditng ra thanh 1ap. Y twdng mé Optimizely xudt hién trong
thoi gian Siroker lam giam doc phén tich cho chién dich tranh ct tong
thdng nam 2008 cia Obama. Nhém cuia Siroker so sdnh hi¢u qua cta céc
trang web, thong diép e-mail va cic kénh truyén thong khac nhim ning cao
ty 1€ quyén gép cho chién dich, gia tang s& nguoi dang ky nhén tin qua e-
mail va thu hit cdc tinh nguyén vién tham gia hd tro:.

Cheamg han, ho so sanh phan &ng ctia khach truy cép trang web trudc
nhtrng phién ban trang web khac nhau (d€ xem phién ban nao hoat dong tot
hon). Ho ciling ¢6 the do lwong tac dong ctia viéc thay doi cac yéu t& cu th€
trén trang web, chging han mot birc anh hay mét ti€u dé. Vi du, ho phat hién
ra rang nit ghi chi “tim hi€u thém” — thay vi “ding ky” hay “hdy tham gia
ngay v&i ching t6i” — ¢6 kha nidng thuyé&t phuc khach truy cép chia sé dia
chi e-mail cia minh t6t hon. Mgt birc 4nh den tring chup Obama cling gia
dinh ciing gidp gia tang ty 1€ ngwoi tim hi€u vé trang web. Khi birc dnh va
nit “tim hi€u thém” dwoc két hop st dung, s& lwong ngwoi g6 dia chi e-

mail ctia ho d€ cung cap cho trang web nay tang 1én 40%.



Céac ky thuat ctia Optimizely gidp chi€n dich tranh ctr cia Obama kéu
goi thém dwoec hon 100 tri€u do-la tién quyén gop.

Tw kinh nghiém nay, Siroker nhin tha’y co hoi thwong mai héa phép thir
A/B va ki€m thr da bi€n, va 6ng da phat trien n6 thanh mét san pham phan
mém hoan chinh. Phdn mém nay cé th€ gitp cac cong ty cai thién trai
nghi€ém trang web cua khach hang, von 1a mot y&€u t6” déc biét quan trong
d6i voi cac cong ty hoat dong trong linh vie thwong mai dién tir. Két qua
an tegng ma Siroker dat dwgc v&i chién dich tranh ¢t cia Obama da mang
lai cho 6ng nén tang uy tin.

Truwoce tién: Xac dinh xem li€éu khach hang ¢6 mudén tra tién de
mua khong

Siroker tim d&n ngwoi d6ng nghiép cli cia minh & Google 1a Koomen
de€ cung tim hie€u tinh kha thi v& mat thwong mai ctia san pham nay. Nhung
thay vi x4n tay ngay vao thyc hién qua trinh phét trién sdn phadm von rat
gian nan va diang ding nhu cdch 1am thong thwong clia nhiéu cong ty &
Thung liing Silicon, ho bét dau bang viéc trao d6i v&i cic khdch hang tiém
niang vé WTP ctia ho.

“Ching tdi tin twdng ring nhiéu cong ty s& nhan thay gid trj & cong
nghé chia ching t6i,” Siroker chia sé trong mot cudc trao doi v&i ching toi.
“Nhuwng chung t61 khong thwe sy bi€t c6 bao nhi€u cong ty nhw the” va lieu
ho c6 s&n sang tra tién d& mua né hay khong. Chiing tdi ciing can phai tim
hi€u chinh x4c xem nhtrng l¢ri ich nao sé gidp gia tang gid tri cho khach
hang va mdi phan khic khich hang sin sang chi trd bao nhiéu cho nhitng
cap do gia tri khac nhau.”

Tai thoi di€ém d6, A/B testing van dang trong nhirng giai doan so’ khai,
va Optimizely khong cé san pham nao d€ ban. Nhung khi Siroker thuyét

trinh ¥ twdng cda minh trede cac cong ty thwong mai dién ti, ho 14p tirc



nhan ra gid trj clia né. Khong ¢6 gi ngac nhién khi ho sin sang trd gi4 cao
cho san pham nay. Néu thu hit dwoc thém nhiéu khach hang dén vdi trang
web, tor d6 ho s€ danh thém thoi gian & d6, mua hang thwong xuyén hon.
N6i cach khac, cac khach hang cua Optimizely ¢6 th€ tao ra ngudn doanh
thu 16n bang cach st dung san pham phan mém cta Optimizely.

Siroker va Koomen 1én k& hoach tao ra mét dich vu tryc tuyé€n hang
d4u thé gi¢i nhung dé st dung d€ céc cong ty c6 th€ chay thir nghiém cho
trang web va dga vao d6 d€ dwa ra nhirng quy€t dinh thay doi phu hop. Ho
lam viéc v&i cdc chuyén gia thng ké & Stanford d€ phat tri€én mot khung
thong ké méi, hiéu qua, va chinh x4c cho hoat dong thir A/B nhim loai bd
nhitng dy dodn khong chic chin d€ cé thé c6 dwoc mdt cudc thir nghiém
thanh cong va cé y nghia vé mat thong ké. Siroker va Koomen md cong ty
& trung tdm San Francisco, bén canh hang loat cac cong ty web khac.

Tuy vay, ho khong cé d6i thi vé mat thwong mai; vay ho lam nhw thé’
nao dé€ dinh gia cho nén tang ma minh cung cap? P& mua san pham testing
ctia Optimizely, khach hang c¢én phai ¢6 nhirng nang lyc gi? D€ tra loi cac
cau hoi nay, Siroker va Koomen thanh 1ap mdt nhém lam viéc chuyén trach
mang khai thac 1ol nhuén, bao gém cdc thanh vién dén tw cac bo phan san
pham, marketing, kinh doanh va tai chinh. Nhiém vu cta ho 1a xac dinh
xem nhirng dic di€ém nao 12 quan trong va khong quan trong (tirc cin nhic
vé cau hinh san pham) va tim ra mo hinh khai thac loi nhuén t6t nha't. Cé
nén tinh phi theo giao dich khong? Dich vu thué bao? Freemium? Ho cling
nghién ctru cac chi€n lwoe dinh gid va di€m gid kha thi.

Tw cac cudc trao doi v&i khach hang tiém nang, nhém khai thac loi
nhuén da xdc dinh cac cum, hay phan khdc, trén thj treong theo gia tri ma
ho mong mudn nhan dwgce tir cac chudi dic di€m san pham khéc nhau. Vi

thong tin d6, ho tao ra cac géi san pham (tirc 1a ca'u hinh san pham) thay doi



tiy theo gid tri (dic di€ém ma san pham cung cip) va gid cd. Ho cho ring
cac gobi san pham nay s€ thoa man nhu cau cda cac cong ty thudc moi quy
md. Ho ciing xdc dinh chudi cdc dic di€m tdi thi€u cho sdn pham
“freemium”, va vach ra mot chién lwegc d6 b va mé rong 1o rang, ha'p dan
nhiam chuyé&n ngwdi ding mién phi thanh ngudi dung tra phi.

Nhwrng nhém khai thac lgri nhudn cia Optimizely van con thi€u mot
thanh phan cdt 16i nira: md hinh doanh thu ¢6 lgi cho ca phia cong ty va
phia khach hang. N6i cach khéac, ho can ¢6 mét mod hinh khai thac 1ot nhuan
hiéu qua. Vay nén ho bét tay vao xay dung md hinh dé.

Hieu cach tinh gia

Ddi voi nhém khai thac lgi nhuén cia Optimizely, nhin tr nhi€u géc
do6, cau hoéi tinh gid nhw thé nao quan trong hon so v&i ciu hai tinh gid bao
nhi€u. Cang st dung san pham, khach hang cang nhan dwoc nhiéu lgi ich.
Do d6, nhdm nay mudn xay deng mo hinh khai thic lg1 nhuén dya trén
hoat dong st dung san pham. N&u mudn st dung nhiéu, ho s€ phai tra thém
trén.

Nhurng mo hinh nay c6 phén xa la trong linh vic phdn mém (it nha't 1a
& thoi di€ém nam 2010). Khi nhém nay tim hi€u veé thi treong phdn mém,
ho nhan thiy ring hau hét cdc cdng ty SaaS déu tinh gid sdn pham dya trén
s& lwrong ngudi ding. Cac cong ty nay cho rang chién lwgre dinh gid theo
ngwoi dung 1a hgp 1y néu ¢6 thém nhi€u nhan vién trong céng ty ctia khach
hang st dung phan mém cua ho — tirc 1a mot dang hiéu ng lan tda. Tuy
nhién, nhom khai thac lgi nhuan cia Optimizely cam thay chinh sach dinh
gia theo ngwoi diung khong lién quan dén gid tri ma phan mém cda ho
mang lai. D1 nhién, linh cdm cta ho da ding. SO lwo'ng nhan vién trong mdt
cong ty st dung dich vu cua Optimizely khong lién quan dén viéc cong ty

d6 c6 tao ra dwge gia tri kinh doanh tr phdn mém nay hay khong. Néu



Optimizely tinh gia dya trén md hinh s6" lwong ngwoi dung nhw cdc cong ty
SaaS, va chi khai thic dwoc 1o nhuén tir moét s6 it nhan vién trong cic cong
ty khach hang st dung phan mém nay, c6 1€ Optimizely da bd 16’ ra't nhiéu
co’ hoi ki€m tién. Khi &%y, ho s€ tao ra mot san pham di€n hinh thuéc nhém
khiém nhwong thai qua.

Ngoai ra, nhém khai thdc lori nhuén cling lo rang khdch hang s& khong
the€ dy doan dwgrc c6 bao nhiéu ngwoi trong td chirc cia ho sit dung phén
mém. DPiéu nay c6 th€ s€ 1am cham qua trinh ra quyé&t dinh mua hang.

Sau khi cin nhic c4c y&u t& ndy, nhém khai thac loi nhuan quyét dinh
tinh gid dya theo s& lwong khach truy cdp it nhat mdt T4n hing thang
(MUYV) d6 vé mot trang web chay thir nghiém. Thong s6” do lwong nay phit
hop hon v&i gid tri ma san pham ctia Optimizely mang lai. N6 cling gidp
cac cong ty nhd hon voi lwu lwong khach truy cdp thap hon cling c6 the stk
dung Optimizely. Cang st dung phan mém nay, ho sé cang nhan thém
nhiéu gia tri tt né va do d6 cang cé diéu kién d€ chi trd hon khi lwu lwgng
trang web tang 1€n. D6 1a mot gidi phap mang lai lgii ich cho cd d6i bén.
Céc cong ty 16n hon thueong c6 Iwong MUV cao hon va di c6 sin diéu
kién d€ trd cho Optimizely mirc gia twong xirng v&i gid tri ma ho nhan
dwoc tir san pham nay.

M6 hinh MUYV ciing gidp Optimizely gia tdng doanh thu tir khach hang
theo thoi gian. Khach hang cang thyc hién nhiéu testing, gid tri ho nhin vé
ttr Optimizely cang gia ting, tr d6 ho cang sin sang chi trd nhiéu hon d€
nhén thém nhi€u gia tri hon. Ngoai ra, khi lru lwgng trang web ctia cong ty
khach hang gia tang, ho phai chi nhiéu hon d€ duy tri m&c d6 testing nhw
cu.

Md hinh dinh gid MUV ciing gidp lam cho quy trinh kinh doanh cua

Optimizely tréd nén don gian hon, do khach hang chi can biét Ivu lwong



trang web hang thdng cta ho (chir khong can phdi quyét dinh xem c6 bao
nhiéu nhan vién trong céng ty dwoe sit dung phan mém nay) — mot thudc
do ma chic chin ho s& biét. (N&u ho khong biét thong s& nay, thi kha ning
cao l1a Optimizely cling khé ¢6 thé gitip dwoc ho. Suy cho cung, né 1a phian
mém, khong phai 1a chi€c diia thdn.) M6 hinh dinh gida MUV vé thuc chat
la gidng hét mo6 hinh khai thac lgi nhuan ctia Michelin nhe da mo ta &
Chwong 7: tinh gid theo s& dim dwdong ma cdc xe tai di di bang 16 cha
Michelin thay vi tinh gid theo trng don vi 16D xe.

Mé& rong danh muc san pham

Nim 2014 Optimizely bit dau do lwong mic d6 quan tdm ctia khdch
hang d&i1 v&i mdt sdn pham mdi mang tén Personalization (c4 nhan hoa)
nham gitip cdc cong ty do lwong trai nghiém trang web clia khach hang theo
thoi gian thye. Sdn pham nay gidp cac cong ty di€u chinh trang web ctia ho
dya trén dir liéu vé nhan khau hoc va hanh vi cia ting khach truy cép.
Ching han, mdt khdch hang tirng mua d'6 nuéng trong Ian truy cap trude sé
dwoc hién thi cac san pham nhw vi nwong, cac loai nwdc x6t va dung cu
nwong. Hinh thire cd nhan hda nay s€ cling ¢d 1ong trung thanh cta khéach
hang, gia ting ty 1& gin két, va cai thién ddng k& kha niing khéch truy cip sé&
mua hang nhi€u hon trén trang web do.

P¢ tim hi€u xem khach hang c¢6 danh gia cao san pham ctia minh khong
va thién chi chi trd cda ho la bao nhiéu, Optimizely da trao doi v&i cac
khdch hang va khdch hang tiém niing & khip noi trén the” gidi. Cau trd 11
cho cau héi dau tién l1a “co”!

Sau d6, Optimizely stt dung cac ky thudt d@ mo td & Hinh 4.3 trong
Chuwong 4 (bao gom bai tip sdp x&p cdc dic di€ém theo trinh tw tr mong
mudn nhi€éu nha't d&€n mong mudn it nha't va bai tp d€ khach hang ty néu

ra san pham 1y twédng theo hinh dung cta ho) nham chia nhd 15 loi ich/dic



diém cuia san pham vao cac nhém dac di€m hang dau, dac di€m hoan thién
va dic di€m can loai bd. V&i thong tin nay, ddi phu trach san pham
Personalization da tao ra dwgc mot géi san pham ba tang tdt/t6t hon/tdt
nhi't d€ khép voi ding phan khic. Nhwng tv géc nhin vé danh muc sén
pham, thi ho van con hai cAu hdi quan trong can tra 1o1i:

Ho c6 nén két hop san pham Personalization v&i san pham Testing
(ki€m thir) khong?

Ho nén tinh gid nhw thé nao cho san pham Personalization? Chi€n lwgc
dinh gid cho né ¢6 c¢an phai khac so v&i chién lwoe dinh gia cho Testing
khong?

Két hop hay khong két hop

D€ tra 1o ciu hdi th nha't, Optimizely tim hi€u ky hon vé ting phan
khtc thi trerong cdt 16i va chia teng phan khic thanh ba nhém:

- Khach hang hién tai cuia Testing c¢6 the’ d€ cao Personalization

- Khach hang ti€ém nang cé th€ mudn mua goéi két hop Testing va
Personalization

- Khach hang ti€ém nang chi mudén mua Personalization

Viéc ban Personalization cho ciac khach hang hién tai ciia Testing twong
doi dé dang, vi d6 sé 1a sy m& rong ty nhién clia phAn mém ma ho vén da
s& htru. Ch.’fmg han, mdt nha ban 1é dang 1a khach hang st dung Testing va
da ti€n hanh ki€m th vai chién dich c6 th€ s€ mudn thue hién ca nhan héa
trang chi web duya trén cac k&t qua ki€ém th (vi du, tly chinh trang web
dua trén diéu kién thoi tiét trong viing hodic dya trén lich st mua sim cia
ngwoi tiéu dung). Nhwng do cac khach hang hién tai cia Optimizely da
dang ky str dung Testing, nén viéc két hop hai san pham nay lai s€ khong
giip Optimizely trd 101 dwore cAu héi liéu ho ¢6 nén két hop nhw vay
khong?



Khi doi ngli cia Optimizely néi chuyén v&i cac khach hang tiém nang
chwa mua Testing hay Personalization, ho nhan ra rang nhu ciu cfia nhém
nay c6 th€ c6 sw khac biét rad't 1on cho hai san pham. M6t 1y do & day la
khach hang ti€ém ndng khong nha't thi€t phai cung ldc can ca hai san pham.
Hau hét cac cong ty déu thich mua hai san pham nay nhwng theo trinh tw
tredre sau.

Phtrc tap hon, cac khach hang tiém nang nay khong c¢6 quan di€m dong
thuin vé viéc nén mua sdn pham nao tredc, san pham nao sau. Mot phan
khtic nhd hién nhién ¢in dén ca hai san pham, nhwng khéng ¢6 nhiéu nguoi
mudn két hgp ca hai.

Tat ca cdac dir liéu déu hwdng dén viéc ban Personalization trén cwong
vi mdt san pham doc 14p, nhwng v&i nén tang trai nghiém tdi wu hda twong
tw nhw nén tang ma Optimizely dang xay dung. Khi st dung cac san pham
nay cung nhau, khach hang s€ mu6n ching dwoc tich cé th€ phdi hgp hoat
dong that sudn sé, trong khi mdi san pham van c6 kha ning hoat dong dong
lap.

Optimizely lIya chon cach nay: Khach hang mudn ca hai san pham c6
the lya chon tir cac phwong an t6t/t6t hon/tdt nha't clia Personalization va
Testing (nghia 1a sy k&t hgp gitra cac san pham). Biéu nay ciling cho phép
nhirng nguoi da ding quen Testing ¢6 th€ mua géi Personalization cor ban
d¢ tap lam quen. Khi ho dan tré nén thdng thao v&i san pham, viéc khai
th4c céc loi ich su hon (ttr cdc géi cao caPp) sé dé dang hon ddi vdi ho.

Néu khong tham dinh phwong an ti€p can thi treong (bao gom gid ca
va gid tri) v&i khdch hang trede khi bt tay vao phat trién san pham, c6 18
Optimizely da k&t hop hai san pham Testing va Personalization thanh mot
g6i va ¢ ging tim cdch bdn hai sin pham nay cling nhau vi nhin tir géc do

san pham thi day la viéc dé lam nha't. Trén thyc &, cdch 1Am nay c6 thé tao



ra mot sai Tam thudc nhom khiém nhwong thai qua. Ching tdi da ching
ki€n nhiéu cong ty SaaS di theo con duwong nay, sau dé6 mai rit lui d€ tinh
toan khi tinh hinh kinh doanh géi san pham k&t hop khong dat dwoc két
qua nhuw ky vong. Nho tip trung tri€n khai cac cudc trao doi véi khach hang
t giai doan so'm trong quy trinh phat tri€n san pham, Optimizely da thu
dworc nhirng két qua t61 wu.

Xac dinh cach tinh gia cho san pham Personalization

V&i chién lwoc sdn phadm Personalization di sdn sang trong tay, budc
ti€p theo cho Optimizely 1a xac dinh cach tinh gid san pham nay. C6 nén
ti€p tuc s dung théng s6” do lwong MUV gidng nhw Testing khong? Viéc
st dung cung thong sd& s€ giip moi viéc tré nén don gian cho ca
Optimizely va khach hang, vi ca hai san pham khi d6 s€ c6 chung mot mo
hinh khai thac lgri nhuén. Tuy nhién, trong qua trinh tham dinh y twdng san
pham v&i khach hang hién tai va khach hang tiém ning, Optimizely nhin
tha'y viéc st dung Personalization c6 th€ s€ ra't khac so v&i Testing. Testing
s€ chi dwgrc st dung dinh ky va danh cho nhirng cudc thir nghiém cu the,
con Personalization dwoe st dung thwong xuyén cho ta't ca cdac khach truy
cap trang web. Personalization chi mang lai lgii ich khi né dwgec st dung
thwong xuyén véi ta't ca cac doi twong. Khach truy cdp s€ mat thién cam
voi trang web néu nhw trong Tan truy cip nay ho nhan dwgc trai nghiém ca
nhin héa nhung trong Ian truy cap khac thi khong, va vi sao trang web lai
chi thwc hién cd nhan héa trai nghi€ém cho khach hang A ma khong thuc
hién cho khach hang B? V&i nhirng m&i ban khodn nay, cac cong ty cé thé
s& khong mudn gin gid clia Personalization v&i mitc dd ho st dung san
pham nay.

Sau khi nghe nhirng gép y nay, Optimizely lwa chon mdt thong s6” dinh

gia khac cho Personalization: tong lwu lwong trang web. Thong s6 nay phu



hop voi cach ma khach hang dy dinh st dung Personalization va nhan gia
tri tir né. Bing c4ch thye hién phwong thitc do lwdng gia tri khdc nhau cho
trng san pham, Optimizely c¢6 th€ bao vé t6t hon gid tri cda tirng san pham.
Mot Tan ntra, gidi phdp nay mang lai lgii ich d6i bén cho cd Optimizely va
cac khach hang cuta ho.

Bai hoc rit ra tr cAu chuyén ctia Optimizely 1a khéng cé cau tra loi
ding duy nhét cho viéc khai thac lgii nhat tv mot bd san pham. Néu gik
nguyén mo hinh khai thac lgii nhuén cho ca hai san pham, c6 1€ Optimizely
s& chi dat dworec mot k&t qua khiém ton. Bing céch thiét k& riéng ré ting
san pham xung quanh hai truc gia tri va gia ca, Optimizely va cac san pham
ctia ho di tao nén thanh cong 1on trén thi treong.

V&i 400 nhan vién, cong ty nay hién van dang ti€p tuc phdt trién nhanh
chong. Ho @3 mé& rong tru s& & San Francisco va mé thém 5 vian phong chi
nhanh dit & My, chau Au va chau A-Théi Binh Duong.

Optimizely da dinh vi cdc san pham cia minh 1a mdt nén tdng t6i wu
héa trai nghi€ém khach hang trén trang web, va & trén nén tang nay ho s€
ti€p tuc bo sung thém cdc san pham m&i cia Optimizely. Nhwng tredre khi
gioi thiéu cdc sdn pham moi, ho sé khong phai dodn mo xem c¢6 bao nhiéu
khdch hang mudn mua ching va sdn sing mua v&i gid bao nhiéu. Chic
chén 12 ho d3 nim 16 trong 1dng ban tay c4c thdng tin &y r'oi.

Hang dwoc pham cé tinh thdn d6i méi — phwong thuwe R&D tap
trung vao gia tri danh cho khach hang mang lai thanh cong

Céac cong ty dwgeec pham 1on trén thé gidi chi tiéu cho cac hoat dong
lién quan dén san phdm m&i nhiéu hon hin so v&i cdc hing san xudt & to
va cdc cdng ty & Thung ling Silicon. Thyc ra, cdc hang dwore pham 1on
ngay nay chi tiéu trung binh khodng 2,6 ti do-la d& c6 th€ ra mit mot loai

thudc ké don m&i. Piéu nay dian d&n nhitng 4p lyc cing thang doi hdi céc



b6 phan R&D, marketing va doi ngi ti€p can thi treong khéng dwoce lang
phi ngu6n kinh phi 1é'n vao cac loai thudc méi khong thanh céng trén thj
treong, dii rang ching ddp tng dAy di cic quy dinh phdp ly.

Pay chinh la 1y do khi€n mo6t hang dwoc pham cé lich s& hoat dong
thanh cong 1au dai (cOng ty nay yéu cau chung tdi khong ti€t 1§ danh tinh
cta ho) ti€p nhan phwong thirc khai thac lgi nhuén to d6i mdi sang tao
dwoce dé cap trong cudn sich nay. Tuy c6 vi th¢ vitng chic trong nganh
dwoc pham, song cong ty nay van phdi ddi mit v&i dp lwe canh tranh 16m,
mot phan 1a do cudc cach mang cong nghé sinh hoc trong 20 ndm qua da
m¢ ra nhirng phwong thirc ti€p cdn mdi d€ bao ché nhirng loai thudc diéu
tri. Ban quan 1y cap cao trong bd phan khoa hoc doi song cua cdng ty nay
¢ y dinh cdi tién quy trinh phét trién sin phdm nhdm gidm rdi ro sin phadm
moi tha't bai trong cdc giai doan cudi clia quy trinh phat tri€n, d6ng thoi
tang kha nidng loai thu6c m&i phat huy day du tiém nang thi treong. D6 1a
mot chuan do thanh cong trong nganh céng nghiép toan cau tri gia 1én toi 4
nghin ti d6-1a nay.

Viéc nim virng cdc phwong thitc dwgce trinh bay trong cudn sdch nay da
mang lai cho c6ng ty hai tac déng 1on va tich cyc. Thir nha't, gior diy ho da
cé th€ xac dinh dwore tir sdm trong quy trinh phat tri€n xem dau l1a nhirng
san pham can phai loai bd khodi danh sach nghién ctru vi Iy do thwong mai.
Ho hi€u ro nhirng li€u phéap chira tri nao dwore khach hang dé cao va nhirng
liéu phdp nao khong dwore quan tdm. Lei ich cla viéc nay la rdt 1on: né
gidp gidi phéng ngudn tién va ngudn nhan sy, d€’ cé the tap trung nguon
lwc vao cac san pham c6 kha nang thanh cong vé mét 1am sang va thwong
mai nhdt. Sy ty tin nay la vd cing cén thi€t doi v&i cdc vi lanh dao, cO
dong, va nha khoa hoc trong mét linh vec von phu thudc qua nhiéu vao cac

san pham mai.



Loi ich 1on thi hai 1a day nhanh qua trinh ti€p nhan san pham m&i cla
thi treong. Nho sy hi€u bi€t thad'u ddo hon vé nhu cau cia khach hang va
cach truyén dat gia tri ma khach hang dé cao, cac thong diép vé san pham
ctua cong ty da va dang tré nén hiéu qua hon ra't nhiéu. Biéu nay mang y
nghia hét strc quan trong néu xét dén sy da dang ctia cic nhém khach hang
— bao g6m bénh nhan, dwoc si, bénh vién va mang luedi cham séc st khoe
tich hop, chinh phu cling cac cong ty bao hiém tra ti€én mua cac loai thudc
nay. Mdi nhém khdch hang lai ¢6 nhing nhu cu khac nhau va sy khac biét
nay cling bi€n thién tuy theo trng qubc gia.

Viéc phan tich thi tredmng ti sém nay khéc han v&i phwong thirc phat
trién thudc truyén thong trong nganh dwoce. Trede day, hoat dong R&D cua
cdc cong ty khoa hoc doi s6ng tip trung vao viéc bdo ddm ring san pham
mai thanh cong tw khia canh 1am sang. D€ dwoc cac co quan quan 1y phé
duyét, ho phai phat trién dwoc loai thudc c¢6 the€ lam gidam bot cac triéu
chirng bénh hodc céi thién chat lwong cudc sdng cho bénh nhan ma khong
c6 nhirng tac dung phu nghiém trong di kém — va diy ciing 1a con dwong
phd bién nha't gidp ho ti€p can thi treong va dat dwore thanh cong vE mat
thwong mai. Cong ty ma ching ta dang ban dén & day cling khong ngoai 1€.

Nhung diéu d6 da thay doi dang k€ d6i voi ho cling nhw nhiéu hang
dwoe khic trong thap ni€n qua. Ban lanh dao cap cao cua cong ty quyé€t
dinh riang d& nhan dworc ngudn von tai tre cho qud trinh phat trién mot loai
thudc mdi, bd phan dwgre phdm phdi ching minh dwoc rang loai thudc
dwoc d@é xua't xing dang voi chi phi bd ra d€ ¢6 th€ dat dwoe thanh cong
voi ti't ca cac khach hang (dac biét 1a cac khach hang bd tién ra mua ching)
chir khong chi dung lai & thanh céng v&i cac co quan quan ly.

Van dung cach ti€p can m¢i de' nam bat co hji



Ban ldnh dao c&p cao clia hing dwoc nhan thitc dwoc ring ho phai chon
loc san pham ky Iwong hon, vi vdy ho ra't hoan nghénh cach “thi€t k& san
pham ma&i dya trén gid tri danh cho khach hang”. Trong linh virc nay, khach
hang bao gdm cac bac si ké don, cac thyc the thweong dirng ra chi tra cho
thud'c (chinh phd va cac cong ty bao hi€m y t&), va, ta't nhién, ban than cac
bénh nhan. Can phai tinh dén td't cd nhirng nhém nguwoi ¢6 danh hudng va
tham quyén ra quy€t dinh trong qua trinh mua thu6c trede khi do tién vao
phat trién. Dich chuyén sang 167 ti€p can nay doi hdi nhieng sy thay doi vé
mat van hda va td chirc ma ban lanh dao cong ty ¢ th€ sé phai ma't 5 nam
maoi hoan ta't dworc.

Truwdece tién, cdc vi lanh dao sé€ phai thuy€&t phuc ndi bd doi ngii tin twdng
vao cdch ti€p can m&i. Mot trong bai thuy€t trinh dau tién trong ndi bd vé
hanh trinh 16t xac nay da vach ra ba sy thay doi thi€t y&€u ma cong ty phai
thwe hién.

Thay d6i #1: Lang nghe ¥ kién tir di ngii hoat dong & ting qud'c
gia d¢& thu thap kién thwe vé tiém ning tiép can thi trwong va tiém
niang gia cho san pham

Bo phan phat trién sdn phdm tai tru sé& chinh bét tay vao thu thap y kién
phan h'6i ctia cac don vi hoat dong & thi trerong cac nwde va dwa cac don vi
nay tham gia vao quy trinh phat tri€n san pham. V&i mét hang dwoc pham,
gan giii nha't v&i cac bénh nhan, dwgc si, va ngwoi tra tién mua thudc chinh
la cac ddi ngii s& tai bao gom cac chuyén gia y t&, marketing va chuyén gia
phat trién thj treong. Cac chuyén gia phat trién thudc ¢an ¢6 nhirng thong
tin dau vao tw ho d€ danh gia tinh kha thi cta loai thudc mai.

Ly twedng nhat, cac doi ngll s tai s€ dong vai tro 1a dai dién cho y ki€n
phan h'6i tir phia khach hang khi viéc thye hién nghién ctru truc ti€p c6 gia

thanh qu4 dit d3. Piéu nay con mang lai mdt loi ich khdc: N6 cho phép cic



do6i ngli s& tai & teng qudc gia danh gid quy trinh phdt tri€én san pham tw
som, xem hién tai khach hang dang c¢6 nhirng nhu cau gi chwa dwoc dap
rng ma mot san pham mdi ¢6 the gidi quyet dwoe — thong tin nay sé dwoc
xéac nhéan thong qua nhirng cudc thir nghiém 1am sang — thay vi gan t&i ngay
ra mit sdn pham ho m&i nhan dwoc thong tin tir tru sé& chinh bdo Ve.

Khi cac ddi ngii s tai cung cdp nhitng hieu bi€t clia minh vé khach
hang, ho s€ cam thdy minh cling c6 trach nhiém d6i v&i viéc ti€p nhan san
pham dwoc dé xua't va sdn sang chuah bj tinh than d6n nhin sdn pham md&i
cho cac khach hang trong twong lai ba't ky khi nao cé th€ (lwu y: Viéc trao
doi vai khich hang vé céc phuwong thitc diéu tri sap t&i 1a hoat dong chiju
s quan ly chat ch€). Thyc ra, cong ty nay da tao ra dwgc mot vong 1ap
thong tin chat ché, minh bach gitra cac doi ngii s& tai va nhitng nguoi ¢
tham quyén ra quyét dinh & tru s& chinh. Buwdc cudi cuing la xay dung mot
hé thong thong tin ndi bd d€ theo dodi va st dung cac thong tin da thu thap
dworc.

Thay doi #2: X4c dinh tw som gia tri lam sang va gia tri kinh t&" cia
san pham

Viéc kiém thir mot hop cha't dwore pham phai trai qua nhi€u giai doan
trede khi dwgre cac co quan quan 1y phé duyét va dwa vao danh sich cac
hang muc dwoe gidi ngan trong cong ty bao hi€m hodc chinh phd. Nhirng
cudc thir nghiém 1am sang quan trong nhat va ciing tdn kém nhat dién ra
vao Giai doan III. Nhirng ngwoi ing hd quy trinh t&i wu hda gia tri méi cua
cong ty dwoe niy cho rang néu vao cudi Giai doan II ho hi€u rd hon vé gia
trj 1dm sang, nhan dao va kinh t& ciia mot loai thuéc doi v&i cac bénh nhén,
ngwoi tra tién mua thuéc va cac dwoc si, thi ho ¢é th€ gidm bot s6 lwgng
cac hop chat can pha trién trong Giai doan III, do d6 c6 the€ danh thém

ngu'on lyc cho nhirng hgp cha't dwoe chon.



Vi 1y do nay, hang dwoee trén tip trung nhirng thay doi vé quy trinh vao
cac giai doan ban dau cta quy trinh phat trien san pham. Cac doi ngi
chuyén trach cfia ho tao ra nhitng bud'c méi trong quy trinh nhiam thu thap
thong tin dau vao tw cac cudc khao sat khach hang.

Nhung cdc doi ngti chuyén trach c6 nhirng nhén dinh thyc t&€ vé quy mo
clia nhitng dot thay d6i quy trinh ngén han c6 th€ trién khai. Ho quyét dinh
khong thyc thi mot dot thay d6i 1o va triét d€ ddi voi quy trinh phat trién
san pham. Diéu d6 cé thé giy ra nhirng cudc tranh cii nay Ira va bau
khong khi ba't dong gitra cac thanh vién chu chot trong cidc doi nhém.

Céc luc lwgng chuyén trach kéu goi nhirng sy thay doi dang k€ trong
quy trinh phat tri€n sdn pham nhung voi sy phan d6i & mirc tdi thi€u. Thay
vi ép cac chuyén gia phat tri€n san pham phai tuan thd nghi€ém ngat quy
trinh m&i, diéu quan trong hon la truyén tii d&€n ho nhirng y twdng nén
tdng dang sau quy trinh ndy. Chuyén gi s& xay ra néu chi c6 mot sd it cic
b6 phén tudn theo nhirng budc thywe thi m&i? Khéng thanh van dé. Cac do6i
ngli chuyén trach da gii thich vé quy trinh theo hwdng gidp cic doi ngii
hi€u ho can thay doi diéu gi va vi sao lai phai thay doi: Nhirng phat hién
quan trong vé thi treong thu thdp dwoc & cudi Giai doan II da gia tang
dang k€ kha nang nhttng san pham c6 tiém ning gia tri Ion nha't d6i voi
khach hang s€ dwgc lot vao vong thir nghiém & Giai doan I1I.

Thay doi #3: Tang cwong s hop tac gira cac b phan phat trien
1am sang, marketing va ti€p can thi treong d¢’ khuyén khich nhirng
thach thwre mang tinh xdy dwng

Trudc d6, cac bd phan phat trién 14m sang va marketing cfia hang dwoc
nay hoat dong riéng ré va doc 14p v&i nhau, con bo phan ti€p can thj treong
hau nhw khong ton tai. B6 phan phat tri€n 1am sang ki€m tht va dinh hinh

cho san pham, sau d6 bd phan marketing s€ quang ba san pham ra thi



treong. Sy diéu chinh m&i vé mit t& chirc van ¢in dén vai bd phan khéc
nhau cung thyc hién, nhung cac nhi€ém vu ctia ho déu c6 mai lién hé chat
ch€. B phan marketing tip trung vao nhom khach hang 1a bac si ké don, bo
phan phat trien 1am sang tap trung vao nhom bénh nhan va cac dworc si va
b6 phén ti€p cén thi treong tip trung vao cdc nhu cau ctia nhom tra tién
mua thudc. Trong bdi canh d6, két qua veé hi€u qua y hoc cua thudc co the
tré thanh nhitng bang chitng cho gid trj kinh t&’ ma san pham d6 s& mang
lai, trong khi cac d6i ngii nghién ctru 1dm sang phat tri€n gid tri 1am sang
cho san pham.

Sw hop tac gitra cdc ddi phat trién 1am sang va ti€p cén thj trwong tré
nén sau sic hon nhiéu trong mod hinh mdi, nhung di nhién, mdi bd phan
van phai thyc hién nhirng nhiém vu va trach nhiém riéng ctia minh. C4c nha
nghién ctru 1am sang phai nang cao kién thirc vé nhirng nhu cau dw liéu cua
ngudi trd tién mua thudc — tirc 13 bing chitng ma nhém tra tién doi hoi d&
c6 th€ danh gid vé thudc va quy€t dinh cac van dé lién quan dén gia ca,
giai ngan, va ti€p cén thi treong. BO phan ti€p cén thi treong phai trau d'6i
kha ning truyén dat, sao cho dé hi€u v&i cdc nha nghién ciru, vé mong
mudn va nhu cau ctia nhém khach hang trd tién mua thudc, qua dé nang
cao kha nidng thanh cong trong cic cudc dam phan gitra cong ty v&i bén tra
tién. Sy hi€u biét 14n nhau khi dwoc cing cd s€ gitp cdc nha nghién ctru
diéu chinh nhirng cudc thir nghiém 1am sang va cac hoat dong phat tri€n san
pham khac theo hudng ¢ trong tim va nhanh chéng hon.

Quy trinh m&i lién két cac doi tim hi€u gia tri kinh t& cda loai thudc
moi voi cdc doi tim hi€u gid tri 1am sang cua san pham md&i so v&i cac san
pham canh tranh (ndi cach khac la sy khac biét vé gia tri). Pay la y&u t6
then chdt trong cong cudc dich chuyén quy trinh phat tri€n san pham sang

moO hinh ma ching t61 da vach ra.



Nho ¢6 sw phé duyét va hd tror thwong xuyén tir ban 1anh dao cip cao,
hang dworc 1on nay da gat hai dwore nhiéu loii ich voi quy trinh khai thac 1o
nhuén ter d6i md&i sdang tao mdi dwoe thay doi nay. Ban lanh dao bat den
xanh cho sy thay doi dau tién: Pwa khau phén tich gia tri 1én giai doan sodm
trong quy trinh phat tri€n san pham. Piéu nay gidp cic ddi ngii chuyén
trdch c6 th€ chuah bi cho nhitng dot ra méit san pham dwoc ban lanh dao
phé duyét trén toan quoc.

Tac dong: Rii ro thap hon, co’ hoi gia ting

Nhirng thay doi trén mang lai cac k€t qua gi? Hang dwgc ctia ching ta
thue sy dd gidm dwoce rai ro cho minh bang cich dit cwoe hiéu qua hon. P&
lam nhw vdy, ho manh dan hon va ciing thu thap nhiéu bang chitng hon so
voi trede day trong viée loai bd cac y twdng ngay to nhirng giai doan dau
ctia quy trinh phat tri€n san pham. Dan dan, hang dwoc nay lya chon it hon
nhung cé hi€u qua hon thay vi ti€p tuc do dau cho ta't ca cac loai hgp chat
cé vé s€ mang lai lgi ich 1am sang nao d6. Piéu nay di ngwoce lai voi 167 tw
duy thdng thwong cho rang cdc cong ty cAn phai gidm bdt rii ro bang cich
tung ra mot s6” lwong 1on san pham va sau d6 dwa vao lgii nhuén thu dwoc
tr mot sd it sdn pham thanh cong d€ qua d6 bu dap cho s6 lwong 16m céc
san pham tha't bai.

L& ti€p can “thi€t k& sdn pham md&i dya trén gia tri d6i v&i khach
hang” ctia hang dwoc trén da cling ¢d cho 14p luan d6i nghich ring: Tap
trung thém nhi€u ngu'dn Iyc vao mot s& lwgng san pham it hon s€ mang lai
rai ro thwvong mai & mrc dd thap hon so v&i viée dan déu rai ro cho mot
s0 lwong 16m san pham. Vi sao lai nhrr vay? Mot géc nhin sic sdo hon vé
thi treong va tri€n vong thwong mai cda loai thu6c méi sé gidp gidm dang
k€ rdi ro. Voi nhirng dir liéu chinh xdc hon vEé gid tri 1am sang va gia tri

kinh t& cda loai thudc md&i, hang dwoc nay da c6 th€ nhan thirc rd hon vé



doi twong cAn nhdm t&i, mikc gid can dit ra va ho ¢an phai lam gi d& nhanh
chong dwa san pham ra thi treong. Piéu nay cho phép ho dwa ra nhirng
quyét sach tdt hon nhiéu trong viéc phan bo kinh phi dau tw cho cac y
tirdng san pham. Kién thirc sau sac vé mot sd’ it sin pham c6 trién vong 1ém
thi t6t hon nhiéu so v&i nhirng ki€n thire hoi hot vEé vo s6 san pham.

Bai hoc rong hon rit ra & diy 1a, trong hoat dong doi m&i sang tao, it
hon nghia 13 nhiéu hon. Viéc ¢c6 mot sy hi€u biét sdu sic va cu thé hon vé
mot s& lwong san pham it hon s& c6 ich hon 13 chi nim dwoc so lwge
nhirng thong tin chung chung vé vo s6'y twedng san pham maoi.

Nhirng cudc thir nghiém ma hang dwoe trén phai thwe hién d€ thu thap
thém thong tin thue ra lai tré nén dit dd, rii ro, va tdn kém thoi gian hon
rd't nhiéu. Diéu nay di ngwoc lai véi cach danh gia hiéu qua hoat dong
thong thwong ctia bo phan R&D. Khi d6i ngii R&D trong mét hang dwoc
pham tim cach xin nguon kinh phi, ho khong hé néi ho mudn thyc hién
nhirng cudc thie nghiém kéo dai va ton kém. Ho thich céac chi s6” do lwong
hiéu qua hoat dong (KPI) chuan mwc hon, von dwoce dya trén tdc dd hoan
thién khau thr nghiém va s6” lwgng cac két qua tich cyc ma ho dat dwoc
(tirc 1a s6” lwgng cdc san pham thda man cic quy dinh d€ dwoc co quan
quan ly phé duyét).

Trong hé th6ng mdi cta hang dwoc, cac san pham mdi phai dip tng
dwoc nhitng yéu cédu tdi thi€u vé mat tai chinh, chit khéng chi don thuan
thda méin cdc yéu cu toi thi€u vé 1am siang hay quy dinh phdp ly. Bing
cach thay doi co ché& khuyén khich doi ngii nghién ctru, cong ty nay thic
day ho ti&p nhan quy trinh m&i va hi€u rang thiét k& san pham thir nghiém
theo yéu cau cia nhém khach hang tra tién s€ gilp ca cong ty thanh cong
hon, n€u tinh dén kha nang thanh cong vé mat 1am sang va thwong mai

trong giai doan ra mat va sau ra mat san pham.



Tac dong: Nhirng san pham it trieén vong hon s€ bi loai bo som hon

K€ tw sau khi thay doi quy trinh phat tri€n san pham, hang dworc trén da
cho ngung trién khai mdt s& san pham, 1y do khdng phai vi chiing giip ric
r&i khi thé nghiém 1am sang, ma vi tri€n vong thi treong cda ching kém:
thi€u sy khac biét so v&i cac loai thudc thdng thweong, thi€u gia tri bd sung
theo nhén dinh ctia nhirng bén tra tién... Ngay nay, cic cap lanh dao thuong
suy xét can than hon nhiéu tredc khi bat den xanh cho phép dwa y twdng
san pham dé xuat vao Giai doan III trong quy trinh phat tri€n 1am sang.
Nhw vdy da rd, nhirng ¥ twedng y&u can phai loai bd tir sém d€ don dwong
cho nhitng y twdng t6t hon, xtirng dang dwore dau tw hon.

Thoat tién, tdt cad nhirng di€u nay tré thanh mdt ci s6¢ van héa cho
hang dwore, vi ho vin quen dinh nghia thanh c6ng cia san phdm mdi 1a viéc
nhin dwoc cdi gat dau toe Cuc Quan Iy Thudc va Dwoc pham Hoa Ky, Cor
quan Quén 1y Duwoc phadm chau Au, hoic cdc co quan gitf chirc ning twong
dwong & cac khu vice khac. Trong hé th6ng méi, mdt y twdng san pham
khong tru duoc toi giai doan phé duyét 1a diéu hoan toan chap nhan dwgc —
né&u nhw doi ngl phu trach phat hién tor s¢m rai ro nay va da can dam d¢€
ngwng viéc tri€n khai v&i nhirng 1y 1€ thuyét phuc.

Vi du nay cho thdy cdc cong ty lau doi, trong d6 quy trinh phat trién
san pham mdi doi hdi nhirng bwde d6t pha vé mat khoa hoc cling cé the
dich chuyén tw 167 ti€p cén tip trung vao doi ngli R&D ndi bd sang 167 ti€p
cén tir ngoai vao trong dya trén gia tri danh cho khach hang, qua dé cung
cd thém ntra sy hop tac gitra nhiéu phong ban chirc nang khac nhau.

Thuc ra, d67 voi ta't ca cac cong ty danh nhirng khoan dau tw 1on cho
hoat dong R&D, 161 ti€p cén tr ngoai vao trong dwa trén gia tri danh cho
khach hang s€ giip ho phat hién tir sém nhirng sdn pham c6 kha nidng that

bai cao, d€ nho d6, ho ¢6 th€ theo dudi va dau tw nhiéu hon vao nhirng y



twdng c6 tri€n vong, dong thoi cung cd dwoe hoat ddong kinh doanh dai
han.

Tuy nhién, viéc nay ndi thi dé nhung d€ thwc hién lai ra't khé. N6 doi
hdi sy cam ké&t hoan toan tw phia 1anh dao cdp cao va s€ mat vai naim maoi

trien khai day da.



14
Trién khai quy trinh déi mdi sdng tao “thiét ké san
pham t3p trung vao gid cad”

Gio ban doc ¢6 thé nghi ngoi r'oi.

Vay la ban da say swa doc hét trang nay toi trang khac d€ hap thu ly
thuy€t cting nhw phwong phédp thwe hanh ctia ching téi vé cach thi€t k& san
phdm xung quanh y&u t& gid ca. T&i ldc nay, ban d3 nim rd 9 nguyén tic
khai thac lgri nhuén te d0i mdi sang tao ma ching t6i da trinh bay trong cac
chuong twr 4 @én 12. Céc nghién ctru treong hop dién hinh & Chwong 13 da
chi ra cho ban bi€t cach ki€m tién — ra't nhiéu tién — ctia cac cong ty khi ap
dung cdc nguyén tic nay.

Mot s6° chwong trede ¢6 th€ di ngwoe lai véi nhirng quan di€m da édn
sau bén ré trong tw duy ctia ban vé khai thdc loi nhuén tir ddi méi sdng tao
va Ve cac quy trinh d6i md&i sang tao, va mot s6 chwong thdm chi con khién
ban cam th&y khoé chju. Tuy vay, n€u nhw ban da doc tdi diy, thi ¢6 1€ ban
da di dé&n chd tin ring c6 khi minh nén thir 4p dung chiing. Chiing t6i rat
vui n&u c6 th&€ khién ban bt tay vao hanh dong.

Néu ban ciing gidng nhw bat ky mot 1anh dao tai gidi nao lam viéc
trong mdt cong ty can phai d6i m&i thanh cong d€ c6 the ti€p tuc phat trién,
c6 18 ban ciing hiéu rang viéc biét dieu gi d6 khic voi viée ng dung diéu
d6 vao thyc t&. C6 1€ ngay lic nay ban dang suy nghi vé cach trien khai
phwong phédp da dwoc ki€m chirng trén thye t&€ ma ching t6i vira trinh bay.

C6 18 ban dang thic mic: “Chiing ta nén lam gi ngay ngay mai?” N&u ban



da ting trai qua cdc cudc thay ddi khéc, cé 1& lic nay ban dang thic méc:
“Chung ta c6 th€ s€ phai dd1 mat v&i nhirng rao can nao? Lam sao d€ vuot
qua chung?”

DAy chinh 12 ndi dung ctia chwong nay: trién khai 9 nguyén tic khai
thac logi nhuén tr d6i m&i sang tao trong t6 chirc. Ching t6i s€ chi ra nhirng
viéc can lam, du ban la mdt cong ty tri gid hang ti d6-la hay mdt cong ty
khéi nghiép, va du ban ban san pham/ dich vu cho nguei tiéu dung hay cho
cac doanh nghiép khéac. Chiing tdi s€ vach ra cac budc; va ban s€ phai tuy
chinh ching cho phtt hgp v&i thye té€ trong t6 chirc clia minh. (Nhw ching
toi da ndi, trong thé gidi nay khong cé cdi gi ¢6 th€ dp dung cho ta't ca.)

Qua trinh tri€n khai c6 hai giai doan: “Kh&i dong va Thir nghiém” va
“M¢ rdng va Duy tri”. Giai doan Kh&i dong va Thir nghiém s€ gitp tra 1o
cho cau hdi: “Ching ta nén lam gi ngay ngay mai?” Trong giai doan M¢&
rong va Duy tri, ching t6i s€ gidi thich vé cdc quy trinh, vi€c quan 1y, cic
cOng cuy, cac bién phap quan 1y sy thay doi va nhirng ndi dung dao tao can
d€ tri€n khai quy trinh m&i d6i voi viée khai thac loi nhudn toe d6i méi
sang tao, cling cach d& quy trinh m&i nay trd nén gin b chit ché véi hoat
dong cuia to chirc.

Sau d6, ching tdi s€ tra loi cho cau hdi: “Chiing ta sé gdp phai nhirng
a0 can nao? Chiing tdi s& chi ra nhitng cdi bAy ma ban ¢én phdi tranh Vi,
xin nhéc lai mdt I4n nira, day 12 cd mot bude chuyén 16n. Ban s& phai thay
ddi mot s6” quy trinh nghiép vu da dn sau bén ré trong cong ty va nhiéu khia
canh khdac trong van héa to chirc.

Khéi dong va thi nghiém

Phian 1: Khéi dong

D€ khéi ddng, hay lya chon mot s& san pham hodc dich vu méi ma

cdng ty ban vwra tung ra thi treong trong thoi gian gan day. Cac san pham



nay phai xud't hién trén thj treong trong khoang thoi gian du lau d€ c6 the
danh gia hi€u sua't tai chinh cua ching. Muc dich & day la so sanh hi€u suat
hoat dong cta chiing v&i hiéu sui't hoat dong da dwoc dy dodn trong ban ké&
hoach kinh doanh. Ching c¢6 thanh cong khong? Lam sao d€ xac dinh dwgc
diéu d6? Ban c6 tin vao nhan dinh d6 khdng? Sdn pham m&i d6 ¢6 roi vao
mot trong b6n nhém that bai (s6c dac di€m, khiém nhwong thai qud, vién
ngoc an, xac s6ng) khong, hay dé 1a mét thanh céng 1on?

Chiing tdi d3 tao mdt cong cu chan dodn tryc tuyén nhidm gitp ban
danh gid di€m manh va di€m yé&u trong quy trinh d6i md&i sang tao tong the
ctia minh (http://www.monetizinginnovation.com). Hay yéu cau d6i ngi doi
mai sang tao trong cdng ty thye hién tuén ty ting nhiém vu va bdo cdo lai
cho ban vé k&t qua thuc hién. Céc k€&t qua thu vEé s€ gitp ban danh gia chi
tiét thyc trang clia cdng ty. Xin lru y: Hiy bdo ddm riang nhitng nhan dinh
va thong tin phan h'6i cia ho khong dwoe ¢é thanh kién. Chia khoa d€ cai
thién quy trinh ddi m&i sdng tao 1a hdy bit dau v&i tinh than trung thuc
tuyét doi. Néu ban thd’y ¢6 nhirng cach lam t6t nao do, hay lwu lai h'6 so’ vé
chiing. Néu khong thdy ¢6 di€m manh nao, ding vdi tuyét vong. Piéu d6
c6 nghia 1a ban dang dirng tredc mot cor hoi 1on d€ céi thién cach thire khai
thac loi nhuén toe d6i méi sang tao cia cong ty minh.

Sau khi hoan ta't khiau chan doan, hay tién thém mot budc xa hon. BE
lam dwoc diéu nay, hiay ban luan vé 9 nguyén tic khai thic loi nhuén tir d6i
mai sdng tao va danh sach cac cau hdi ma CEO cén phai dit ra (& cudi cac
chuong twr 4 dén 12) véi doi ngli ctia ban, voi b6i canh cu the 1a cac san
pham da dwore lwa chon. Quy trinh hién tai cta ban con thi€u nhirng bwdc
gi?

Bay gio, hdy bit dau tham gia vao cic nghién ciru giai doan d4u va cic

cudc hop ban vé phat trien san pham va khéi dong quy trinh. Di nhién,



dung dwong dot xua't hién tred'c doi ngii phu trach san pham mai. Biéu do6
s& chi khién ho lo 1ing ma thdi: Ban 1am gi & ddy? Phai ching da c6 van dé
& dau d6? Ban chuah bi ming ho? Hay c6 ménh 1énh mé&i nao?

Diing 12 ¢6 di'y, nhung nhd bit dau that khéo 1éo. Hay d€ ddi phu trach
san phaim m&i bigt trede ring ban mudn tham dw nhitng cudc hop dé, ban
s& 1ing nghe cdc y kién clia ho va, quan trong nhat, s& dit ra nhirng cau hoi
cho ho. Nhw vay, ho s€ ¢6 sw chuan bj triedre va tip trung vao nhirng nguyén
tdc quan trong trong viéc khai thic loi nhudn tir doi mdi sang tao.

Trong nhitng cudc hop niy, ban hdy bét dau bang viéc gidi thich tAm
nhin va cdc muc ti€u cda ban cho phén viéc khai thac lgi nhuan twe d6i moi
sdng tao. Ban s€ phai chi ra (thwc chat la “thuy€t phuc”) cho doi ngii phu
trich san phAm md&i hidu riang quy trinh d6i m&i sdng tao thigt k& k& sin
pham xung quanh gid sé giip cho cong viéc cua ho trd nén bén virng va
thanh cong nhw thé nao, chwa k&€ dén viéc né s€ mang lai loii ich cho tat ca
moi nguwdi. Hay T4n lwot cling ban vé 9 nguyén tic va cic budc can thuc
hién trong tirng nguyén tic.

T&i ldc nay, ban da hoan thanh viéc chan doan va danh gia quy trinh
khai thac logi nhuén toe d0i m&i sang tao dang dp dung & cong ty minh. Nhw
vdy, ban da ndm dwoc nhitng di€ém manh va di€m y&u ctia né. Ching tdi
doén ring biy gio ban hin dang néng long mudn thir lam theo mot s6” dé
nghi va goi ¥ trong cudn sach nay.

Phan 2: Thi nghiém

D€ chuan bi cho dot thir nghiém nay, hay lwa chon mot ng vién — tirc
la mot y twdng san pham maéi thye sy dang dwore ddi ngli cua ban dé xuit.
Néu cdng ty ctia ban cung cAp nhiéu san pham, hdy c¢d& ging gitt cho moi
viéc that don gian. Hay lwa chon mot san pham dai dién cho hoat dong kinh

doanh cta cong ty.



N&u ban chwa c6 s&n mot doi ngii ddi méi sang tao lién chirc ning, vay
thi day Ia lic d€ thanh 1ap mot doi nhw vay roi. Cac thanh vién tham gia
nén bao g6m cic nha quéan 1y tw cac bd phan R&D, san pham, dinh gia,
marketing, kinh doanh va tai chinh. Hay chon ra mét ngwoi phtt hop cho vi
tri then chot: anh huing khai thac lgii nhuén. D6 1a vi tri gi vay? D6 1a nguoi
s€ chju trach nhiém cho thanh cong cua sang ki€n xay deng san pham mdoi
ma chiing ta vira chon. Vi thé&’, diy chinh la nguoi phu trach.

Ban con nh¢d treong hop nghién ctiru treong hgp di€n hinh vé
Optimizely & chwong tred'e chir? Mot yéu t6” chu ch6t tao nén thanh cong
cho cong ty d6 trong khia canh khai thac lgii nhudn la bo nhi€ém mdt anh
hiing khai thac 1ol nhuin cho nhém va dwa ngwoi nay vao vi tri phu trach.
Vi anh hung khai thac loi nhuan can c6 kinh nghiém day dan vé san pham
va thong thudc cac quy trinh d6i mdi sdng tao hién tai trong cong ty ban.
Nguoi nay cling phdi ¢6 tAm nhin bao quét vé toan bd to chirc — dac biét 1a
cac di€fm manh, di€m yé&u, that bai, va thanh céng cla quy trinh doi moi
sang tao hién tai. Vi anh huing khai thdc lori nhuan can phai biét lang nghe
d€ phat hién ra nhirng cach lam hay dwoc moi nguwoi dé cip dén trong cac
cudc hop cua ddi d6i m&i sang tao lién chirc niang trong giai doan thi
nghiém nay.

C6 hai nguyén tic quan trong gidp bdo didm thanh cdng trong viéc
khuyé&n khich sy tham gia ctia cac thanh vién trong nhirng cudc hop vé doi
mai sang tao nhuw thé nay:

Cdc thanh vién nén quy trdch nhiém 14n nhau cho chinh nhing y twdng
ma ho dwa ra. Diéu ndy s€ gidp tao nén vin héa mau thun mang tinh xay
dung.

Cho phép moi nguoi dwore néi khdong. Ho phai dwoe phép ding 1én

chdt vdn nhirng dic di€m c6 th€ tao ra nhirng cu s6c dac di€m hoac san



pham thuéc nhom xac s6ng. Nhw ching tdi da chi ra trong cic chwong
tredre, tw duy “it hon 1a nhi€u hon” d67 14p hoan toan v&i tw duy cia phian
dong céc chuyén gia phat trién san phdm, nhirng ngw¢i von van dinh ninh
ring cang nhiéu thi cang t6t. Nhwng néu moi nguwdi s¢ néi khdng, thi ban
s& lai bi méc ket v&i mo hinh cii, va khong bao gio trién khai dwoc quy
trinh khai thac loi nhuin mai.

Giai doan Kh&i ddong va Thir nghiém cling bao gom khau phan bo ngan
sach cho cac hoat dong nghién ctru khao sat d€ tim hi€u xem nhém khach
hang muc ti€u dé cao di€u gi & y twedng san pham cua ban va di nhién la ca
WTP ma ho danh cho gid tri d6. Ban phai thu thdp nhwng dw liéu dinh
lwong vE quy md cua thi treoong muc ti€u va nhan dinh caa khach hang veé
gia tri ma san pham cda ban mang lai cho ho. D liéu nay sé dong vai tro
dinh hwong d€ ddi R&D thyc hién phan khic san pham, cdu hinh san
pham, va 1én chién lwgc két hop san pham: tkc 1a phan tich xem nén 137y
dic di€m nao, nén loai bd dic di€m nao, va vi sao lai th€".

Bay gid, ban da sin sang bit dAu cudc thir nghiém va st dung 9 nguyén
tdc d€ khai thdc loi nhuan tir d6. Do day 1a mot cudce thir nghiém, nén ban
can ghi lai h'6 so’ V€ nhirng cach lam hi€u qua hoac khong. Nhwng ban cling
nén ap dung va thié€t k& san pham d4au tién nay dwya trén toan bd 9 nguyén
tac. DAy 1a mot qud trinh 13p lai, ban khong c¢an phdi xua't sic ngay tir [an
the dau tién. Hay nghi theo hwdng diy vwra la cude thir nghiém vira 1a cor
hoi hoc hoi.

Mé rong va duy tri

Phan 1: Mé rong

M@ rong la giai doan xac dinh cac loai san pham khac (trong cac don vi

nghiép vu khdc, chu ky ngén hay dai...) d€ dwa vao chrong trinh cta ban.



Y twédng & day 1a lya chon ra moét san pham tir cdc nhém sin phiam
chinh trong cong ty ban. Pay la khau rd't quan trong d&i v&i nhitng cong ty
1o, ¢6 nhiéu san pham, vi khi thir nghiém mdt san pham tir mdi nhém, ban
s€ tranh dwore viéc dot ngot chuyen tat ca cac sang ki€n phat tri€n san pham
sang quy trinh m&i cing mot ldc. Ban ¢an phai hoc bo truedc khi hoc di, va
hoc di trwdc khi hoc chay.

Duédi dy 1a phan tém tit vé 6 y&u td trong hoat ddng mé rong. Chiing
chu y&u ap dung cho céac cong ty c6 nhiéu san pham. Néu cong ty cla ban
chi ban m6t san pham hay néu ban 1a mé6t cong ty kh&i nghiép voi quy mo
nhod, thi mot s6” yéu t6 & day c6 theé khong ap dung dwore, tuy nhién ching
t0i van khuyén khich ban doc hét @& hi€u twong tin hon.

Tham khdo quy trinh va nguyén tic ma ban di vach ra & giai doan thi
nghiém. Hay trinh bay cac buwdc trong quy trinh d6 thanh mot lwu @6 d€
moi nguoi déu c6 the dé dang hi€u dwoc. Nhd dénh gid xem liéu c6 bat ky
buwdc nao trong s6” cdc bwdc nay can phai diéu chinh lai cho phu hop véi
nhu ciu ctia mdt san pham hay nhém san pham cu thé nao dé khong.

Chi dinh mot d6i khai thac lgii nhuin chuyén trach lam viéc voi tat ca
cac san pham nay. Dwa trén két qua cudc thi nghiém, hay xac dinh xem
liéu ban can phai chiéu md ngwoi trong ndi bd t& chirc hay bén ngoai d€
dwa vao ddi ngli nay hay khong. Nhiém vu chinh cua déi khai thac loi
nhuén 1a thyc hién cac hoat ddng lién quan d&n khai thac lgii nhuén; thwong
thi day 1a mét cong viéc toan thoi gian. Tuy vao do phirc tap cla td chirc,
do6i nay cé the tré thanh mot b phan riéng. Mot thanh vién trong doi phai
phdi hop lam viéc v&i doi phat tri€n san pham lién chirc nang, dong thoi
tham gia vao tat ca cac cudc hop ban vé san pham m&i. Chinh ciu trdc to
chirc nay da dong vai tro then chdt mang lai thanh cong cta Drager va

Swarovski. Cac ddi khai thac 1l nhuén & hai cong ty nay lam viéc chét ché



hang ngay v&i cdc doi san pham. Trong mdt cong ty khdi nghiép, doi khai
thac lgii nhuén va doi d6i méi sang tao lién chirc nang c6 th€ 1a mot. Trong
cac cong ty 1on hon, t6t nha't 1a nén thanh 14p riéng mot doi ¢6 trach nhiém
duy nha't 1a phat trién va ap dung quy trinh khai thac lgri nhuan moi.

BGO nhiém vai trd va phan trach nhiém ré rang cho doi d6i méi sang tao
lién chirc ndng. Mot Tan ntra, doi khai thac lgii nhuén phéi ¢t nguoi tham
dy ti't ca cac cudc hop chia ddi do6i m&i sang tao. Ngwoi nay phai bao dam
ring doi d6i m&i sdng tao triéh khai toan bd 9 nguyén tic. Cic thanh vién
khéc trong doi phai cé trach nhiém, dwoee hoi y ki€n, hodc dwoe cdp nhat
thong tin. (Xem Hinh 14.1 minh hoa cac vi tri va trach nhi€ém trong mot doi
thong thwong.)

Hinh 14.1 Vi tri va trach nhiém cho 9 nguyén tac khai thac Igi nhuan tir d6i mai
sang tao.

R: Phu trach chinh; A: C6 trach nhiém; C: Bugc héi ¥ kién; I: Bugc cap nhat théng tin

MNguyén téc San Marketing Kinh Tai Béi khai thac
phém doanh chinh Igi nhuén
1. Trao d&i som vé thién chi R C C A
chi tra.
2. Xéc dinh cac phan khic dua R = C A

trén nhu cau, gia tri va WTP

[4%]

. Bao dam rang vigc két hop va R C - A
déng gaéi san phdm khéng phai
la khau vigc sau cing

4. Lua chon mé hinh dinh gia va R C C R A
doanh thu phi hop

5. Lya chon chién lugc gia R C C C A
dang dan

6. Xay dung dé &n kinh doanh sir C C C R A
dung céc théng tin vé WTP

7. Phét trién thong digp gia tri dang C R R

8. Ap dung cac nguyén tic dinh C R R

gid theo hanh vi

Q. Duy tri sy toan ven vé gid C R R A



Bao ddm ring cdc doi lién chitc ning thwdng xuyén hop mit va xi 1y
nhtrng cau hdi ding. Hay dit ra cdc cau hoi ma CEO can phai hoi nhw liét
ké & phan cudi cdc chwong tir 4 d&n 12. Hay chuah bj s&n tinh than nghiém
tdc chi't v ting doi d€ bdo ddm rang ho da c6 sin thdng tin vé phan khic
thi trwong, gid tri danh cho khach hang, va WTP,

Theo doi hiéu sud't hoat ddng ctia sdn pham mdi dwa trén tat ca cdc chi
s& KPI ma ban da tao ra. Hay nh¢ st dung cac KPI vé doanh s, hoat dong
va khach hang, ch khéng chi don thuén st dung cac KPI tai chinh (ching
toi da giai thich & Chwong 12).

Tri€n khai mot lich trinh ra soat d€ do lwong hiéu sud't hoat dong cla
cac san pham ma ban da dwa vao quy trinh khai thac l¢i nhuan. Ban can
phéi xdc dinh xem nhirng gi phat huy hi€u qud, nhirng gi khdng phat huy
hi€u qua va can phai lam khéc di nhw thé nao.

Giai doan M@ rong k&t thdc sau khi ban da hoan td't moi hd so va
nguyén tic cho quy trinh m&i, d6ng thoi dwa mot vai san pham mdi vao
quy trinh khai thdc loi nhuan nay. N&u moi viéc dién ra theo ding nhu du
doén cda ching tdi, ban s€ thu vé nhirng cau chuyén thanh cong dang khich
18, qua d6 gitip ban chuyén sang giai doan ti&p theo: dwa quy trinh m&i gin
b6 vai to chirc d€ ban khong quay tré lai dwong cii khi phat tri€n san pham
moi.

Phan 2: Duy tri

DE& xay dung duwoc modt nén vin hda tuan thit 9 nguyén tic khai thic loi
nhuin, viéc dau tién can lam la xay dung k& hoach dao tao va k& hoach
quan ly sy thay doi. Ban phai lam thé& nao d€ ta't cd cac ddi ngi trong cong
ty thuan thuc trién khai 9 nguyén tic nay. Ban cin tim ra nhitng khoang

trong vé ky nang (dac biét 1a trong cac bd phan san pham, marketing va



kinh doanh) r6i xay dyng cac chwong trinh dao tao d¢€ 1ap day nhing
khoang trong do.

Viéc dwa vao trién khai chinh thirc mét quy trinh phat tri€n san pham
méi, dic biét 12 & nhitng cong ty da gin bé nhiéu nim véi mot cach thire
sang ch& va thwong mai héa san pham nha't dinh, khong phai 1a nhiém vu
dé dang. Ban k& hoach quan 1y sw thay ddi ctia ban khong nén danh gid
thap nhirng tré Iyc ma ban sé phai d6i mét. Ban khong nén d¢€ lich trinh ca
nhin cda bat ky ai gy tri hodn hodc chéch hudng qua trinh dich chuyén
sang cdc quy trinh m&i. P61 véi mdi bd phan nghiép vu, k& hoach ki€m
sodt s phan d6i trong t& chirc can phai chi ra a) 1y do vi sao lai ¢én phai
thay doi quy trinh, b) can phai 1am nhirng gi, va ¢) nén lam diéu dé nhw thé&’
nao.

Cud1 cung, n€u ban mudn cong ty minh hoan toan ti€p nhan 9 nguyén
tac trong cudn sich nay, td't ca nhitng ngudi gép phan 1am nén thanh cong
ctia san pham mdi phai tin twdng vao nhu cau phai thyc hién nhitng cudc
thay doi dang k€.

Nhung su thay ddi d6 nén bit dau v&i chinh ban than ban. Ban phai 14y
minh ra lam gwong. Ban phdi tham gia vao cac cudc hop ban vé san pham
mai va dit ra nhieng cau hdi khé. Ban phai lién tuc truyén tai thong diép vé
fam quan trong ctia viéc phat trién va thwong mai héa san pham ma&i theo
hwdong nay.

Céch td't nha't d€ truyén tai thong di€p vEé tam quan trong cta viéc khai
thac lgi nhuén te d6i méi sdng tao theo hudng nay la k&€ nhirng ciu chuyén
thanh cong. That may mén, ban d c¢6 sin nhirng vi du tiéu biéu trong tay vi
ban da thyc hién cac cudc thir nghiém va thanh cong.

Ban ciling s€ can phai hoc cich néi khong. Gan nhw moi danh muc phét

tri€n sdn pham md&i ma ching téi doc dwoc déu ¢6 nhirng san pham xac



sOng nam rai rac, gy ton kém ngudn luc, cong sirc va bi phan tdn khdi
nhirng y twdng nhiéu tri€n vong hon. Pa dén ldc cong ty ban phai cho
ngwng viéc tri€n khai.

D€ loai bd dwoec nhitng y twdng san pham mdi khéng kha thi, ban
khong nhirng phéi can dam hanh dong ma con phai tap luyén dan dan. Mot
trong nhirng cach td't nha't d€ lam viéc nay la xay deng mdt danh sach gom
nhrng san pham xac sdng doi hdi nhiéu chi phi nha't trong danh muc san
pham cda cong ty ban. (Ban da doc Chwong 2, nén hin da biét cdch xéc
dinh ching.) Bang cdch yéu cAu cong ty phdi loai bd nhitng san phdm nay,
V€ co ban, ban s€ xay dung dwoc nén van héa phit hop d€ nhirng y twdng
d6i m&i sang tao thanh cdng co the€ ci't canh. Di nhién, ddy 1a mdt nén van
héa ma trong d6 ban khong phai git dau tred'c moi y twedng (hay dac di€m)
cho san pham mé&i. Cé th€ néi ring d6 12 mot nén vin héa trong d6 quy
trinh phé duyét chuyén tr “cé/cé thé/khong” sang “khong/cé thé/cé”. Day
12167 tw duy ma moi san pham phai tim dwoc dwong ra thi treong triedre khi
chiing dworc ra mat. D6 chinh 12 céch 1am ctia Porsche nhw chiing t6i da
trinh bay & chwong trudc.

Cac nén van hoéa dya trén quy trinh phé duyét theo trinh ty “cd/co
thé/khong” c¢6 vé thd vi hon. Nhung né€u nhw moi y twdng déu nhan dwgc
si tdn thanh va ta't c hdo hitng xin tay vao trién khai, thi d&n khi ban c6
thé n6i khdng, moi chuyén da qua mudn va con tau da lan banh — san pham
ctia ban cling vay.

Cudi cung, ban cin phéi twdng thwdng cho nhirng nguwoi phat tri€n
dwoc cdc san phdm ma khach hang yéu thich vi ho cin nhic d&n nhitng
thong tin phan h'6i tor khach hang trong qua trinh thié€t k& cac dic di€m va
quy€t dinh phwong thirc dinh gid cho sdn pham. Viéc nu6i duong nhirng

tham vong nhw thé" nay doi hdi ban phdi ¢6 cac chinh sach ngédn chdn nhirng



ngwoi ha thdp muc ti€u cho sdan pham md&i — tirc 1a tiém nang thi trwong
cta san pham, thi€n chi chi tra ciia khach hang... Rt nhiéu nha quan ly dat
ra cac myc tiéu thdp cho san pham md&i — muc tiéu doanh thu thdp hon,
mirc gid thadp dwdi mirc can thiét — véi hy vong ring sé c¢é thém nhiéu
khéach hang mua ching. Nhwng khi dat muc ti€u thap, cdc nha quan 1y da vo
tinh chuyé€n nhirng khodn lgri nhuén tw két ctia cong ty sang khach hang
trong hinh hai cda nhtrng quy€t dinh gidm gia vo tdi va.

Ban thay dréu nay hop 1y khong? Ching t61 khong nghi vay. Hay ngan
chén cac hanh vi dat myc ti€u thap va cac y&€u td khi€n moi nguoi di dén
chd ddnh gi4 qua cao hodc qud thap tiém niing cia mot san pham mdi.

Chin cai bay khi trién khai quy trinh khai thac lgi nhuén tw san
pham me@i (va cach phong tranh chiing)

Nhirng thay d6i ma chiing toi goi ¥ & chwong nay sé khong dwoc ta't ca
moi ngwoi tham gia vao qua trinh sdng tao va thwong mai héa san pham
mdi trong cong ty ban hoan nghénh. D6 1a chuyén van thwong xdy ra.
Trong su6t 30 nam qua, ching t6i da khong it Tan dwoe chirng kién 9 cai
bay sau xua't hién. Canh gidc khong bao gio 1a thura.

1. Cho tat ca trung vao mot giod

Quy trinh va c4c nguyén tic ma ban xay dung khong nén phu thudc vao
riéng mot ngwoi hay mét nhom nao ca. Chuyén gi s€ xdy ra néu nhw ca
nhin do6 roi khoi cong ty? Khong ai nén ngdi yén & mot noi, ban biét rd
nhw vy ma. Cac doi nhom ciling thay doi. Hon ntra, n€u chi ¢6 mdt minh
do6i khai thac 1gri nhuén chju trach nhiém trién khai va duy tri quy trinh nay,
va cling chi m6t minh doi nay hi€u dwore ngon nganh moi chi tiét cia quy
trinh m&i va nhirng gi ¢in thay doi, thi cong ty ban s€ gdp rui ro, nhit la
trong treong hop cdc b phan khac (chfmg han san pham, marketing, va

kinh doanh) khong can thi€p sau.



Quy trinh nay rat quan trong, va ban phai cdy né vao DNA trong to
chirc clia minh. D€ lam dwoe diéu nay, ban phdi ¢ nhirng chinh sich
khuyén khich d€ moi d6i nhom déu hao hirng tham gia nhw nhau, d6ng
thoi ¢6 dong lyc d€ dén nhén sy thay doi méi mé nay.

2. Khong thanh 1ap mét di lién chwre niing

Doi lién chirc ndng dong vai trod then chot trong viéc xay dyng nén mot
nén vin hoéa thi€t k& san pham m&i xung quanh gia. Trong hdu hét moi t&
chirc, ciac d6i R&D va san pham dwoc giao nhiém vu thwc hién cdc hoat
déng d6i m&i sdng tao; ddi marketing va kinh doanh ¢é nhiém vu dinh vi va
ban san pham k&t tinh twr qua trinh d6i m&i sang tao. Néu khoéng c6 sy tham
gia tr sm cda nhitng nguoi dirng ddu cac b6 phan marketing va kinh
doanh trong quy trinh m&i, thi kha nang cao 1a ho s€ ling ting khi phai tim
cach ti€p thi va ban san pham mdi. Ho khong biét 1am thé nao d€ truyén tai
thong diép vEé gia tri ciia san pham. Vay la gid tri danh cho khach hang ma
ban gan cho san pham trong giai doan ban dau cda quy trinh phat tri€n san
pham s€ bi mat di vai thang sau dé, khi déi ngli marketing va kinh doanh
thi€t k& thong diép marketing va ban hang. Nhirng s6” li€u dang tha't vong
veé tinh hinh doanh thu va lgi nhuén s€ phan dnh chinh xac tha't bai nay.

3. Trien khai d¢t ngot

D&1 voi mdt sy thay doi & mire triét @€ nhw sy thay d6i ma ching t6i dé
xud't trong cudn sach nay, viéc trien khai ta't ca cung lic la khong kha thi.
biéu nay dic biét ding v&i cac cong ty 1on, ¢6 nhiéu san pham. Su thay
d6i nhanh chéng va thanh céng doi hdi nhirng budc di tudn tw. Sau khi thi
nghiém nhirng san pham d4u tién, roi kieém thw, di€u chinh, hoan thién va
do lwong nhirng thanh céng ban dau &%y, chi khi d6 ban m&i ¢6 the€ mé

rong. NGi don gian, n€u ban dit cwoc qua nhiéu vao thoi di€m qud som,



ban s€ dat tdt cd moi nguoi tred'c vong rai ro. Nhw vy khdng phai la cach
lam thong minh.

4. Hinh dung mdt quy trinh phu hep vai tat ca (one-size-fits-all)

Khai thac lgi nhuén tr d61 m&i sang tao khong phai 1a mot quy trinh
rap khuon — it nha't 1a khdng phai trong cudn sach nay. Mot kich co khong
bao gior vira cho ta't ca. Ban phai diéu chinh td't cad cac bwdc ma ching toi
vra trinh bay sao cho phut hgp véi nidng lyc, ky ndng, cong cu, quy trinh
hién tai, va nén van hda ctia cong ty ban.

5. Qua nhiéu ngwoi xin rat lui

Ban chi ¢6 th€ dwa quy trinh m&i vao DNA cua c6ng ty minh thong qua
s 1dp di 1dp lai (nha't 1a v&i treong hop cong ty ban ¢6 quy mé 1on hodc ¢6
nhi€u san pham). D€ dat dwore sy 1dp lai nay, ddi ngli cia ban can phai tuan
thd quy trinh va kién tri thic hién né t&i mirc d6 tdt nha't cd th€. Néu co
qua nhi€u nguwoi xin ridt lui, thi moi ngwei theong s€ quay lai tinh trang cd.
Céc cong ty khon khéo nha't thwong thwe hién qua trinh chinh thirc hda céc
ludng cong viée ty dong theo tirng cot mdc, bdo ddm rang moi san pham
phai vot qua dwore mot cdt moc (voi y ki€n phé duyét tr nguoi ¢ tham
quyén) réi méi chuyén sang cot mdc ti€p theo.

6. Bi khoa hoc lam cho mu quang

Trong nhirng giai doan ban dau cua quy trinh thi€t k& san pham xung
quanh gia, khi ban thyc hién nhirng cudc trao doi voi khach hang d€ tim
hiéu WTP clia ho, hiy nhé rang muc tiéu & day chi 1a xay dung dwoc mot
sy hinh dung chung vé mirc gia chdp nhin dweec. Subt qua trinh thiét ké
san pham, ban sé phai lién tuc diéu chinh khoang woc lwong nay. Viéc ¢d
ging t&i wu héa mirc gid trede khi bt tay vao thiét k& sdn pham s& mang
lai cho ban mot nhén thirc gia vé si chinh xac. Ban c6 th€ dwgrc di€m 10 vé

quy trinh nhung chi dwoe di€m 1 vé y twdng doi méi. Viéc van dung triét



ly va cdc nguyén tic trong cudn sach ndy con quan trong hon nhiéu so v&i
viéc van dung cédc cong thirc toan hoc ctia nd.

7. Tranh nhirng thong tin 1on x¢n

Hay chuéh bj sn tinh than: Nhitng thong tin ma ban thu thap dwoc s&
khong 1a hoan hao dau. Thyec ra, trong cudc song, khong cé gi la hoan hao
ca. Mot s thit con ra't 10n xon va ric rdi. Pung vi the’ ma nan chi. Hay
binh tinh ng'6i lai va rit ra k&t ludn thyc tién tr nhirng dir liéu ma ban cd
trong tay. N&u chAp nhan ring minh nhit dinh s& gip nhitng thong tin 16n
x0n, ban s€ ¢6 sw chuan bj tinh than t6t hon d€ gitr binh tinh ma nhin bao
quat hong thdy dwgrc vé hung vi cia khu vieng thay vi chi tip trung vao
nhitng cdi cAy cong oin.

8. Chon phwong an ré nhat

Cai gi cling ¢6 gid cia nd. Hay bao dam phan bo du kinh phi cho cac
bwdc ma ching téi da vach ra tie chwong 4 dén 12. Ban phai t6 chirc mot
do6i ngli nhan sy day da v&i ngudn kinh phi pht hgp. N6 s€ nhi€u hon so
voi mong mudn cda ban; né s€ doi hdi thoi gian; va ban sé phai chién dau
de gianh dwoe nd. N&u khong lam dwoe nhw vay, diéu d6 sé pha hiy moi
thir ma ban mong muén, nhung khi ¢ dwgc thir ma minh cén, ban s€ thdy
ring khoan d4u tr ma minh da bd ra nhanh chéng cho trdi ngot.

9. Ban lanh dao giao mei viéc cho nguwei khac dam nhiém

Cdi biy cudi ciing nay ¢ th€ mang lai tai hai 1o'n nha't trong ta't ca cdc
bAy ma chiing t6i nhic d&n & dy. Trong Nghién citu Dinh gid Toan cAu cia
Simon-Kucher & Partners ma ching t6i dé€ cap & Chwong 1, chiing tdi phat
hién ra rang cdc cong ty trong d6 cac vi 1anh dao dich than dirng ra chi dao
cdng cudc thay doi nay d€ phat huy dwoc ddy da gia tri toe sin pham mdai
thwong ki€m dwgc lgii nhuin nhi€u hon 33% so véi cac cong ty trong do

ban lanh dao giao cdng viéc nay cho ngwoi khac ddm nhiém. Khi ban lanh



dao cip cao khong d'6n toan tAm toan y vao nd lwc ndy, hay néu viéc khai
thac loi nhudn tir 461 m&i sdng tao khong nam trong nhém hai wu tién hang
dau cua td chirc, va néu diéu d6 khong dwoc phan anh day da trong sy
tham gia cua ban lanh dao c@p cao, thi ching t6i khuyén ban khong nén
thyc hi€n hanh trinh nay.

Nhung né&u ban di sén sang...

Cudn sach nay dwgce viét d€ soi sang con dwong ma mdt s6 nha doi
ma&i sdn pham thanh c6ng nha't trén thé” gidi da di qua, theo d6 chirng minh
cho ban thay rang ban ciing ¢ th€ 1am dwoe nhw ho. Di nhién, ban c6 the
quy€t dinh ti€p nhan hay khwdce tir nhieng loi khuyén ctia chiing t6i.

Vi cach thirc ma ching t6i vach ra d€ thyc hién cudc hanh trinh nay doi
héi qua nhiéu sy thay doi triét d€ d6i voi cac vi 1anh dao tham gia vao céac
hoat ddong phat tri€n san pham, marketing, kinh doanh va ban 1anh dao cap
cao, nén ching tdi cho ring nhiéu doc giad s& khong khdi bin khoin khong
biét liéu c6 th€ thyc hién nhirng thay d6i nay trong td chirc cia minh hay
khong.

Trong bd phim khoa hoc gia twdng Ma tran san xud't nam 1999, nhan
vat chinh Neo duoc dwa cho mot vién thudc mau xanh va mot vién thudc
mau do. Vién thudc mau xanh s€ gilp anh ti€p tuc ton tai trong thyc t&
thodi mai nhung gid doi ctia Ma trén. Vién thudc mau dé s€ dwa anh vao
th& gidi thye d€ d6i dién véi hién thye khé khin trong sy ton tai cda chinh
minh.

Néu quy trinh d6i m&i sang tao trong cdng ty ban dwec xay dyng dya
trén niém hy vong — mot linh cam trwedre khi ban dwa san pham ra thj treong
ring ching s& mang lai thanh cong — thi c6 nghia 14 cong ty ban vira chon
vién thudc mau xanh. N&u mot s6° (hay thdm chi 1a phian 1on) cac y twdng

doi m&i sdng tao ctia ban déu thanh cong, thi ¢6 nghia 12 ban vin dang xay



dyng nhirng thanh cong &y trén modt nén tdng mong manh, c6 the€ sup do
ba't ky ldc nao.

Trong mot thé gidi ma tai d6 thanh cdng vé d6i mdi sdng tao da va
dang ngay cang tr& nén quan trong va khé khin, chiing tdi tin rang khong
mot cong ty nao c6 th€ xay dung twong lai cia minh dya trén nhirng di€u
wdc, niém hy vong hay nhirng gidc mo’ hdao huyén.

Cudn sach nay da cd” ging chia ra cho ban vién thudc mau dd. N6 ¢
th€ khién ban cam thady khé chiu; thyc t& bao gio ciing khé d6i mat ma,
ding khong? Sé dé dang hon néu chon vién thudc mau xanh va tiép tuc xay
dyng cdc san pham va dinh gid & mirc ma ban hy vong s€é mang lai lgi
nhuin. Nhung n&u khong mudn hy vong nira ma mudn biét chic chdn minh
s€ thanh cong hay tha't bai, ban phai chon vién thudc mau do.

D6 1a y&u td s€ gidp ban nhanh chéng budc vao quy dao ti€n tdi dich

khai thac t61 da lgri nhuén twe cac hoat dong d6i méi sdng tao ciia minh.



LOI CAM ON

Gidng nhw cdc sang kién vé san pham m&i ma ching t6i dwa vao trong
cudn sach nay, ban than cudn sach la cong trinh v&i sy gop sirc ctia nhiéu
ngwoi voi nhiéu vai tro thi€t y&u khac nhau.

Truwdc tién phai k€ d&€n nhirng ngwoi da cho phép ching t6i chia sé chi
ti€t v€ cau chuyén caa ho, dé la: Ralf Drews (cru CEO cua Drager Safety),
Andrew Freed va Josh Gold cia LinkedIn, Bill Gurley ctia Benchmark
Capital, Vishaal Jayaswal cia Cox Automotive, Christoph Kargruber cta
Swarovski, Don MacAskill cia SmugMug va Dan Siroker ciia Optimizely.

Eddie Hartman (d0ng sang 1ap kiém giam ddc phu trach san pham tai
LegalZoom) va Matt Johnson (mot cong sy diéu hanh tai Simon-Kucher &
Partners) da danh nhiéu thoi gian cing ng6i lai v&i ching t6i d€ ra sodt va
tranh luin vé cac y twdng, qua dé dong gop cho ching t6i nhirng y ki€n
phan h'6i gia tri, giip cho cudn sach tré nén hoan thién hon, cé strc thuyét
phuc hon. Chiing t6i cling xin gwi lovi tri an dédc biét t¢i Cary Burch cia
Thomson Reuters, Chet Kapoor cua Tenzing Global va John Cline cua
Western Union vi da danh thoi gian doc cac ban thao déu tién cta cudn
sach va dwa ra nhtrng gép y quy bau.

Cac do6ng nghiép cua ching t6i & Simon-Kucher dong vai tro quan
trong trong viéc thic day tw duy cda ching t6i. Sara Yamamoto da giip
ching t6i dinh hinh cic y tedng, doc soat ban thao nhap ting chwong, va la
bién tdp vién ndi bd rat dfc lIyc. Hermann Simon, mot trong nhirng nha

sang 1ap cua cong ty ching tdi, ban than Oong cling 1a tac gia cta nhiéu dau



sach, da gitp doc soat ndi dung va dwa ra nhirng y ki€n dong gop tuyét voi.
Charlie Sun va Justin Roman da vié€t gitp mot s6 treong hop vi du, xin
cam on cdc ban vi diéu nay. Nhi€u cong sy va gidm do'c khac trong cong ty
cta chung t6i da chia sé nhirng treong hop vi du d€ ching t6i dung lam tw
liéu viét, d6ng thoi dong vai trd cu ndi gidi thiéu chiing tdi v&i ban lanh
dao & céc cong ty d6 d€ xin thong tin: Philipp Biermann, Gunnar Clausen,
Dirk Schmidt-Gallas, Josee Hulshof, Klaus Hilleke, Dirk Kars, Nick
Keppeler, Joerg Kruetten, Susan Lee, Rainer Meckes, Nina Scharwenka,
Christian Schuler, Ekkehard Stadie, André Weber, va Antoine Weill. Cam
on cic ban vi di gitp ching tdi xay dung nén tang cic bing ching 1am co’
s& cho nhirng ki€n giai trong cuén sach nay. Ngoai ra, cac cyu dong nghiép
cta Simon-Kucher 1a Andrew Conrad, Frank Luby, Anya Rasulova va Kate
Woodward ciing 1a nhitng nguwoi gép cong ra't 1on cho nhitng ban nhap dau
ti€n clia cuén sdch nay. Cudi cung, ching t6i mudn cam on Petra Dietz,
chuyén gia thudc b phan d6 hoa clia cong ty ching toi, vi da hd trg’ phin
O’ liéu va bang bieu.

Chiing t6i thye sy may mén khi c6 mot dodi ngii cic nha phé binh xuat
sic. Xin gti 16 cAm on t&i (sdp x&p theo thit ty chit cdi): Andreas
Altemark, Cary Burch, Robert Dolan, Ralf Drews, Bill Gurley, Stefan
Jacoby, Mark James, Vishaal Jayaswal, Chet Kapoor, Christoph Kargruber,
Philp Kotler, Nigel Lewis, Sheila Marcelo, Kevin Mitchell, Jens Miiller,
Marta Navarro, Mike Noonen, Stefan Paul, Allan Pedersen, Duncan
Robertson, Hilary Schneider, Aditya Singh, Dan Siroker, Spenser Skates,
Leela Srinivasan, va Greg Waldorf. Cam on moi ngwdi ra't nhiéu vi sy hd
tror ciia cac ban!

Chidng t6i muén gii loi cdm on tdi Richard Narramore, bién tip vién

phu trach cudn sach nay & nha xua't ban John Wiley & Sons; 6ng da nhin ra



dwore tri€n vong trong ban thao dau tién va gitdp ching toi rén dic né thanh
cudn sach nhw bay gio’. Cuén sdch ma ban dang cam trén tay hién gio s€
khong thé€ ra doi néu thidu sy hd tror ddc lwc cta cong ty Bloom Group
LLC. Xin g@i loi tri an t&i cac thanh vién Bloom Group la Bob Buday,
David Rosenbaum, va Laurie McLaughlin, vi dd dwa nhirng y twdng cua
ching t6i thanh nhirng ciu tron vanh ro chtr nhw thé nay.

Chidng t6i cling ¢an phai cdm on moi ngwoi trong gia dinh vi da luén
khich 1¢ va thong cam cho ching t6i. V¢ ching t6i 1a Hema va Ulrike déu
tng h6 va dong vién ching tdi trong sudt qua trinh viét sach, d6ng thoi tich
cuc tham gia thao luan vé céac y twdng cta ching t6i. Cudi cung, chiing toi
cling mu6n dwgce gii loi cdm on t&i bd me va cac con. Cuén sach nay sé
khong th&' ra doi néu khong ¢6 sw hd trgr vo diéu kién cta ho.

— Madhavan va Georg

Thang 3 nam 2016



