Khéi nghiép cho nganh CNTT

Tuan 3: Qui trinh phat trién nhanh san phdm/dich vu

/.4"/

AN\,
3 d * ~- KHOA CONG NGHE THONG TIN .
% COT10"  TRUONG BAI HOC KHOA HOC Ty NHIEN
4,




ﬁd Noi dung trinh bay

Vé startup va lean startup

Cac gia dinh

Vong lap Phat trién — Kiém chirng — Hoc
Product backlog & Kanban

MVP & Early adopters

Phan tich nhom

Thong ké va pivot




id Vé startup va lean startup

DPinh nghta startup

[ai sao startup that bai?

[Am nhin — Chién lvoc — San pham
M& dau vé lean startup

M



ﬂd Dinh nghia startup

1 t6 chirc con ngudi

Puoc thiét ké dé tao ra 1 sdn pham hay
dich vu méi

Trong diéu kién cwc ky khéng chac chan
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ﬁd Tai sao startup that bai?

Ban ké hoach kinh doanh t6t
Chién luorc tot
Nghién ctru thi treong ky lwdng
- khong ap dung dwoc cho startup !!!
[mé6i trirong khdéng chac chan]

Historical sales Data Analysis

o M ch unt and sumd anatysis® s
Year Apples Pears Mango Iou{ nye Historical Sales
2003 $2 000 $1.000 $2,100 5,000
2004 $3,000 $1.200 $2,200 $5.400 50 0%
2005 $3500 $1,500 $2,300 $7 300 16.7%
2006 $3750 $1,400 $1,800 $6 950 7.1%
2007 $4 000 §1.700 $2,000 §7 700 6.7%| W
Total $16.250 6,800 $10,400 $33.450 e
Maximum $4,000 $1.700 $2.30 $7 700 1500
Minvery $2,000 $1,000 $1,800 $5.100 b
Aavrage $3.250 $1,360 $2050 $5 590 82200
$L.%0
f when amount ks: $3.000 100
esult 3 0 0 g
0




icdlo San pham vs. Tam nhin — Chién lwoc

Dich dén ré rang = tam nhin
Thuwc thi chién Iwoc dé dat dwoc tam nhin
San pham 1a két qua cla chién lvoc

A

Golden Circle (Simon Simonek)

WHAT




ﬂfﬁi‘c‘&iv San pham vs. Tam nhin - Chién lwoc
San pham cai tién va thay ddi lién tuc

Chién lwoc ciing cé thé thay ddi nhung it
thwong xuyén hon

Tam nhin it khi thay doi
CHANGE

PRODUCT Optimization
/ STRATEGY \—» Pivot

- AN




ﬂd Mé dau veé lean startup

Hiéu qua cua startup la tim ra “the right things

to build” mét cach cé hé thong

O Thwe nghiém -> kham pha diéu KH mudn -> diéu
chinh san pham

O T6 chc cac team van hanh chéo

Lién tuc tao ra nhirng “disruptive innovation”

- tang trwdng bén virng

First Build the Right Thing
Then Build the Thing Right

Mary Poppendieck




|
ia Gia dinh
' n

Gia dinh
Kinh doanh dwa trén gia dinh

M



Gia dinh

i%’:c‘di@
Chwa dwoc chirng minh

2 loai gia dinh:
O Gia dinh vé gia tri: sdn pham / dich vu c6 that sw dem

dén gia tri cho KH
O Gia dinh vé tang trwdng: cach KH mai biét dén SP/DV

Growth Hypothesis

Value Hypothesis

Can you
execute to
scale the

company?

Have you
identified a

sustainable,
repeatable

business
model?

Does your
product
solve the

problem?

Have you
identified a
problem
worth
solving?




id Kinh doanh dwa trén gia dinh

Xay dung t6 chlrc c6 thé kiém chirng cac
gia dinh mét cach hé théng

Apple’s iIPod Hypothesis

B | B

( people will pay to download music to listen to in public ) = Profit
I

A B C

Assumption A - Risky Assumption
Assumption B - Validated by Napster
Assumption C - Validated by Walkman

Assumption A - Needs Testing

R Ut 31@:'




ﬂd Kinh doanh dwa trén gia dinh

Xay dung to chire co thé kiém chirng céc
gia dinh moét cach hé théng

Create an Effective Hypothesis

* Only one “variable”

* Numeric measures (#, %, time, etc.)

* Measure important behavior

* Real currency is exchanged (S, time, attention, emotion)
* It must be testable (get the answer fast)

If we [do this], [numeric] of target
customers will [behavior]

Example:
If you sketch you target problem using the Lean UX techniques, the time

spent on validating or invalidating this target problem will be reduced on
at least 30%.




i ‘o Vong I3p Phat trién — Kiém chirng - Hoc

Vong lap
Phat trién
Kiém chirng
Hoc

i 13



i ‘o Vong I3p Phat trién — Kiém chirng - Hoc

BUILD-MEASURE-LEARN FEEDBACK LOOP

IDEAS

PRODUCT

Minimize TOTAL lime through the loop




ﬂ" Phat trién (Build)

Phat trién MVPs (minimum viable product)

O Phién ban san pham du dé thwc hién vong lap
Build — Measure — Learn ma ton it cdng sirc va
th&i gian phat trién nhat (cé thé con thiéu nhiéu
tinh nang)

Pwa cho KH tiém nang st dung thuc té

Ban thw cho ho




ﬁd Kiém chirng (Measure)

Kiém ching hwéng phat trién sén pham
(qua cac MVPs) bang cac do do dinh
lvong

> kiém chirng nhirng gia dinh nén tang

N m



id Hoc (Learn)

Rut kinh nghiém
Ra quyét dinh: gitr hay diéu chinh gia dinh (pivot)




id Product backlog & Kanban

Product backlog
Kanban
Quy tac trong Kanban

SN 18



ﬂd Product backlog

Sprints la chu ky 1 thang
V&i moi sprint: dat do wu tién cac viéc
trong thang bang cach viét user stories
User stories: cau chuyén mo ta tinh nang
tr goc do nguwoi dung

> Story dwoc viét sao cho cé thé phat trién
trong 1-2 ngay (MVP)

> Co6 thé thay ddi th tw wu tién cac story

/\




id Product backlog

16§ Search by Narre

As a help desk operalor I
want to search for »n/
custorers Ay Zheir £irst and
 /ast names So thal custorrer
response times resan SHort

N 20



id Kanban

Story chia thanh 4 trang thai:

0 trong product backlog (“don hang chwa thwc hién”)
O dang dwoc phat trién

O phat trién hoan tat (vé ky thuat)

O dang dwoc kiém chirng (validated), validate thwéng
thong qua:

= [split test]

= ¢ thé gdbm cé phdong van / khao sat KH

N |



id Quy tac trong Kanban
Chi cho phép toi da 3 story trong 1
trang thai

BACKLOG

IN PROGRESS

BUILT

VALIDATED

-

| =

!
B~
[ —

]
t
!

f

- do hiéu qua theo validated learning,
chir ko theo viéc hoan tat phat trién tinh
nang

a\ 22



id MVP va Early adopter

Early adopters
Case studies

SN 23



ﬂd Early adopters

Thich / muon |3 nhirng ngwo’l dau tién dung hay
tiép nhan 1 san pham / cong nghé maoi

0 San sang tham gia dung thiy
O Ham hé feedback
[0 Dé bd qua sai sét

0 Can SP nhat

> Tim early adopters khi thtr nghiém MVP -> |3y
feedback

- Ban cho ho trwdc khi ban ra mass market




id Case studies

Dropbox

O video mé ta tinh ndng san pham thay vi phat trién
san pham that

0 post video cho nguwdi xem dang ky tham gia th
nghiém [smoke test]

Aardvark
O backend 9 thang dau la 8 nguwdi (quan ly cau hdi,
phan loai...)

N 25



icdo Phan tich nhém

Cohort
Case study: IMVU

SN 26



ﬂd Cohort

Thay vi nhin vao so6 tong céng (doanh
thu, khach hang)
> nhin vao tlrng nhém khach hang tiép can
san pham doéc 1ap nhau (theo tivng MVP)
- moi nhém goi la 1 cohort
- Mot trong nhirng cong cu phan tich quan
trong nhat cho startup
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" cdio Case study: IMVU

3D IM “funnel”
100%
90%
80%
49.4%%
70%
60%
50% 11.4%
| se0% 18.9% 8.0% 105% 1130
40%
30% 19.4%%
20%
10% 18.8%%
00/0 T — | \ S — . 1.0%

Feb-05 Mar-05 Apr05 May-05 Jun-05 Jul-05  Aug-05

[ Registered but didn't log in [ Had five conversations
1 Logged in [ Paid
[ Had one conversation




ﬁ" Théng ké & Pivot

Report thong ké

Kiém chirng so liéu thong ké
Case study: Votizen
Runway

Cac dang pivot

M



ﬁd Report thong ké

Grockit

O Hé thong report tw dong -> méi ngay ket xuat 1
report chtra thOng ké moi nhat vé twwng split-test va
cac do do khac

O Report dwoc email dén tirng ngudi trong Cty
IMVU

O report trén web, nhirng ngudi cé account co thé truy
cap

SN 30



ﬂd Kiém chirng so liéu thong ké

Can kiém chirng report chira di¥ kién that hay
khong

- cach duy nhat |a noi chuyén véi KH




ﬂd Case study: Votizen

Concept dwa trén 4 gia dinh “bang niém tin”

0 Khach hang sé dang ky vi hirng thu (d6 do:
Registration)

O Votizen co6 thé kiém chirng “tw cach” user (Activation)

O Khach hang da activated sé thuwong xuyen dung
website (Retention — d6 cam chan)

O Khéach hang than thiét sé ndi ban bé vé dich vu va
invite ho (Referral)
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\ cdio Case study: Votizen

Sau 3 thang

2 thang tiép theo

INITIAL MVP

Registration 5%
Activation 17%
Retention Too low
Referral Too low

INITIAL AFTER OPTIMIZATION

MVP
Registration 5% 17%
Activation 17% 90%
Retention Too low 5%
Referral Too low 4%
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Case study: Votizen

3 th an g ke BEF§§1’EI cC))}:’TII&II AFTZI;I:_BF':TIMI
Registration 17% 17%
Activation 90% 90%
Retention 5% 8%
Referral 4% 6%

- learning milestone khdng gitp ra quyét
dinh d‘é dang hon, ma chi ddm béo du div
liéu can thiét khi phai ra quyét dinh

SN 34
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\ cdio Case study: Votizen

A\

BEFORE AFTER PIVOT BEFORE AFTER PIVOT
PIVOT PIVOT
Engine of growth Sticky Paid Engine of growth Paid Viral
Reqgistration rate 17% 42% gkl Fate S b
Activation 90% 83% Activation 83% 2%
- Retention 21% 28%
Retention 8% 21%
Referral 54% 64%
Referral 6% 54%
= / - Revenue 1% 11%
evenue e Lifetime value Minimal $0.20 per mes-
Lifetime value (LTV) n/a Minimal (LTV) sage

> Mai lan pivot khéng c6 nghia la [am lai tir dau




ﬂcdo Runway

Runway cla startup la s6 pivot n6 c6 thé
thwe hién.
O VD: startup vOi 1 trieu usd va chi 100k usd
mOi thang co runway la 10 thang.
- Startup phai tim cach dat dwoc sb
validated learning véi chi phi thap nhat
hoédc thé&i gian ngan nhat.

The lean startup
method Is not about
cost, It I1s about speed.
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cdio Cac dang pivot

| Zoom-in pivot: tinh nang -> san pham
| Zoom-out: ngworc lai

| Customer segment pivot
| Engine of growth pivot
[]

“Life’s too short to build something
nobody wants” Ash Maurya, Spark59




