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1. KPIs la gi ? Hiéu sao cho dung

2. Xac dinh KPIs theo 4 giai doan phat trién
3. Tai sao Startup can BSC ?

4. Case study

Phan mém quan ly tét nhat cho doanh nghiép nhé


http://slimcrm.vn/?utm_source=ebook&keyword=kpi&bsc

| - KPIs la gi ? Hiéu sao cho ding

Ly thuyét Thuc té

KPI trong tiéng Anh goi la "Key Performance
Indicator" 1a chi s6 do luéng va danh gia hiéu qua
cua mot nhan su, phong ban hoac ca congty.

KPls |la su luong hdéa cac muc tiéu kinh doanh

Dinh nghia nay cho thdy bdn chét cia KPIs la
mot con s6 dudc két nbi chat ché véi cdc muc
tiéu kinh doanh trong yéu.
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Tai sao nén su dung KPIs ?

Thuc té cho thay nhiéu doanh nghiép khong thanh cong khi thuc hién KPIs, du da dé ra nhung khong
dem lai k&t qud. Nhin vao cac tuyén bd dudi, chdc han ban sé thay "quen quen" véi doanh nghiép

minh.

Tuyén bo kinh doanh

= Chung téi dat chi tiéu KPI va xem xét chung thudng
XUYEén

- Chung t6i theo doi hiéu sudt kinh doanh théng qua
bdng diéu khién vdi nhing biéu dé va con s6 dep mat

=> Chung téi tim thdy mét sé chi tiéu KPI can thiét dé ho
tro khdch hang va dang theo doéi hang ngay (nhung
khéng c6 gi thay doi so vdi thuc té)

Thuc té trién khai

-> Chlng téi dat chi tiéu KPIs va xem xét ching moi ndm
mot lan

—> Chung téi theo doi hiéu sudt kinh doanh théng qua bdng
diéu khién vdi nhiing biéu dé va con sé dep mat nhung
chi dang trong cdc  slide  thuyét trinh

-=> Chung téi tim thdy moét sé chi tiéu KPI can thiét dé ho tro

khach hang va dang theo doi hang ngay, nhung chung toi
khong thuc hién.
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4 buéc co ban xay dung KPls

1- Xac dinh tén KPI

2- Diéu chinh KPI theo
muc tiéu chién lugc

3- Xac dinh két qua hién tai,
dinh muc t6i thiéu va muc
tiéu can dat

4- Cac budc thu thap
daliéu

CG ban Nang cao



6 |Oal KPIs thiét yé’u dam bao su ton tai ciia doanh nghiép

Ty |& khach hang hai long vé
dich vu hau mai

S0 khach hang tiém nang

-
-
-
-
-

" Chis6 tai chinh

o7 Chis6 thanh céng
cua déi nhom

Ty |1é khach hang hai long
vé sdn pham



Il - Xac dinh KPIs cho cac giai doan

1 THU HUT 2 TUGNG TAC 3 TAO GIA TRI 4 DUY TRi
Luu lugng truy cap S6 ngudi diing thi S6 khach hang tra phi Ty lé réi bo
- Tim kiém tu nhién, truc tiép, - Tylé khdch hang da su - Thdi gian nguoi dung tuong - Ty 1é khdach hang da st dung
trd phi, mang xa hoi dung cdc tinh ndng chinh tdc vai san pham cua bagn cdc tinh ndng chinh
- Cudc tro chuyén mang hang ngay
tinh chuyén doi - Backlink, su hai long cua

khach hang, sé lugng ngudi
dang ki nhan email

—_——

’ e Dongtién
Chisotaichinh: o chiphico duoc khach hang/Gid tri tron dsi cia khdch hang
e [oanh thu, chiphi, Igi nhudn



Trong ebook nay chting ta cung thdo ludn vé 2 chu dé:

1. Cdc chitiéu KPI ma startup can theo déi khi vuot qua giai doan déu -y tudng
2. S0 dung thé diém can bdng BSC dé startup tién 1én ndc thang méi

Theo doi chi tiéu KPIs cho c6ng ty khdi nghiép nao ?

Trudc khi suy nghivé cac chitiéu/chi s6/KPI, cac nha sang lap can hinh thanh céc cau héi quan
trong cho cong ty ho ngay hdm nay. Néu startup séng sét qua giai doan y tudng, cac cau haoi tiép
theo can quan tdm do la:

Lam thé ndo dé chang ta co thé thu hut khach hang tiém ndng tét nhdt ?
Ban tuong tac vdi khach hang nhu thé nao ?

Ban tao ra bao nhiéu gia tri cho khach hang?

Lam thé nao dé gid chén khach hang?

Su 6n dinh tai chinh la gi ?

Bay gig, cing xem |am thé nao dé chung ta cé thé xac dinh dudc nhing cau hdi nay nhé !



1- KPlIs giai doan thu hut

Lam thé ndo dé thu hut khdch hang tiém ndng tét nhat ?

Chi so luu luong truy cap

L ugng tim kiém tu nhién,

S6 lugt truy cdp truc tiép,

SO lugng truy cGp tuquang cao
Lugng truy c@p tu cac mang xa hoi

X SlimCRM

Phan mém quan ly tét nhat cho doanh nghiép nhé
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2 - KPIs giai doan tuong tac

Khdch hang tuong tac nhu thé ndo ?

Chi s6 quan tam:

e Ty lédung thd sdn pham, dich vu

® % khdch hang da sd dung cdc san pham, dich vu chi chét
e Luong phan hoi cla khach hang

B6 sung thém chi s6:

e Chisé6 trang web (ty Ié thodt, thdi gian trén trang web)
Chi sé tudng tdc xa hoi (lugt thich va lugt chia sé)
Chi s6 vé danh sach email (CTR, ty 1é md)

Ty |1é ngudi dung quay trd lai

Chi s6 do ludng su hai Iong cua khdch hang

n




3 - KPIs giai doan tao gia tri
Ban tao ra bao nhiéu gia tri cho khach hang ?
Chi sé:

e SO khach hang st dung sén pham, dich vu va doanh thu I 2 chi sé thé hién gid tri doanh nghiép dang
tao ra.

TUy thudc vao sdn pham va mo hinh kinh doanh, maoi startup c6 thé theo doi thém céc chi sé:
e Thai gian nguoi dung tuong tdc véi sén pham cla ban hang ngay

e SO luong backlink
e SO ngudi dang ky nhan email



4 - KPIs giai doan gilir chan khach hang

Lam thé nao dé git chén khach hang ?

Chi sé:
e Tylérdibd. Phan tram khach hang ngung st dung sén pham, dich vu sau mét khodng thai gian.

Cdc startup co thé theo déi ty 1é roi bé gida cdc khu vue, linh vuc kinh doanh, cdc logi hinh va quy
mé doanh nghiép khac nhau. Sau dé dua ra 16 trinh phat trién san pham.
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5 - KPIs on dinh tai chinh

Xu hudéng lau dai ban sé tién téi déau ?

Chi sé:
TOc do dot tién - burn rate ( dong tién am)

Chi phi c6 dugc mét khach hang (CAC)
Gid tri tron ddi cua khach hang (LTV)
Doanh thu, chi phi, Igi nhudn

“* SlimCRM
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Phan mém quan ly tét nhat cho doanh nghiép nhé
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Il - Tai sao Startup can BSC (thé diém can bang) ?

BSC la: B6 khung thuc thi chién ludc, nd giup moé ta, gidi thich va
cach thuc hién chién lucc.

BSC khong phai 1a: tap hop 4 phdi cdnh dé phan loai va sap xép KPlIs.
Startup can t6i BSC vi hai ly do:

e Giup hiéu ré vé chién lugc
e Thuyét trinh y tudng trudc nha dau tu

MUC TIEU &

CHIEN LWOC




T

Li do 1: Giup hiéu rd vé chién lusc

né diém can bang mo ta ro rang chién lugc cla mot startup. Cé thé BSC khéng phai 13 I16i tat bi

mat dé trd thanh mot startup unicorn, nhung chac chan ban sé cé nhiing khoang khac thang

hoa trong hanh trinh khdi nghiép.

B

SC bao gdm 4 khia canh:

Két qua tai chinh ky vong (khia canh Tai chinh)

Tuyén bé gia tri khach hang (khia canh Khach hang)

Cac quy trinh kinh doanh can phdi cé ( khia canh Quy trinh ndi bg)

Céng nghé then chét va dinh huéng phat trién ( khia canh Hoc héi va phdt trién)

) o S||mCRM Phan mém quan ly tét nhat cho doanh nghiép nho
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V&i moi khia canh, can trd 16i mot s6 cau hoi nhat dinh va cac cau tra 16i dudc két ndi bang logic
nhan qud. Véi Startup, nhiing cau hoi sé bao gom:

Tai chinh: Lam thé nao dé tao ra Igi nhuén tu cac gia tri tao cho khach hang ? Muc tiéu cla ban
|a: dat dugc su 6n dinh vé tai chinh.

Khach hang: Gia tri mang lai cho khach hang la gi ? Nhu cau clia khach hangla gi ? Lam thé nao
dé khach hang nhan ra dugc gié tri cla ban?

Quy trinh ndi bd: Lam thé nao dé tao ra gia tri cho khach hang? Lam thé nao dé thu hat, tuong
tac va nhan phan hoi tu khach hang ? Nhing quy trinh kinh doanh nao ban can trién khai ? Lam

thé nao dé gitr chan khach hang ?

Hoc héi va phat trién: Nhing 16 hang veé kién thic/ky ndng ndo can céi thién ? Boi ngd cla ban
can nhing ki nang gi? Phat trién khach hang can tap trung vao dau ?

Pung quén dat tuyén bd sir ménh 1én hang dau dé truyén cam hing !



Li do 2: Thuyét trinh y tuéng truéc nha dau tu

Phuong phap quan tri BSC dén tu cac cong ty I6n trén thé gidi, véi ban do chién lugc BSC ban sé
giup nha dau tu hiéu rd cac théng diép: "Ching téi da thuc hanh va hiéu ré vé chién lugc va déy ké
hoach chiing téi thuc thi chién lugc do”

Diéu nay tuong tu nhu cach céac td chuc phi Igi nhudn lam khi ho tim ki€ém céc nha tai trg tai chinh.
Day la nhng gi cadc nha quan ly hang dau lam khi ho dua ra y tuédng clia minh truéc cac thanh vién
hoi dong quan tri.

BSC sé giup quan ly muc tiéu hang ngay ?

BSC déng gop cho cac quy trinh hang ngay, nhung rat nhiéu céng ty khéi nghiép déu cho rang né
qua suc vai ho. Mot giai phap thay thé nhe hon do6 1a OKR (Muc tiéu va Két qud then chét) tung dudc
Intel, Google, LinkedIn, v.v. 4p dung. Trong OKR, muc tiéu cla ban (Muc tiéu) va KPI (Két qua then
chot) sé phu hgp hon cho cac hoat ddng hang ngay.




|V - Mot vai vi du vé KPI cho tiing bo phan

=> KPI cho b0 phan marketing

=> KPlcho b0 phan cham soc khach hang
=> KPlcho b0 phan nhan su

=> KPlcho b0 phan ban hang

xSIimCRM
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KPIs cho bo phan marketing

N

. Khach hang tiém nang du diéu kién ban hang (Sales qualified lead )

. Tong s6 khach hang tiém nang (Total Leads)

. Chi phi mua lai cia moét khach hang(Cost of Customer Acquisition )

. Chi phitiép thi cho moéi nhan vién (Marketing Expense per Employee)
Gia tri tron doi cua khach hang (Customer lifetime value)

. S0 lugng hop dong thanh cong (Deals closed)

nan dién vé thuong hiéu (Brand awareness)

ni s6 SEO website (Website SEO metrics)

ni so tiép thi qua email (Email Marketing Metrics)

10. Chi phi cho mot khach hang tiém nang (Cost per lead)

) OO Z




KPIs cho bo phan cham soc khach hang

Piéu hanh

e [hdigQ
e [hdigQ
e SO Iug

ian tra |6i trung binh
ian giai quyét trung binh

ng yéu cau chua dudgc xU ly

Trung tam cham soc khach hang
e SO lugng cudc goi dugc xu ly
e % sd cudc goi dugc chuyén

2 SIImMCRM

Su hai long cua khach hang

e % hailong vé dich vu khach hang
e 7% khach hang dudc khao sat su hai long
e SO ludgng khach hang phan nan

Kién thuc co ban
e Tylé hoanthanh tuphucvu
e % Hoan thién cao sé kién thuc

Chi

./
o)
./

phi
ni phi cho moilién hé inbound

ni phi dai ly (thué, dao tao, quan ly)
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KPIs cho b0 phan nhan su

Hiéu suat thué nhan su mai trong 6 thang

Toc do thué

Chat lugng thué nhan su

nGi gian dé tang nang suéat lao déng (Time To Productivity)

y 1& phan tram chénh [éch vé nadng suét lao dong gidia trudc va sau dao tao
y 1& nhan vién tham huan luyén nghé nghiép

L gi nhu&n trén moi nhan vién

o 6 6 o6 o o o
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KPIs cho bo phan ban hang

S6 lugng cudi goi chuyén déi thanh khach hang
y |& chuyén doi thanh doanh so

hdGi gian ban hang trung binh
hai gian dé tra 16i khach hang tiém nang
ong chi phi dé cé dugc mot khach hang moi
Doanh thu trén moi dai dién ban hang

Gia tri tron ddi cua khach hang

Phan tram khach hang mua lai

X SIimCRM
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Xem thém ebook cuc hay vé quan tri

HUGNG DAN CAN KE TRIEN KHAM >TARTURTIBO

e Hanh trinh xay dwng doi ngd ban

hang dang cap thé gidi
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Tang nang luc quan tri ban hang Cong cu tiép thi email tu dong

<o SlimWeb € simADs

Cong cu thiét ké web chuan marketing Cong cu tang so lugng khach hang

Két ndi hgay vdi chung toi f @
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