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Executive Summary

SnapJet la trng dung tién ich trén Android giip ngw®i dung tai video tir hau hét cac nén
tang vé lwu triv offline. D liéu hién tai cho thy Activation dang & mirc bao déng: gan
nhw 100% new user khéng hoan thanh target action (tai thanh céng video dau tién)
trong phién dau tién.

T data flow cta hanh trinh new user, team xac dinh 3 sub issue c6 drop-off cao nhét
khién Activation rate thap: (1) First open — Home, (2) Home — Browser, (3) Browser —
Detect video thanh céng. Sub issue #1 va #3 1an lwot thudc pham vi xt ly clia team
Growth va team Tech (Product team déng vai trd khoanh ving van dé va ban giao); sub
issue #2 do Product team tryc tiép giai quyét thong qua redesign man Home va kiém
chirng bang thir nghiém so sanh gitra 2 phién ban app.

Két qua nghiém thu so bo: chwa co variant nao vuot troi hon Baseline; team dé xuét
tiép tuc chay da thoi gian test, |am rd nguyén nhan tut s6 & cac bwéc sau man Home, va
chi tdi wu tiép cac chang sau khi 16i k§ thuat detect video dworc xt ly triét dé.

Lwu y: sub issue #2 dwoc x ly trwéc khéng phai vi critical nhat ma vi la quick win
duy nhéat Product team cha déng lam ngay dworc; sub issue #1 va #3 van rat quan
trong va da cé timeline trién khai cross-team cu thé tai phan VII.

Step 1 Step 2 Step 3 Step 4 Step 5

First Open 100% Home 18.1%  Browser View 53.9% Detect Video 16.5%  Target Action 3%
31K
HK II
: B e
Abandonment rate Abandonment rate Abandonment rate Abandonment rate
W 25K 81.9% W 2.2K 40.1% W 2.8K 84.5% W 490 97%
W 25K 81.8% W 23K 41.9% W 3K 933% W 200 93%
Step Segment Elapsed time Active users (% of Step 1) Ci ion rate Abandonments Abandonment rate
1 First Open Baseline 1.0.8 = 30,065 (100%) 18.08% 24,629 81.92%
Variant A 1.0.9 - 30,268 (100%) 18.22% 24,752 81.78%
2 Home Baseline 1.0.8 28m 20s 5,436 (18.08%) 59.88% 2,181 40.12%
Variant A 1.0.9 36m 08s 5,516 (18.22%) 58.12% 2,310
3 Browser View Baseline 1.0.8 8m 43s 3,255 (10.83%) 15.51% 2,750 84.49%
Variant A 1.0.9 bm 58s 3,206 (10.59%) 6.71% 2,991 93.29%
4 Detect Video Baseline 1.0.8 29m 46s 505 (1.68%) 2.97% 490 97.03%
Variant A 1.0.9 35m 16s 215(0.71%) 6.98% 200 93.02%
5 Target Action Baseline 1.0.8 34m 46s 15 (0.05%)
Variant A 1.0.9 6m 52s 15 (0.05%)

Anh 1.3: Két qua A/B test, so sanh general flow Baseline (1.0.8) vs Variant A (1.0.9). No variant
outperformed Baseline.
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l. Gi&i thiéu

1.1. SnapJet la gi?

“ SnapdJet: All Video Saver

Black King Bar

Chira quang cdo - Mua trong (rng dung

500 N+

Lugt tai xuéng

Anh 1.1: Quick overlook at SnapJet app

Loai san pham

= SnapJet la mét mobile app dang tién ich (utility) danh cho ngu&i dung Android.

Danh cho ai:

= Nguwoi dung cé nhu ciu lwu lai video da xem trén mang dé xem lai offline, lwu triy
hodc chia sé.

Mo hinh kinh doanh

= 1AA (quéng cao in-app)
= |AP (g6i Premium loai bé quang cao).

Chtrc nang chinh

- H6 tror da nén tang: C6 kha nang nhan dién va trich xuét lién két video tlr hau
hét cac trang web va mang xa hoi phé bién.

- DPinh dang MP4: Toan bd video tai xubng dwoc lwu trwe tiép vao bd nhé may
(local storage) dwéi dinh dang MP4 tiéu chuan.

= Str dung Offline: Phuc vu cac nhu ciu lwu triy tw liéu ca nhan, xem lai video khi
khéng c6 Wi-Fi/4G, hodc chia sé file video truc tiép thay vi gii lién két.
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Cach hoat dong

- Sao chép lién két (Copy Link): Tim video ban mudn tai trén ’ng dung mang xa
hdi ho&c trinh duyét web, sau d6 nhan "Sao chép lién két".

- M& SnapJet: M& (rng dung SnapJet va paste vao & input link hodc vao truc tiép
bang in-app browser.

= Nhan Tai xudng: Xac nhan tai xudng dé lwu video vao thw vién may.

Lwa chon trai nghiém linh hoat

= Ban Mién phi: SnapJet hoan toan mién phi dé tai vé va s dung toan bd cac
tinh nang cét 16i ((’ng dung cb chira quang cao dé duy tri hoat déng phat trién).

= Gé6i Premium: Néu ban mubn mét trai nghiém mwot ma, khéng bi gian doan,
hay nang cap 1én goéi Premium dé loai bé hoan toan quang céo véi mic gia vo
cung hop ly.

1.2. User flow chinh

Sau khi trai nghiém thwc té app, team da vé full user flow d& ndm tdng quan hanh trinh
ngwdi dung qua cac ludng chinh: Onboarding — Paywall — Home — Input & Detect
video — Downloading — Saved videos.

b > E—T— > > TR
TEITN R TN [ “
!% o lE e i & | °
a B_81

Anh 1.2: User flow toan bé app SnapJet, View details (Figma)

1.3. B6i canh & muc tiéu caa bao cao

= Set up bdi canh bai viét:

- Who: thanh vién team s&n pham clia SnapJet (nhiém vu chinh Ia ddm bao cac chi s6
san pham dwoc 6n dinh so v&i benchmark thj trudng.

- Why: team viét report nay dé viét bao céo lai qua trinh tdi wu chi sb cla san pham sau
khi nhan thay tin hiéu b4t 6n cla strc khde san pham.

+ What: team s dung framework Product metrics - HEART vé&i bo chi sb nhw sau dé
theo déi strc khoé san pham:

+ When: team da di dén giai doan két thuc clia phase cai tién dau tién.
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+ How: team s& duing product mindset két hop data driven design dé cai tién ludng cho

app SnapJet.

1.4. Product Metrics

HEART

Adoption

C6 bao nhiéu nguoi dung
quan tam da thuc sw dung
thtr sén phdm?

Task Success

Ban gitp ngwoi dung thuc
hién tac vu quan trong nhét
t6t dén dau? (giip
Adoption dé dang hon)

Engagement

Nguoi dung tuong tac
trong ngén han nhuw thé
nao?

Retention

Ban git¥ chan duwoc bao
nhiéu nguwoi dung trong dai
han?

Happiness
Nguoi dang cda ban hai
long dén mdrc nao?

Goals — Muc tiéu
muén dat dworc la gi?
Ngudi ding méi cé thé
thwe hién ban tai xuéng
dAu tién.

Nguoi dung lay duoc
ding video ho muén
mot cach chinh xac,
tron tru va nhanh
chéng.

Tang mirc d6 twong tac
trong mdi session béng
cach khién user tai &
tiéu thu nhiéu ndi dung
hon.

Ngu&i dung tin twdng
chon app lam cong cu
mac dinh méi khi c6 nhu
cau tai video.

Ngudi diing cam thdy
hai léng va sén sang
chia sé cho ban be.

Signals — Do lwéong
bang cach nao?
Nguwoi dung vuot qua
Onboarding, dan link
thanh céng va nhan nat
Download lan dau.

Hé théng nhan dién
dt'mg, link va video; toan
b6 tién trinh tai khéng
16i.

User tai nhiéu clip trong
mét phién va thye hién
céac thao tac xem / quan
ly (x6a, rename) / chia
sé file.

User thuwdng xuyén mé
lai app va thyc hién
hanh vi tai sau phién st
dung dau tién.

App dat rating 5-star.

Metrics — Nhirng chi
s6 nao can do lwong?
* % new user completed
first download

* Onboarding Drop-off
Rate: ti |& thoat tai cac
bwéc xin quyén
(Permission),
onboarding

* Video detection rate

* Download completion
rate (% lan tai chay dén
100%, khdng crash)

* Avg. downloaded
videos per session

* Post-download actions
rate (% user dung target
action sau khi tai)

* Time in app

+ D1, D3, D7 & D28
retention rate

* Uninstall rate

* Number of 5-star
reviews / tong review

Il. Thwe trang: xac dinh van dé & co hoi

2.1. Xac dinh do tin cay cua di¥ liéu

a) Thong qua app_version

Khéng gibng Web App (ngwdi dung ludn dung ban méi nhat khi refresh), Mobile App

hoat ddng dwa trén app_version, vi vay truéc khi doc sé can tra 16i:

= Cau héi: phién ban mai nhat dang duoc trién khai cho 100% nguwéi dung mai, hay
chi rollout cho mét ty 1& nhat dinh?
= Ly do: ban méi c6 thé chira tinh n&ng mai hoac bug fix; néu chi rollout mét phan, div
liéu cé thé bi nhiéu béi cac app_version khac.
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|E Variables X 83 Settings X 0000060606 0O B rmetexpor. -~ + = L 2 Q-

EXPLORATION NAME: TECHNIQUE

step step2 step3 step4 steps Step6 steps
Funnel Firstop..  100% Home 243% Entypo.. 0914% Browser  722% Scanning  231% downloa. 333% bottom.. 857% targeta. 100%
Funnel exploration -
Custom
May28-un5,206  ~ | visuauzaTion
Standard f
SEGMENTS +
#Us
MAKE OPEN FUNNEL (@)
i Direct traffic 2 SEGMENT COMPARISONS
% Paid traffic 2 + Drop or select segment
ate ando rate rate | Abandonmentrate  Abandonmentrate  Abandonment rate
i Mobiletraffic & steps 7 W35 278 W70 769% W4 667 LR 0%
. o First_open
i Tablettraffic 2, step App version Active users (% of Step 1) Completion rate Abandonments Abandonment rate
N Home
i New user 1 First_open Total 56,720 (100%) 243% 42938 75.7%
. Hungary user + target i Entry points 105 54,593 (100%) 24.57% 41,178 75.43%
# o
action s 1.08 12315 (100%) 25.7% 977 743%
rows
i Existing user 1.02 635 (100%) 6.14% 596 93.86%
i Scanning
. 103 123 (100%) 081% 122 99.19%
it Target action
i download_toast 106 18 (100%) 2222% 14 77.78%
i user in browser
it bottom sheet view 2 Home Total 13,782 (24.3%) 091% 13,656 99.09%
DIMENSIONS + N 105 13,415 (24.57%) <0.01% 13414 99.99%
i target action
ii Eventname 1.08 34.91% 220 65.09%
BREAKDOWN 102 0 39 100%
| i Gender =
i App version 103 0% 1 100%
| #Coutry  rowspeRoiMENsioN 1.06 4(2222%) 50% 2 50%
[N 5

Anh 2.1: So sénh di¥ liéu new user theo app_version (ttr 28/05)

So sanh nhém dir liéu new user tlr ngay 28/05 (ngay nhan théng bao release ban maoi
nhét), cé thé thay ban 1.0.8 dang dworc rollout va ton tai song song véi nhirng
version trwéc do.

b) Xac dinh time range tin cay

Cau héi: dau la khoang thoi gian 6n dinh (stable time range) v&i ban app_version moi
nhat? Ly do: nhirng ngay dau sau release thwong bi nhiéu, team Growth/Marketing c6
xu hwéng gitr/gidm ngan sach Ads 1-2 ngay dau dé quan sat crash; nhiéu tir testing noi
bd; Google Play can 24—48 gid dé phan phéi va kiém duyét ban mai.

© vacabes X @seninge X 00000000 0num - + besao @ o X @senngs X 000000 OO Qnum - + ccsmo-

Anh 2.2: Sé luong new user 28/05 — 06/06
Sé liéu cho thay lwong new user tir 28/05 dén 04/06 chwa 6n dinh va cé thé gay nhiéu;
ttr 05/06 dén 06/06 sb lwong new user gan nhw 6n dinh, ddng thoi xac dinh dwoc
app_version 1.0.8 dang rollout cho ~20% ngw®i dung. — Team chét 05/06-06/06 1a
stable time range co thé tin twéng dé do dac dir liéu.
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2.2. Xac dinh van dé

a) Xac dinh van dé chung
Sau khi xac dinh diém di¥ liéu dang tin cay, team bat dau xay funnel tdng quan theo time
range ngay 05 ngay, ngay 06 va breakdown theo app_version méi nhat 1.0.8.

Tai day team chia lam 3 giai doan c6 thé nhin thay rd trong hanh trinh chinh cta user dé
dén buwdc cudi hanh trinh Activation, dé 1a: first_open — Home — Browser — Target
action.

Target
first_open H M Home M Browser g
action

YOUR CORPLETE VIDEO PLATFORN

Your videos,
your way

Anh 2.3: Téng quan hanh trinh dé dat duoc Activation
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|& Variables

EXPLORATION NAME:
Funnel

Custom
Jun 5-Jun 6, 2026

SEGMENTS
: US
i Direct traffic 2,
i Paid traffic 2

i Mobile traffic 2,
i Tablet traffic 2
i New user of 1.0.8

i New user to browser

.. New userto
* home_url_focus

X € Settings X @Qeoneton-.- @ O OO OGO O + 5L o-
Funnel exploration - Step 1 Step2 seps seps
First open 100% Home 24.1%  Browser view 63.5% Target action 1.3%
VISUALIZATION
Standard funnel -
MAKE OPEN FUNNEL (@)
SEGMENT COMPARISONS
Abandonment rate Abandonment rate Abandonment rate
STEPS Vi M 1.9K 75.9% W 218 365% M 374 987%
i First open
Step Active users (% of Step 1) [ rate rate
it Home
1 First open 2,476 (100.0%) 24.11% 1879 75.89%
ii Browser view
2 Home 597 (24.1%) 63.48% 218 36.52%
i Targetaction 3 Browser view 379 (15.3%) 1.32% 374 98.68%
4 Targetaction 5(0.2%)

BREAKDOWN

'
I+ Drop or select dimension
'

i Baseline (1.0.8)
Anh 2.4: Funnel breakdown theo app_version 1.0.8 vao ngay 05&06/06/2026

# Chang % user trén tong lwong % abandonment rate
new user ngay 05/06

1 First open — Home 25,1% user dén dwoc man | 75,89%
Home

2 Home — Browser 15,3% user dén dwoc 36,52%
Browser view

3 Browser — Targer_action 0,3% user khdng detect 98,68%
duoc video

T day cé thé nhin nhan van dé dang bao dong: gan nhw 0,3% new user ngay 05/06
dén dwoc bwéc cubdi cia hanh trinh Activation trong phién dau tién, tinh nang cét
I6i (core action) ctia app dang c6 van dé, trong d6 97,97% user khi dén dwoc man
browser khéng thwe hién tinh ning chinh ctia san pham.

Tw day, co thé xac dinh thir tw wu tién giai quyét dwa trén % drop-off point nhw sau:

video

Th tw wu | Chang % user trén téng lwong new user % drop-off
tién ngay 05/06

#2 First open — Home 25,1% user dén dwoc man Home 75,89%

#3 Home — Browser 15,3% user dén dwoc Browser view 36,52%

#1 Browser — Targer_action | 0,3% user khéng download dwgc 98,68%

Béng 2.5 xac dinh thr tw wu tién trén hanh trinh Activation

b) Nhan dinh & danh gia van dé

i. Nhan dinh va danh gia van dé theo th tw wu tién #1 (abandonment rate 97,97%)
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Sau khi xac nhan thir tw wu tién dwoc nhw trén bang 2.5, va nhan thay #1 can giai quyét
dau tién la hanh trinh Browser — Targer_action, team bat dau zoom-in ré hon vé hanh
trinh cla user tai day

™ Browser Scannin Wyideo detected Do nioad now M Bottom sheet view Save
9 successfully (toast message)

Your videos,
yourway

Your videos,
yourway

Anh 2.6 — Hanh trinh Browser — Targer_action

Twong (rng v&i hanh trinh nay, team xay dwng Funnel twong (rng va sé liéu thu dwoc nhw sau:

B variables X i3 settings x 0000 Ori. - @ O G O + ) & 2O -

uuuuuuuuu

Funnel Browser 100%  video detected successfully 173%  downlosd_toast 226%  bottom sheet view 571%  targetaction 00%

cccccc

# Paid waffic 2

H Moblle traffic &

H Tablettwraffic &

Abandonments Rbandonment rate
1 Browser 179 (100.0%) 732% 48 8268%
31(17.3%) 258% 24 77.42%

7(39% s7.a% 3 4286%

Anh 2.7 — Funnel breakdown Browser — Target_action theo app_version 1.0.8 vao ngay 05&06/06/2026

# | Bwoc % abandonment rate
1 | Browser — Video detected successfully 82,68%

2 | Video detected successfully — Video download toast 77,42%

3 | Video download toast — Bottom sheet view 42,86%

4 | Bottom sheet view — Target action 0%
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Tai bang trén co thé nhin thdy % abandonment rate cao nhat trong chang Browser —
Target_action, d6 1a Browser — Video detected successfully (82,68%). Diéu nay cho
thay phan I&n user khong thé detect video thanh céng tai man browser.

Team da thwc hanh xac nhan van dé bang cach download va s dung app, qua trinh trai
nghiém cho thay nhirng diém gay trong viéc detect video trong nhirng trweérng hop sau:

= Trwéng hop input URL manually: team thwe hién input URL ngu nhién tiy
vnexpress, tai man browser, dong théng bao Scanning dwoc loading nhiéu 1an,
nhwng khéng hién thi toast c6 nit Download now. Tuy nhién, van cé trwdng hop
app detect video thanh céng va nhin thdy toast cé nut Download, nhwng khi thuc
hién target action (video_save_click), output nhan dwoc la anh PNG, khong phai
video
= Trwdng hop di dén browser tir popular app, da sé Snapjet khong tra vé két qua
mong muén khi dén tr nhirng app phé bién (X, pinterest, Instagram,
Facebook,v.v), riéng Tiktok va Vimeo hién thj detect thanh cong, nhwng chi déi
véi video dau tién clia nén tang. C6 thé thay app van khong dap (rng dung véi
nhu cau cla team (dwéi danh nghia end-user)
Team danh gia van dé dén tir technical nén tién hanh reach-out dén development team,
cuing thao luan va dua ra két luan: day dung la van dé dén tr technical team, va thoi
gian fix van dé nay khoéng thé nhanh dwoc, va dd phirc tap cla technical trong viéc
detect video.

Tir day, team nhan thay van dé wu tién #1 dang gi&i han b&i technical, két luan
team khong thé can thiép trwc tiép van dé wu tién #1 nay

ii. Nhan dinh va danh gia van dé theo th tw wu tién #2 (abandonment rate 74,91%)

Team tién hanh chuyén sang van dé wu tién #2, 1a hanh trinh First open — Home, team
bat dau zoom-in rd hon vé hanh trinh cta user tai day

W splash screen 7 Ads1 ™ Onboarding 1 7 Ads 2 ™ Onboarding 2 7 Ads3 ™ Onboarding 3 7Adsa ®Home

Anh 2.8 — Hanh trinh First open — Home

Twong ng véi hanh trinh nay, team xay dwng Funnel twong (ng va sb liéu thu dwoc nhu sau:
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|® Variables X 83 Settings X QO OQrswen-. - @@ OO0 6 + 5 4 2 Q-

EXPLORATION NAME: TECHNIQUE Step 1 Step2 Step3 Step 4 Step§
Funnel First open 100%  OB1 452%  0B2 83% 083 852% Home 786%
Funnel exploration -
126
Custom
Jun 5-Jun 5, 2026 T VISUALIZATION
Standard funnel -
SEGMENTS +
ius
MAKE opEN FUNNEL (@)
i Directtraffic 2, SEGMENT COMPARISONS
59
2 paid traffic 2 =+ Drop or select segment
i Mobile traffic &, — y
i Tablettraffic & i First open -
i New user = om g
onment rate , rate Abandonment rate Abandonment rate
3 W 640 548% W0 17% W65 148% Mg 214%
" i o2
i New user to browser
. New user to # os3 step Active users (% of Step 1) Completion rate Abandonments Abandonment rate
" home_url_focus
& Home 1 Firstopen 1,168 (100.0%) 4521% 640 54.79%
ii Baseline (1.0.8)
BREAKDOWN 2 OB1 528 (45.2%) B82.95% 920 17.05%
i VarlantA (1.0.9) P +D 3 0B2 438 (37.5%) 85.16% 65 14.84%
! rop or select dimension )
) 4 oB3 373 (31.9%) 78.55% 80 21.45%
DIMENSIONS + ROWS PER DIMENSION
5 Home 293 (25.1%)

| % Event name 5 .

Anh 2.9 — Funnel breakdown First open — Home theo app_version 1.0.8 vao ngay 058&06/06/2026

# | Bwéc % abandonment rate
1 | Splash screen — Onboarding 1 54,79%
2 | Onboarding 1 — Onboarding 2 17,05%
3 | Onboarding 2 — Onboarding 3 14,84%
4 | Onboarding 3 — Home 21,45%

Tai bang trén co thé nhin thdy % abandonment rate cao nhat trong chang First open —
Home, dd la First open — Onboarding 1 (54,79%). S6 liéu dang cho thay >50% téng
sb lwong new user roi di khi chwa dén man Onboarding dau tién (trong tong 3 man).

Khi dbi chiéu v&i cac buéce tai anh 2.8, team nhan thay phan I&n diém drop-off gitra cac
man Onboarding la ads, ma day la van dé lien quan dén Business.

Tuy nhién, trwdc khi tim dén Growth team dé ban bac vé van dé nay, team da ngéi lai,
danh gia va nhin lai van dé, vé ban chét, dé dat dwoc chi sé Activation, core action can
phai hoat dong du tét, khi d6 sé lwong user khi da dén Browser co thé thuc hién target
action, tir d6 gia tang ti I& download video thanh céng (chi sé dwoc dinh nghia tng
Activation)

D&t nguoc lai van dé, trong trudng hop cé thé dat dwoc thoa thuan véi Business, cat
giam ads dé dat dwoc %user dén dwoc Home cao hon, nhwng core action khong
dwoc giai quyét, dong nghia khong giai quyét dwoc con s6 cubi phéu, nhwng lai
anh hwéng chi sé kinh doanh.

T day, team nhan thay van dé wu tién #2 chwa phai la thei diém “dang” can thao
luan vé&i Growth team dé dat dén két luan cudi.

iii. Nhan dinh va danh gia co hoi
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Team tién hanh chuyén sang van dé wu tién #3. D6 1a hanh trinh Home — Browser

Cau héi: Vay co hoi nao cho viéc giai quyét abandonment rate 31,4%? Va viéc tang
%user tir Home — Browser mang dén co hdi gi? - mét con sb va chdng hanh trinh nam
& wu tién thap.

Tra I&i: Khi nhin tir géc do di liéu dinh lwong, cé thé day khong phai la co hoi da Ion dé
giai quyét, nhwng ciing tlr goc do dir liéu, viéc gia tdng % user tir Home — Browser,
mang dén co hoi cho viéc phat trién san pham, lam tién dé trong chéng hanh trinh ké
tiép. Va viéc convert user tir Home vao dén Browser dang can nhéc vi Browser |a noi
duy nhét user thyc hién dwoc target action.

M6t géc nhin ti viéc phan tich di liéu mang dén blre tranh co hdi tir day co thé la: T
viéc tang %user dén Browser, dong nghia gilp user dén véi dung trang browser ho can
detect video (browser dwogc dinh nghia tir URL cla user), tir day product team tir d6 co
thé phan tich thém nhirng loai URL cla user, tir d6 tdi wu qua trinh trai nghiém, xac
nhan nhu cau rd hon cda user.

- Xu hwéng nén tang (URL Trends): Xac dinh URL dén tr ngudn nao nhiéu nhat
(nén tang social, google,v.v). Tlr d6, wu tién tai nguyén dé téi wu héa cho cac
"nén tdng mdi nhon".

- Dinh lwong ndi dung (Single vs. Multi-video): Nhan dién URL chra mét video
don & hay mot danh sach (Playlist/Album) dé thiét ké ludng xt& ly phu hop.

- Thanh phan Media (Media Composition): Kiém tra xem URL ch(ra nhi¥ng loai
tai nguyén nao (chi cé video, video kém phu dé, hay chi cé am thanh/audio) tw
do6 dé xuat option tai phu hop.

— Tir d6 gitip xay dwng co s& di¥ liéu nén tang (Database Foundation): Viéc lwu triy va
phan loai cac mau URL phd bién co thé giup Dev Team cai tién thuat toan béc tach div
liéu, giam thiéu ty 1& 16i (error rate) va tang téc dd tai, tlr do trai nghiém ngwdi ding
muwot ma hon khi ho tién dén gan target action clia app.

— Vay nén, Team quyét dinh wu tién bai toan chién lwoc: Téi wu héa ludng
chuyén dbi tai Trang chii (Home Screen Funnel), dén khi diéu hwéng thanh cong
vao trinh duyét (In-app Browser).

ll. Giadi quyét drop-off point ttr Home -> Browser
(Product team take charge)

3.1. Van dé & muc tiéu

= VAan dé: chang Home — Browser la nut that ¢d chai dau tién trong hanh trinh
Activation ma thiét ké sa&n pham cé thé tac dong truc tiép (ti 1& drop-off cu thé cla
chéng nay da dwoc trinh bay & phan Il). Méi phan tram user dwoc gitr lai tai Home
sé nhan |én thanh traffic cho toan bod cac buwéc phia sau, nén day la diém cé don bay
cao dé Product team chi dong x ly.
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= — Muc tiéu: nang ti I1é active user di dwgc tr Home vao Browser thém mot bién do
da dé tao khac biét cé y nghia cho cac bwdc Activation ké tiép, ma khong danh ddi
céac chi s6 guardrail (doanh thu ads, trai nghiém). Con s& muc tiéu cu thé dwoc dat
va theo ddi trong phan A/B test plan.

3.2. Gia dinh nguyén nhan & cau héi kiém chirng

Sau khi chét bai toan chién lwoc, tdi wu hoa ludng chuyén ddi tai Trang chi (Home
Screen Funnel) cho t&i khi diéu hwéng thanh céng vao In-app Browser (muc I1), team
dao sau vi sao user dirng lai & man Home. Két hop sb liéu funnel, trai nghiém s dung
thwc té va nguyén tac UX, team khoanh viing nguyén nhan theo chiéu tir ngoai vao
trong: bat dau tr tdng thé man Home, réi thu hep dan dén chinh cum input URL, thanh 2
gia thuyét, méi gia thuyét kém cau hdi kiém chirng dé dinh hwéng thtr nghiém.

Gia thuyét 1: Sw qua tai lwa chon & man Home dang lam cham qua trinh ra
quyét dinh cua user (Miller’s Law)

Qua nhiéu 16i vao song song: man Home phoi bay cung luc 6 URL field, nit “Paste
link”, icon search va khdi “Popular apps” liét ké 8 app. Khi sé lwa chon vwot nguéng xir
ly tirc thoi cha bd nhé lam viéc (~7+2, Miller’s Law), cognitive load tang, user phai can
nh&c lau hon va dé roi bd trwde khi vao dwoc Browser (cong hwdng Hick’'s Law: cang
nhiéu clickable element, thdi gian ra quyét dinh cang dai).

Cac 16i vao khéng dwoc phan biét rd: vé ban chat gan nhu moi entry (ké ca popular
apps) déu quy vé cung moét viéc, detect mot doan URL, nhwng lai dwoc trinh bay nhw
nhirng con dwdng khac nhau, budc user tw suy luan nén bat dau tir dau (vi pham
Consistency & Standards, Nielsen #4).

“Popular apps” la mét 16i cut gay nhiéu: cac app nay hién dang |6 detect (da verify &
sub issue #3, phan Il); click vao chi dan t&i ngd cut va gay frustrated, trong khi rat it user
thwc sy vao bang dwéong nay, tirc 1a mét nguén Ul noise Ién nhung déng gop thap.

Cau héi kiém chirng:
- Tilé user vao man Browser bang con duwéng nao la nhiéu nhat?

- Viéc tdi gidn tuy chon, chi gitr lai lubng vao Browser phd bién nhét, co gitp user ra
quyét dinh nhanh hon va téng ty I& truy cap Browser khong?

Gia thuyét 2: Cum input URL dang thiéu phan cap théng tin ré rang, khién user
bdi réi vé trinh tw thao tac (Miller’s Law)

Thiéu phan cép trong cum thao tac cét 16i: di sau vao chinh cum input, 3 element (6
URL field + nut “Paste link” + icon search) nam sat nhau nhwng khong thé hién rd dau la
buéc 1, dau la budc 2. User khdng chac ching cuing lam mét viéc hay tach biét, nén do
dw vé trinh tw thao tac.

Icon search gay hiéu 1am vé chirc nang: theo quy wéc phd bién, icon kinh lup nghia
la mé& giao dién tim kiém, trong khi chirc nang thuc té & day mang tinh “enter / di tiép”
sang man Browser. Sy léch pha gitra ky vong va chic ndng khién user bAm nham hoac
ngan ngai (vi pham Match Between System & Real World).
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Dt mach gilra hanh déng va phan héi: khi user paste link nhung khéng thay ngay

két qua hay budc ké tiép trong cung khu vue, thao tac bj dirt mach va user mét phwong

hwéng vé viéc tiép theo can lam (vi pham Visibility of System Status, Nielsen #1).

Cau hoéi kiém chirng:

= User wu tién bam “Paste link” hay gé URL tha cong hon?

- Piém cham dau tién (first click) ctia user tai khu v nay la & dau?

= Viéc t6 chirc lai layout theo ludng thj giac tw nhién (trén xudng, trai sang) cé giup
tang tbc do hoan thanh thao tac khéng?

3.3. Giai phap deé xuat theo tirng gia thuyét

Tw 2 gia thuyét va cac cau hdi kiém chirng trén, team thiét ké mot géi giai phap gon cho
man Home, chi phi thap, trién khai nhanh, do dwoc ngay, d& dwa thang vao A/B test.
Mbi giai phap gan véi gia thuyét ma né nham xac nhan:

- An khéi “Popular apps” (dap Gia thuyét 1): loai bd 16i cut va ngudn nhiéu I&n nhét
trén man Home, don lwa chon vé& mot diém vao ré rang, giam sé quyét dinh user
phai dwa ra trwdc khi vao Browser.

- GOp “Paste link” vao ngay trong 6 input va hién thj két qua tai chd (dap Gia
thuyét 2): tao phan cép thong tin ré rang va lién két trwc tiép hanh déng — phan hoi
(Recognition Rather Than Recall, Visibility of System Status), giam viéc user phai tw
suy luan budec tiép theo.

- Doiicon “Search” thanh button chir “Search —” (dap Gia thuyét 2): 1am rd két
qua user sé& nhan dwoc sau khi nhan, xoa bd sw mo ho gitra “tim kiém” va “di tiép”.

Gai gidi phap Ul nay dwoc wu tién trién khai dau tién vi chi phi thap va do dwoc ngay

qua th&r nghiém. Cac hwéng can thiép sau hon, khéi phuc phién cho user free, ty nhan

dién link trong clipboard @& rat ngan khau lay link, va téi wu thao tac bén trong Web Tab,
duoc xép & phase sau. Riéng chang Browser — Target_action tuy |a diém gay I&n nhét
toan hanh trinh nhung dang bi gi¢i han bai 16i detect video (sub issue #3, thudc team

Tech, d& xac nhan & phan 11), nén chi nén téi wu sau khi Tech fix xong co ché detect.

3.4. Dinh hwéng A/B testing

Goi thay dé6i Ul & muc 3.3 dwoc déng géi thanh mot bién thé giao dién méi (Variant) cta
man Home va dbi chiéu véi giao dién hién tai (Baseline) trén cuing t&p new user, chia
traffic 50/50. Muc dich cta thtr nghiém la kiém chirng truc tiép 2 gia thuyét & muc 3.2:
néu viéc tbi gian lwa chon (Gia thuyét 1) va lam ré phan cap cum input URL (Gia thuyét
2) thwc sy giup user ra quyét dinh nhanh hon, thi ti 1& diéu hwéng thanh céng Home —
Browser sé tang lén. Cach thiét ké thtr nghiém bam sat cac cau héi kiém chirng da dat:

= Chi s6 chinh, ti 1&é chuyén déi Home — Browser: phan anh téng hop tac dong cla
cé 2 gia thuyét; day la thwdc do xac nhan goéi giai phap cé that sy néi dwoc nat that
¢ chai dau tién hay khong.

- Kiém chirng Gia thuyét 1: breakdown ti 1& vao Browser theo tirng access point
(URL field, Paste link, Popular apps) dé tra I&i “con dwdng nao nhiéu nhat” va xac
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nhan viéc &n Popular apps c6 gitp téang chuyén dbi tong thé hay chi lam dich chuyén

lwu lweng.

- Kiém chirng Gia thuyét 2: so sanh hanh vi ngay tai cum input, i 1& dung “Paste
link” so v&i gd URL thi cong, diém cham dau tién va ti 1& hoan thanh thao tac, dé
xac nhan viéc gop Paste link va déi nut “Search —” cé gidm béi réi, tang tdc do thao

tac.

= Guardrail: theo déi cac chi sé6 khéng dwoc xau di (vi du ti 1& g& app, doanh thu ads)
dé dam bao viéc t6i wu funnel khéng danh ddi trai nghiém hay chi sé business.

Tén experiment, con sd muc tiéu cu thé, ciu hinh Baseline/Variant, kich ban test va cach

thiét lap chi tiét dwoc trinh bay & phan 1V, Ké hoach A/B testing.

Gia thuyét nguyén nhan

Giai phap dé xuat

Co s& UX / ky vong tac
dong

Gia thuyét 1: Sy qua tai
Ilwa chon & man Home
(nhiéu 16i vao song song:
URL field, Paste link, icon
search, khoi Popular apps)
lam cham qua trinh ra
quyét dinh cla user.

« An khéi “Popular apps’,
loai bd 16i cut (cac app
dang 16i detect) va nguén
Ul noise I&n nhét trén man
Home.

« Don Iya chon vé mot
diém vao URL rd rang,
gidm sb quyét dinh user
phai dwa ra triwéc khi vao
Browser.

Giam sb lywa chon &
cognitive load (Miller’s
Law, Hick’s Law); quy moi
ludng vé mot diém vao
nh4t quan (Consistency &
Standards — Nielsen #4);
loai 16i cut gay frustrated.

Gia thuyét 2: Cum input
URL thiéu phan cép théng
tin rd rang (icon search mo
hd, thiéu lien két hanh
déng—phan héi), khién user
bdi réi vé trinh tw thao tac.

* GOp “Paste link” vao ngay
trong 6 input va hién thi két
qua tai chd.

« Péi icon search thanh
button chi¥ “Search —” dé&
lam ré budc di tiép.

Tao phan cap théng tin rd,
lién két hanh déng—phan
héi (Visibility of System
Status; Recognition Rather
Than Recall — Nielsen #1,
#6); xoa léch pha ky
vong—chirc nang cla icon
(Match Between System &
Real World).

VI. Ké hoach AB testing

Tén experiment: Home-to-Browser Conversion Experiment

4.1. Primary goal & hypothesis

- Primary goal: Giam ti 1& drop-off tai Home -> Browser xuéng dwéi 30%

- Controlling metrics:

- Crash-free session = 99%
- Go& app khong tang qua 1%
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4.2. Cau hinh Baseline & Variant

Baseline (control) Variant (experiment): Home Ul mé&i —
redesign URL input (gop Paste link, button
"Search —") + boé Popular apps.

Home Ul ban 1.0.8.

Copy & paste and
downloads

[ Paste

Search Q.

a D

Bookmark History

Install

4.3. Kich ban test

Hang muc Gia tri
Primary metric Browser View / Homepage View (%)
Confidence level 90%
Statistical power 80%
Baseline CR 49%

Sé lwong baseline + variant 1+1
MDE 6 diém %
DAU 9.000

Ty 1& ngwoi dung tham gia 40%
Sample size 18,000
Duration 7 ngay

4.5. Thiét 1ap experiment

Vi idea mudn test dé trién khai, team chon phuwong an roll out thanh version méi
(1.0.9) va thwc hién so sanh danh gia gitra 2 phién ban app, thay vi A/B test cac bién thé
trong cung mét ban build.
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V. Nghiém thu két qua A/B testing

5.1. Tinh trang thir nghiém

= Trang thai: Pang dién ra (Running)
= Thei gian thu thap dir liéu: 10/06/2026 — 12/06/2026
= Quy mé: 18.000 users

= Traffic allocation: 50/50

5.2. Khung phan tich

Dé& lam r vi sao team vira phan tich general flow, vira breakdown theo tirng access
point, dw&i day la user flow cia chang dwoc thdr nghiém:

Man Home gém 2 lya chon input

entries:
Click vao url field
Click icon search Man Browser
Input URL p .
dé init search (Scanning)
Input URL Select popular apps G n_ut
“Paste link”
Tim video mong Click icon

Select popular Man Browser clia 3 muon trong Download hién &
app selected app selected app gan video trong

browser app browser

Anh 6.1 — User flow chdng Home — Browser véi cac access point
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5.3. Két qua

a) Téng quan thtr nghiém

Metrics Expected Actual Danh gia so bd

Drop-off rate tw

0 0 . , ” N
Homepage -> In-app 30% 41.88% Variant A chwa dap rng duoc Ky
Browser vong muc tiéu

Variant A tang 1.8% so Vv0i
Baseline
Step 1 Step 2 Step 3 Step4 Step 5
First Open 100% Home 18.1%  Browser View 59.9% Detect Video 15.5%  Target Action 3%
31K
15K
: B -——
Abandonment rate Abandonment rate Abandonment rate Abandonment rate

M 25K 81.9% M 2.2K 40.1% M 2.8K 845% M 490 97%

M 25K 81.8% M 2.3K 41.9% M 3K 933% W 200 93%
Step Segment Elapsed time _JilE}i_\_f_e__l__l_sers (% of Step 1) Completion rate Abandonments Abandonmep_t__rf!fz_
1 First Open Baseline 1.0.8 = 30,065 (100%) 18.08% 24,629 81.92%
Variant A 1.0.9 - 30,268 (100%) 18.22% 24,752 81.78%
2 Home Baseline 1.0.8 28m 20s 5,436 (18.08%) 59.88% 2,181 40.12%
Variant A 1.0.9 36m 08s 5,516 (18.22%) 58.12% 2,310 41.88%
3 Browser View Baseline 1.0.8 8m 43s 3,255 (10.83%) 15.51% 2,750 84.49%
Variant A 1.0.9 6m 58s 3,206 (10.59%) 6.71% 2,991 93.29%
4 Detect Video Baseline 1.0.8 29m 46s 505 (1.68%) 2.97% 490 97.03%
Variant A 1.0.9 35m 16s 215 (0.71%) 6.98% 200 93.02%
5 Target Action Baseline 1.0.8 34m 46s 15 (0.05%) - - -
Variant A 1.0.9 6m 52s 15 (0.05%) - - -

Anh 6.2: So sénh general flow: Baseline (1.0.8) vs Variant A (1.0.9)

b) Breakdown theo access points
Cac diém tiép can co thay déi vé giao dién (Ul Change)

= URL field click : Ti & drop-off ctia url field trén man Home khéng cé quéa nhiéu
chénh léch
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Step1 Step 2 Step3 Step 4 Step 5
Open app 100% Homepage view 17.7%  URL field click 26.6% Init search 73.7% Browser view

27K

94.8%

Abandonment rate Abandonment rate Abandonment rate Abandonment rate

W 22K 823% W 3.4K 73.4% W 325 26.3% W47 52%

W 22K 823% W 3.1K 66.2% W 429 27.2% W37 32%
step Segment Active users (% of Step 1) Completion rate Abandonments
1 Open app Baseline 26,187 (100%) 17.75% 21,540
Variant A 26,393 (100%) 17.71% 21,719
2 Homepage view Baseline 4,647 (17.75%) 26.55% 3413
Variant A 4,674 (17.71%) 33.76% 3,096

Abandonment rate

82.25%

82.29%

73.45%

66.24%

3 URL field click Baseline 1,234 (4.71%) 73.66% 325 f 26.34%
Variant A 1,578 (5.98%) 72.81% 429 | 27.19%/

4 Init search Baseline 909 (3.47%) 94.83% 47 5.17%
Variant A 1,149 (4.35%) 96.78% 37 3.22%
5 Browser view Baseline 862 (3.29%) - -
Variant A 1,112 (4.21%) - -
Anh 6.3: Funnel theo access point: URL input field
. . . > 1A > . ~ \ .2 o < 0
Paste link click: Ti I& drop-off cua paste link trén man Home giam 8% (ttr 57%
z
A 0,
xuong 49%)
Step 1 Step 2 Step 3 Step 4 Step 5
Open app 100% Homepage view 17.7% Paste link 8% Init search 42.6% Browser view 97.5%
27K
HK II
u (.
Abandonment rate Abandonment rate Abandonment rate Abandonment rate
W 22K 82.3% W 43K 92% W 214 57.4% W4 25%
W 22K 823% M 4K 86.8% W 305 49.6% w7 2.3%
Step Segment Active users (% of Step 1) ¢ ion rate Abandonments Abandonment rate
1 Open app Baseline 26,187 (100%) 17.75% 21,540 82.25%
Variant A 26,400 (100%) 17.71% 21,725 82.29%
2 Homepage view Baseline 4,647 (17.75%) 8.03% 4274 91.97%
Variant A 4,675 (17.71%) 13.16% 4,060 86.84%

3 Paste link Baseline 373 (1.42%) 42.63% 214 f 57.37%
Variant A 615 (2.33%) 50.41% 305 49.59%

4 Init search Baseline 159 (0.61%) 97.48% 4
Variant A 310 (1.17%) 97.74% 7
5 Browser view Baseline 155 (0.59%) - -
Variant A 303 (1.15%) - -

Anh 6.4: Funnel theo access point: Paste link

> o

Cac diém tiép can khong thay déi giao dién hodc khong hé tro & phién ban méi
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= Vao tir Popular App: Diém tiép can nay chi tén tai & phién ban Baseline. Team
da loai bd do nhan thy né khéng dem lai gia tri thwc té trong viéc hé tro nguoi
dung download video & Variant A. Tuy nhién, két qua cho thay & ban Baseline, c6
dén 28% user click vao man Home sé click vao popular apps. Day la mét phan
nguyén nhan khién sb % user di vao Browser thdng qua cac access points cua
Baseline nhinh hon so v&i Variant A.

Step 1 Step 2 Step 4

Step 3
Open app 100% Homepage view 17.7% Popular app access 28.6% Browser view

99.1%

82.26%

82.29%

71.36%

99.94%

0.9%

NK lI
13K
Abandonment rate Abandonment rate Abandonment rate
W 22K 82.3% M 3.3K 71.4% W12 0902%
W 22K 823% W 47K 99.9% Wo 0%
Step Segment Active users (% of Step 1) Completion rate Abandonments Abandonment rate
1 Open app Baseline 26,190 (100%) 17.74% 21,543
Variant A 26,409 (100%) 17.71% 21,732
2 Homepage view Baseline 4,647 (17.74%) 28.64% 3316
Variant A 4,677 (17.71% 0.06% 4,674
3 Popular app access Baseline 0 Py, 1.331(5.08%) 99.1% 12
Variant A 3(0.01%) 100% 0
4 Browser view Baseline 1,319 (5.04%)
Variant A 3(0.01%

Anh 6.5: Déng gép ciia Popular apps trong Baseline

c) Phan tich va két luan

= Ty |é drop-off ttr Home — Browser chwa dap rng dwgc ky vong muc tiéu, tham
chi con tang 1.8% so v&i Baseline. Du cum Ul m&i hoat ddng hiéu qua (paste
link drop-off rate giam 8%), nhung do tng traffic dau vao bj thu hep (do viéc loai
b cum Ul Popular apps, vén chiém 28% traffic man Home), mirc ting trudng
thuwe té clia chi sé save video van chua dat t&i nguwéng ti da.

- DAi vai hién trang tir Browser — Save video van dang bi anh hwéng béi I16i ky
thuat cla detect video. Viéc phat hanh mét phién ban cé nhiéu thay ddi giao dién
khi nén tang ky thuat chwa sén sang c6 thé lam tang ty & g& cai dat.

Két luan: No variant outperformed the Baseline.

5.4. Dé xuat

= Khong roll out Variant A va revert lai ban Ul nhw cliia Baseline

= Pam bao viéc 16i technical vé detect video duwgc xi ly triét d& co6 thé dem lai két qua
t6t nhéat khi chay cac A/B test sau

= Két hop cum Ul hiéu qua cao (URL Field/Paste Link m&i) cGa variant version méi véi
Ul popular apps cta baseline version cii. Tién hanh mot dot A/B Test méi dé kiém
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chirng muc tiéu: vira gilr chan traffic tr man Home dén Browser nhuw cii, vira nang
chi sb save video Ién muc tbi da.
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VI. Timeline trién khai

issues

giai quyét toan bo sub

Can lam rd mot diém quan trong trong logic wu tién clia team: sub issue #2 dwoc xtr ly
dau tién khong phai vi day la van dé critical nhat, ma vi day |a van dé duy nhét
Product team c6 thé chi ddng x& ly nhanh nhat, ndm trong tdm kiém soat, chi phi thap,
khéng phu thudc team khac, va do lwdng duwgc ngay. Hai sub issue con lai déu rat quan
trong (d&c biét #3, diém chan truc tiép target action ctia toan bo funnel) va bat budc
phai dwoc giai quyét; vi can phdi hop cross-team nén chiing dwoc dua vao ké hoach
trién khai dwdi day thay vi x ly ngay.

6.1. Danh gia mrc do critical & thiy tw trién khai

Sub issue

Mcrc do critical

Vi sao chwa xtr ly
ngay dwoc

Thir tw trién khai

#3, Browser —
Detect video (77,05%
khéng detect dworc)

Rat cao, critical
nhat. Chén truc tiép
target action; moi t6i
wu phia sau déu vo
nghia néu chua fix.

Nguyén nhan gbc la
ky thuat, can effort tir
team Tech; Product
team khong tw fix
dworc.

Ban giao evidence
ngay cho Tech, theo
sét tién do; UI/UX
chang nay lui sang
sau khi fix.

#1 — First open —
Home (74,91% rét)

Cao. La phéu dau
vao, quyét dinh lvong
traffic cho moi buéc
phia sau.

Lién quan cAu tric
monetization (ads,
paywall) clia team
Growth; can sé liéu
trade-off doanh thu
trwére khi diéu chinh.

Trién khai song song,
bat dau bang working
session v&i Growth.

#2 — Home —
Browser (49% rott)

Trung binh—cao. Nut
that dau tién ma thiét
ké tac dong truc tiép

duwoc.

Khéng c6 rao can —
trong tam kiém soat
clia Product team —
quick win, xtr ly
trwdc.

Pa trién khai, thir
nghiém dang chay
(phan Vv, VI).

6.2. Timeline trién khai theo phase

Phase Th&i gian Dau viéc chinh | Owner Output ky vong

Phase 1 (dang 08/06 — 15/06 Chay & nghiém | Product Két luan

chay) thu thr nghiém experiment +
sub issue #2; quyét dinh
song song rollout / revert /
chuén bj thiét ké variant
evidence pack mai.
cho sub issue #1
& #3 (sb lieu
funnel, anh test
case).

Phase 2 16/06 — 22/06 | Sub issue #1: Product + Chét nguyén

(dw kién) working session | Growth, Tech nhan sub issue

voi Growth, #1 bang so liéu;

cung doc sb ads
(vi tri, tan suat,

sub issue #3 vao
sprint ctia Tech
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drop-off ttrng
budéec), tinh
trade-off ad
revenue vs LTV.
Sub issue #3:
ban giao
evidence cho
Tech, thdng nhét
murc wu tién &
estimate effort
fix.

véj deadline cu
thé.

Phase 3

23/06 — 06/07
(dw kién)

Sub issue #1:
Growth diéu
chinh thei diém /
tan suét ads &
paywall, do
lwdng lai chang
First open —
Home. Sub
issue #3: Tech
fix co ché
detect; Product
verify lai bang
dung cac test
case da dung
(URL
VnEXxpress,

popular apps).

Growth, Tech,
Product

Drop-off chang
mé& app giam;

detect success
rate cai thién ro
rét va do duoc.

Phase 4

07/07 — 20/07
(dw kién)

Tbi wu UI/UX
chang Browser
— Detect (vu
tién 4 & muc
4.3); thiét ké thir
nghiém ma&i cho
cac bwéc sau
man Home; do
lai Activation
rate téng thé so
v&i benchmark.

Product

Activation rate
quay vé tr mic
benchmark tré
[én (muc tiéu
phan I).

Phase 1 — Chay & nghiém thu sub issue #2 -

Gantt chart — Timeline trién khai 4 phase (Phase 3-4: du kién theo estimate)

08/06 - 15/06

Phase 2 — Working session Growth (#1) + _

ban giao evidence Tech (#3)

Phase 3 — Growth chinh ads/paywall (#1) + _

Tech fix detect (#3)

Phase 4 — T6i uu Browser—Detect + _

do lai Activation téng thé

1 Hé6m nay 20/06

1
I
16/06 - 22/06

23/06 - 06/07

07/07 - 20/07

08/06

15/06 22/06
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Gantt chart, Timeline trién khai 4 phase (Phase 3—4: du kién theo estimate effort).

Méc danh gia thanh cong tong thé: sau khi ca 3 sub issue dwoc xir ly, do lai
Activation rate va so v&i benchmark da d&t ra & phan 1.4, day |a tiéu chi khép lai bai
toan clia bao cao nay.
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VII. Két luan

7.1. Tom tat bao cao

Bao cao nay la ban ghi lai qua trinh Product team ctda SnapJet phan &ng véi tin hiéu
Activation rate sut gidam so v&i benchmark. Bat dau tr viéc xac thwe do tin cay cha di
liéu (loc theo app_version 1.0.8 va chon time range on dinh 05—-06/06), team dwng
funnel tbng quan va khoanh dwoc 3 sub issue cé drop-off cao nhét trén hanh trinh
Activation: (#1) First open — Home, (#2) Home — Browser, va (#3) Browser — Target
action.

Sau khi danh gia mirc do critical va kha nang can thiép, team chon xt ly trwéc sub issue
#2 (Home — Browser), khéng phai vi né critical nhat, ma vi day la quick win duy nhat
Product team chd déng lam dwoc ngay: nam trong tm kiém soat, chi phi thap, khoéng
phu thudc team khac va do lweng dwoc. Tai chdng nay, team dwa ra 2 gia thuyét
nguyén nhan theo chiéu tlr ngoai vao trong, qua tai lwa chon & tbng thé man Home (Gia
thuyét 1) va cum input URL thiéu phan cap thong tin (Gia thuyét 2), kém cau hoi kiém
chirng, réi ddng goéi gidi phap Ul (An Popular apps, gop Paste link vao & input, déi nut
“Search —”) thanh mét Variant dé A/B test.

Két qua: chwa Variant nao vwot troi hon Baseline; ti 1& drop-off Home — Browser tham
chi tdng nhe. Team két luan khéng roll out Variant A, revert vé Baseline, va chuyén trong
tam sang giadi quyét nut that kj thuat that sw (sub issue #3, 16i detect video) cuing phéu
dau vao (sub issue #1) theo timeline phéi hop cross-team & phan VI.

7.2. Bai hoc ruat ra sau bai tap thwc té

Diéu team da lam: tap trung t6i wu layout man Home, v&i gid dinh rang nut that nam &
chinh giao dién man nay.

Thwec té dir liéu cho thay: t6i 73% new user di dwdng vong qua cac tab phu
(Processing, File, Settings) thay vi di thang lubng chinh, va chinh cac tab nay mai la noi
phat sinh drop-off I&n (Settings >44%, File 32%).

Hé qua: viéc chi “don” mét man hinh don 1& khéng dd dé dich chuyén chi s6, vi hanh vi
r&i bd dwoc tao ra béi ca hé thdng diéu huwéng chir khdng riéng man Home. Pay ciing 1a
ly do A/B test dau tién chwa cho két qua nhw ky vong.

Hai bai hoc cét 16i team mang vé sau bai tap thuc té nay:

- Screen Thinking — System Thinking: moi hanh vi cla ngui dung déu l1a két qua
ctia mot hé théng, khdng phai ctia mét man hinh riéng 1&. Tdi wu can dat trong toan
bd ludng, khéng chi trong khung ctia mét screen.

- Product Logic — User Logic: ngui ding khéng hanh xt theo cach san pham
duorc thiét ké; ho hanh x& theo ban nang va muc tiéu (JTBD) cta ho. Thiét ké phai
bam theo logic ctia user, khdng phai logic ctia so' dd san pham.
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7.3. Gia thuyét & dé xuat mé&i cho hwéng di tiép theo

Gia thuyét méi: cac tab phu dang 1a “ngd cut” dbi véi new user, ho lac vao dé ngoai
nglr canh (out of context) va gap empty state khong 16i ra, dién hinh Ia tab File (‘Empty
State Trap”) hién thi “No file found” ma khéng dan ho quay lai dung viéc can lam.

Dé xuat: bd sung UX contextual guide két hop redirect vé ludng muc tiéu, thiét ké lai cac
empty state (vi du “Download not found”, “No file found”) kém hwéng dan ngan va nut
“Back to Home” dé dwa user tré lai dung ludng tai video. Hwéng nay gép phan truc tiép
vao muc tiéu chinh cua bai toan: giam ti Ié drop-off tai Home — Browser, va sé dwoc
kiém chirng badng mot vong thir nghiém tiép theo cung véi viéc xt ly dirt diém sub issue
#1 va #3.

Tbng két lai, du vong A/B test dau tién chwa dat muc tiéu, bai toan da giup team chuyén
tr tw duy “stra man hinh” sang tw duy “t6i wu ca hé théng hanh trinh”. Tiéu chi khép lai
bao céo van la: sau khi ca 3 sub issue dwoc x ly, do lai Activation rate va dbi chiéu voi
benchmark da dat &@ muc 1.4.
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