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FROM CEO PROBLEM MAP TO LEADERSHIP DNA

Insights & Patterns of Viethamese Management Thinking

Q. KEY INSIGHTS

1. Tang truéng doanh nghiép khdong that bai vi thi truéng, ma vi
gidi han ndi tai cta hé théng
- Diém nghén xudt hién & van hanh, con ngudi, ra quyét dinh, khong
phdi 8 ca hdi
2. M6 hinh quan tri hiéu qua tai Viét Nam la su két hdp giilta “quy
trinh” va “con ngugi”
- Khong thé thuan quy trinh nhu phuong Tdy
- Cling khong thé phu thuéc hodan toan vao con ngudi
- Nguyén ly: 70% chudn hod — 30% linh hoat
3. Founder la ddng luc tang trudng ban dau nhung tré thanh diém
nghén khi doanh nghiép mad rong
- Néu khong chuyén giao — t6 chiic khdng thé md réng
4. Tang trudng bén viing doi héi hai ddng luc song hanh
- Phdt trién san pham (tao gid tri)
- Phdt trién khdch hang (hién thuc hod gid tri)
5. Quyén luc thi trudng thudc vé doanh nghiép tao ra gid tri khdac
biét
- Khong cé khdc biét thi khéng cé quyén dam phdn
- Khong cé quyén dam phdn thi rdi ro tai chinh cao
6. Van hanh doi héi mét ndng luc chuyén mén séu, khéng thé lam
theo kinh nghiém
- Ddc biét trong sdn xudt, can tiéu chudn, ky luét, cong nghé
7. Moi Igi thé déu mang tinh tam thdi
- Doanh nghiép phai lién tuc dau tu cho cdi mdi (d6i mdi, R&D)
8. Tri thuc phai dudc hé théng hod dé gidm phu thudc vao cd nhén
- Néu khéng, nhan su rgi di ld mat ndng luc
9. Ban hang khdng chi la chic ndng, ma la hoat déng cét 16i tao ra
doanh thu
- Khéng bdn dugc = khong cé gid tri thuc
10. Tang trudng cang Idn, muc d6 phuc tap va rdi ro cang cao
- Thanh cong khong lam doanh nghiép “nhan hon” ma “khdé hon”
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@) KEY PATTERNS

1. Tang trudng néng, hé théng khéng theo kip
- Quy trinh c6 nhung khong tudan thu
- Mat kiém sodt chat lugng
2. Phu thuoc vao founder
- Quyét dinh tép trung
- Boi ngli khong tu van hanh
3. Trao quyén sém haon nang luc hé théng
- Thi€u khung van hanh
- Hiéu qud gidm
4. Phu thudc vdo con ngudi thay vi hé théng
- Tri thiic khéng dugc chudn hod thi khéng thé nhdn réng
5. Thiéu khdc biét trong san pham/dich vu

Canh tranh bdng gid, bién Igi nhuén thép
6. Thiéu bd mdy phat trién khach hang mdéi

Phu thudc khdch hang ci, doanh thu khéng tdng
7. Nham lan gitia hoat ddng vén hanh va déi mdéi

Pua cdi mdi vao van hanh qud sdm — Gay roi hé théng
8. Thiéu ky ludt trong thuc thi

Ddc biét 8 san xudt va van hanh quy mé I1én
9. Nhén su réi bé, t6 chiic mat ndng luc

Do khéng cé hé théng tri thic
10. Khéng dau tu cho tuong lai khi dang tdng trudéng tot

Mat Igi thé khi thi trudng thay déi
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€ KEY TAKEAWAYS

1. Xay dung mo hinh qudn tri “Quy trinh + Con nguci”
- Chuén hod phan 16i
- Cho phép linh hoat cé kiém sodt
2. Thiét ké hé thong dé giam phu thudc vao founder
- Chud@n hod ra quyét dinh
- Xay dung ddi ngi ké thira
3. Xay dung hai dong luc tang truéng
- Phdét trién san phadm (Nghién clu va phdt trién)
- Phdt trién khdch hang (Bdn hang & thi trugng)
4. Pau tu lién tuc cho déi mdi
- Danh 5-10% ngu6n luc cho cdi mdi
- Chap nhén th{ - sai c6 kiém sodt
5. Chuén hod va sé6 hod tri thic té chuc
- Bién kinh nghiém thanh hé thong
- Tang khda ndng nhan réng
6. Nang cdp ndng luc van hanh theo chuan quéc té
- Quy trinh - ky ludt - céng nghé
- Bdc biét trong sdn xudt
7. Thiét ké co ché dong luc gan véi két qua
- Khodn, chia sé Igi ich
- Tao cdm gidc dong sé hitu
8. Xay dung Igi thé canh tranh khdc biét
- San phdm/dich vu khong thé thay thé
- Tao quyén luc thi trudng
9. Tach biét ré gitia van hanh va déi mdi
- Van hanh: 6n dinh, ky ludt
- B6i mdéi: thir nghiém, linh hoat
10. Gan tdng trudng vdi kiém sodt rai ro
- Bdc biét: tai chinh, céng ndg, van hanh
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