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Quan ly doanh nghiép Viét Nam

Két hgp Péng, Tay
Cha "va"
Phdc théo ban dau

I. Trudng phai quadn ly doanh nghiép Viét Nam

- Két hgp bong - Tay = Base, cung, hé thdng (Tay) + Move, mém, ngusi (Pdng). Base
cho chdc, Move nhanh.
- Nguyén tdc chung:
1.Chay dé hodn thién, khéng dgi hodn thién masi chay
2.Da lam la phai ra két qud
3.Quyét nhanh — ladm nhanh — stia nhanh - ra két qua nhanh
4.Gil nhip diéu hanh dé cé két qua lién tuc
5.Khéng ladm v& hé théng
- Coi trong T8¢ d, Két qud va On dinh hé thdng

Pat muc tiéu

- 2-3 muc tiéu cung (bét budc dat)

- 1-2 muc tiéu mém (diéu chinh theo thuc té)

- Myc tiéu phai gdn véi két qua do dugce (output), khdng mé ta chung chung

Ké hoach )
- K& hoach chi cén da 60-70% dé bét ddu chay
- Ap dung rolling plan theo chu ky 2—4 tudn

- Khéng ché du diéu kién mai trién khai
- Trién khai nhanh dé hodn thién ké hoach

Quy trinh

- Méi viéc xdc dinh 3-5 budc bat bude (non-negotiable)
- Ngodi vung 16i cho phép linh hoat

- Sau méi chu ky phai duc két va chuén hod dén

Giao viéc

- Giao viéc phdi ddm bdo 3 rd:
o R& ngudi (1 owner duy nhat)
o RO viéc (ddc biét Ia rd két qua cu thé)
o RO thdi han

- Khéng giao nhiém vu chung chung
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Thuc thi

- Piéu hanh theo nhip bét budc:
o Daily: cap nhat tién do
o Weekly: c6 san phdm/két qua trung gian
o Monthly: cé két qua do dugc

banh gia
- Bdanh gia dua trén:
o Két qua (KPI) la chinh
o K&t hop chét luong va trdch nhiém (thdi do)

Quyét dinh

- Quyét dinh khi c6 ~70% théng tin

- Phén cép ré quyén quyét dinh

- Cho phép quyét nhanh - Idm nhanh - stta nhanh - ra két qua nhanh

Con ngudi
- DUNng nguyén tdc:

o PUng ngusdi — dung viéc — dung thai diém
- Két hop:

o Thudng theo két qua

o Ghi nhdn uy tin, dong gép

o Pdo tao ndi bd lién tuc

- J
o Quan ly rui ro & thay doi )
- Xa&c dinh 3-5 ranh gisi do:
o khéng vi pham phdp Iudt
o khéng lam mat di liéu, hdng hé théng
o khéng gy mat niém tin
- Ngodi ranh gisi dd: Cho phép thi nhanh (sandbox) )
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Il. Truéng phdi quan ly Viét Nam xuét phat ti phéan tich vén hoa va
két hgp Pong-Tay

1) Pat muc tiéu (Goal setting)

- Tay: Van hod duy ly, ca nhén chiju trach nhiém => OKR/KPI rd rang, do dudc,
cascade chdt.
- VN: Van hod thuc dung, thich nghi => Muc tiéu cé nhung linh hoat, diéu chinh theo
tinh huéng.
- Két hop Pdng-Tay: Muc tiéu kép gdm clng vé mém:

o 2-3chitiéu cung (bt budc dat)

o 1-2 chi tiéu mém (diéu chinh theo thuc té)

o méc tudn/thang cé san phdm.

2) Lép ké hoach (Planning)

- Tay: Van hod trdnh rdi ro, chudn hod => Plan ky ngay ti ddu, kich ban chi tiét.
- VN: Van hod Ung bién, ldm dé hoc, Iadm dé hoan thién => K& hoach thiéu chi tiét,
khong ddu dq, vira lam via bd sung.
- Két hop Pong-Tay: Lap KH 2 téng,
o Tang I: khung 60-70% (dt dé chay)
o Tang 2: rolling plan 2-4 tuan (cap nhat lién tuc).

* Phuong Tay: Plan - Do - Check - Plan - Do .., nhung nhén manh ch{ Plan. Xudt
phdt t tinh logic cla ngudi phuong tdy, hiéu théng qua tu duy, hoc thédng qua tu
duy, ngd thdng qua tu duy

* VN: Plan - Do - Check - Plan - Do .., nhung nhdn manh ladm dé hodn thién ké
hoach. Xuét phdt tu tinh truc quan cla ngusi chau A, hiéu théng qua hanh, hoc
thdng qua hanh, ngd théng qua hanh.

3) Thiét ké quy trinh (Process)

- Tay:van hod ky ludt, quy tdc => Quy trinh chudn hod, SOP (Standard Operating
Procudure), it 1éch chudn.
- VN:VAn hod linh hoat, uu tién k&t qud => Quy trinh c6 nhung hay “lach” dé chay
nhanh.
- Két hop Pdng-Tay: Quy trinh téi thiéu + ving linh hoat

o Xdc dinh 3-5 buéc bat budc (non-negotiable)

o Cho phép linh hoat ngodi vung 16i

o Sau méi chu ky: duc két — chuén hoda dén.

* Phuong Tdy: Coi trong quy trinh, quy trinh tét tu nhién ra két qua tét, khdng cén
dén sdng tao cla con ngudi khi lam.

* VN: Coi trong két qud. Lam ra két qua rdi chudn hod quy trinh. Quy trinh c6 tuy bién
dé con ngudi sang tao. Bai vay, Viet Nam co6 quy trinh rdi van can ngudi.
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4) T6 chiic & phén céng (Organizing)

- Tay:van hod minh bach, cd nhdn hod => Vai trd rd (RACI - Responsible,
Accountable, Consulted, Informed), tdch bach vai trd.
- VN: Van hod trong ngudi, tin cdy => Linh hoat vai trd, dya nhiéu vdo “ngudi lam
dugc”.
- Két hop Pdng-Tay: R trach nhiém + linh hoat thyc thi

o Owner 1 ngudi/viéc (accountability rd)

o Cho phép cross-role khi can

o C6 handover (chuyén giao cho ngusdi khdc) chudn dé khéng dut mach

5) Ra quyét dinh (Decision-making)

- Tay:van hod duy ly, trdch nhiém phap ly => Ra quyét dinh trén d{ liéu, tudn tha quy
trinh phé duyét.
- VN: Van hod thuc dung, chép co hdi => Quyét nhanh theo kinh nghiém + thdng tin
chua du.
- Két hop Pdng-Tay: Quyét nhanh, nhung cé khung an todn

o 70% théng tin & quyét

o Phan cép ra quyét dinh rd rang: ai c6 quyén quyét dinh viéc gi, dén muc ndo,

trong pham vi ndo
o GAn co ché stia nhanh, hodc rollback

6) Thuc thi (Execution)

- Tay:van hod ky ludt, quy trinh => B4m ké hoach, milestone ré.
- VN: Van hod két qué truéc => Linh hoat dé “ra két qua”.
- Két hop PAng-Tay: Nhip thuc thi bat budc:

o Daily/Weekly cé output cu thé

o Khéng cé san phdm = chua lam xong

o Demo/Review dinh ky.

7) Po luéng & danh gia (Measurement)

- Tay:Van hod minh bach, khdch quan, dinh lugng => KPI/BSC chdt, dinh lugng cao.
- VN: V&n hod nghia tinh, dinh tinh => Banh gia két qua + thai d, c6 yéu té cadm
nhdn.
- K&t hgp Bong-Tay: Pinh lugng 1 16i, dinh tinh & bé trg
o 3-5 KPI dinh lugng bat budc
o Thém 1-2 chi s& chat lugng/déng gop
o Cong khai dashboard
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8) Quan tri con ngudi & déng luc
- Tay: Van hod cd nhan, thanh tich => Incentive theo hiéu qud, hgp déng ré.
- VN: Van hod tdp thé, gén bod => Bdng luc tir quan hé, ghi nhan, nghia tinh.
- Két hop Pdng-Tay: Dual-motivation:

o Thudng theo két qua (tdi chinh)

o Ghinhan — uy tin — co hdi (phi tai chinh)

9) Quan tri rdi ro & thay doi (Risk & Change)

- Tay:Van hod phéng ngla rdi ro => Nhén dién — kiém sodat — tudn thu.

- VN: Van hod liéu, diéc khéng s¢ suing => Chdp nhan rui ro dé chay nhanh.

- Két hop Béng-Téy: Ranh gisi dd + sandbox
o Xdc dinh 3-5 ranh gisi khéng dugc vust (an todn, di liéu, tai chinh, uy tin...)
o Phé&n con lai cho thi nhanh nhung c6 kiém sodt (sandbox)
o Phan tich sau su kién dé chudn hod sau méi vong.

Nguyén Manh Hing
Nguyén BO truéng Bd Khoa hoc & Céng nghé,
Chu tich Sang 1ap Vién Lanh dao, Quan tri va Quan ly Viét Nam

VIEN LANH PAO, QUAN TRI VA QUANLY VIET NAM

Website: vigm.ptit.edu.vn
Email: vigm@ptit.edu.vn
Hotline: 093 619 8686 (TS. Pham Va Ha Thanh)

Fanpage: https://www.facebook.com/vigmvietnam

Website Fanpage
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