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Van hanh tinh gon &
d6i méi sang tao trong doanh nghiép




Tai liéu nay dugc THINKDEMY bién soan va chia sé nham muc dich cung cap day du
thong tin cho cac doc gia da tirng tham du khoa hoc/workshop tai THINKDEMY.

Néu ban mong mudn chia sé cho ngudi khéc, sao chép hay trich dan ndi dung nao tur
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The agenda.,

O‘I The Lean Operation Mindset

e Cac yéu 16 cua van hanh tinh gon
e (Cac mo hinh OKR, D.O.W.N.T.I.M.E, Six Sigma

O 2 Practices

e Practices 1: Thiét |ap van hoa hiéu qua
cao & cac thoi quen trong t6 chirc
e Practice 2: Thiét |ap OKR trong Lark OKR




WHY? o=

Tai sao Lean Operation lai
la mot yéu té quan trong? | Owhbosrd |




Porter's five forces

M6 hinh hinh 5 ap luc canh tranh ctia Porter

Threat of

| | ' Bargaining power
. newentrants

' ofsuppliers

Daoi thu tiem Nha cung trng

nang maoi
Porter's five
forces

' Bargaining power
. of customers

| Khach hé.ng-

| Threat of |
\_ substitutes

San pham thay thé

3 Competitive ;
rivalry

J}'D.hc'“ii th c'anh tranh



Cac ap luc canh tranh dién ra lién tuc
tlr nhiéu phia xoay quanh doanh nghiép

Lean __
O pe rat I 0 n Pé dap (rng nhirng yéu ciu nay, cac doanh nghiép

phai tim cach t6i wu héa qua trinh san xuéat va cung
‘ -

cap dich vu dé dam bao hiéu qua va téi wu chi phi
tot nhat

TU do, mang lai gia tri cao nhat cho cac
bén hiru quan nhw Khach hang - Nha cung
cap - Co déng Nhan vién - mdi trwdng, xa
hoi




Van hanh tinh gon dugc ap dung réng
rai & nhiéu cac to churc, tdp doan Ién L
trén thé gidi. ean I—

Operation

& intel

TOYOTA

Fed®«.

Express

JOHN DEERE

w ¥ Lark




“No t6 chirc" 1a nhitng khoan lang phi vé thai gian, nguén luc Quy trinh tinh gon
dién ra bén trong t6 chirc do quy trinh ruom ra, chéng chéo & )

thiéu nhat quan.
Duyét khoa hoc

Approver: Direct
manager

Quy trinh ruém ra

SALES PRocgss

e

Dang ky khoa hoc
D'DD‘DD-DD Handler: Requester >
Gers

+
"And then you'll close the sale." ‘cc: HR > |

Duyét dé nghi va hoc béng

Approver: Thuc Thu
(Authentic)

I |




Den tin hiéu

0913 916 046 9
g

Source: Book “Brave New Work” - Aaron Dignan

VS

VVong xoay

Giam cham tré 89%

Chi phi bao tri hang nam thap
hon tlr $5K - $10K

Giam va cham chét nguai 90%
Giam va cham thuong tich 75%
Van hoat déng khi mat dién




Dén tin hiéu giao thdong giéng nhu mot td chic van hanh truyén théng:
pho bién nhung chua chac da hiéu qua nhat

Den tin hiéu VS

0913 916 046 9

Cach tiép can: moi ngudi can dugc chi Cach tiép can: ngudi lai xe tu diéu

dan nhirng gi phai lam. hudng di chuyén cia minh theo 2
nguyén tac: (1) tuan theo luéng di
chuyén va (2) nhuong dudng cho

Source: Book “Brave New Work” - Aaron Dignan phuong tién tu ben trong di ra
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Operation

‘ Yéu t6 co6t 16i cua
van hanh tinh gon

= #2

H3

Giam lang phi

Waste reduction

-

Tang ———
hiéu qua
Eroductivity Efficiency

improvement

8=

Tap trung vao
khach hang

Customer centric




Gidm léing phi

The 8 Wastes are eight types of process obstacles that get in the way of providing Waste reduction

value to the customer.

MG hinh giam lang phi
D.O.W.N.T.I.M.E xem xét 8 khia

S canh c6 thé gay ra lang phi trong
= doanh nghiép
Defects Overproduction Waiting Non-Utilized Talent C
Efforts caused by Production that is Wasted time waiting Underutilizing 3 3 2 2
rework, scrap, and more than needed or for the next step people’s talents, Lea,n S[X SIQmamIa mPt ph uong
incorrect information. before it is needed. in a process. skills & knowledge. phap két hop giua Van hanh

tinh gon (Lean Operation) va
Six Sigma, hai phuong phap
J lﬁ\f \ quan ly chat lugng dugc sir

dung réng réi trong cac doanh

nghiép
Transportation Inventory Motion Extra-Processing Cac cbng cu va k¥ thuat cua
Unnecessary Excess products Unnecessary More work or higher Lean Six Sigma bao gom cac
movements of and materials not movements by quality than is required budc DMAIC (Define
I

products & materials. being processed. people (e.g.. walking). by the customer.
Measure, Analyze, Improve,

Control), Root Cause (nguyén
nhan goc ré)

Source: goleansixsigma.com \




8 Wastes Check Sheet - Think Digital

Process Area: Marketing & E-com Date:

Definition Type "High", Description of Issues G ié m I 5 n g p h I’

"Medium", "Low"

Théng tin, san phmva |- Sai gia niém yét trén website so v&i san Shoppe Waste red uction

D Defects dich vu khéng day di |- Kich ban chatbot bj ct & sai gia Low
hodc khéng chinh xac

- Glri bdo cdo thl cong hang tudn thay vi tw dong héa

Lam nhidu thr hon - lam Vi du vé xem xet cac Iang
[0) | Overproduction | s&m hon hodc nhanh |- Quang cdo qué nhidu vao cac ngay 1& Medium , AN
hon - hon mtc cin thiét phl theO mo hlnh
2 ~
-"Reply All' cac emails D.O.W.N.T.I.M.E cua mb
~ s > ~
- Waiting for approvals payment quang cao
Che doi thong tin, thiét L . . Cong ty ban Ie tap trung
W Waiting bi, vat i, bd phan | Waiting for montly promotion T&C High t a s A t > t
S ) ) - Waiting for check case bao hanh ren CaC nen ang I’U’C
A . N B
- Nhan vién cham séc khach hang khéng duoc ra bat ky quyét dinh tuyen f th u’Ong mal dlen tu.
- . nao : )
Khong st dung dung
Y| Norutitized kinh nghiém, kj nang, |- Nhan vién ban hang khdng dwoc training dau dd vé san pham, High
Talent kién thirc hoac sy sang thwong phai héi lai quan ly
tao clia moi nguwoi
- M&u email, cau chao khach hang rap khuén T > i é u

Cac buéc luan chuyén
khéng can thiét cia vat

LI | Transportation | L. thang tin hodc thiét ke
bi
- Tdn kho nhiéu
Tich Ity cac bd phan,
1 Inventory | 0N tin, tng dung, v.v. | Qua nhidu mét hang trén san, khng c6 mat hang chii dao Mediim
ngoai nhirng gi khach
hang yéu ciu . ~ . .
- Form dang ky, Iwu tri® thdng tin khach hang qua dai dong
- Nhéc deadline lién tuc
Cac hanh déng, thao tac
M Motion thira khéng mang lai gia |- Walking between equipment High

tri cong thém
g - Luan chuyén di liu gitva qua nhiéu phan mém véi nhau

Extra Any steps thatdo not |~ Form dang ky trén website c6 qua nhigu théng tin

add value in the eyes of |- Cac tinh nang khéng can thiét trén website (vdAl) Low

Processi
ke the customer



https://docs.google.com/spreadsheets/u/2/d/1_FPQVJCkcA5TZHnPjV2b9-mOJoJ5Xup4/edit?rtpof=true&usp=drive_fs
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Hay lam ré anh hudng clia hao phi dén lgi ich truc tiép cta
doanh nghiép (quy ra sé tién cu thé)

NEU TINH TOAN B0 SO LINH KIEN RO'T XUGNG SAN SO SANH SO KIEN KHONG PU'Q'C CHUYEN PEN PUNG HEN CUA YAMOTA
THI CHUNG TA LAM RO BAO NHIEU TIEN?
NAM XX NAM 00
Régnhiéu i b#oi e T
xudéng san, cau c6 nhan g Cas o "
ra didu nay khong? gggcncmgﬁ giécnﬂgh; 56 kién giao dich 50 TRIEUKIEN s, 150 TRIEU KIEN
ERNBEEIIF . sasenssynrstesevnessensemmremmsssasaepeassaensensins s stesshie s o e uy
Tv |é khéng KAIZEN .
chuyén dén ding hen 0% b 5%

TINH TRANG XAU BI

56 kign khong 5 TRIEU KIEN m /5 TRIEU KIEN

chuyén dén dang hen

Ty lé dugc cdi thién nhung gia tri tuyét ddi thi khong

Source: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Diagram

e Ky thuat Lotus Blossom bat dau v&i viéc xac dinh van dé can glal quyet va dat né & trung
tam bong hoa. M®bi canh hoa |a mdt khia canh dé g|a| quyét van dé.
e Ti mbi khia canh, tiép tuc phét trién tiép thanh nhiéu y twdng nhd xoay quanh né.
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Use different material More compact

in packaging packaging Provide different sizes

Use recycle material Change the Recognize customer
in packaging color/texture needs
More functionaity  "C1Ud8 MankYOU - cnange the material
Improve service
consumption
Improve Offer web
Improve speed
look/feel P coupons
Cross site
: Website Advertise the site
promotions
i Allow ppl to Allow return of
Have signs

order from web |web purchases to

around store 3 5
pickup in store store




Nang suat

Nang suat néi vé qua trinh

Hiéu qua chi vé két qua

“Ban di nhanh, hay chadm sé khéng quan trong nira, néu ban di sai hudng"
- Stephen R. Covey



Nang suat

Nang suat dé cao tinh Hiéu qua deé cao tinh
chinh xac sang tao va thau hiéu
Mot thang
80 ngudi c6 thé Vay dé san xust Cau nghi toi ng6c
san xudt 5.000 chiéc 10.000 xe can bao vay sag? 2x8:196 thi j i
4 : : ! Chung t6i da c6 thé
Corolla. nhiéu ngusi? Can 160 ngudi t6i dugc hoc tu tiéu sarl:‘;gatao.ocoo xe

@ hoc réi. chi vdi 100 ngudi.

Q4

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Nang suat

CHUYEN TOYOTA VU'Q'T QUA “NHU CAU PAC BIET”
MA KHONG CAN TANG THEM NHAN SU

Tuyet voil Quan doi .

wasdimere  [TREH L ENO X PG

tai s6 lugng l6n ddy. NAN GIAI
TANG SAN LUONG?

1théan

7.000 ncuor | EEEE

.

1than
5.000 neuor SEER

C6 nén tuyén dung thém ngudi khong...

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu

& hiéu qua

Dung tang thém
ngudi. Nhu cdu nay
chila tac thoi

ma thoi.

VUGT QUA TINH HUGNG THUAN LOI,
PHUGNG THUC SAN XUAT TOYOTA,
GIAM THIEU LANG PHi RA BOI.




P/PC BALANCE:
HOW TO BE EFFECTIVE OVER THE
SHORT & LONG-RUN

A

VS

COACHCARSON.COM

Theo d6, P (Product) l1a nhirng két qua mong dei - "qua tri'ng", PC (Production Capacity)
la kha nang san xuat - "con ngdng".

Tinh hiéu qua cta doanh nghiép sé dat t6i wu khi can bang giira P va PC.

Néu doanh nghiép chu trong vao trirng vang ma bd qua con ngdng thi sém hay mudn sé méat
di kha nang san xuét ra trirng vang, con lam ngwoec lai thi khdng dd ngudn lwc dé ton tai.



Vision: Transforming society through the provision of ultra-high speed mobile information services

Mission: The number one provider of ultra-high speed mobile networks and content to the United Kingdom

Financial

Customer

Internal
Processes

Organizational
Capacity

Increase
Revenue
Per User

Improve
Clarity of
Offering

Improve
Offering
Selection

Increase
Profit

Improve
Market
Perception

Improve
Information
Services

Decrease
Operating
Costs

Improve
End User
Experience

Improve
Ease of use
for End
Users

Improve

Knowledge
and Skills

Improve
Content
Supply

Improve
Technology

MO hinh
Balanced
Scorecard

BSC Ia m6t hé théng quan ly,
né giup cho doanh nghiép thiét
lap, thuc hién, giam sat, do
ludng dé dat dugc cac chién
luge & cac muc tiéu thong qua
4 khia canh: tai chinh, khach
hang, qua trinh hoat dong noi
bd, hoc tap & phat trién

Source: intrafocus.com



BSC ham chira cac méi quan hé nhan qua gilra cac khia canh

Source: pace.edu.vn



Vision Transforming society through ease of access to ultra-high-speed information services

Purpose Delivering mobile services that contribute to society while acting lawfully, ethically and with integrity wherever we operate
Strategic ; ;
S Content Partnerships Customer Service Brand Awareness
Priorities
Strategic Strong supply chain for content and Clarity in offering that surpasses anything in Reinvigorated brand based on successes,
Results information services, exclusive agreements the market today, best user interface attract a wider and younger audience
Strategic Objectives KPIs Targets Projects
Financial * Net profit * 1 5% per year * Implement new financial
/ Increase \ Deciesa * Operating costs * | 3% per year accounting system
Increase Profitability : * Revenue in target * 1 12% per year ia S v :
Revenie Operating arkets Simplify billing operations
Costs you
» Competitive end user
requirements market studies for
. new UK regions
Customer * % Market share index = * 1 3% per year
| * % Customer * “Improve the Offering” two year
Improve imprave CmrtJrove satisfaction index * 85% this year programme
CIanty of Markgt oromch * 9% Focus group user ) )
Offering Perception Satisfaction index « > 90% each focus + Create improved offering
SaselR selection process
* Hook into ‘Improve the
Internal * New products as % of = ¢ 12% this year Offering’ programme
Processes Improve Improve Improve silles * Training programme for new
Offering Information Stock Impélg)rri;ost < ?ég?: awareness ] 5% peoyear offerings and user interface
il Sarvice Sl + Cost efficiency index ~ + > 90% every * Product and marketing training
reporting period programme
. . * 2 year content supply
Ol’ganlsatlona| * Employee * 95%in place agreements
Capacity development plans
Kmerloée Improve Improve + Technology training * 90% efficient « Technology improvement
owledge Technology Supply Chain index programme including data
and Skills * Supply chain * 95% centre upgrade
efficiency index
Customer Focus - Integrity - Quality - Helpfulness - Community - Efficiency




Wh at are O KRS? OKRs are a management methodology which helps to ensure that

your company focuses efforts on the same important issues

OBJECTIVES AND KEY RESULTS throughout the organization.

OBJECTIVES
An Objective is what you want to accomplish.

A good Objective is significant, concrete, action-oriented and
inspirational. Can be set annually or over an even longer-term.

KEY RESULTS
Key Results are how you will accomplish it.

Good Key Results are specific, timebound, aggressive yet realistic
measurable and verifiable. Can be set quarterly and evolve as
work progresses.

What Matters



Case 3: Hé théng quan tri bang muc tiéu OKRs

Quan trj théng nhat dwa vao muc tiéu theo phuwong phap OKR

Mission

i Vision
Analyze key technical issues of project

X to address loading problems and

improve stability

Strategy
‘ Objective
Emily ‘
Complete 3 server stress tests for
project X, with server stability at 99.99% Mia

Key Results

Optimization of client side peri
for project X, with < 100ms loa
and smoother user experience

Project

Tinh lién déi va nhip do

trach nhiém Task

() okr

SU ménh: Té chuc tén tai vi diéu gi?

Tam nhin: Té chuc sé lam gi?

~ Chién Iudc: T6 chic lam didu
dé nhu thé nao, trong bao lau?

Muc tiéu ngan han
(ndm / quy / thang)
Do ludng nhu thé nao?

Trién khai thanh du an
va cong viéc hang ngay

@ Quan tri bang muc @ Gia tang dong lwc @ Tao ra y nghia @ Thuc day ca té chirc

tiéu, gidm thiéu quan va tinh minh bach
ly chi i trong t6 chirc

thyee sy trong
cbng viéc

chuy&n minh vi muc
tiéu chung



Vi du: Muc tiéu “Ra mit san pham méi va déng gop vao 10% doanh sé ciia Quy 2”

& cap do6 clia CEO:

Objective: Ra mit san pham Connected TV Advertising va déng gop vao 10% doanh sé ctia Quy 2

Key Results:
o Ra mét san pham Connected TV
e Thu hat 100 Lead quan tam

» Doéng gép vao 10% doanh s6 Quy 2

O cap dé Giam déc san pham:

- L4y 1 Key Results cta cong ty lam thanh
Objective: Hoan thién 100% san pham mdi
Connected TV Advertising

- Key Results:
1. 100% hoan thanh product introduce va landing
page trudc ngay 30/04

2.100% hoan tat két ndi va thuong Iudng véi nha

cung cap dé hoan tat gia ctia san pham.

3. Gidi thiéu san pham méi véi internal cong ty
trudc ngay 05/05

O cap dé Giam déc Marketing:

- L4y 1 Key Results ctia cong ty lam thanh
Objective: Chay chién dich Marketing thu hit
khoang 100 Lead quan tdm dén san pham
Connected TV Advertising.

- Key Results:

1. Phdi hap véi team Product, ra mét bd Product
Introduce cho san pham danh cho Sale.

2. Chay chién dich Marketing mgi cho san pham
Connected TV tU ngay 05/05

3. Thu hit 100+ Lead

O cap dé Giam Péc Sale

- L4y 1 Key Results ctia cong ty lam thanh
Objective: Bén sén pham mdi dé dat doanh
s6 déng gép vao 10% vao doanh sé Quy 2.

Key Results:

1. Follow 100% céc Lead tif Marketing mang
lai

2. Email Gi6i thiéu dén 100% khéach hang cii
san pham méi.

3. Chuyén déi toi thiéu 10% Lead thanh
khach hang

E]



Vi du vé bd muc tiéu ctia mét cong ty trong mot quy hoat dong

Objective 01: Muc tiéu kinh doanh
| - KR1: Target doanh s6 6.5 ty
Yéu cau chién Iugc 1: Duy tri da téng trung clia hoat déng
~—— kinh doanh hién tai va dat muc tiéu kinh doanh 6.5 Ty ( c6 th ) .
& 4p dung theo BSC) Objective 03: Muc tiéu nang cao chat lugng san pham va dich vu

Objective 04: Muc tiéu nang cao chét Iugng nhan su, méi trudng
OKRs cong ty - Quy 2/2023 lam viéc, quy trinh

Objective 05: Ra mat san phadm Connected TV Advertising va déng
Yéu cau chién ludc 2: Phat trién cac mang san pham kinh g6p vao 10% doanh s6 cla Quy 2
doanh mdi déng gép 15% doanh s&

Objective 02: Muc tiéu nang cao su hai long cta khach hang

Objective 06: Ra mat san pham AR Effect Ad & déng gdp vao 5%
doanh s8 Quy 2



H3

Van hanh tinh gon d&t khach hang lén hang dau
va tap trung vao cung cap gia tri cho khach
hang thdng qua viéc cai thién chat lwong san
pham va dich vu, t6i wu héa qua trinh san xuét
va cung cap dich vu va gidm gia thanh.

Tap trung vao
khach hang

Customer centric

WHICH CHARACTERISTICS DO YOU THINK ARE
MOST IMPORTANT IN ESTABLISHING A TRULY
“DIGITAL NATIVE” CULTURE?

Customer-centric

58%

Data-driven 40%

Innovative 28%

Collaborative 28%

Agile 26%

Feedback drives
continuous
improvement

Customer
focused
leadership

CUSTOMER
CENTRICITY

Understanding
your customers

Metrics
that matter

Designing the
experience

Source:superoffice.com



amazon

bat dau tir trai nghiém ma khach hang mong muén

START FROM THE
CUSTOMER EXPERIENCE

l EVALUATE & PRIORITISE

\ PRESS RELEASE
\‘“ ) Description of success and
/" customer benefits. (1pg)

‘> ] FAQ ; e \ LEADERSHIP MEETINGS
o / Detqlled risks, feasibility, ' \ Analyse, challenge and iterate.
_/and issues. (5pgs or less) . // Go oo
—-— S go decision.

DELIVER ON PROMISE
\ VISUALS

(®
@ ) Optional mock-ups of

\\H// end to end journey.

CoOng cu chinh clia Quy trinh dao ngugc la hinh thic tudng thuat “PR / FAQ” viét tat cho cum tur
Thong cao bao chi va Cau héi thuong gap.



Coéng cu chinh ctia Quy trinh dao ngweorc |a hinh amazon
thire twdng thuat “PR / FAQ” viét tit cho cum tur N

Thoéng cao bao chi va Cau héi thwong gap.

Working Backward

Thong cdo bdo chi néu rd nhitng khia canh cua
san pham khi dén tay ngudi tiéu dung nhu Van

dé san pham gidi quyét, gia ca, tinh nang naGi bat,
ki€u dang, cach dat hang

PRESS RELEASE FAQ VISUALS

( N\

Quy trinh dao ngwoc voi “PR / FAQ tao ra mét
blrc tranh hoan chinh vé san pham dudi goc
Cau hai thuong gdp mé réng hon cac van de, nhin cda nguoi tiéu dung.

thac mac thuc té ma truyén thong, hay ngudi tiéu
dung mudn tim hiéu vé san pham nhu: cach st Twr d6, Amazon m&i xay dwng cac phwong an
dung, chinh sach ho trg khach hang... dé hién thuc hoa san phdm nhw ddi ngd, cong
nghé, von.




Practices #1

Thiét 1ap van héa hiéu qua cao &
cac thoi quen trong to chuirc




\ ~ 2~ o Khong che gidu cac thit bai va nhanh
Thua nhan that bal chong stra sai, hoc hoi tu do

CAU CHUYEN LANH PAO CONG TY NOI VO'I NHAN VIEN MO

CONG TY THONG THUONG CONG TY TOYOTA

Néu gap that bai,
haylalén cho moi .
ngudi biét. Lamcaigi

< ovay? -

Co6 van deé thi xir ly cdp toc C6 van dé thi dirng day chuyén
Khong dwoc dirng day chuyén
Hay cho moi ngwoi thiy sy that bai,

Muwon tri tué tap thé de giai quyét van de. PHU'ONG THU’C TOYOTA = MIERUKA, KHONG CHE GIAU SAN PHAM LOI

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



s P Khuyén khich cac thanh vién trong doi
Dong kién tao nhom cung suy nghi va dua ra sang kién
PHUONG THO'C 100 BUO'C CUA MOT NGU'O'l KHONG BANG
TOYOTA - 100 NGU'O'I CUNG BU'OC.

Gom tit ca lai sé thanh phwong an sat thwc té va c6 thé thuc hién

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Biét on cong doan truéc
Nghi cho cong doan sau

NGU'O'I LUON TIEN DPAI DIEN CUA CONG TY POI TAC TO'T TAN CUA.

Ching ta la ngudsi Cong ty déi tacla

ratiénva dathang g
thi tai sao phai C3u c6 thay cong ty Tontrongho la
13m vay ch? dé san xudt linh kién duong nhién réi.
dugckhong? -

Xem déi tac 4n nhéin vi ho di lam phén viéc ma minh khong thé lam dworc.

an nhan cta ching ta.

Cong doan truéc la an nhan
Cong doan sau la khach hang

NEU BIET SUY NGHI CHO NGU'O'T & CONG DOAN SAU
THI MOI NGU'O'1 Al CONG THAY PU'Q'C THOAI MAI

That la mot

nhan vién cé y thic.

“opy giup toi Biét dung ghim dé
t éapigljunpéy,l Vang! kep tailiéu lai
nghiem chinh.

PHUONG THU'C
TOYOTA ~ “CONG DOAN SAU” LA KHACH HANG

“CONG POAN TRU'OC” LA AN NHAN

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



4 Tim kiém nguyén nhan goc ré (root cause)

CHUYEN MOT ANH KY SU TRE PU'Q'C GIAO NHIEM VU CHi PAO KY THUAT

Symptoms

A, timra réi.

hat 13 vi cdu khong
tim dén cung

Root cause

Hay tim Kiém nguyén nhan thwc sy va tién hanh Kaizen

dé 16i tiwrong tw khong phat sinh.

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Five

Whys

That don gian: khi mét van dé xay ra, ban phai tim hi€u nguyén nhan géc
ré ctia n6 bang cach hoi "tai sao?" nam lan

Define the Problem
Why is it happening?

Why is that?

Why is that?

Why is that?




Quan ly quy trinh. Quan ly quy trinh thay vi con ngudi.
Trao quyén cho con nguoi Trao quyén dé nhan su van hanh quy trinh do6

MUON TUYEN THU CHAY NHANH MA CHi KHICH LE TINH THAN
THI KHONG THE NHANH PUQO°C

Tudng tugng
muc tiéu s6 mot
mdi ngay...

Hay chay hét suc di. ' Tuthéneén...

KHONG TOT ! TOT HON

Image Credit: Sach “Nghé thuat Kaizen tuyét voi clia Toyota” - Yoshihito Wakamatsu ad



Toan b0 cau tra loi Can sau sat vao thuc té ctia quy trinh
cOo O trong cong xuc’mg van hanh dé danh gia hiéu qua

CHI CAN XUONG XU'O'NG LA NGAY LAP TU’C BIET PUQ'C HIEU QUA KAIZEN

Tai sao Kaizen l3i : lieu anh c6 thé
khong cé tién trién cdm v€ nha nhung cong
ginhi? xudng thi khong cdm

ha dugce dau

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Xay dung moi quan hé Quan tam dén sy phat trién bén viing va

win - win véi déi tac cac gidi phap mang lai lgi ich cho cac bén
hitru quan

CAU CHUYEN VE MUON GIAM GIA NHAP VAT TU

Lam nhu v@y chigianh

Ta dé nghj cong ty giat lginhuan cia N&u mudn cong ty déi tac
déitac gidm gid cong ty d<,5' tac, khong Jiam gid thi phai cung ho
nhap nhé. phai I3 Kaizen thyc sy. sy nghf  tudng tét nhat

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Kh uyé’n khich su g 3in két Cam giac gan két, thudc vé mot tap thé
8 : da dang la mot trong nhiing nhu cau co

trong té chuc ban clia con nguoi.

MOT TRONG NHU’'NG PAC TRUNG CUA TOYOTA LA
NHIEU NHOM HOI TRONG CONG TY

NHOM CUNG NGANH NGHE 7 NHOM XUAT THAN CUNG TRUONG

. ¥ -
6 nhirng mdi quan hé
ngang - doc - chéo.

o -
@ .

Nhirng y twéng hay thwong dén tir cac moi quan hé “khéng chinh quy”.

Image Credit: Sach “Nghé thuat Kaizen tuyét voi cua Toyota” - Yoshihito Wakamatsu



Ra quyét dinh hiéu qua

ldea 2

ldea 3

Bo loc

muc dich

Ban chat cua viéc nay?

&

o\
® 4

Bo loc
kinh nghiém

Viéc nay cé kha thi?

&

&

Viéc nay cé dung dan?

Z N~
L0 O
~

Str dung cach lang kinh, bd loc dé dua ra
quyét dinh




Ren luyen tu duy

Ngudi cé tu duy hé théng vira ding trén quy trinh (dé bao quat), vira dung trong quy trinh (d€ hiéu chi tiét).
NO sé |1a su phdi hgp cla bottom up (tlr dudi 1&€n) va top down (tur trén xudng), dé gdp nhau & mot diém chung
la tinh hiéu qua.

“One swallow does not
a summer make”




@ OKR
Practices #2

Thiét 1ap OKR trong Lark OKR

o
>



Hé théng quan tri bang muc tiéu OKRs

Quan trj théng nhat dwa vao muc tiéu theo phuwong phap OKR

William

Analyze key technical issues of project
X to address loading problems and
improve stability

Emily 3
Complete 3 server stress tests for

project X, with server stability at 99.99% Mia
Optimization of client side peri
for project X, with < 100ms loa
and smoother user experience

Tinh lién déi va nhip do

trach nhiem

Mission

Vision

Strategy

Objective

Key Results

Project

Task

() okr

SU ménh: Té chuc ton tai vi diéu gi?
Tam nhin: Té chuc sé lam gi?

* Chién lugc: T6 chic lam diéu

dé nhu thé nao, trong bao lau?

Muc tiéu ngan han
(ndm / quy / thang)

Do ludng nhu thé nao?

Trién khai thanh du an
va cong viéc hang ngay

Trong mo hinh OKR, muc tiéu phong ban va ca nhian dugc két néi véi muc tiéu cap
cao ciia cong ty thong qua két qua do ludng.



| Hé thdng quan tri bang muc tiéu OKRs

Quan trj thdng nhéat dwa vao muc tiéu theo phwong phap OKRs

82 Workplace @ OkKR

< C

@ OKR Goals

Q  Search employee

My OKRs

") Thuc Thu (Authent...

Direct Reports ~
& Binh thudng méi
@ Hanh Truong
0 Nguyen Kim Anh
e System Admin
o Thanh Huyén Hoang
o
0 Tran Anh Tu
@ trang.truong
Following ~
0 Nguyen Kim Anh
& Binh thudng méi
9
0 Tran Anh Tu

My Alignment (Oct - D... v

OKR - Thuc Thu (Authentic)

Alignment Dashboards

.*) Thyc Thu (Authentic)

(= Nouyen Kim Anh(2) + Set alignment | Alignment recommended(s)

@I Chuan hod quy trinh van hanh

=
=

Chuan hoa quy trinh Request - Approve ~ @trang.truong

KR2 Chuén hod quy trinh On boarding va Offboarding cho céc team @trang.truong
@Nha Binh @Nguyen Kim Anh

KR3 Chuan hod quy trinh Tuyén dung @Nguyen Kim Anh

KR4 Chuan hod quy trinh cap nhat gia ban, lién hé nha cung cap @trang.truong

KRS S6 hoa cac gidy t8 ndi bd va nha cung cap

[ Notes

OKRs nay gitip chuan hoa quy trinh van hanh va chat lugng dau ra ctia cac team chuyén mén trong céng ty.

+ Setalignment | Alignment recommended(5)

@ Muc tiéu tang trudng va phat trién ctia Quy 4

KR1 Dat muc tiéu doanh thu 25 ty clia ndm 2022 @trang.truong

Source: Think Digital

Oct - Dec 2022

@Hanh Trucng

Invalid >

Status

No status

On track

On track

On track

No status

No status

Status

No status

On track

@ © B
&
'
Q =
Score Record
0.0 0
0.5 3
1.0 0
1.0 0
0.0 1
0.0 0
Score Record
0.0 0
0.0 0

OKR

Két qua mang lai

Gia tang su gan két,
tinh than lam viéc

1.0+

hours
Ton thém 1 gio moi tuan

cho nhirng viéc quan trong



Hé thong quan tri bang muc tiéu OKRs G ok

Quan trj théng nhéat dwa vao muc tiéu theo phwong phap OKRs

B Highlight features

82 Find More Apps @ Create App € Settings

R

v o Approval @ o a Suite Admin +  Favorites
Thuc day ca tb chd
2 - tic day ca tb chirc
4 R N
Rl  Recentyused O Agie Development  ComprehensiveHRM  Office Management  Finance  Productivity  Project Management  Social & Fun Ch uyen m|nh

- @ Gia tang dong Iwc va tinh
Ay Ov O @ @ O BZ™ minh bach trong t chrc
O erne o rhey
@ Quan trj bang muc
tiéu, gidm thiéu quan
1y chi |

)

29


https://docs.google.com/file/d/1RpNjy0kdqhqA25tXiOTE0MM_ZZQiCDhB/preview

Thiét 1ap Goal trong Lark OKR:

Pai véi Objective:

M&i cép do trong té chirc (cOng ty, phong ban
va ca nhan) nén c6 3 - 5 muc tiéu.

Objective can c6 dich dén ré rang (Vi du: mé
rong kinh doanh ra thi trudng Trung Qudc)
thay vi dé€ map ma (Vi du: huéng t6i mé rong
kinh doanh ra thi trudng quoc té).

Objective thudng dugc thi€t 1ap vugt qua kha
nang dat dugc, va phai tao cam giac thach
thirc, khé khan. Vi du, Google cho rang dat
dugc 70% muc tiéu da co6 thé coi la thanh cong;
con hoan thanh 100% muc tiéu thi coi la hoan
thanh xuat sic cong viéc.

W Lark

Dai v6i Key Result:

Nén c6 it nhat 3 két qua then chot
cho mdi muc tiéu.

Key Result can phai do d€m duge
(Vi du nhu: “Lién hé v6i 10 nha bao”
thay vi “Phat trién quan hé truyén
thong v6i cac nha bao")

Key Result can miéu ta cu thé san
pham &au ra thay vi hanh dong don
thuan (Vi du nhu: “NOp bao cao phéu
chuyén déi" thay vi “Phan tich hiéu
suat ctia phéu chuyén doi"



g

Dashboards

ycle: Apr — Jun 2023 ~

P Thye Thy (Authentic)
@D Muc tidu kinh doanh
No status
KR1 Target doanh 6
@trang.truong
No status
KR2  Tisudt Igi nhudn 16n hdn
@trang.truong

No status

KR3  100% hoan thanh rebranding campaign

Binh thudng mdi

No status

KR4 15 New Lead dén ti cic

@trang.truong @Vi Bétd

m Anh Thé Phiét €
uyén Minh Bao Thy

~
0 records >
Quy 2 /2023
0 records >
25%
0 records >
0 records >

hoat ddng

= ——

@D Muc tiéu ning cao chit Iugng cong viée

No status 0 records >

@D Muc tidu ting truBng va ndng tdm cong

ty
No status 0 records >
@ED Kickoff XCreative ¥
No status 0 records >

a Nguyén Minh Bio Thy Remind Ignore

@ Muyc tiéu kinh doanh v

No status 0 records >

@D Muc tidu xdy dung nén tang vin héa &
méi truBng 1am viéc HANH PHUC

No status 0 records >

@D Muc tidu ting truBng & ning tim cdng

ty
No status 0 records >
v
@D THINKDEMY
No status 0 records >

@ Hanh Truong Remind Ignore

@D Muyc tiéu kinh doanh v
@Thuyc Thu (Authentic) €
No status 0 records >

Muc tiéu chdt ludng cdng viéc

W Lark

Thiét lap Alignment:

Tag va mention dong nghiép
sé cung ban thuc hién Key
Results néu do la mot muc tiéu
can su hop tac.

Luu y: 70-80% cac Key Results
cia ban nén thuc hién cing
ngudi khac dé thé hién ro tinh
gan két va phoi hgp trong té
chirc khi thuc hién OKRs.



W Lark

~7e

Cach danh gia OKR vao cuoi ky

e OKR sé dugc cham (scoring) trén thang do tir 0.0 dén 1.0 vao cudi ky.

e Trong do, 0 diém la khong thuc hién dugc phan nao ctia muc tiéu, tir 0.5-0.7 1a
dang di dang huéng hoan thanh muc tiéu va 1 diém la hoan thanh.

e Dudi 0.5 khong c6 nghia la that bai: mdt mirc diém thap c6 thé phan anh muc
tiéu qua cao hoac nhan vién dang lam viéc thi€u hiéu qua

01-09

+ Set alignment | Alignment recommended(2) z
@D Muc tiéu kinh doanh Nostatus 0.4 0
Score

. 40% Off track

KR1 Target doanh s¢ - Quy 1/2023 —— 1 0.4 3
0% 100%
, 70% On track

KR2 Tisuat Igi nhuan I18n hon ——— | 0.7 1
0% 100%
30% Off track

KR3 03 new clients (Brand - Copperation) e 1 0.3 1
0% 100%
30% Off track

KR4 03 retainer clients —— 1 0.3 1

0% 100%



++ +

Chuc cac ban luén sang tao & thanh coéng!



