MO HINH 6S

XAY DUNG HE THONG DOANH NGHIEP X10

Z

M6 hinh chién lwoc gitp doanh nghiép Viét Nam xay dwng hé théng "van hanh tw
dong — tang trwéng lién tuc — mé rong bén virng"

Strategy System Structure Skill Speed Scale
Chién lwvgc Hé théng Co ciu Nang lwc Téc do M& réng

© 6 yéu t6 cdt 16i — 6 slide dep — bd sung hoan chinh 20P & 15C
6S giup chi doanh nghiép thoét khdi van hanh tha coéng, xay doanh nghiép theo tw duy hé théng— quéc té — chuén héa — nhan ban.



6S Framework La Gi?

6S 1a mé hinh chién lwgc giup doanh nghiép Viét Nam xay dwng hé thdng "van hanh tw déng — tang trwéng lién tuc — mé réng bén

virng" dwa trén 6 tru.

0O e

Strategy System
Chién lwgc Hé théng

LOI ICH KHI AP DUNG 6S

|g| Van hanh tw déng

Gidm phu thudc vao con nguwdi, tdng hiéu suét hoat

doéng

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

& a4

Structure Skill
Co céu Nang lwc

|~ Tang trwéng lién tuc

Phat trién &n dinh va bén virng theo thdi gian

Speed Scale

Téc dod Mé& réng

15 M& rong bén vieng
Nhan ban mé hinh thanh céng, X10 doanh thu
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Tai Sao Doanh Nghiép Viét Nam Can 6S?

A THACH THUC CUA SME VIET NAM @ COHOIVOITU DUY HE THONG
‘5_; Van hanh thua céng Van hanh ty dong
Phu thudc nhiéu vao con nguwoi, khd mé rong Hé théng hoat dong 24/7 khdng Ié thuéc con ngudi
|~ Téng trwéng khéng on dinh Chuan héa quy trinh
Kho duy tri phat trién lién tuc theo cép sb nhan Ap dung standards quéc té, gidm 16i — tang toc
202 Thiéu co’ cau t6 chirc hiéu qua M6 hinh nhan ban
Churc ndng, nhiém vu khéng rd rang, chéng chéo Tao ra nhiéu don vj kinh doanh giéng hét nhau
4 Nang lyc canh tranh yéu Tw duy hé théng
Khé thich (rng nhanh véi thj trwéng toan cau Két nbi cac bo phan dé hoat déng mét cach thdng nhat

66 BS gilp cht doanh nghiép thoat khai van hanh thi cdng, xay doanh nghiép theo tw duy hé théng — qudc té — chuan héa — nhan ban.

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

92
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S1 - Strategy: Doanh Nghiép Di BDau?

S1 tra I1&i cau hoéi: "Doanh nghiép di dau? Vi sao ton tai? Va thang bang cach nao?"

@ Tam nhin - S&* ménh Chién lwoc thwong hiéu €& Chién lwoc marketing
Triét ly - Gia tri cbt 16i (Purpose) Binh vj - Lwa chon thij truéng Chién lwvoc tbng thé (20P + 15C)
|~ Chién lwoc tang trwdng W chién Iwoc canh tranh Chién lwoc san pham
Growth Strategy Khac biét héa Gi4 - Phan phéi - Van hanh
KET QUA
° Cé cong ty di cung 1 hwéng — khéng lang phi nguén lwc ° Nha I&nh dao tré thanh nguoi dan duwong
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Chien Lwoc Thwong Hiéu & Dinh Vi

W Xay Dwng Thwong Hiéu Manh & Chién Lwoc Marketing Tong Thé
Thanh phan cua chién lwgc thwong hiéu: 20P Framework 15C Framework
@ Tam nhin Str ménh 2e2 W f v s
Hwdong di lau dai Tai sao ton tai Phan Dinh vi Piém Uu thé Tang Mé& rong can
khac khac canh trudng bang
Triét ly 5 Giatrctloi ol eI
Gia trj séng Diéu ban gilr virng

Két qua cua chién lwoc marketing hiéu qua:

Dinh vi thwong higu: @ Tap trung vao mét hwéng di rd rang

Xac dinh vi tri déc dao cua ban trong tam tri khach hang muc tiéu @ Tao dung thuong hiéu manh va bn dinh

1-".} Chién Iwvoc dinh vi giup ban khac biét héa so véi dbi thi
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Chien Lwoc Tang Trwedng & Canh Tranh

|~ Chién lwoe ting trwéng

@ cChién lworc thi trwdng: Iwa chon thi tredng muc tiéu, dinh vi dung
ché &

@ cChién lwoc san pham: phat trién san phdm mai, cai tién san pham
hién co

@ Chién lworc mé rong: mé rong san phdm, nganh hang, thi trudng

@ Chién lwoc nhan ban: xay dung mé hinh nhan ban, khéng phu thuéc
ca nhan

Chién lwoc san pham — gia — phan phdi — van hanh

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

i Chién lwoc canh tranh & khac biét hoa

@ Loi thé canh tranh: vuot troi vé chéat lvong, gia ca, dich vu

i™ Binh vi thi trieéng: chiém linh tam ly khach hang, tao ddu 4n manh

% Chién lworc marketing tong thé (20P + 15C): kiém soat toan dién thi
trwong

%4 Chién lwoc van hanh: tdi wu héa quy trinh, nang cao hiéu suét

[ L = o
San pham Gia Phan phéi Van hanh
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S2 - System: Van Hanh Tw Bong

Cau hoi S2 tra loi:

"Doanh nghiép van hanh bang cai gi? Dwa vao con nguwdi hay dwa vao hé théng?"

2> CRM/CDP ¥ Marketing Automation i@ Sales Automation

D liéu khach hang thdng nhat Tw déng hoa chién dich marketing Tw ddng hda quy trinh ban hang

%) CSKH Automation Y= Quy trinh van hanh KPI & Dashboard

Tw dong hdéa cham soc khach hang SOP, Checklist, Workflow Hé théng do lwdng va bao céo

© Két qua

. Doanh nghiép chay 24/7 khéng 1€ thuéc con ngudi
«  Giam 16i — tang téc — tang loi nhuan
. Ty déng hdéa 70-90% cdng viéc lap lai

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10 7122



Marketing & Sales Automation

Tw déng hda 70-90% cdng viéc lap lai, giup doanh nghiép chay 24/7 khong 1€ thuéc con nguoi.

Ty ddng héa 70-90% cbng viéc lap lai

0%

! Marketing Automation

@ Quan ly email tw dong

@ Tao n6i dung quang céo

LOl1iCH

Chay 24/7 khéng 1é thuéc con ngudi

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

QI Sales Automation

@ Theo dbi khach hang tiém nang
@ Tuw dong hoa quy trinh ban hang

|~ Tang téc — tang Ioi nhuan

70%

90% 100¢

i) CSKH Automation

@ Chatbot tra i khach hang
@ Phan tich phan hdi khach hang

@ Giam 16i — tiing d6 chinh xac
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Hé Thong Po Lwdng KPI & Dashboard

|~ Thanh phan hé thong do lwong B3 Dashboard hiéu suat

@ Hé théng do lwérng KPI Bang diéu khién téng thé Ngay ~ Tudn  Thang
Theo dbi hiéu suat hoat dong, xac dinh hwéng cai thién

Doanh thu $ Khach hang moi at
L Dashboard theo ddi 125.500.000 +12% 148 +18%
Trwc quan hoa dir liéu, dé dang theo déi tinh hinh kinh doanh

Ty I& chuyén déi <  CSKH 49
B Bao cao tw dong 4 8% +0,7% 98% +2%

Tw déng hda qua trinh bao cdo, tiét kiém thoi gian quan ly

Céc chi s quan trong nhat

Lei ich khi ap dung
© Doanh nghiép chay 24/7 khéng Ié thudc con ngudi

© Giam 16i — tang téc — tang loi nhuan
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€) Structure: T4 Chirc Hiéu Qua

S3 tra 1&i cau hai: "Té chirc ctia ban cé ding ngwdi — ding vai —

dung viéc khéng?"

Cac thanh phan cta Structure

s&» Co cAu tb chire tinh gon — it tng — hiéu suét cao
B M6 ta cong viéc (JD)— trach nhiém (KRA)

2e% BO may quan tri: CEO — Manager — Team Lead — Nhan vién
[= Hé thdng KPI cho tirng vi tri

« Ludng phdi hop gitra cac phong ban

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

Co cau té chirc tinh gon

Team Lead

Két qua
o Méi ngwoi biét ding viéc

Clarity v& nhiém vu va trach nhiém

Team Lead Team Lead

© Khéng chéng chéo

Tranh lang phi nguén lwc va nhan luc
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Hé Thong KPI & Co Ché Thwéng Phat

KPI Minh Bach s%a Két N6i KPl1 VA TAM NHIN

@ Dinh nghta ré rang chi sé KPI cho tirng vi tri viéc lam
Khi méi nguoi biét dung viéc minh lam — khéng chéng chéo — nang

@ Xac dinh chuan muc tiéu rd rang, co thé do lwdng e
suat toi da

@ Théa thuan trwéc mire thwdng phat phu hop véi muc tiéu

8lc Co Ché Thwéng Phat

@ Minh bach, céng bang va gan véi muc tiéu tang trwdng
@ Thudng kip thoi khi dat muc tiéu, ddng vién tinh than

@ Phat nhe nhang, huwéng dén viéc hoc hai va cai thién

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10 11/22



S4 - Skill: Nang Cap Nang Luwc

S4 tra 16 cau hdi: "Ddi ngii cuia ban cé ky ning dé dat KPl khéng?"

}g Nang lyc chuyén mon .‘ Nang Iwc mém @ Ky nang cong nghé
®© Ky thuat chuyén mon ® Tu duy chién lvoc ® Su dung CRM
© Knowledge nganh hang ® Giao tiép hiéu qua ® Phantich di¥ liéu
®  Kinh nghiém thuc té ® Quan ly thoi gian ® cCongcuAl
® Giai quyét van gé&
Phwong phap phat trién nang lwc
3 Hé théng dao tao ndi bd ®» Coaching 1:1 2% Xay ddi ngii manh
- LMS — SOP video — dao tao thwc chién an Kém cap — nang cép doi nga lién tuc - Tang nang suat — giam phu thudc tuyén dung

Q KET QUA

Xay d6i ngli manh — tang ndng suét — giam phu thudc tuyén dung mai

M Hinh 6S - Xay Dung Hé Théng Doanh Nghiép X10 12/22



Hé Thong Dao Tao Néi Bd

[©] @)

Hé thong LMS Coaching 1:1
@ Video hwéng dan SOP chi tiét @ Huwéng dan truc tiép tirng nhan vién
@ Tailiéu hoc tap dién t @ Phat trién ky ndng mém va chuyén mén
@ Khoa hoc trie tuyén linh hoat @ Dinh hwéng nghé nghiép 16 rang

LO1 iCH CUA HE THONG PAO TAO NOI BO

2,8 Xay déi ngii manh I~ Tang nang suét
Tang cwdng nang lwc canh tranh Nang cao hiéu qua cong viéc

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

s

Phat trién nhan tai
@ Chuong trinh dao tao thwe chién
@ Nang cép doi ngi lién tuc
@ Xay dung déi ngli manh

&» Giam phu thuéc tuyén dung
Phat trién nguén nhan lwc ndi bd
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S5 - Speed: Toc D6 Canh Tranh

S5 tra |1&i cau héi: "Ban phan (rng thi trwé'ng nhanh dén dau?"

Téc dd ra quyét dinh

Decide nhanh chéng dwa trén di¥ liéu va
kinh nghiém

Toéc do xir ly van dé

Gii quyét nhanh chéng khiéu nai va
van dé phat sinh

KET QUA

Toc do trién khai chién dich

Thwe thi nhanh cac chién dich
marketing va kinh doanh

Téc doé phan hoéi khach hang

Phan héi ttre thi yéu cau va gop y cia
khach hang

Toéc doé ra san pham méi

Phat trién va ra mat sdn phdm maéi voi
chu ky ngan

Téc do do lworng KPI
Theo dbi, danh gia va diéu chinh chién
lwgc nhanh chéng

Téc d6 1a siéu nang lwc canh tranh cia SME thdi dai Al

"Ai nhanh hon — ngw®i dé thang thi trwvdng.’

M6 Hinh 6S - Xay Dung Hé Théng Doanh Nghiép X10 14/22



Toc P6 Trong Thei Pai Al

4 Tb6c Do La Siéu Nang Lwc

Toc dd 1a siéu nang lwc canh tranh ctia SME thoi dai Al LPNG DUNG Al TANG TOC PO

"Ai nhanh hon — nguwdi dé thang thi trwong”

4 Loi Thé Canh Tranh

@) Chatbot Al |~ Phan tich Dir liéu
® Phan trng nhanh véi thi trwong va khach hang Phan hoi khach hang 24/7 Dy doan xu hwéng nhanh chéng
@ X ly van dé va khiéu nai tie thi
@ Tao ra san phdm maéi nhanh chéng Y= Automation Decision

Tw déng héa quy trinh H® tro’ ra quyét dinh
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@) Scale: Nhan Ban & M& Réng

S6 tra |&i cau héi: "Lam sao nhan ban mo hinh & X10 doanh thu?"

58 Chién lwoc mé réng

® Nhan ban quy trinh
Clone hé thdng sang chi nhanh méi

0

M6 hinh Franchise
Nhwong quyén Online - Offline

wu M& rong san pham
M& rong nganh hang - thj treong

25 Doi ngii 1anh dao ké thira

W Két qua khi ap dung S6:

Mé& réng bén virng — khoéng phu thudc ca nhan — tang trwéng theo cap sé6 nhan.

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

@ Technology & Automation

(@) Al & Automation 2¢s C0ng ddng khach hang
-
M& rong khéng can tdng nhan sy

Tao hé sinh thai gan két

Mang lwéi déi tac g== M5 hinh kinh doanh

Hop tac chién luge mo rong Standard hoa & nhan ban
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M6 Hinh Franchise & Nhwong Quyén

@1 M Hinh Nhwong Quyén

v M& rong khéng can tang nhan sw
Ung dung Al & Automation

~ Tao cdng dong khach h?ng
Xay dwng ddi ngli lanh dao ké thwra

l~~ M6 Hinh X10

M6 hinh gbc M6 hinh nhan ban

M6 Hinh 6S - Xay Dung Hé Théng Doanh Nghiép X10

€, Online - Offline

F/\Y .

2%’ Online

. * Website & App
. « Marketing s

. * E-commerce

L)

Nhan ban quy trinh
Clone hé théng sang chi nhanh

®
aia

Lanh dao ké thira

Xay déi ngii 1anh dao nhwong quyén

o Offline

. * Clra hang vat ly
. * Hé théng kho

. * Dich vu CSKH

ra
kLdJ

Mé& rong thi trwong

Mé& rong sén pham, nganh hang

([}

Hé sinh thai
Tao cong déng CEO & déi tac
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Xay Dwng Hé Sinh Thai & Coéng Pong

Tao dwng cac cong ddng manh mé dé thuc day tang trwdng cap sé nhan cho doanh nghiép.

2= Cong Pong Khach Hang

@ Tao gia tri 1au dai cho khach hang
@ Phan hoi truc tiép dé cai thién san pham

@ Marketing tr ngudi dung ndi bd

Loi ich Tang Trwéng Cap S6 Nhan

4 Khong phu thudc vao ca nhan
o Tang trwdng theo cép s6 nhan

a4 Mo hinh kinh doanh mé rong dé dang

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

W Congbdng CEO
@ Két ndi cac doanh nghiép cuing nganh
@ Chia sé kinh nghiém va giai phap
©@ Xay dwng anh hwéng quéc té

=5 Hé Sinh Thai

@ Két ndi nhiéu bén lién quan lai v&i nhau
@ Tao ra gia tri cho toan bd hé sinh thai

@ Phat trién bén virng theo thdi gian

Doanh thu

Thai gian
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6S Canvas

e S1: Strategy

Doanh nghiép di dau? Vi sao ton tai?

Dan dwong - Dinh huéng

- M6 Hinh Tong Thé

o S2: System

Van hanh bang hé théng hay con
nguoi?
Van hanh ty dong

S3: Structure s Skill
AN o . |
C6 dling nguwdi - ding vai - ding viéc? ﬁ o
_ . D6i ngli co ky nang dé dat
. DOANH NGHIEP .’ i '
Té chure tinh gon . o ) GHIE L’ KPI khéng?
» Hé thong van hanh e
*. X10 tang trwdng NG Doi ngli manh
S5: Speed S6: Scale

Phan &ng thi trwdng nhanh
dén dau?

Phan (rng nhanh

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

Lam sao nhan ban moé hinh & X10
doanh thu?

-

M& réng bén virng
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L6 Trinh Trién Khai 6S

Bwéc 3 Buwéc 4 Bwéc 5 Bwéc 6

Bwéc 1 Buwoéc 2
Mé& réng M6 hinh

X&c dinh Chién lwoc Xay dung Hé théng T6 chive Co cau Nang cap Nang luc Té&ng toc Téc do

Giai doan 1: Chuén bi Giai doan 2: Trién khai Giai doan 3: Panh gia & Phat trién
@ Xac dinh rd muc tiéu va tm nhin © Thiét ké quy trinh van hanh

@ banh gia thuc trang doanh nghiép © Trién khai hé théng CRM/ERP @ Thiét lap KPI do Iwong

@ Thanh lap doi ngd trién khai @ Dao tao ddi ngd thuc hién @ Diéu chinh quy trinh

@ Scale md hinh thanh céng

Lwu y khi trién khai:
Khéi dau tir S1 (Strategy) dé xac dinh huwéng di rd rang Thuc hién ddng thoi nhiéu S dé tao hiéu (rng tich hop

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10 20/22



Case Study Thanh Cong

Vi du thyc té vé doanh nghiép Viét Nam ap dung mé hinh 6S va dat dwoc tdng trwéng vwot bac

A Thach thirc ban dau @4 Trién khai 6S |~ Két qua dat dwoc

® Van hanh thua cong, thiéu hé théng S1 Strategy: Xay dwng tdm nhin rd rang 4 Tang trwdng doanh thu X10
® Kho khan trong mé rong quy md S2 System: Ty dong hoa quy trinh 4 Giam chi phi van hanh 30%
® Nang suét lao ddng thap S3 Structure: T6 chirc lai bo may 28> Pai ngli nhan sy hiéu qua

S4 Skill: Bao tao ddi ngl

S5 Speed: Tang téc dd phan héi

00000686

S6 Scale: Nhan ban moé hinh

Qua trinh tang trwéng

Doanh thu ban dau Doanh thu sau 6S (X10)

Yéu t6 thanh céng

@ Cam két l1anh dao 2e% Doi ngii thue thi € Do lvong két qua



Ké Hoach Hanh Péng

Checklist cu thé dé bat dau chuyén dbi doanh nghiép theo mé hinh 6S va X10 doanh thu:

o S1 - Strategy

@ Xac dinh rd Purpose, Tam nhin va S& ménh

@ Thiét 1ap Chién lwvoc thwong hiéu va Dinh vij

e S3 - Structure

@ Thiét ké Co clu t6 chire tinh gon, it tAng
© Xay dung JD & KRA cho trng vi tri

@ Optimize Téc d6 ra quyét dinh
@ Thiét 1ap quy trinh x& ly van dé & phan hoi

M6 Hinh 6S - Xay Dwng Hé Théng Doanh Nghiép X10

e S2 - System

@ Thiét 1ap CRM/CDP d lidu khach hang théng nhét
© Tuw doéng héa 70-90% cdng viéc 1ap lai

o S4 - Skill

© Dbanh gia Nang lwc chuyén mén & Nang lwc mém
© Trién khai Hé thdng dao tao noi bd

o S6 - Scale

@ Clone quy trinh sang Chi nhanh méi
© Xay dwng Mé hinh Franchise & Hé sinh thai
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