MO HINH 4M

TRU COT VAN HANH DOANH NGHIEP HIEU SUAT CAO

4 yéu t6 — 4 slide — dung cho dao tao chién lvoc & van hanh

ah

M1 M2 M3 M4

Man Machine Method Measurement
(Con nguéi) (Cong nghé - Hé théng) (Quy trinh - Phuong phap) (Do lvong - KPI - B4o cao)

"AM két hop tao thanh 'xwong sbng van hanh' dé doanh nghiép X10 hiéu suat"



TONG QUAN MO HINH 4M FRAMEWORK

4M 1a mé hinh quan tri cbt 16i giup doanh nghiép van hanh én dinh — hiéu suat — tw dong — do lwdng duoc.

Se2 s it e

M1 - Man M2 - Machine M3 - Method M4 - Measurement
Con nguoi Coéng nghé - Hé théng Quy trinh - Phwong phap
Do lwvdng - KPI - Bao cao

KET QUA KHI AP DUNG THANH CONG MO HINH 4M

¥ & L] Q T

Van hanh 6n dinh Hiéu suét cao Tw déng hda céng viéc Po ludng dwoc két qua T&ng hiéu suat X10



Tai sao doanh nghiép can ap dung mé hinh 4M dé tang hiéu suét va tw ddng héa van hanh?

0 s £ ]

Van hanh 6n dinh Hiéu suat cao Tw déng héa
Thay thé 70-90% cong viéc I&p lai bang cong M6i yéu té6 M déu hwéng dén viéc t6i wu hda mot Cung cép cac cong cu va quy trinh can thiét dé
nghé va quy trinh chuén, gitp doanh nghiép hoat aspect clia doanh nghiép, cung tao ra hiéu suét tw déng hoa nhiéu hoat ddng, giam thiéu sai so6t
doéng 6n dinh va khéng phu thudc vao ca nhan. tbng thé dwoc nhan lén gép 10 lan. con ngudi va tang tbc do thwe hién.

Cac l¢i ich khac khi ap dung mé hinh 4M:

@ Do lvong duoc két qué hoat dong dé dwa ra quyét dinh chinh xac va nhanh @ Gidm thiéu su phu thudc vao ca nhan, xay dwng doi ngd tw van hanh

chong
Q Tao nén "xwong séng van hanh" cho doanh nghiép, hé tro tang trwéng bén

@ Chuén hoa quy trinh hoat déng, gidm thiéu sai st va lang phi
virng



M1 - MAN: CON NGUOl LA TRUNG TAM

66 Man = trung tam cua moi sw van hanh

Con nguoi 1a yéu tb cbt 16i nhat trong mé hinh 4M, vi:

@ Tao nén moi quy trinh va hé théng khac
O La nguwoi thwe hién, van hanh va cai tién
@ La yéu t6 quyét dinh dén hiéu suét doanh nghiép

@ Cung cép nang lvong va cdm hirng cho toan bd hé théng

KET QUA KHI XU’ LY TOT YEU TO CON NGUOI

Nang cao nang suat 3-5 lan

CAC YEU TO CHINH CUA M1

Tuyén dung DPao tao
o+ Tét - Bung vai - Bung thoi T= Lién tuc - Coaching -
diém Mentoring
Van héa KPI
1@ Phuc vu - Ky luat - BDong [E Lwongthuwéng - Panh gia -

lwe Lanh dao



TUYEN DUNG VA PHAT TRIEN NHAN TAI

8+ Chién lwgce tuyén dung

Tuyén dung dung nguwdi, dung vai, ding thdi diém

Xac dinh rd nhu cau
Phéan tich ky lwéng vi tri viéc lam, vai tro va trach nhiém

Tiép can ng vién phu hop
0 Tan dung nhiéu kénh tuyén dung khac nhau dé tim nguoi tai

Th&i diém tuyén dung
Chon dung thoi diém dé tuyén dung sao cho phu hop véi chién
lwoe kinh doanh

s8a Khung nang lwc theo chirc danh

Xay dwng competency model cho twng vi tri viéc lam

[ ]
[ Y

Nhén vién ban hang

° 0
% l 2e2

Ky nang giao tiép Ky nang ban Ky nang cham

hang soc khach hang



DAO TAO VA PHAT TRIEN LIEN TUC

3o tao lién tuc la yéu t6 then chét trong viéc xay dwng ddi ngli manh va nang cao ndng suét.

=

o»
—

Training

Hé théng dao tao chuyén nghiép theo chirc danh va néng luc.

«  Pao tao k§ ndng mém va cirng
. Pao tao theo chu trinh 360 do

Coaching
Hwéng dan hd tro nhan vién phat trién ban than.

. Coaching ca nhéan hoa
«  Phan héi dinh ky, xay dwng ké hoach

Mentoring
Chia sé kinh nghiém tir nguoi di tréc cho nguoi di sau.

. Chwong trinh mentor - protégé
. Chia sé best practice va case study

LO1 IiCH KHI AP DUNG

[~ Nang cao néng suét 3-5 lan
=e% Xay dung doi ngii tw van hanh
o0 Tang cwong s linh hoat va thich tng

4} Phat trién tw duy sang tao

"Con nguoi la déng Iurc chinh cho sw phéat trién bén
vikng cua doanh nghiép”



VAN HOA VA CO CHE DANH GIA

ﬁ VAN HOA DOANH NGHIEP |= CO CHE PANH GIA
@ Tinh than phuc vu g® Lwong thwéng
Xay dwng van hoa dat khach hang va ndi bd lam trung tam, luén sén Heé thdng lvong thuwdng cong bang, minh bach va gan lién véi hiéu
sang hé tro suét ca nhan va team
i Ky luat 7= KPI
Thiét 1ap quy téc rd rang, cong bang va consistently 4p dung dé dam bat KPI rd rang, do lwdng dwoce cho tieng vi tri, phong ban va ca nhan

bao hoat déng hiéu qua

2¢2 Tinh than déng doi 2. Danh gia hiéu suat
Khuyén khich tinh than hop tac, chia sé kinh nghiém va cuing nhau giai Thuwc hién danh gia dinh ky, phan héi cu thé va huwéng dan phat trién

quyét van dé



KET QUA CUA M1 - CON NGUOIl

Khi ap dung dung yéu té con nguoi trong mé hinh 4M, doanh nghiép dat dwoc nhivng két quéa sau:

202
ah
Doi ngli manh

Xay dwng duwoc ddi ngld virng manh, chuyén
nghiép theo ttrng chirc danh.

°. Tuyén dung dung ngudi — dung vai — dung thoi
diém

Co ché lvong thuwéng — KPI — danh gia hiéu
- %
suat

e
b

Tw van hanh

Doi ngii ¢6 thé tw van hanh, ty gidi quyét van
d& ma khéng can sy giam sat constant.

Cac yéu t6 then chét tao nén két qua:

Dao tao lién tuc (Training — Coaching —
Mentoring)

@ Lanh dao — truyén cam hirng — trach nhiém

lad

Nang suat cao

Nang cao nang suét lam viéc tir 3 dén 5 lan so
v&i binh thuwdng.

Van héa doanh nghiép — tinh than phuc vu — ky
luat

[[A]]

7. Tuw duy 1% méi ngay



M2 - Machine: CONG NGHE VA HE THONG

Machine = Céng nghé & phan mém thay thé 70-90% céng viéc lap lai.
g Hé théng quan ly |g| Tw dong hoa " Al & Céng nghé sé

. Chatbot Al
. Recommendation Al
. Website - App - Landing Page

e

CRM - CDP - ERP . Marketing Automation
. Sales Automation
. CSKH Automation

. TrustSale - Pancake
. Google Sheet Data

@44 Hé théng ndi bo == Tich hop & chuan hoa
«  Tich hop nén tang
«  Chuan hoa hé théng
«  POS - phan mém ké toan

«  Kho - giao hang - quan ly san xuét
. 0T - QR/NFT
- Dbdng bd dir lieu

KET QUA KHI AP DUNG THANH CONG M2 - MACHINE

(L - ) 7.

Van hanh 24/7 Giam phu thudéc con ngweoi Giam 16i Tang téc do



HE THONG QUAN LY TICH HOP

Machine = Céng nghé & phan mém thay thé 70-90% céng viéc I&p lai. Hé thdng tich hop gitp doanh nghiép van hanh hiéu qua.

( [
® CRM - Hé théng quan ly khach han ERP - Hé thong quan ly doanh nghié
«  Quan ly thdng tin khach hang « Integration tbng thé cac chirc nang
«  Theo ddi lich st twong tac «  Quan ly kho, san xuét, tai chinh
«  H6 tro chdm séc khach hang - DPbng bd dir liéu xuyén nganh
\ .
( [
e CDP - H¢ thong quan 1y di¥ liéu khach hang < Cac hé théng khac
-—
«  TrustSale - Hé théng ban hang
«  Tap trung di¥ liéu khach hang «  Pancake - Phan mémPOS
«  Xay dwng profile khach hang chi tiét « Google Sheet Data - Lwu trir di liéu
*  Phan tich hanh vi tiéu dung
\ .

Cac loai tw déng héa

ﬁ Marketing Automation ! Sales Automation e 3) CSKH Automation



TU DPONG HOA MARKETING VA SALES

Machine = Céng nghé & phan mém thay thé 70-90% céng viéc 13p lai.

ﬂ Marketing Automation |N Sales Automation
© CRM - CDP - Email Marketing @ Quan ly khach hang - Deal
@ Landing Page - Website - App @ Tao bao gia - Hop déng
@ Chatbot Al - Recommendation Al @ POS - Quan ly kho - Giao hang
e ») CSKH Automation |Q| Al Technologies @? System Integration
H®b tro khach hang tw déng qua chatbot, email, hotline Chatbot Al - Recommendation Al - Canh bao Al Ddng b6 dir liéu - Tich hop nén tang - Chuén hoa hé
théng

KET QUA KHI AP DUNG TU PONG HOA

© a" G

Giam 16i - Tang téc ]
Van hanh 24/7 Giam phu thuéc con ngwoi J Tang hiéu suat



CONG NGHE Al VA IOT

May moc (Machine) thay thé 70-90% cong viéc lap lai, bao gém nhiéu céng nghé Al va loT hién dai.

40 CONG NGHE Al

Chatbot Al
Tw dodng tra 16 cau héi, ho tro khach hang 24/7, gii phong
nhan lwc.

Recommendation Al
*  Phan tich hanh vi ngwdi dung dé dwa ra goi y san pham/dich vu
phu hop.

Canh bao Al
Phat hién bat thwong, rdi ro tiém an va tw déng canh bao dé
X ly.

A

.

=2 CONG NGHE IOT

Kho - Giao hang
Theo d&i tdn kho tw dong, t6i wu hda quy trinh giao hang va
phan phéi.

Quan ly san xuat
Giam sat va diéu chinh quy trinh san xuét dwa trén di liéu thoi
gian thyc.

QR/NFT
Theo ddi s&n pham, xac thwe ngudn gbe, tang cudng trai
nghiém khach hang.



KET QUA CUA M2 - CONG NGHE

Céng nghé & phan mém thay thé 70-90% céng viéc 13p lai
Mang lai nhiéu loi ich dang ké cho hoat dong kinh doanh

Van hanh 24/7

° Hé théng cong nghé hoat ddong khéng ngirng nghi, gitp
doanh nghiép luén sdn sang phuc vu khach hang moi luc,
mMoi Noi.

Giam 16i & sai sot
Coéng nghé thwc hién cong viéc chinh xac cao, giam thiéu 16i
do con ngwoi gay ra trong qua trinh xt ly.

Giam phu thuéc con ngw&i

Tw déng héa cac quy trinh l1ap di Iap lai, giam bét sy phu
thudc vao nhan lwc va con nguoi.

Tang toc dd xwr ly
X0 ly nhanh chéng cac tac vu I&p lai, cai thién hiéu suat
tbng thé ctia doanh nghiép.



M3 - METHOD: QUY TRINH VA PHUONG PHAP

Method = cach lam. Cach lam dung — toc dd cao — hiéu qua cao.

CAC YEU TO CUA METHOD 20 Chuin héa quy trinh
g SOP chuén | ‘ )
Marketing — Sales — CSKH — Kho — K& toan — Nhan sy © Onboarding — d&o tao nhéan sy

@ X ly tinh hubng phat sinh
v= Checklist & Flowchart

e Quy trinh Iap lai consistent
L& trinh cbng viéc rd rang, minh bach ° Y P

i@y Quy tac phoi hop
Gilra cac phong ban, bé phan

KET QUA KHI AP DUNG THANH CONG
@ Phwong phap quan ly

80/20 — Kaizen — Agile — Lean — 5 Why

Oy a6 4

Van hanh tron tru Gi reduction chong Tang hiéu suat
chéo



SOP VA CHUAN HOA QUY TRINH

SOP CHUAN THEO PHONG BAN CAC YEU TO CHUAN HOA QUY TRINH

'S Marketing Y= Checklist " Flowchart

Chién dich - N6i dung - Twong tac N . .y o _

Danh sach kiém tra céng viéc chi tiet So do ludng céng viéc rd rang

Sales
l@l £ A 4N ~ . n » ¥ e <

Lién hé - Dam phan - Ky két Qg Lo trinh céng viéc }., Phoi hop giira phong ban

) Chudi cac bwdc can thwe hién Quy tac phdi hop gitra bd phan
CSKH

(1 )
0 Tiép nhan - Xt ly - Follow-up
A

(

I=l Kho

Nhap - Xuét - Kiém kho

\

m| Ké toan
Hach toan - Bang lwong - BCTC



PHUONG PHAP QUAN LY HIEN DAI

Method = cach lam. Céach lam dung — téc dd cao — hiéu qua cao. Cac phwong phap quan ly hién dai gitp doanh nghiép van hanh tron

tru, gidm chong chéo va tang hiéu suét.

alc Nguyén tac 80/20

Tap trung vao 20% cbéng viéc mang lai 80%
két qua, xac dinh va wu tién cac hoat déng
c6 anh huéng I&n nhét.

A

r

H Lean

Loai bo lang phi (moi thir khdng tao gia tri
cho khach hang), tap trung vao viéc téi wu
hoa quy trinh.

L

‘

%7 Kaizen

Cai tién lién tuc, cai thién tirng chat mét cach
cham nhung déu dan thdng qua viéc dé xuét
va thuc hién thay dbi.

® 5Taisao

Phwong phap phan tich gbc nguyén, dat cau
hdi "Tai sao?" ndm lan lién tiép dé timra
nguyén nhan thuyc su.

% Agile

Cach tiép can linh hoat, thich trng nhanh véi
thay ddi théng qua viéc chia nhé cong viéc,
trién khai lién tuc.

& Tich hop phwong phap

Két hop nhiéu phwong phap khac nhau dé
tao ra hé théng quan ly linh hoat, hiéu qua va
thich (rng dwo'c moi tinh hudng.



KET QUA CUA M3 - QUY TRINH

Khi doanh nghiép ap dung quy trinh van hanh hiéu qua, két qua dat dwoc bao gdm:

Cong viéc van hanh tron tru

ey

Quy trinh chuan hoa gitp céng viéc dién ra lién tuc, khéng bij gian doan va d&m bao chat lwong 6n dinh.

Giam chong chéo

E Clear roles va responsibilities gitra cac phong ban giup tranh tinh trang lam viéc trung lap, l1ang phi th&i gian.

|ﬁ Tang hiéu suat

Quy trinh téi wu gitp tang tbc dd thuwe hién céng viéc, gidm 16i va cai thién nang suét tong thé.



M4 - MEASUREMENT: PO LUONG VA KPI

Measurement = do lwéng — kiém soat — téi wu — tang trwéng

PO  Thuthap séieu <o— KIEM Theo dsiva danh N .y ‘ ‘
LUONG thwe == SOAT gia TOIUU  caitién quy rinh TANG TRUONG

Phat trién bén virng

KPI & Dashboard @& Phan tich D liéu A Bio cao & Canh bao
«  KPIchién lvoc «  Data Analytics MKT +  Ba&o cdo ngay/tuan/thang
. KPI phong ban . Data Analytics Sales . Canh bao rti ro

. KPI ca nhéan . Data Analytics CSKH Dy bao tang trwéng

Cac Chi sé Po lwdng Quan trong:

$ at - 5
ROAS CAC AOV Vong quay vén



HE THONG KPI VA DASHBOARD

HE THONG KPI PA CAP DASHBOARD THEO THO'l GIAN THUC
KPI Chién lwoc Dashboard CEO .
@ Real-time
== Dinh hwéng chién lwoc chung ctia doanh nghiép w Theo d&i cac chi sb chién lwoc, ting trwdng, vong quay
x von, NPM

KPI Phong ban
KPI cu thé cho tirng bo phan: MKT, Sales, CSKH, Kho, Ké toan, Nhan Dashboard Manager

o ) @ Real-time
sy ala Theo ddi KPI phong ban, hiéu suat lam viéc, ROAS, CAC
(
® . KPICanhan
@  Kp| phu hop véi tirng vi tri va chire danh Dashboard Leader & Realtime
\ |. Theo d&i KPI ca nhan, AOV, tén kho, hiéu suidt CSKH

CAC TiNH NANG NOI BAT

l~ A . =

B&o cdo tw dong ngay - tuan - thang - Canh béo rui ro bang Al D béo tang trwdng DPéng bd dir liéu nhiéu nén tang
quy



PHAN TICH D(F LIEU VA BAO CAO

& CAC CHi SO QUAN TRONG

f

@ ROAS

Ty 1é doanh thu trén chi phi quang cao

.

.
YLV

Gia tri vong doi khach hang

L

r

v, GPM

Gross Profit Margin

‘

L

.

L

r

2+ CAC

Chi phi acquisition khach hang

W A0V

Gia tri don hang trung binh

oL Ton kho

Chi sb vong quay kho

B HE THONG BAO CAO

@2 Dashboard

Theo doi real-time cho CEO, Manager,
Leader

@ TRi TUE NHAN TAO

A\ Canh bao rui ro

Hé théng canh bao tw ddng khi c6 diém
bat thudng

Bao cao dinh ky: ngay — tuan — thang — quy

Dwa trén sd liéu that, minh bach va chinh xac

Data Analytics

Phan tich MKT, Sales, CSKH, Tai chinh

|~ Dw bao ting trwéng

Dy doan xu hwdng dya trén dir liéu lich
sty



KET QUA CUA M4 - PO LUONG

Measurement = do lwérng — kiém soat — tdi wu — tang trwdng

; Ra quyét dinh nhanh chéng Chinh xac va khach quan
Dwa trén di liéu thwc, CEO c6 thé ra quyét dinh nhanh chéng KPI va phan tich di liéu gitp gidm thiéu yéu t6 cdm xuc, dua ra
ma khong can chd doi thong tin lau dai. quyét dinh khach quan hon.

v Tang trwéng 6n dinh ' Giam thiéu rui ro

Theo ddi ROAS, CAC, LTV, AOV, GPM, NPM dé téi wu chién Canh b&o rii ro va du bao tang trwdng bang Al giip chi dong xir
lwoc va dam bado téng trwdng bén virng. ly van dé trwdc khi ching tré nén nghiém trong.

—C —

Két qua cudi cung: CEO ra quyét dinh nhanh — chinh xac — khach quan — giam rai ro



TUONG TACGICA4YEUTO M

Cach 4 yéu t6 két hop tao hiéu qua toi da

M1
Man + Machine: Con ngw¢i str dung cdng nghé dé thuwe hién

QN

cbng viéc hiéu qua hon

M2
+— Method + Measurement: Chuan héa quy trinh va do lwéng

hiéu suat dé t6i wu hda

Machine . - .
Tao ra moét vong phan hdi lién tuc: Measurement dan dén cai

%7 tién Method, sau do duogc hd tro bdi Machine va thyc hién
b&i Man

Method

Két qua: Doanh nghiép X10 hiéu suat va giam phu thuéc
ca nhan



ROADMAP TRIEN KHAI MO HINH 4M

Assessment Planning Prioritization Implementation Integration Optimization

Q. 1.Assessment Y= 2. Planning = 3. Prioritization
+  Panh gia thyc trang «  Phat trién chién lwoc 4M «  Uutién M dya trén tac dong
«  Xac dinh diém manh/yéu «  Xac dinh M can wu tién «  Xac dinh nguén lwc can thiét
«  Thiét 1ap tiéu chi do luvéng «  Thiét Iap 16 trinh trién khai «  Thiét 1ap KPI trng budc
s 4. Implementation 5. Integration |~ 6. Optimization
. Trién khai M1 (Con ngui) . Tich hop 4M v&i nhau . Danh gia két qua
+  Thay thé cong viéc I&p lai +  Dam bao dir lieu théng nhét «  Téi wutrng M dya trén dir liéu

«  Apdung quy trinh M3 «  Thiét Iap hé théng KPI «  M& rong md hinh cho toan doanh nghiép



KET LUAN VA HANH PONG TIEP THEO

Y¢r LOIICH KHI AP DUNG MO HINH 4M »» HANH DONG TIEP THEO
[ [
4 Hiéu Suét X10 20 Déc Lap Hoa @ binh Gia Thyc Trang
Tang néng suét va hiéu suat lam Giam phu thudc vao ca nhan, xay Phéan tich hién trang hoat déng doanh nghiép theo 4M
viéc 1én 10 1an dwng hé thdng bén virng A ;
\ | e Xay Dwng Ké Hoach
( ( Lap ké hoach trién khai 4M theo trng giai doan
©4 Van Hanh Ty Dén ~ Do Lwéng Pugc
& Ve FEong = g BLre © D0 Tao Nhém Lanh Dao
Tw déng hoéa quy trinh, gidm thiéu Kiém soat va tdi wu hoa dya trén Nang cao nang lwc cho dai ngil lanh dao
sai s6t con nguoi d¥ liéu chinh xac ' ' '
L t @ Trién Khai va banh Gia

Thuwc hién va diéu chinh mé hinh 4M cho phu hop

BAT DAU NGAY HOM NAY BE X10 HIEU SUAT DOANH NGHIEP CUA BAN!




