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Hudéng dan to chirc cach tan dung nguon luc doi dao bén ngoai
dé phat trien manh mé trong thé ky 21.
Phién dich bai Crystal To



Gi6i thiéu

Chung ta dang séng
trong mét thoi dai rat B, - f

C6 thé noi day la thoi ky déang s6ng nhat. Cong nghé cho

phép con ngudi lam duoc nhitng viéc ma trude day chung
ta khong thé. Cac cong ty tu nhan git day cd thé du hanh
khong gian, nhitng con nguai binh thudng cd thé lién lac
v6i nhau bang hinh anh video moi lic moi noi va cac nhém
khdi nghiép git c6 thé danh guc nhitng t6 chirc 16n. Ly do
la vi gio day con ngudi c6 thé tao ra nhitng thay doi rat
I6n, thay d6i theo cép s6 nhan.

2016 2018
128MB 128GB 256GB 512GB 1TB

Samisk Samisk Samisk
Ultra Ultra Extreme

256683 W 51268 MBLW
em em !

—

Vi du vé luu trir dif liéu, céc hinh anh trén cho thay su thay ddi vé kich thudc cda thiét bi luu trir dir liéu theo thoi gian.

Mat thé micro SD 1TB c¢6 kich thudc bang dau ngdn tay c6 dung lwong luu trir gdp 200.000 I4n chiéc 6 cliing cia ndm

1956. Xét vé goc do chi phi, 5MB IBM 305 RAMAC c6 chi phi hang nam la $35.000 vao nam 1956, twong dwong mirc
chi phi $7000/MB. Mdc gia cta ngay hém nay (ndm 2021) la $0,0000194/MB.

Ré hon 360 triéu lan!

Day la mot con s6 ma bo ndo tuyén tinh cua ching ta khong hinh dung ra dugc, va dé ciing 1a mat trong nhirng ly do
khién ching ta khong tan dung cac nguon luc doi dao bén ngoai dé phat trién dot phd va chi nhan ra dugc nhitng thay
dai khi moi chuyén d4 roi.
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‘ Gi6i thiéu

Su thay doi theo cap so nhan nay dang dién ra trong mot s6 nganh cong nghiép va thi truong nganh doc.
Salim Ismail néi rang hién c6 it nhat 25 khoanh khac Gutenberg lam thay di cach véan hanh cua thé gidi. La
mat t6 chirc, ban cdn tan dung thai ca nay va s hitu céc thudc tinh can thiét dé co thé lam diéu nay.

Chung ta dang trai qua hon 25 khoanh khac

Gutenberg

Xa hoi hién khong theo kip toc d6 ctia cong nghé.

1. Thiét bi cong nghé deo tay 14. CRISPR

2. Cong nghé thuc té hon hop 15. Giai trinh tu gen

3. Cap song sinh ky thuat so 16. Al/ML/DL

4. Bionics 17. Luu trit nang luvgng
5. Cong nghé nano 18. Hinh anh than kinh

6. Protein nuoi cay 19. Xe tu lai

7. Nang lugng mat troi 20. Cong nghé chudi khoi
8. Chong lao hoa 21. Robot

9. Phuong tién truyén thong xa hoi  22. May bay khong nguai lai
10. Cam bién 23. In 3D

11. Khdng gian tu nhan hda 24. Microbiome

12. Quan tri ky thuat so 25. Bitcoin

13. Dién toan dam may 26. Dién toan lugng tr

Top 10 td chiic ExO trén cung
vuot trdi so véi 10 t6 chic ExO
duéi cung vi chung co:

¢

Decade of
the ExO

Chling t6i goi day la Thap ky ctia ExO vi
chiing t6i nhén ra cach ma céc t6 chirc

tan dung ExO dé xay dung céc t6 chic

séng tao va bén virng. Két qua nghién
ctru Fortune 100 Exponential Quotient
(ExQ) cua chung t6i cho thay cac to
chirc c6 diém ExQ cao la nhirng t6 chirc
s6 hitu dugc nhiéu thuoc tinh cép so
nhan hon (Exponential attributes).

3X 4 Tang trudng doanh thu cao hon 1 0 9X

St dung tai san tot hon

6 .4X Loi nhuan cao hon 40X

‘ Tong lgi nhuén thu vé cho ¢6 dong cao hon
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&; Tai sao ban can chuyén déi theo cap sé nhan thay vi chuyén ddi sé mot cdach tuyén tinh?

Chuyén déi sé dang la trong tdm cuia cac thanh
vién hoi déng quan tri va giam déc diéu hanh

cap cao trén toan thé giéi.

Cac Chinh Phu dang néi vé chuyén d6i s va cudc cach mang cong
nghiép Ian thir 4 & khap moi noi. Ngoai ra con ¢ mot s6 an pham
néi rang ty 1é chuyén d6i so that bai la hon 70%. La m6t nha lanh
dao, ban gap rat nhiéu thach thirc trong viéc phat trién t6 chic.

Gio day, to chirc cha ban sé phai tan dung cong nghé nhung dé lam
duoc diéu nay, ban can dam bao rang t6 chic cla ban c6 tu duy dé
biét cach tan dung thoi dai tang trudng than toc nay. Va day chinh
xac la lic can dén mo hinh Chuyén d6i theo cap so nhén. Rat nhiéu
t6 chirc dang s hoa quy trinh mot cach tuyén tinh va khong nhan : ,,.

duoc két qua ma ho ky vong. Bat ddu bang viéc so hoa khong phai A

la lua chon toi wu.
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) Tai sao ban can chuyén déi theo cip s nhan thay vi chuyén déi sé mét cach tuyén tinh?

Mot vi du don gian

M@t t6 chirc hién dang str dung s6 sach dé dat hang tiéu dung. Day la mot qua trinh tén thoi gian va phat sinh thém chi

phi s6 séach. Do d6, t6 chirc mudn loai bd loai hinh nay.

Mot cach tiép can chuyén d6i so 1a so hda sb sach. VE co ban, nhém thuc hién quy trinh thd cong va tao ra mot phién
ban s6 hoa. Va két qua 1a ban c6 mot hé théng cd thé mat nhiéu thai gian hon khi moi ngudi ¢an hoc hé théng méi, méc
du hiéu qua c6 thé tot hon 10% va moi ngudi khong thuc sy muén st dung né. Ban can phai hiéu qua gap 10 Ian, khong

phai hiéu qua hon 10%.

Mot sé t6 chuc st dung cach tiép can nay
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& Tai sao ban can chuyén déi theo cap sé nhan thay vi chuyén ddi sé mot cdach tuyén tinh?

Poi v6i Chuyén ddi theo cép so
nhan, ban sé st dung dit liéu trén
tat ca cdc san pham da dat hang
trudc day va thong qua cac thuat
toan, ban phét trién mot hé thong
tw dat hang san pham dua trén dir
liéu lich str, theo thai gian, ban hoan
thién dan thuat toan, diéu nay cho
phép hé thong tu dat hang mot cach
chinh xac va nhdm cua ban c6 thé
tap trung vao cac nhiém vu gia tang
gida tri va cai tién khac dé nang hiéu
qua lén 10 [an.

Su thay ddi sang tu duy cap s6 nhan

khong dén moét cach tu nhién.

Té chirc cua ban can phai c6 mot sy thay doi tu duy
de c6 thé tan dung cac nguon luc cap s6 nhan nay.

x

Chuyén ddi theo cap sé nhan

Cong ty cap so nhan (ExOs)
ExO Sprint

Gia tri tao ra

Du an sang tao
truyén théng

Thoi gian

Ching t6i d4 phat trién mot s6 chuong trinh c6 thé gitip
t6 chirc cua ban dat dugc diéu nay. Day la qud trinh tang
toc chuyén doi theo cap so nhan trong 10 tuan. Két qua
tlr qud trinh 10 tuan nay (Sprint) cho phép mot t6 chic di
trurde thoi dai 3 nam. DE hiéu siu hon vé Sprint, hay nhap
vao hinh anh bén dudi.

TIEP THEO

KHAM PHA

Cac san
¥ o

CHIEN DICH BIEN kién ExO bién

POT PHA XAY DUNG

Cac sang
kién ExO Io6i

PANH THUC
LEN KE
HOACH

PONG NHAT
PAUVAO  KHOIPONG

TUAN1-4 TUAN 5

TUAN 6-9 TUAN10 KET QUA

Hiéu céch tan dung cac thudc tinh Ex0 trong to chirc cua ban la rat quan trong dé co thé khong bi tut hau trong thoi dai nay.
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https://openexo.com/exo-sprint/

p> Tai sao ban can chuyén déi theo cap s6 nhan thay vi chuyén déi s6 mét cach tuyén tinh?

Phan hoi cua khach hang

“Toi thay ExO cuc ky ¢ gia tri. Toi da dua cudn
sach ExO Sprint vao danh sach cac cudn sach
phai doc cho nhitng quan ly cap cao cua cong ty
va chiing t6i dang dp dung nhiéu nguyén tac ExQ."

@i& @’,5‘3?4 MIAMI-DADE
e CouNTY

Unilever

“Sang kién nay la mot vi du dién hinh vé céch

quan hé doi tac cong/ tu mang lai gia tri cho
cong dong.”

Paul Polman
Cuu CEO Unilever

“ExOs la cén thiét cho tat ca nhing ai quan
tam dén cach ma cong nghé cap so nhan dinh
hinh lai cach thic kinh doanh.”

Google

Ray Kurzweil
Giam dac K§ thuat, Google

“T6i sé bién Gucci thanh mot t6 chirc cap so

nhan.”
GuUCCI
Marco Bizzarri
CEO, Gucci
“'
N

Carlos A. Gimenez
Thi trudng quan Miami-Dade

“90% théch thirc cta viéc chuyén dai la lam sao
chuyén d6i dugc toan b t6 chirc. R4t dé truyén cam
hirng cho nhém lanh dao cua t6 chirc. Nhung vén
dé lai nam & nhom diéu hanh cap trung khi ho khong
thay ddi. ExO Sprint la giai phap dé giai quyét van deé

nay.

PeG

Tony Saldanha
VP Global Business Services, P&G

“Chung t6i sé dua Thai Lan thanh qudc gia
cap so nhan.”

Prayut Chan-o-cha,
Thu tuéng Thai Lan
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M6 hinh t6 chic theo cap sé nhan (ExO Model)

Mo hinh ¢ thé dugc ghi nhé bang céch st dung

= 2 P A LS 2 o phuang trinh don gian ExO = MTP + SCALE + IDEAS.
tram to chuc, Mé hinh To chtc N N .
Ba thanh phan |a Muc tiéu vi dai c6 kha nang chuyén

theo cap so nhan (ExO Model) da d3i (MTP) va sau d6 Ia 05 thudc tinh tan dung su doi
dUQ’C duc ket. dao bén ngoai t6 chirc (SCALE) va 05 thudc tinh cho
phép ban quan ly su doi dao d6 trong ndi bo (IDEAS).

Sau nhiéu nam nghién cdu vé hang

C6 mot dac diém khong thé thiéu

M T P cua To chic cap s6 nhan la MTP.

Muc tiéu vi dai cé kha nang chuyén déi (MTP) Muc dich ctia t8 chire phi 1 mot
Gmgﬁg ‘ Nhan Lic theo cdi gi d6 c6 quy mo Idn va co kha
(Staff on Demand) nang chuyén doi va tat ca céc gid

Bang diéu khién Congdéng &Bamdong i ca t§ chirc va cac muc tiéu phai
(Dashboards) O° (Community & Crowd) : :

hudng t6i viéc dat dugc nd. Day

O

Kiém thir

060000

Thuat todn N yoos A A ~ . a
(Experimentation) Q) (Algorithms) khong phal la mot cau khau h|eu
Tu ch o Pon biy tai san dep dé treo trén tuong.
(Autonomy) ‘ ’ (Leveraged Assets)
A A oUx As A ~ - ~ 2 p e
Cong nghé xa hoi Su gan két Pay la ly do ma t6 chuc do
(Social) (Engagement) t‘én tai

SpaceX: “Con ngudi phai trd thanh mot loai da hanh tinh.”
Vai vi du vé TED: “Y tudng dang dé lan toa.”

N X Prize Foundation: “Mang lai dot pha vi lgi ich cua nhan loai.”
MTP la o Tang we P B o
Google: “To chirc lai hé théng thong tin cua thé gidi

Mot khi ban da tim duoc MTP cta minh, budc tiép theo la hiéu cac dac diém bén trong va bén ngoai can c6 dé tré thanh
mat to chirc cap so nhan. Cac dac diém bén trong la Giao dién, Bang diéu khién, Kiém thtr, Ty chi va Cong nghé xa hoi.
Tir viét tat dugc sir dung la IDEAS. Céc thudc tinh bén ngoai la Nhan lyc theo nhu cau, Cong dong & Dam dong, Thuat

toan, Don bay tai san va Su gan két. Tir viét tat dugc sir dung la SCALE.
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& M6 hinh t6 chic theo cap sé nhan (ExO Model)

Y tudng - Nhiing thuoc tinh bén trong cua té chic ExO

Thuéc tinh Dinh nghia Yéu cau
Giao dién La cau ndi gitra cac Sang loc sy doi dao bén ngoai Tiéu chuan hoa Quy
hoat dong bén ngoai va thanh cac gid tri bén trong cta trinh
khung diéu khién noi bo. t0 chirc Ngoai canh c6 thé md
Lién két cac dong luc tang rong
Vi du: céc nén tang, giao trudng bén ngoai vdi cac yéu to Thuat toan
dién nguoi dung, API on dinh ndi bo.
Tu dong hoa cho phép kha néang
md rong
Bang diéu khién Céc chi so dé do luong Theo ddi cac dong luc téng S0 liéu thai gian thyc
hiéu qua theo thai gian trudng quan trong theo thoi gian Kha nang phan tich
thuc thuc OKR
OKR la khung quan ly Vén hda chap nhan
Giam thiéu sai s6t bang cac vong
phan hoi ngan
Kiém thir Van dung phuong phap Gilt cac quy trinh phu hgp véi Do lvdng va theo doi
khdi nghiép tinh gon dé cac tac nhan bén ngoai cé dac cac thtr nghiém
kiém tra cac gia dinh va tinh thay ddi nhanh chdng Chap nhén van hoa
thr nghiém mat cach Thu dugc t6i da gia tri tir nhitng
nhat quan dé kiém soat trai nghiém that
rdi ro Thoi gian dua ra thi truong
nhanh hon (st dung MVP)
Viéc chap nhén rii ro mang lai
lgi thé va qua trinh hoc hoi dugc
nhanh hon"
Tu chd C4c hinh thirc t6 chic Tang su nhanh nhen MTP
mdi theo hinh thirc " C6 trach nhiém hon truée khach Nhén vién tu chu
trao quyén" cho nhan su hang Bang diéu khién
Phan (rng va thai gian hoc tap
nhanh hon
Tinh than tot hon
Cong nghé xa hoi | Tao twong tac hang Tuong tac, trao ddi nhanh hon MTP
ngang trong cac doanh Chu ky ra quyét dinh nhanh hon Cong cu xa hoi dam
nghiép to chic theo Hoc nhanh hon may
chiéu doc On dinh doi ngil Vin héa hop tac xa
N
LY ¢ openexo
VIETLOTUS



& M6 hinh t6 chic theo cap sé nhan (ExO Model)

SCALE - Céc thuéc tinh bén ngoai cta té chic ExO

Thuéc tinh

Nhan luc theo nhu
cau

Pinh nghia

Ngu6n nhan luc ban thoi | -

gian, chuyén trach, dua
trén tirng nhiém vu

Ky ndng tot nhat

Nhanh nhen

Hoc tap tir doi ngli nong cot
Lién k&t manh mé hon véi core
team

Yéu cau

Kha nang thué céc dich
vu theo nhu cau

Lam r6 nhiém vu,
quyén han, trach nhiém

dinh hodc giam thanh
kién ctia con nguai
trong qua trinh ra quyét
dinh.

Téan dung céc thiét bi / cam bién
dugc két noi

Ty |& 16i thap hon & 6n dinh

Dé dang cép nhat

Cong dong & Dam | Khai thac strc manh Tang long trung thanh MTP
dong cua cong dong va dam Cho phép tdng trudng theo cap Cam két
dong bang cach két noi s6 nhan Lanh dao dich thuc
véi ho thong qua bat ky Tiép nhén nhirng y tudng mdi va Dé dang cho nguoi
phuong tién nao hoc hoi ngoai tham gia
Nhanh nhen & thuc hién nhanh Nang lyc ngang
chéng hang (peer to peer
Tao ra nhitng y tudng mdi capabilities)
Thuéat toén Str dung dir liéu va tu Kha ning md rong cua san pham Hoc may hodc hoc
dong hoa cac quyét va dich vu chuyén sau

Vén héa chap nhan

Don bay tai san

Str dung tai san, khong
s@ hitu tai san trir khi
day la loai tai san khan
hiém

Kha ning md rong cua san pham
va dich vu

Chi phi cung cép can bién thap
hon

Loai bo viéc phai quan ly tai san
Nhanh nhen

Tai san c6 san dé dang
st dung
Giao dién

Su gan két

Thu hit cong dong va
dam dong

Tang long trung thanh

C6 dugc y twdng

Chuyén doi dam dong thanh
cong dong

Don bay tiép thi

Choi & Hoc

Vong Idp phan hoi ki thuat so
dén khach hang

MTP
RO rang & cong bang
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‘ M6 hinh t6 chic theo cap sé nhan (ExO Model)

Ban cé thé do luong cach td chuic ctia ban dang tan dung cac Thuodc tinh ExO, st dung ExO Canvas.

Lam thé nao ban cé o
2 . = Mot trong nhirng diém dau tién dé xuat
the tan dung Exo phét 13 hiéu t6 chic cda ban hién tai

dang & mac d6 nao trén thang cap so
nhan. Diéu nay co thé dugc thuc hién
bang cach hoan thanh Khao sat chi s
cap s6 nhan. Mdc diém mong muon
can it nhat trén 65 diém. Tiép theo, dé

ExO Canvas

hiéu rd hon cac thudc tinh ExO, ban
c6 thé tim hiéu thong tin vé khoa hoc
ExO Foundations Training hoac doc
Cudn séch céc t6 chic cdp sO nhan
(Exponential Organizations Book).

Mat khi c6 hiéu biét vé Ex0, budc tiép theo 1a d6i chiéu céach t6 chirc ban dang tn dung cac thudc tinh ExO nhu thé nao
béng céach str dung ExO Canvas. D& thic day Chuyén d6i theo cip s6 nhan, ban c6 thé chay ExO Sprint. Ban ¢ thé tham
khao thong tin phia dudi trong phan “Cach ching toi gidp ban tan dung cong dong OpenEx0 dé thic day céc séng kién”
hodc ban cd thé mua cudn “Chuyén ddi theo cap s6 nhan” va thuc hién né trong to chic ctia minh. Tai Viét Nam, ban ¢
thé lién hé Viet Lotus dé dugc tu van thém thong tin chi tiét.

- A= V4 R . -
Chu ng tOI c,o the gl u p Chuing t6i d4 xay dung mot cong déng toan cau gém
ban nhu thé n‘ao cac huan luyén vién va chuyén gia tu van ExO, cac

nha lanh dao tu tudng, cong nghé va céc nha doi mdi,

nhitng nha sang lap dot pha dé gilp cac t6 chirc tir

khap noi trén thé gi6i chuyén ddi theo cap so nhan.

Chiing t6i c6 mot s6 chwong trinh va co hoi cho céc to
Quét ma QR nay hoac  chc thusc moi quy mo. Ban c6 thé lién hé véi ching
c"’Ck' vao nay t6i & day va chiing toi sé lién lac dé gitip ban trong qua
de bat dau. trinh chuyén ddi theo cap s6 nhan.
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Bién tap: OpenExO va Viet Lotus
Ngay xuat ban:
Phién ban: Tiéng Viét
Thiét ké: Diginauts
Dich bai: Crystal To



