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GIGI THIEU CHUNG

Ngay 28 /05/2025, tai Trung tam Hoi nghi Qudc té, S6 35 Hung Vuong, Ha No6i, Hoi nghi Agile
qudc t€ dau tién va 16n nhat danh riéng cho cac td chic Agile tai Viét Nam da duge t6 chic
v6i chil dé “Agile in the age of AI”.

Business Agility Summit 2025 la héi nghi do Hoc vién Agile, Ngan hang Techcombank va FPT
Digital t6 chirc v6i su dong hanh ctia VCCorp, Biplus va SAFe Inc.

Hoi nghi quy tu hon 200 nha 1anh dao chuyén ddi va cac chuyén gia Agile hang dau thé gioi.
V6i chii dé “Agile in the Age of AI”, hoi nghi tip trung chia sé nhiing hiéu biét, kinh nghiém va
thuc tién qudc t€ trong viéc chuyén doi linh hoat cac té chirc kinh doanh duéi tac dong ciia
céng nghé va boi canh kinh doanh day bién dong.

Cac bai tham luan tai hdi nghi chira dung nhiéu bai hoc thuc t€ day gia tri vé qua trinh chuyén
d6i Agile va chuyén ddi sd ctia cac ngan hang va tap doan cong nghé hang dau thé gisi nhu
Infosys, DBS, UOB,... cling nhu kinh nghiém céac don vi tu van chién luge toan cau nhu BCG,
SAFe.

Business Agility Summit 2025 v6i néi dung chuyén moén va thuc tién phong phtt mang dén
khong gian két noi, hoc héi va thao ludn truc ti€p véi cac lanh dao, chuyén gia, nhiing ngudi
dan dit chuyén déi cling nhu ndm bit cac phuong phap va kinh nghiém cho qua trinh chuyén
ddi s6 ctia doanh nghiép va t6 chtic hién nay.

Tim hi€u thém thdng tin tai:

https://agilebusiness.on/ Agiliy
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Dennis Khoo

Nguyén Giam doc
Ngdn hang s6 TMRW, UOB

Duong Quéc Ta

Giam doéc Chuyén ddi, Ngan hang
Thuong mai C6 phan A Chau (ACB)

Phan Thanh Pic

Truéng khoa Cong nghe thong tin
va Kinh té s6, Hoc vién Ngan hang

Nguyén Tri Hi€u

Vien trudéng Vien Nghién cttu va phat

trién thi truong tai chinh va
bat dong san Toan Cdu
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Lucas Souza

Ta Kiéu Hung

Téng Gidm doc, Trudéng nhém Chuyén doi Agile,
Ngan hang Quoc dan (NCB) Ngdn hang DBS

Vani Vangala Evan Leybourn

Giam doc Kinh doanh san phdm
toan cdu, Infosys

Dong sang lap Business Agility Institute

Jungkiu Choi

Chuyén gia tu vdn trién khai SAFe®,

Giam doc biéu hanh va Déi tac Cap cao,
C6 vdn phat trién doi tac SAFe

Boston Consulting Group (BCG)
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Vit Tung Lam Pham Anh Déi

Giam doc cao cap Agile, Chién lugc Chii tich Hoc vién Agile
Doanh nghiép & Chuyén dot,
Ngan hang Techcombank (TCB)
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Global Technology Landscape

Impacts Business - Evidence
from Infosys

Tam dich: Tac déng cua béi cadnh cong nghé toan cau
dén kinh doanh qua cau chuyén cua Infosys

pién gia: Vani Vangala

Giam doc Kinh doanh sin pham toan céu, Infosys Finacle
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Bai trinh bay ciia dién gia Vani Vangala phan tich cach béi cdnh cong nghé toan cau dang
tao ra su gian doan va co hoi dang ké trong hé sinh thai ngan hang. Ba chi ra rang cac xu
hudng cong nghé nay dang tac dong sdu rong dén nganh ngin hang toan cau.

Hé sinh thai Ngan hang Toan cau: Gian doan va Co héi

Xu huéng néi bat nhit dugec dé cap trong bai trinh bay 1a tai chinh nhing (embedded
finance). Pay 1a su tich hgp lién mach cac dich vu ngan hang vao dsi song hang ngay cia
ngudi tiéu dung, doanh nghiép vira va nhd va khach hang té chirc. Tai chinh nhing du kién
sé tang trudng 148% trong ba nam t6i, tir mic 92 ty USD hién tai 1én dén 228 ty USD vao
nam 2028.

Embedded finance Social commerce-

revenues driven banking
148% to $228 31.6% CAGR over

billion by 2028 last three years

Global Banking

AI & Cloud driven 1 Average cost of

Ecosystem -

innovations 0, data breach
: : Y 41% of banks feel IT 7 $6.40 million
DlSI'Upthl:l and “ architecture insufficient by 2028
Opportunity
Voice banking Generative AI
$2.99 billion \Wf’ Will add up to
opportunity by 2028 $340 billion annually

Su phat trién nay dugc thic day béi ky vong ctia ngudi dung vé trai nghiém ngan hang tién
lgi va tich hgp, tuong tu nhu cach ho tuong tac véi cac cong ty cong nghé 16n. Ngusi dung
mong mudn thyc hién cac giao dich ngan hang nhu thanh toan va vay von ngay tai diém c6
nhu cau - trong ing dung chat (WhatsApp, LineChat, WeChat), khi mua sidm truc tuyén,
hodc tai cac cira hang 6 t6 va bat dong san.

Bai trinh bay nhan manh rang tai chinh nhing khong chi mang lai gia tri cho ngudi tiéu
dung ma con dic biét quan trong doi véi cac doanh nghiép vira va nhé.

Bén canh tai chinh nhing, cac xu huéng quan trong khac bao gom:

e Thuong mai xa hoi (social commerce): Dy kién dat téc do tang trudng kép hang
nam (CAGR) 31% trong nhitng nam sip tdi.

e Cong nghé dua trén Al va cloud: Pong vai tro then chét trong viéc thac ddy chuyén
déi. Theo khao sat, 41% ngan hang chua sdn sang chuyén lén cloud, trong khi nhiéu
ngan hang khac da bat dau ap dung mé hinh hybrid hoac public cloud. Private cloud
hién da tré nén phé bién.
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e Rii ro ro ri dir liéu: Ngay cang gia tang do cac cudc tdn céng mang. Chi phi trung
binh cho méi vu ro ri dit liéu uéc tinh vao khoang 6.4 triéu USD vao nam 2020. Viéc
xay dung ha tang bao mat d€ phong ngtra 1a vo cung cap thiét.

e Giao dich ngin hang bing giong néi (voice banking): Mang dén ca héi to 16n, dic
biét v6i cong nghé Al cho phép dich giong ndi theo thdi gian thuc & quy mo 16n. Quy
mo thi truong dy kién dat 2.99 dén 3 t§ USD vao nam 2028.

e Al tao sinh (Generative Al): Hia hen tré thanh co hoi dot pha trong nhitng nam tdi,
v6i tiém nang thi trudng 1én dén 340 t§ USD. Du hién tai cac té chirc van chi yéu st
dung Al du doan (predictive Al), Al tao sinh dang dan khang dinh vai tro ctia minh.

Yéu cau chuyén ddi md hinh kinh doanh

Vani nhan manh ring viéc thay d6i mo hinh kinh doanh 14 diéu tit yéu trong nganh ngan
hang hién nay. Trong thdi dai chuyén ddi s6 toan dién, moét san choi binh déng chua ting
c6 da xuat hién. Nho stc manh ciia cong nghé so, mot startup nhd co thé ti€p cin s6 lugng
khach hang ngang bang véi cac ngan hang 16n ¢6 mang ludi chi nhanh rong khap.

e Ngin hang thuan sé (Digital-only banking): Md hinh nay ngay cang phd bién, dugc
hé trg bai hé thong quy dinh va ha tang ky thuat s6 nhu KYC dién tit, hgp dong dién
tl, ho so dat dai sd va tai liéu thuong mai dién ti. Ba luu y rang sy chuyén ddi nay
can co6 su hé trg cta chinh phii va ha tang tir ngan hang trung uong, khong thé thuc
hién don €.

e Tai chinh nhing (Embedded finance): Nhu da dé cap, day la co hoi 16n cho ca ngusi
tiéu dung va doanh nghiép, dic biét la cac doanh nghiép vira va nhé.

e Ngian hang theo mo6 hinh thi truong (Marketplace banking): Xu huéng nay dang
phat trién manh mé, ndi bat v6i mo hinh cho vay chung (co-lending), trong d6 nhiéu
t6 chic tai chinh cung cdp von cho mdt ngudi vay. M6 hinh nay dic biét hiéu qua tai
cac thi truong c6 han ché vé kha nang ti€p cén tin dung.

Yéu cau nang cao trai nghiém khach hang

Chuyén ddi s6 ciling tao ra yéu cau cip bach vé viéc nang cao trai nghiém khach hang. Muc
tiéu 1a thuc hién phan khic khach hang tinh t€ 6 quy mé 16n théng qua su hé trg ctia Al
Thay vi chi dimng lai & cac phan khic truyén thong nhu ca nhan hay doanh nghiép, ngan
hang hién nay can ca nhan hoa san pham cho cac nhom khach hang chuyén biét, bao gom
ca cac cong dong siéu dia phuong (hyper-local communities) trong pham vi vai kildmét véi
nhitng dic diém nhéan khau hoc riéng biét. V6i Al viéc phan tich hang ngan phan khic va
nhan dién co hdi ban chéo co thé duge thuc hién tu dong ma khong can can thiép tha
cong.

Mot thach thitc quan trong 1a viéc mé rong cac kénh méi néi, dic biét 1a cac kénh ctia bén
thit ba ndm ngoai tam kiém soat tryuc ti€p cla ngin hang. Ngin hang can phét trién nang
luc phuc vy khach hang trén nhitng kénh nay mot cach nhanh chong, ngay ca khi chua thé
du doan chinh xac hinh thai phat trién ctia chlng.
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Hanh trinh khach hang siéu két néi (hyper-connected). Khach hang c6 kha niang phan hoi
tic thi (chdng han qua mang xa hdi), thAm chi trong khi giao dich con dang dién ra, doi hoi
ngan hang phai c6 kha nang phan ing nhanh va linh hoat.

Yéu cau chuyén doi sé

Chuyén ddi s6 doi hoi nhitng thay ddi can ban vé co s ha tang cong nghé.

Chuyén dich sang cloud: Pay 1a bu6c quan trong, bao gom mo hinh hybrid (két hgp
public, private va on-premise) va multi-cloud (sit dung nhiéu nha cung cép cloud),
cling nhu sovereign cloud (cloud do nha cung cip trong nuéc quan ly) vi 1y do an
ninh qudc gia.

Ap dung AI: La trong tAm ciia chuyén ddi. Hién nay, Al du doan (predictive Al) dugc
stt dung phé bién trong Hoc may (machine learning). Al tao sinh (Generative Al) va
AI tac nhén (Agentic Al) dang dan khéng dinh vi th€. Infosys Finacle va nhiéu ngan
hang da ang dung Al tao sinh trong quy trinh phat trién sdn pham. AI tac nhan dugc
xem la budc tién quan trong trong dich vu khach hang, gitip giam chi phi, tang nang
sudt va cai thién kha nang ti€p can khach hang. Pién hinh la viéc st dung bot Al tac
nhan trong cac cudc goi nhic ng nhe nhang (soft collection), vi kha nang hoi thoai
theo ngir canh.

Hién dai hoa dé ning cao kha ning phuc héi hoat dong: Piéu nay can thiét € dap
ting cac quy dinh méi nhu DORA & chau Au va cac quy dinh tuong tu tai M§, Anh va
sdp t6i la Nam A. Cac t6 chitc dugc quan 1y phai ddm bao hoat dong lién tuc va kha
nang phuc hoéi nhanh sau tham hoa hodc tidn céng mang, v6i cac moc thai gian cu
thé (khoi phuc mét s6 quy trinh trong 10-15 pht, toan bd hoat déng trong 30-60
phat). Kha niang phuc hoi con bao gom phuong an ting pho véi tdn cong mang va ro
ri dit liéu, tir thong bao cho khach hang dén viéc tuan thi cac hinh phat tir co quan
quan ly.

Yéu cau vé nén tang cong nghé

DPé dap ting nhitng chuyén ddi trén, nén tang cong nghé can co cac dic diém co ban sau.
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Ki€n trac ngan hang khong dau (Headless banking architecture): Xay dung trén
nguyén tic API-first nhu mét tiéu chudn hién dai. Cac API nay can ap dung mo hinh
dir liéu dugc chudn héa (vi du: dua trén Bayan-inspired dataset) dé dam béo tinh
nhit quan va kha nang tuong tac gitta cac giai phap tir nhiéu nha cung cap khac
nhau. DPiéu nay cho phép ngan hang "plug and play" (két néi va chay) cac thanh phan
trong hé thong mét cach linh hoat - vi du nhu két hgp giai phap khéi tao tir nha
cung cip nay véi giadi phap dich vu tit nha cung cap khac.

Kién tric huéng su kién (Event-driven architecture): Xu huéng nay dang tré nén
phé bién. Hé thong xir Iy moi hoat dong dudi dang su kién, va cac tng dung sé "tiéu
thy" (consume) cac sy kién nay dé thuc hién hanh dong tuong Uing. Kién triic nay
cho phép cac ing dung giao ti€p khong déng bo, tao nén hé thdng linh hoat va
khong phu thudc vao cac kénh giao ti€p cd dinh.




An ninh mang (Cybersecurity): Yéu t6 then chét trong béi canh rdi ro ro ri dit liéu
ngay cang tang do sy phé bién cta thiét bi di dong, dién toan dam may va mang ndi
bd truy cép qua internet. Uu tién chinh la bao vé mang ludi ndi b, két hgp véi viéc
xay dung nang lyc ting pho véi su co.

Luit dir liéu riéng tu (Data privacy laws): Cac quy dinh béo vé quyén riéng tu dit
liéu nhu GDPR & chau Au, DPDPA & Nam A va CCPA & My dang dugc thuc thi
nghiém ngit. Cac té chic phai bao vé théng tin ca nhéan ctia khach hang hoidc ddi
mat v6i hinh phat khi vi pham. Do d6, cong nghé bao vé quyén riéng tu da tré thanh
uu tién hang dau.

Mét ma khang lugng tir (Post-quantum cryptography): Diy sé 1a linh vuc dau tu
trong di€ém trong nhiing nam t6i, béi may tinh lugng tir c6 kha nang pha vg cac
thuat toan mit ma hién tai.

Case Study

Vani Vangala minh hoa cac ludn diém trén théng qua mot s6 truong hgp thuc té tir Infosys
Finacle:
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Ngan hang toan cau hang &iu hgp tac véi Apple cung cip thé tin dung trén tai
khodn tiét kiém Apple. Apple ndm thong tin ngudi dung thong qua thiét bi, trong khi
ngan hang khong truyc ti€p biét vé ngudi tiéu dung. Viéc phé duyét duge thuc hién
hoan toan sd hoa, dya trén thong tin Apple cung cdp (c6 su dong y cia ngudi dung).

Zand (UAE): Ngan hang thuan s6 dau tién tai UAE danh cho doanh nghiép, cung cap
dich vy quan ly tai khoan ao, vi doanh nghiép va quan ly thanh khoan hoan toan s6
hoa, khoéng yéu cau chir ky tay hay tai liéu gidy.

Zenith Bank/ZenPay (Nigeria): Ngan hang thuan s6 dau tién tai Nigeria, cung cap vi
dién ti cho ca khach hang va ngudi ban, v6i kha nang giao dich trén mang lu6i ngan
hang. Nén tang ap dung mé hinh ngan hang c6 thé két hgp (composable banking),
stt dung cac dich vu nho (microservices) doc 14p d€ quan ly sé cai, vi thé, API, tinh
1ai va cac chirc nang khac.

Ngan hang toan cau hang dau cung cap han mitc tin dung cho doanh nghiép nhé
trén Amazon. Ngan hang cép tin dung cho ngudi ban trén Amazon dua trén dit liéu
ban hang (v6i su dong y cta ho). Viéc thadm dinh dugc danh gia thong qua doanh sé
hang ngay, hang thang va mo hinh kinh doanh, v6i han mirc 1én t6i 1 triéu USD. Toan
bd quy trinh dugc thuc hién hoan toan sé hoa.

Ngan hang & Singapore trién khai giai phap quan ly rai ro tap trung, hién dai. Giai
phap nay st dung Al d€ tdng hgp va danh gia rii ro theo thdi gian thuc cho 200.000
khach hang t6 chic tai 14 quoc gia.

Ngéan hang xa héi ¢ Thai Lan (KLINE BK). Kasikornbank hgp tac véi Line BK dé cung
cip dich vu ngin hang hoan toan qua chat. Cac quy trinh nhu mé tai khoéan va cho
vay dugc tich hgp truc ti€p trong ing dung chat. Du an dugc trién khai nhanh




chong theo phuong phap Agile va thu hat duge hang tri€u ngudi dung trong thoi
gian ngin.

e FE CREDIT (Viét Nam): Don vi cung cép tin dung phi ngan hang, chuyén cho vay
tiéu dung cho cac phan khuc khach hang nhé, véi quy trinh bao lanh va phuc vu
nhanh chong, thudn tién. Ho xir Iy va phé duyét s6 lugng 16n ho so vay moi ngay.

e Pinang cta ngin hang BRI (Indonesia): Phuc vu nhom khach hang kho ti€p can tin
dung truyén thong. Ho tin dung 5 nguon di liéu thay thé€ dé phuc vu 5 phan khuc
khach hang khac nhau va duy tri ty 1é ng x4u 6 mitc 0. Quy trinh tir ddng ky dén giai
ngan chi mat chua day mot phit.

e Ngin hang hang dau & Philippines tin dung Ngian hang M& (Open Banking). Mo
hinh nay gitap cac t6 chirc c6 thé tré thanh nha cung cdp dich vu ngén hang va téng
hop sén pham tir nhiéu ngan hang khac nhau.

e Paytm (An P9): Don vi tién phong trong linh vuc thanh toan s6. Ho da xin gidy phép
ngan hang thanh toan dé trd thanh siéu thi tai chinh, tdng hgp nhiéu san pham tir
cac ngan hang khac nhau (thé tin dung, tién gt c6 dinh, tin dung s6 ngén han).
PayTm ciing phat trién ngan hang mé tai An Do thong qua giao dién thanh toan va
cho vay hgp nhat (UPI va ULI).

Bai trinh bay nhdn manh ring béi canh cong nghé toan cau dang thay ddi nhanh chong,
doi héi ngan hang phai thich ting thong qua viéc chuyén d6i mo hinh kinh doanh, gin két
khach hang va nén tang céng nghé. Cac yéu to then chét bao gom Al dién toan dam may,
va kién truc s6 hién dai. Thong qua cac truong hgp thuc t€, Infosys Finacle da chiang
minh cach cac ngan hang hang dau dang ap dung nhitng xu huéng nay dé cung cap dich
vu tai chinh nhiing, ngin hang thuan sd, quan 1y rti ro nang cao va trai nghiém khach
hang dugc ca nhan hoa 6 quy md 16n. D€ dat duge thanh cong, can c6 su hgp tac chit
ché trong toan bo hé sinh thai cung véi sy ho trg tir cac co quan quan ly.
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The impact of technology on
the development of the
banking industry in Vietnam

Tam dich: Tac ddéng cla cdng nghé dén su phat trién
clUa nganh ngan hang tai Viét Nam

\i
\

Ban trinh bay ctia TS. Phan Thanh Pic tép trung vao chuyén déi s6 trong nganh ngan

Dién gia: phaﬂ Thanh Pic
Trudng khoa Cong nghé thong tin va Kinh t& so,
Hoc vién Ngan hang

hang Viét Nam, nhdn manh tam anh huéng ctia cdng nghé va sy thay d6i hanh vi khach
hang, kham pha cach API va dir liéu 16n dang dinh hinh lai dich vu tai chinh. Pong thai

phan tich nhiing thach thirc chinh, dé xuat viéc xay dung cac té chirc linh hoat nhu mot

12



giai phap dé cac ngan hang thich (ing nhanh chéng va tan dung cac co hoi cong nghé,

dic biét la tri tué nhan tao (Al) trong bdi canh canh tranh méi.

Su chuyén dich cua dich vu tai chinh

Khoéng 15 nam trudc, cac chuyén gia nhu Brett King da canh béo vé lan song thay déi
ctia nganh ngan hang véi hai dong luc 16n: hanh vi khach hang va cong nghé.

e Hanh vi khach hang: Truéce kia, dich vu ngan hang chi xoay quanh cac nghiép vu
c6t 16i (huy déng van, cho vay, thanh toan) qua kénh tryc ti€p truyén thong.

e Cong nghé: Ban dau chi la cong cu hd trg, sau tré thanh dong luc then chot dé
da dang hoa san phdm. Tuy nhién, du thém cong nghé, san pham van mang tinh
cli néu chi bd sung chir khéng tai thiét ke,

Su thay déi nhanh dén mic chi sau 2 nam, toc do d6i méi cong nghé da tang gap doi.
Banking tir m4t danh tir chi noi chon da tré thanh mét dong tir linh hoat - “Banking
Everywhere”, nghia la giao dich ngan hang dién ra moi lic, moi noi, theo cach khach
hang mudn. Piéu nay bt budc tu duy va cach van hanh ctia nganh ngin hang phéai pha
vG 161 mon, chuyén sang tu duy dich vy s6 héa, khach hang lam trung tam.

TU ngan hang truyén thong dén Ngan hang mé (Open

[ ]
Banking)
. o : Conlsl..:mer - @ & =
; i ™
| £ = = 1
—_ Merch.ant
Supplier Bank ' .
i . 5
Corporate 37

Trude day, khach hang chi ti€p cin dich vu qua kénh ngan hang cung cap. Ngay nay,
cong nghé nhu API (Application Programming Interface) da lam thay déi hoan toan: API
tr ché chi la cong cu lap trinh, nay tré thanh tai sdn kinh doanh, c6 thé ban, mé dé két
ndi hé sinh thai s6, tao nén nén kinh té APL

Cu thé la nhiéu ngan hang 16n tai Viét Nam da phat trién trung tdm API, chii dong
thuong mai héa API, do ludng doanh thu trén tung API, xdy dung nén méng cho ky
nguyén ngan hang mé.
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San pham - dich vu ngan hang: Ban hang theo géi
(bundling) & Ban tiing phan nhoé (unbundling)

e Bundling: Tru6c diy, ngan hang dong goi toan bd dich vu thanh cac sdn pham
tron ven, chia phong ban nghiép vu ré rang (tin dung, ké toan...).

e Unbundling: Sy bung né ctia Cloud API, Data... giip cac ngan hang tach nhé san
phdm thanh cac thanh phan c6 thé ban dugc (micro-sellable component). Cac
thanh phan nay c6 thé dugc ban 18, tich hgp linh hoat bdi bén thi ba, fintech
hoac cac startup (vi du: dich vu KYC, onboarding, scoring...).

e Rebundling: Qua trinh tai dong goi nay da va dang dién ra khi ngan hang két hgp
cac thanh phan (ca ndi bd va doi tac) tao thanh cac san phdm/dich vu s6 hoa
hoan toan méi, dap Gng xu thé Embedded Finance (tai chinh nhung),
Banking-as-a-Service (BaaS).

Macro Products Unbundled Preducts (Micro Sellable Components) Re-bundled Propositions

[Salected corrbinations]
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Invisals palishle companents

ety chswrs [ toobuarks
:"E'-" ht—x accountability Cigital-only players offering micre sellabés servicas facilitated by APz and Digital-onty plavers re-bundling products among each other and with non-banks,
= Crpen Banking, anabled with decoupled micro-service tachnedogy via cloud. aawell as ingu afaurd thalr granulsr o, Using cloud,

diata, and maturing Al b o market with Innovative propositions

Source: Accenture Future Banking Business Models

Open Banking tai Viét Nam va khu vuc van dugc trién khai theo 16 trinh cdn trong, tiing
budc thir nghiém va mé rong dan, tranh cac rai ro hé thong. Mot s6 ngan hang 16n da
cong bd mé téi gan 200 API, phuc vu da dang nhu cau két ndi, d6i méi san pham s6.

Chuyén déi s6 ngan hang: nhifng tru cét can xem xét

Chuyén déi s6 1a thay d6i mé hinh kinh doanh cht khong don thuan chi 1a ing dung
cong nghé. Ngin hang truyén théng, ngin hang sg, fintech, thuong mai dién tir... dang
hoa quyén, tao ra hé sinh thai s6 mdi.

08 nhom van dé chién lugc:

e Chién lugc chuyén d3i s6: Xac dinh tam nhin, 16 trinh cu thé.
e Co ché, chinh sach: Hoan thién hanh lang phap 1y, quy dinh bao vé dit liéu, chinh
sach chia sé dir liéu voi doi tac, fintech...
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e Ha tang hé thdng, cong nghé: Panh gia kha nang hién dai hoa, tich hgp hé thong
di san, phat trién kho dit liéu tip trung.

e San pham, dich vu: Pa dang hda, ca nhan hoéa, phat trién kénh sd, dat khach
hang lam trung tam.

e Quan tri, thu thap va chia sé dir liéu: Xay dung kho dit liéu, khai thac dit li€éu 16n,
dam bao tinh tuan tha va bao mat.

e Hoat ddng van hanh: Ap dung RPA, Al, Cloud, t6i uu héa quy trinh, gidm thoi
gian dua san phdm ra thi truong.

e Nguon lyc: Phat trién nhan su chuyén déi s6, dau tu ngan sach, uu tién cong
nghé nén tang.

e Thach thirc, & xuat, khuyén nghi: Pé xuit chinh sach, hgp tac da nganh, thic
day sang tao, giai quyét diém nghén.

Qua trinh danh gia chuyén daéi s6 tai cac ngan hang thuéng duge nhin nhén tir ca cac
yéu to chinh sach, cong nghé cho t6i hanh vi khach hang, thAm chi xut hién xu huéng
Re-bundled sdn pham khi ngan hang két hgp v6i fintech, TMDT dé dua ra san pham lai.

Thuc trang trién khai céng nghé & mic dé san sang
Nhiing cong nghé dugc ua chudng nhat

e API, Chatbot, Data Analytics, Cloud, Big Data: Ung dung manh.

e RPA: NGi bat & Viét Nam thoi di€ém 10 nam trudce khi cac ngin hang bat dau tu
dong hoa quy trinh, do ludng lugng tién tiét kiém duge nhd RPA.

e Open API, AI/ML: Con thin trong, nhiéu ciu hdi thuc tién, trién khai chim,
nhat la trong céc linh vuc nhu Blockchain, IoT, VR /AR.

e Blockchain: Pugc théo luan nhiéu, trién khai thi diém nhung gip rao can 16n vé
tng dung thuyc tién.

| 0 1
Cloud RPA

Data Analytic  Big Data AlPML Dgen AP|

i e
Blackchain =13 WVRSAR

Saurce: SBY Survey, 2021
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Pau tu cong nghé rit ton kém, nhung do luéng hiéu qua thu hdi von ludn 14 bai toan
kho trong nganh ngan hang.

Ky vong cdng nghé 5 nam téi & thuc trang trién khai

e Data Analytics, Big Data, Cloud: Sé la xuong song chuyén déi s6 (~25% cac hoat
dong vin hanh s6 hoa).

e RPA, AI/ML: Tang cudng manh trong cac mang nhu phat hanh thé, mé tai
khoan, cho vay ca nhan.

e Blockchain: Tap trung thit nghiém trong tai trg thuong mai, bao lanh, L/C.

e IoT, VR/AR: Ngin hang Viét Nam chua ky vong cao, con nhiéu thach thic thuc
tién.

Thach thic dic thu nganh ngan hang Viét Nam khi trién
khai chuyén doi sé

1 Co ché, chinh sach

Nhiéu ngin hang sin sang thi diém, nhung khi trién khai quy mé 16n vudng nhiéu diém
cham nhu chia sé dit liéu, diém nhay cam, thi€u huéng dan Open API...

2 Hé thong di san

Gan 60% ngan hang danh gia ha tang chua phu hgp, dé roi vao tinh trang “Too big to
change, too big to transform, too big to replace”. Su chdm thay ddi la rao can 16n.

3 Quy trinh phat trién san pham con chim

Co6 trudng hgp phai mat 3 thang tir y tudng dén sdn phdm, giao ti€p gitta bd phin
nghiép vu va IT thuéng xuyén xay ra tranh lun, thi€u quy chuidn chung, phuong phap
phat trién.

4 Chi phi chuyén d6i

Cac ngan hang, dic biét la hé théng quy tin dung nhan dan, lo ngai vé ty 1é dau tu
chuyén ddi sd, bai toan 1gi nhuén rat kho xac dinh.

BUSINESS
AGILITY

SUMMIT 2025




Muc tiéu chuyén doi sé dén 2025-2030

Chuang ta can mot ban d6 tdng thé - kim chi nam cho nganh ngan hang 5 nam t6i, dat ra
2 m6c quan trong (2025 va 2030), 5 muc tiéu, 4 nghiép vu cot 16i. Ngay 31/12,/2024,
Théng tu 64 ctia Ngan hang Nha nudc ra doi, huéng dan vé Open API - mot budce ti€n
phap ly quan trong.

l[arget 1 Target 2 Target 3 Target 4 Target 5
Create a favorzble i Transforming credit Creativ elopment of
|egal corTidar Instizutions with ol fing credit (nstit ! bussiness
adminis the banking industny digital models

= B0% ol cred| + BD% of Ck impl
hawe units for digital transformation plan appropriate infrastructure
transfarmatian

digital = BO% of cradit nstitutions have

Goals to 2025+ Crestea favorable lagal

sarrider

fice tasks are
dane onlire customers using digital
channals

= 0% of Cls have 70% of

+ 50% of inspection tasks are
tone ondire = B mpe of adults with
online banking scoounts » 507

Goals to 2030 * Createafsvarsblologs - 3005 of public services are = 90 of credit institutions = 80% of Cis bmplement digital
eriidor provided online have units far digital ran ion plan
transformation

+  M00% of affice tasks done Os have 70% of

lesing cigitat

onfing

inspectiong

Taske are done = Parcentage of adults with Opan APl

= 90% of credit institutions deploy

onfine onkne banking accounts > 0%
Thesa obje divided into 4 main groups:
¥ (s an of infarmalion lechnology in banking managerment and administration activiies of the Slate Bank of Vielnam in preaarstion lor
dig n banking,

forming firancial mstiutions with superion digital capabilies;
¥ Promoteintegration of data and services berween open banks
Promote open banking for the banking industry

Saurce: Decision 810/00-MHNN 2021 on the digital transfarmation plan of the banking industry to 2025, with a vision to 2030

Muc tiéu dén 2025:

80% dich vu cong truc tuyén

80% t6 chirc tin dung c6 don vi chuyén ddi s6
80% trién khai k€ hoach chuyén ddi s6

70% khach hang st dung kénh s6

80% trién khai Open API

Trén 50% ngudi trudng thanh c6 tai khoan s6

Muc tiéu dén 2030:

e 100% dich vu coéng truc tuyén
e 90% t6 chuc tin dung c6 kho dit liéu tip trung, trién khai Open API
e Trén 80% ngudi trudng thanh co tai khoan ngan hang truc tuyén

Két qua trién khai quyét dinh 810/QD-NHNN

Cac hoat déng chuyén doi s6 nganh ngin hang da dat dugc nhiing két qua va dong gop
vao sy phat trién ctia nén kinh t€ s¢ ctia chung ta.

e 2021-2023: Chit dé chuyén déi s6 tiing nam, nhu tng dung dir liéu dan cu lam
dong luc chuyén déi, tich hgp sinh tric hoc...
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e 2024: Phat trién Digital Ecosystem - hudng t6i Super App, trai nghiém da dich
vy, khach hang 1a trung tam, doi hoi thay dai triét dé phuong thic lam viéc ctia
ngan hang.

e 2025: Chu dé “Smart Digital Ecosystem” - thai ky s6 hoa toan dién, nhiéu ngan
hang da dat t6i 100% giao dich s6, hon 87% ngudi trudng thanh Viét Nam co tai
khoan ngan hang.

HE SINH THAI SE
THOME M
TRONG K'Y NGUYEN MOP'

Cong nghé, Al - Pau trudng canh tranh mgéi

Chuyén tir Digital First, Cloud First sang AI/GenAlI First

Cong nghé va Al tré thanh mii nhon, 1gi thé€ canh tranh quan trong cho tang truéng va
phat trién bén viing. Ngan hang phai khai thac Al dé tu dong hoa, ca nhan hoa dich vy,
dua ra quyét dinh théng minh. Nhung mét cdu hoi dit ra la: Lam sao dé bién toan bd
tiém nang cta Al va cong nghé thanh lgi thé€ canh tranh thuc su?

Yéu to then chét dé tré thanh ngan hang théng minh
Ba giai doan chuyén déi:

1. Tang trudng: Pau tu manh vao cong nghé, d6i mdi sdn phdm, nhung di kém vai
rti ro, kho kiém soat khi khoi lugng giao dich tang vot (vi du: c6 ngin hang tang
twr 15 triéu 1én 50 triéu giao dich/ngay sau chuyén déi core, phat sinh nhiéu van
dé moi).

2. Cung c6: Chudn hoa quy trinh Al, dat ra tiéu chuan kiém soat, ning cao kha nang
phuc hoi hé thong.

3. T6i uu hoda: Tai thiét 14p toan bd quy trinh, t6i vu van hanh, nang cao hiéu qua st
dung nguén lyc.

Tai cau tric dé toi uu hiéu qua van hanh
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Theo McKinsey, 80% hoat dong giao dich va 40% hoat dong chién lugc c6 thé ty dong
hoéa. Chia khoa la lya chon nén tang Cloud pht hgp va trién khai Al dung ché.

e Trién khai cic nén tang dya trén dién toAn ddm may (cloud) nham ning cao hiéu
qua van hanh & tat ca cac bd phan ti front, middle dén back office.

e Ap dung cac gidi phap dién toan dam may dé dam bao hoat dong ngin hang lién
mach, tiét kiém chi phi.

e Hién dai hoa cac hé thong cong nghé cii nham tang do tin ciy va nang cao chat
lugng dich vu khach hang.

e SO hoa cac nghiép vu thuong mai, quan tri kho bac dé quy trinh vdn hanh tinh
gon va tuan tha hon.

e Chuyén ddi sang cac nén tdng Ngin hang 16i (Core Banking) mé va dua trén
cloud dé tang tinh linh hoat va kha nang thich ung.

e Khai thac dir liéu va tri tué nhan tao (AI) nhdm chuyén d6i cac linh vuc trong
yéu, huéng dén muc tiéu lgi nhuan thay vi chi don thuan cit gidm chi phi.

Ung dung Al trong ngan hang

e Al c6 thé ap dung manh mé trong: tuong tac khach hang, dinh gia san phdm, bao
cao giai trinh, tu dong hoa quy trinh vén hanh...

e Théach thic: Viéc trién khai Al can can nhic dung chubi gia tri, phan khic khach
hang, thi truong, dit liéu. C6 nhing linh vuc dit liéu han ché, Al kho trién khai.

e Ngan hang phai xay dung nén tang dir liéu chéc chan va lya chon chién lugc ap
dung Al phu hgp tung thai diém.

> B Sales & Distribuition * o Processing s Managemen 2
v (Customer) interaction Products and pricing Processes Reports and decision
Hyper-personalization Erciiness pﬂnmlll "L: Inf_ll,'ih and
Reta" : | expianatwon
Automated . - categarization;
social Inar!ca extraction EEIBEOry AR ANE
media advioe |e.g. mortgage gl
:"‘h‘:”a:} Campaign Marketing applications, Fraud detection In transactions
:‘:-"_f planning Watlet . :’Iﬂl”’- A {incl, armbarge, sanctions)
. i lickar estimation, inheritance Contract
I = and Indrvidual-
Small / medium cefter axeitlon, fsaionling | collateral business managament Liquidity forecasting
enterprises micro  marketing {jpre- potential
targeting Ivaluation estimation Early warning signals
{real estate) . from company networks.
Disclosure
K¥C analysis KYC analysis (document fraud)
Corporates analysis
Rating/scoring with sparse data
L I L |
Exciting interaction and sales Fast & efficient processes Better decision making

Potentis N
|pob amsessmant)  Ven high  Hh s

Su tham gia cia nhiéu ngudi choi méi (fintech, BigTech, start-up) khi€n nganh ngan
hang phaéi thay d6i nhanh, vin hanh linh hoat, thich Gng véi moi bién déng thi truong,
“ca nhanh nuét ca chdm” thay vi “ca 16n nuét ca bé” nhu ngay trude.
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Agile - Xiy dung t6 chic linh hoat la xu huéng bat buéc

BUSINESS
AGILITY
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e Xay dung t6 chirc linh hoat: Khai niém Agile da dugc thira nhan rong rai la giai
phap gitip ngan hang ton tai va phat trién trong ky nguyén s6. Linh hoat dong
nghia v6i kha nang dua khach hang vao trung tam, t6 chtc cac doi nhom lién
chiic nang, c6 trach nhiém ro rang, ra quyét dinh nhanh.

e Hiéu qua thuc tién: Nang cao su gan két nhan vién, su hai long khach hang, taing
hiéu suat hoat dong va tai chinh.

e Phuong phap trién khai: Scrum phat trién san pham theo chu ky lip (sprint), xay
dung cau trac td chirc tam thoi dé thir nghiém, sau d6 mé rong ra toan té chirc.
Nghién ciru cho thdy, 66% ngan hang danh gia Agile rat quan trong nhung chi
6% thuc su dat chuidn Agile Performer hodc Agile Leader. Viéc chuyén déi t6
chitc sang Agile can théi gian, phtt hgp thuc tién ting ngan hang.

Agile
o e
Agile i Agile Leader
Explorer
o |
Agile Denier 1 am
Agile
Prospect

Cong nghé, dir liéu va Al dang dinh hinh lai tuong lai nganh ngan hang, tit sdn pham, vin
hanh, quan tri cho tdi cach thic canh tranh. D€ thanh cdng, ngan hang can chuyén d6i
mo hinh kinh doanh toan dién, hién dai hoa cong nghé, xay dung van héa té chirc linh
hoat, dau tu manh cho nhan su va hé sinh thai s6. Hoan thién hanh lang phap Iy, ting
cuong hgp tac cong nghé, chtt dong sang tao va thir nghiém la chia khoa phat trién bén
viing trong 5-10 nam t6i. Tuy nhién, yéu to tién quyét van phai la thay ddi phuong thirc
lam viéc ctia méi t6 chiic va tiing ca nhén.
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trong cac co quan bdo chi truyén théng hang
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Platform.
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Market Trends for Digital
Banking

I Tam dich: Cac xu hudng thi truéng cho ngan hang sé

pién gia: Duong Quoc Ta
Giam doc Chuyén déi, Ngan hang Thuong mai C6 phan A Chéau (ACB)

Dién gid Duong Qudc Tu da chia sé goc nhin sau sic vé xu hudng, thach thirc va yéu té
thanh cong trong qua trinh chuyén ddi s6 cta nganh ngan hang tai Viét Nam, dya trén

hon 10 nam kinh nghiém thuyc tién.
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Go6c nhin kinh té hoc vé thj trusng

Dién gia ti€p can thi truong ngan hang s6 tai Viét Nam thong qua lang kinh kinh t€ hoc,
dinh nghia kinh t€ hoc 1a khoa hoc xa hoi lién quan dén viéc phan bd nguon lyc khan
hi€m ctia xa hoi dé dap mg nhitng mong muoén va nhu cau khong gidi han ctia nhan
loai. Quan diém nay gitip phan tich dong lyc thi truéng thong qua quan hé cung - cau.

Price

Economics

ol / Eauilibrium wg\plfdofthe

Q* Quantity’

Cau (Khach hang)

Nhu cau vé ngin hang s6 tai Viét Nam rat 16n va c6 nhiéu bi€n dong tich cuc:

e Mic do chiap nhén s6 hoa cao: 87% ngudi 16n ¢ Viét Nam da co6 tai khoéan, hon
90% giao dich dang trén nén tang s6. Diéu nay dugc thic ddy béi su gia tang
nhanh chéng ctia ngudsi dung di dong va Internet (hon 75% dan so).

e Thé hé 16n 1én trong ky nguyén s6: Khach hang da quen thudc vé6i cac ing dung
s6 nhu mang xa hoi, chat, mua sadm online va cac dich vu goi xe cong nghé.

Phén khtic khach hang tiém nang:

e Max (thu nhap dudi 200 triéu/nam): Can su ti€p can s6 hoéa nhung khong phai 1a
ngudn gia tri duy nhat.

e Upper Max (thu nhép 200 triéu - 1 ty/nam): Pay la tép khach hang c6 gia tri cao
nhat, s6 hoa sé cho 1 ntra doanh thu thu trong tuong lai, trong tai chinh sé di tir
diém nay. Nhém nay bao gom nhiing ngudi tré lam trong nhitng thanh pho 16n:
Ha Noi, Pa Ndng, TP. H6 Chi Minh va quen v6i cong nghé, trai nghiém, ho rat sdn
sang lam moi thit trén nén tang s6.
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Cung (Ngan hang, Té chic Tai chinh, Fintech)

Phia cung bao gom cac ngan hang truyén thong, ngan hang s6 va céng ty Fintech.

e Sy trudng thanh cia ngan hang s6: Mot s6 Newbank & Viét Nam da ra doi trong
khoang muGi may nam nay, tir Timo, Ubank dén T-NEXT.

e Dau tu manh mé vao s6 hoa ctia ngin hang 16n: T ndm 2017, cac ngan hang da
nhan ra s6 hoa la mot trong ba yéu cau 16n nhat va da dau tu rat 16n vao cac 16p
Engagement Layer, Integration API, nén tang di liéu va thay d6i Ngan hang 16i
(Core Banking).

e Chi phi dau tu cao va su canh tranh: Pau tu cta cac ha tang rat mic va vi du chi
dau tu 16p Martech & cac ngin hang “mau do”, khoang 75-100 triéu d6 la. Piéu
nay tao lgi thé canh tranh 16n cho cac ngan hang 16n c6 nguoén luc. Cac ngan
hang nho hon rat kho nhung néu khong dau tu sé chét.

e Phin hoéa trong téc do chuyén doéi: Cac ngan hang tu nhan di trude, cac ngin
hang qudc doanh theo sau nhung dau tu manh mé hon trong vai nam qua. Cac
ngan hang ¢d trung binh ciing bit dau 16 trinh dau tu.

Cac yéu té ho trg (Enablers - PESTLE)

C6 ba yéu td chinh da thac ddy qua trinh chuyén d6i so trong nganh ngin hang Viét
Nam:

e COVID-19: bay la yéu to rat 16n ma ngudi ta thay déi cudc choi nay & thi truong
Viét Nam. Dai dich t6i budc ngudi dan, ké ca nhiing ngudi 16n tudi va & vung
nong thon, phai lam quen véi hé théng s6 hoa do khong con lua chon khac. Cac
ngan hang da chudn bi truéc COVID-19 da ting trudng rat 16n.

e Chinh sach ctia Nha nuéc: Yéu t6 16n nhat anh huéng téi 16 trinh phat trién nay &
thi truong Viét Nam. Tuy nhién, can c6 su can bing: Ngan hang di nhanh hon
Nha nuéc thi sé c6 nhiéu rii ro, ngan hang di chim hon thi sé mat 1gi thé canh
tranh.

e Cong nghé (Pidc biét 1a Al): Al thay ddi 1¢i thé canh tranh bing cach cho phép cac
ngan hang, dic biét 1a nhitng ngan hang chua dau tu nhiéu vao ha tang dit tién,
tai tu duy trai nghiém tuong lai nhu thé nao. Al gitp tao ra trai nghiém vugt troi
va 1a co hoi dé chi€m dugec mdt s6 thanh phan trong mot s6 tép khach hang.

Bai hoc tu Viét Nam: Duc rat trong 10 nam gan day

MGi quan hé gilta Design Thinking & Agile

Dién gid nhan manh su can thiét cta viéc két hgp Design Thinking (Tu duy Thiét ké) va
Agile d€ dat dugc sy linh hoat trong kinh doanh (Business Agility):
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e Vin dé khi tach roi:
o Cac t6 chiic tip trung vao Thiét k€ 1ay con ngudi lam trung tadm va Lay
khach hang lam trung tdm nhung thi€u cach trién khai, dan dén viéc doi
Quan ly Trai nghiém khach hang (CX) bi danh gia la "khong c6 gia tri"
o Cac td chirc dau tu vao Agile nhu mot cong cu trién khai nhung thi€u
dinh huéng y tuéng, dan dén "Agile khong dau, khong dudi, khong ra gia
tri, sau thi dep luon.

e Sukét hop can thiét: D€ thanh cong thi phai hiéu dugc gia tri cia hai tu duy nay.

o Design Thinking (Pau vao): Bt ngudn tir Sy dong cam, hiéu khach hang
va hanh trinh ctia ho dé tao ra insight va gia tri.

o Agile (Trién khai): La cong cu dé trién khai cac y tudng tir Design
Thinking. Nhiing té chic thanh cong phai gin dugc Design Thinking véi
Agile chit khong phai tach riéng ra.

Cung cap trai nghiém khach hang tuyét vai

Dé tao ra su khac biét, cac ngan hang can tap trung vao 4 yéu té quan trong trong trai
nghiém khach hang s6 tai Viét Nam:

e Tin ciy & Bao mat: Ngudi Viét Nam con c6 sy nghi ngd doéi véi cac ngan hang do
lich st nganh khong lau doi va cac su c6 gan day. Ngan hang can tim cach dé tao
ra cam giac an toan cho khach hang, dic biét 1a cac giao dich phirc tap (dau tu,
bao hiém). Dién gia nhan manh, cac ngan hang co6 trach nhiém rat 16n véi xa hoi
va cOng dong trong viéc bdo vé nhitng ngudi 16n tudi, nhitng ngusi khong quen
v6i cong nghé dé khong bi roi vao nhiing trudng hgp do.

e Truy cip Da kénh: Du s6 hoda la xu thé, vai tro ctia chi nhanh van sé quan trong
trong 10 nam t&i. Ngan hang phai xay dung nhiing trai nghiém xuyén suot giita
kénh s6 va cac kénh khac. Hién tai, it ngdn hang Viét Nam lam dugc diéu nay
mot cach tron ven.

e Dich vy Ca nhan hoda: Cung cip cac uu dai va tuong tac phu hgp cho tiing khach
hang tai dang thoi diém. Day 1a yéu t6 kho va ton kém, nhung Al sé giap ich rat
nhiéu va 1a co hoi dé tao ra su khac biét.

e Tdc do & Pon gian: Trong thé gii ban ron, cac giao dich co ban can nhanh. Cac
giao dich phtic tap can dugc don gidn hoa thém. Can hiéu siu séc hanh trinh va
cam xudc ctia khach hang qua Thiét k€ 1y con ngudi lam trung tam dé xay dung
giai phap phu hop.

Xay dung ddi ngi dé tao ra trai nghiém
DPé chuyén ddi s6 thanh cong, can mdt cach ti€p cin xuyén sudt va tap trung vao con
nguoi:

e Cach ti€ép can chuyén déi so:
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1 Ap dung cong nghé:

Mé dt rong cho viéc trién khai ndi by va két ndi bén ngoai qua OpenAPI.

2 Thay i chudi gi4 tri va mé hinh:

M6 dit liéu dé hiéu khach hang va dua ra giai phap pht hgp.

3 Thay ddi con ngudi:

Dén dit toan bd nhan su cung di trén 1§ trinh nay, truyén dat rd rang cau chuyén
chuyén déi.

4 Gia tri mang lai r6 rang:

Do ludng gia tri cu thé tir dau tu sé hoa.

5 Xay dung d6i ngii xuyén suét va mé hinh Agile:
e Xay dung Doi ngii Hiéu suit cao (DOGOOD)
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o

ba dang: Doi ngii nho, da dang vé tudi tac, gidi tinh, kinh nghiém trong &
ngoai nganh dé c6 dugc goc nhin da chiéu.

Quy luat 1/3: Khoang 1,3 1a ngudi cii (dan dit), 23 1a ngudi mdi (tao
dong luc).

i t6t: Co gi diing d6, ding 6 chd dit diéu kién réi méi lam.

Nguoi khéi xu6ng: Tim nhitng ngudi c6 sic hit trong nganh s6 héa dé ho
dan dit va thu hat thém nhan su.

Thué ngoai va truc ti€p: D€ nhanh chéng mé rong quy md, can két hgp
thué ngoai va dao tao ndi bo.

Tinh than thép: Tim nhiing ngudi that sy mudn thay déi, ho rat yéu té
chirc, rat tin vao cdu chuyén chuyén d6i nhung chua c6 moi truong
phat huy.

e Lam thé nao dé Giir chan va Tao dong luc (PEACE):

o

Péi ngd: Luong cao trung binh, bt dip bang van hoa, trai nghiém va kinh
nghiém vugt troi (EVP).

Trao quyén: That sy trao quyén va lic trao quyén ma ngudi ta lam khong
ra, khong dugc mang chti, khong duge dap ma phai gitp d&, nang da ho.
Hanh dong: Chdp nhan ri ro, 51% 1a di dé chay, khong chd dgi su chic
chin dén 95-99% thi qua cham.

Giao ti€p: Truyén dat thuong xuyén chién luge, 1y do va két qua dé moi
ngudi hi€u va tin tudng.

Moi trudng: Tao moi trudng, van hoa, nang cap céng cu dé moi ngudi lam
viéc hiéu qua.

e Yéu té Quan trong: VUL Tao co hdi cho moi ngudi vui vé, bo di rao can, tang
cudng sy tin tudng va tuong tac dé dat két qua tdt hon.
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Have FUN =0)

Xay dung mo hinh van hanh SCALED (Phudng thuc lam
viéc Agile)

DPé trién khai Agile trén quy mo 16n, dién gid chia sé kinh nghiém cac yéu té dé
thanh cong:

e Tim ki€m sy dong thuén: Gidi thich cho lanh dao hiéu nguyén tic Agile dé ho tao
khong gian va tng hé d6i ngi. "Ho khong thé hi€u cach lam nhu thé nao, nhung
d hiéu dé tao cho minh khéng gian."

e Giao ti€p: Chii dong chia sé vé cach lam, k€ hoach va két qua ctia cac ddi nhom
Agile dé lan toa thong tin.

e Thich Umg: “Be Agile” chir khong phéi “Doing Agile”. Hiéu ring Agile 1a mot
phuong phap luin dé dat muc tiéu, can linh hoat diéu chinh cho phu hgp véi bai
canh va ADN cta tiing ngan hang, tranh "bénh Agile" cliing nhéc.

e Lam viéc cung dia diém: It nhat trong giai doan dau, cac ddi can lam viéc cung
nhau dé xay dung niém tin va su gin két thong qua tuong tac hang ngay.

e Lam guong: Lam that, hoc that, va trén bai hoc d6 phai chia sé that trén hé
thong minh da lam nhiing gi, khong lam dugc nhiing gi. Piéu nay giup tao dung
long tin.

S6 thich ctia ngudi tiéu dung doi voi ky thuat s6 sé tao ra co hoi

Canh tranh tu phia “cung” s€ gia tang

Chinh pht va cong nghé sé la nhiing yéu t6 then chét

Trai nghiém khach hang xudt sic sé 1a yéu t6 chién thing!

Hay tim nhitng ngudi “DOGOOD” va mang lai cho ho “PEACE”

St dung “SCALED” nhu mét cach ti€p cén dé xay dung phuong thirc lam viéc Agile
& quy mo 16n
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Dan dau thj truong Internet tai Viét Nam, VCCorp la
ngudi di tién phong trong tat ca cac Iinh vuc phuc vu
trén 50 triéu ngudi dung internet

Gan 30 website
thuoc s hiru doc quyén

Top 3cong ty

phat hanh game trén

nén tang di dong véi
thuong hiéu Sohagame

Hon 200

website uy tin

Hé sinh thai
chuyén déi s6

BizFly

Phuc vu
hang ty lugt xem
moi thang

La don vi
xay du'ng Lotus
mang xa hoi do ngudi
Viét Nam lam chu.
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Driving Digital Transformation:
Lessons from Building the First
ASEAN Digital Bank

Tam dich: Dan dat Chuyén d6i Sé: Bai hoc tu viéc Xay
dung Ngan hang Thuan So6 Pau tién cua Péng Nam A

.

=
S
Ty

pign gia: Dennis Khoo
Nguyén Giam ddc Ngan hang sé TMRW, UOB

29



Bai trinh bay ctia dién gid Dennis Khoo phan tich siu sic nhiing thach thiic cot 16i khién
phan 16n n6 luc chuyén déi trong cac té chirc 16n, dic biét la nganh ngin hang, thuong
khong dat dugc két qua mong mudn.

Tai sao hau hét cac du an chuyén doéi that bai?

Dién gia Dennis Khoo mé dau bang viéc khéng dinh ring hau hét cac du an chuyén ddi déu
that bai. Theo 6ng, ngay ca nhing cau chuyén thanh cong dugc quang ba rong rai ciing
thuong khong phéan anh thuc t€ - sdn phdm hoac dich vu duge chuyén ddi c6 thé ton tai,
nhung thyc t€ lai it hodc khong dugc khach hang st dung. Nguyén nhén cta ty 1€ that bai
cao nay chinh la sy phtc tap von c6 trong cac nd lyc chuyén doéi.

resistance from managers confused leadership

emp lack of co-
o resistance to change  ordination
fear of losing

e lacking common
their jobs

Mot a technical issue i r i understanding and
culture but a cultural RSL OIS Tk goals

challenge o :
< placing techno at the center

olders across levels failure to set a vision of digital transformation
business units, and tie it to strategy
partners), and governance

misaligned goals and

not approaching inadequate
it as a business

not proactively narrowing lacking o-..'e-restimatir[g br.-*_nehts
alent gap nec ab and underestimating

Dit liéu phan tich tir gan 3.000 cong ty va 10.000 giam ddc diéu hanh da chi ra nhiéu
nguyén nhin din dén that bai. Phé bién nhit la thi€u nguon nhan lyc s6, danh gia thap lgi
ich va phong dai chi phi. Tuy nhién, dién gia ciing chi ra mdt van dé quan trong hon: cac
cong ty hién nay thudng tap trung qua muc vao cac khia canh nhu cong nghé va lgi nhuin
ngin han, trong khi xem nhe céc khia canh nhu con ngudi, van hoa va su thau hiéu khach
hang. Ong nhian manh ring tat ca cic yéu té déu quan trong va can dugc xem xét mot cach
toan dién.

Su phuc tap hién dién khap noi

Mot trong nhimng 1y do chinh khi€n chuyén ddi kho khén 1a sy phtc tap c6 mat khap moi
noi trong té chitc. Cac cong ty 16n, dic biét 1a ngan hang, cuc ky phiic tap.
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1. Selling Online

8. Engage Online
= Personalise
* Proacti
* Influence De

7. Robotics tg!. it | 3. Data-Driven Decisions
Replace Human Action ot Systems = Better Decisions

+ Replace Humans

6. l_-°_9'5"°§ : 4, Raw material & Intermediate supply chain
Deliver & Track Goods Supply-Chain Management

5. Manufacturing Barkend Transtarmation
: 3, Comprany wide Transtarmatiar
Create Physical Goods e

Khac véi cac startup, cac cong ty hién nay phai doi mit véi nhiéu rang budc, trong do co
cac quy dinh chat ché. Du giao dich ngan hang chi la nhiing con s6 trén may tinh, nhung
moi quy trinh déu doi hoéi thai gian dai d€ hoan thanh. Sy phtc tap nay thudng khién té
chitc cam thdy choang nggp. Khi d6i dién véi tinh trang nay, phan tng thong thuong la chi
tap trung vao mat khia canh, vi du nhu trién khai GenAl ma khong can nhic ky cac trudng
hop st dung phu hgp, phuong phap x ly dir liéu, cach ngan chén sai léch, hay viéc phan
cong trach nhiém quan ly dit liéu.

Tinh hinh cang tré nén nghiém trong do sy ton tai ciia cac silo trong té chirc. Cac phong
ban thuong chi quan tdm dén pham vi kiém soat ctia minh ma khong nhin thay hodc khong
sdn sang lam viéc tai cac diém giao thoa. Dién giad Dennis Khoo nhidn manh rang thanh
céng nam & nhitng diém giao thoa nay.

Chuyén doi thuc su la gi? Mot cach tiép cdn toan dién

Dién gid Dennis Khoo dinh nghia chuyén déi thuc su la mot sy thay ddi co6 tac dong 16n,
thuong sé phai c6 4nh huéng 16n t6i khach hang va thuong c6 pham vi rat rong, rat kho dé
quay trd lai trang thai ban dau. Vi pham vi rong nay, chuyén déi tit yéu sé lién quan dén
nhiéu phong ban va pha v rao cén giita cac bo phan.

Dé doi pho véi su phirc tap va thuc hién chuyén d6i thanh céng, dién gid Dennis Khoo dé
xudt mot cach ti€p cin toan dién. Cach ti€p cin nay két hgp cam két gia tri, mo hinh kinh
doanh va nang luc cta té chiic thanh 04 khia canh va 19 yé€u t6 thiic ddy can dugc quan ly.
Ong khing dinh mé hinh nay c6 thé 4p dung cho moi nganh.T4t ca nhitng yéu té nay tao
nén bic tranh toan canh ciia chuyén déi ngan hang.
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People & Leadership _ Customers

Capabilities - , : Business

Can phan biét giira s6 hoa (s6 hoa cac quy trinh hién c6, nhu quéan 1y kho hang ky thuat so)
va chuyén ddi s6 (chuyén ddi toan dién t6 chirc v6i s6 hoa 1a mot phan cta sy thay déi).
Chuyén déi s6 can nhiéu yéu té khac ngoai cong nghé.

Ba budc thuc tién quan trong dé tién hanh chuyén doi

Tt cach ti€p cin toan dién do, dién gia Dennis Khoo da dua ra ba budc thuc té€ cot 16i ma
cac t6 chirc c¢6 thé thuc hién:

Idea-to-Innovation Systems Thinking Design vs Agility

Desirable - Viable
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1 T Y tuéng thanh Pi méi: Can phan biét rd rang giita "y tuéng" va "ddi méi". Cau hai

then chét 1a: "Quy trinh d€ chuyén mot y tuéng thanh mot ddi méi trong té chitc ciia ban la
gi va ai chiu trach nhiém cho né?" Rit it t6 chirc c6 céu tra 16i r6 rang cho cau hoi nay.
Thudng thi t6 chirc chi lam theo ¥ kién ciia cdp trén. Tuy nhién, trong mot thé gisi phic
tap, cap trén khong phai lac nao ciing dung. Khi quy trinh nay khéng hiéu qua, t6 chic sé
lién tuc trugt muc tiéu, lang phi nguodn luc va che day that bai bang nhiing cau chuyén
thanh cong gia tao. Thyc t€ cho thay ty 1é y tuéng thanh cong rat thap, tham chi chi1,/400
hodc thap hon.

2 Tu duy Hé thong: Trong mdt t6 chiic, moi thir déu két ndi v6i nhau. Tuy nhién, rat it

ngudi nhin thdy dugc bic tranh toan canh va cac méi lién két nay. Tu duy hé thong la kha
nang nhin nhén té chitc nhu moét hé théng phirc tap. N6 bao gom viéc:

e Hiéu r6 hiu qua ctia mdi hanh dong.

e Nhan biét cac vong 1dp tuan hoan (circular loops) va tac ddng ngugc cta chung.

e Tan dung cac diém don bay (leverage points) - nhitng noi mdt thay d6i nho co thé
tao ra tac déng 16n nhat.

e Ti€p nhan cac quan diém khac biét - cht dong tim ki€m va 1ing nghe nhiing y kién
trai chiéu.

e Ludn xem xét toan bo birc tranh.

e Chip nhin su phtc tap thay vi né tranh no.

Hiéu cach cac by phan phdi hgp dé tao thanh mot téng thé hoan chinh. Dién gia Dennis
Khoo chi ra riang trong hau hét cac té chirc, khong c6 ai dugc giao trach nhiém theo doi va
quan 1y toan bd hé thong nay.

3 Thiét k€ va Tinh linh hoat: Diy 1a su cin bang quan trong ma it ngudi dé cap. Dién gia

Dennis Khoo 14p luan rang viéc chi nhan manh vao tinh linh hoat (iy quyén moi th{r) ma
thiéu thiét k€ chién lugc tir cap cao nhat la "khong cé co hoi thanh cong”.

e Thiét k€ la qua trinh thyuc hién cac danh déi chién lugc gitta duge khach hang yéu
thich va tinh kha thi vé thuong mai. Ong giai thich ring khong thé déng thasi dat
dugc ba yéu td: duge khach hang yéu thich (desirability), tinh kha thi vé mat ky
thuét (feasibility) va tinh kha thi vé mat kinh doanh (viability) ma khong c6 sy danh
d6i. Thiét k€ doi hoi viéc dua ra cac quyét dinh kho khan. Day la cach ti€p cin "chdm
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ma chic dé tién nhanh". Viéc xac dinh ngudi chiu trach nhiém dit cau hdi va thuc
hién danh déi chién lugce 1a then chot.

e Tinh linh hoat (Agility), dic biét la Agile trong phat trién phan mém, tap trung vao
viéc pha bé cac silo td chirc, xay dung vong 1ap phan hoi va cai tién lién tuc. Phuong
phap nay bat dau v6i dinh huéng linh dong, linh hoat d€ thay déi (co6 chon loc), va ap
dung nguyén tic lam nhanh, that bai nhanh.

e Su can bang: nhan manh tam quan trong cta viéc cin bing gitra thiét ké (lam viéc
cham réi, c6 chi dich) va linh hoat (di chuyén nhanh, co dong). Tinh linh hoat giai
quyét dugc cac van dé xuyén silo, nhung nhitng quyét dinh chién lugce c6t 16i can
xudt phat tu thiét ké cap cao.

Chuyén ddi s6 1a bat budc, tuy nhién ty 1é thit bai van rit cao. Nguyén nhan chinh xuat
phat tir sy phic tap von c6 ciia cac té chirc 16n, dic biét la tinh trang phan manh (silo),
cung véi viéc thi€u mdt cach ti€p cin toan dién. Dién gid Dennis Khoo dé xuit mot
khung giai phap thuc tién gom ba tru cot: xay dung quy trinh chuyén héa y tuéng thanh
déi moi, ap dung tu duy hé thong, va tao su can bing gitia thiét ké chién lugc (di chuyén
cham dé tién nhanh, dua ra nhitng danh déi cdt 16i tir cap cao) va tinh linh hoat (hanh
dong nhanh, ldp lai, pha v rao can).

Dién gia Dennis Khoo két thic bai tham luidn vé6i ba cau hdi then chot danh cho cac nha
lanh dao va chuyén gia chuyén ddi so:
1. Quy trinh chuyén ddi tu y tuéng thanh d6i méi ctia cong ty ban la gi va ai chiu
trach nhiém vé quy trinh d6?
2. Lam sao dé nudi dudng tu duy hé thong & quy mo 16n trong t6 chirc?
3. Su can bing gitta thi€t ké va linh hoat trong td chitc ban hién & dau, ai ddm nhan
vai tro thiét ké, ai phu trach tinh linh hoat, va méi quan hé giira hai yéu t6 nay ra
sao?
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POl TAC CHIEN LUGC
CUA ATLASSIAN

VA SCALED AGILE,INC.
TAI VIET NAM

Vé BiPlus 150+ nhan su chat luogng cao

Nam 2021, BiPlus chinh thuc tré thanh Doi tac
70 40 10 10

Giai phap cua Atlassian vai téc do tang trudng
an tuong 500%/n3am. Atlassian Clogd ITSM Cloud migration
developer engineer consultant consultant

V&i chuyén mén sau rong, déi ngl nhan su chat

lugng va quy trinh dat chudn quadc té, BiPlus la 8 8 2 2

dc‘)l tac Cur_‘g cap C,“Ch vd AtIaS:SIan V?Atu van, Ky su Atlassian Scaled Agile Atlassian

dao tao, trién khai SAFe chuyén nghiép cho Atlassian consultant consultant Certified Expert
hon 50 tap doan I&n thudc VNR500.
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AGLENT-FEALE Certilieod
Solutions

A ATLASSIAN A ATLASSIAN : iy Architect

Solution Portner Salution Patnar

Vi sao BiPlus 1a déi tac dang tin cay cla cac tap doan?
Chuyén du an I6n ¢ Kinh nghiém day dan « Poi ngli xudt sac

Dich vu Atlassian tron goi

D @ o

Cung cdp ban quyén Trién khai va tuy chinh Cét chuyén I1én cloud Phét trién va tich hop
phan mém Atlassian phan mém Atlassian (Cloud Migration) plugin

Dich vu IT/ dich vu khac

</> O O,

IT outsourcing Managed services Chuyén ddi Agile Cung lng nhéan sy IT

Ms. Thao Bui Phuong « COO X t@biplus.com.vn . +84 979438100
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e 3

How and How Not to Use a
Consulting Firm

Tam dich: Cach lam viéc hiéu qua véi cac don vi tu
van

pién giz: Jungkiu Choi

Cd van cap cao, Boston Consulting Group (BCG)

Nguoi diéu phoi: Dennis Khoo
Nguyén Giam doc Ngan hang s6 TMRW, UOB
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Cudc doi thoai gitta 6ng Jungkiu Choi va 6ng Dennis Khoo da di sau vao mot trong
nhitng cht dé thuc tién nhat doi voi cac té chitc hién dai: lam thé nao d€ sir dung dich
vu tu van mot cach hiéu qué trong qua trinh chuyén déi. Vé6i hon 35 nam kinh nghiém
trong nganh ngan hang va tu van, dién gia Jungkiu Choi khéng chi phén tich nhiing diéu
can 1am, ma con chi ro cac sai lam phd bién - tir viéc xdy dung yéu cau tu van qua dai
dong, dén cach quan ly mang tinh hinh thic ma thiéu chién lugc hanh dong thuc tién.

Ky Uc tU Viét Nam va kinh nghiém toan cau

Dién gia Jungkiu Choi mé& dau bang cach chia sé lai nhitng nam dau lam viéc tai Viét
Nam tir nam 1996, noi 6ng khong chi hoc héi duge nhiéu bai hoc thuc tién trong kinh
doanh ma con trai nghiém mot méi truosng van héa doc dao. Ong ting 1a ngudi chiu
trach nhiém phé duyét tit ca cac du an tu van tai ngan hang Standard Chartered trén
toan bd 77 qudc gia, diéu nay gitip 6ng c6 goc nhin da chiéu tir ca hai phia: phia ngudi sir
dung va phia ngudi cung cdp dich vu tu van.

Ngudi diéu phdi Dennis Khoo ti€p 16i bang cach gisi thiéu Jungkiu nhu mét truéng hgp
hiém hoi ting trai nghiém ca hai vai tro. Ong nhén dinh ring trong béi canh hién nay,
gan nhu moi ngin hang déu sir dung dich vu tu van - tir nhitng hang tén tudi nhu
McKinsey, BCG - va thach thitc 16n nhat khong nam & viéc lya chon tu van, ma 1a 1am
sao d€ hgp tac mot cach hiéu qua va thuc chat.

Tu duy thuc tién - Bit dau tif muc tiéu ré rang

Dién gid Jungkiu Choi chia sé mot vi du dién hinh vé su thanh c6ng dén ti tu duy chién
lugc 1o rang. Vao nam 1998, sau khiing hoang tai chinh chau A, chinh phit Han Quéc da
thic diy phuc héi tinh than dan tdc thong qua van hoa dai chting nhu K-pop va phim
truyén hinh.

T d6, 6ng nhan manh rang bat ky té chirc nao ciing can bat dau bang muc tiéu cu thé,
vi du nhu: rt ngan thdi gian x{ 1y tir 27 ngay xudng con 20 phut, thay vi nhitng khiu
hiéu mo hé nhu tré thanh ngan hang tét nhat thé gisi. Ong ciing cdnh bao ring viéc xay
dung cac bd ho so mdéi thau (RFP) dai dén 1.500 trang chi khi€n moi thir thém réi rdm, vi
chtta qua nhiéu yéu cau khong thyc sy can thiét. Té hon nita, nhiéu td chirc con méi tu
van trong khi ndi bd chua dat dugc dong thuan, diéu nay dé dan dén tinh trang cac bén
chi trich 1an nhau va khién du an that bai.

Nguoi diéu phoi Dennis Khoo chia sé thém, ong da thay nhiéu RFP dugc hinh thanh tir
su tich lily cAc mong mudn rdi rac tit nhiéu phong ban, ma khéng c6 ai diing ra lam chd.
Hé qua la khong ai thuc su chiu trach nhiém vé két qua cudi cling.
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Nhiing khai niém trong diém ti thuc tién toan cau

Dién gia Jungkiu Choi tiép tuc dua ra bon khai niém chién lugc phan anh nhiing gi 6ng
tiing ching kién trong cac t6 chiic 16n trén thé gidi.

e “Last 1.000 Days™ ngu y rang ba nam gan day thé gidi da trai qua rat nhiéu bién
dong. Khéng ai c6 thé dy bao duge nhiing bién dong do, do do, viéc tao ra nhing
bang tinh Excel khdng 16 nham kiém soat tuong lai chi 1a mot dang 4o tuéng
kiém soat.

e ‘“Fantasy of Control”: Theo 6ng, nhiéu t§ chitc dang bi cuén vao viéc quan ly cac
chi ti€t qua nhd (nhu sai s6 0.001%) ma quén mit birc tranh 16n. Viéc c6 ging
kiém soat moi thir thay vi hoc cach thich ing va phan ung linh hoat da va dang
tré thanh rao can 16n trong qua trinh chuyén dai.

e Van dé t6 chuc bi chia cit thanh cac silo. Khi cac phong ban hoat dong biét 1ap
va dua ra cac yéu cau tu van riéng biét, két qua la nhitng san phdm nhu 2.000
chatbot phat trién riéng ré - mét con s6 16n nhung lai khong mang lai cai thién
thuc chat vé niang suat. Su thi€u két noi chién lugc dan dén lang phi va mau
thuan gitta cac nd luc cai tién.

e “Time Machine”; Ong dua ra vi du ring néu c6 thé quay lai nAm 2006 va canh
bao Citi hay AIG vé cudc khiing hoang tai chinh sip dén, diéu do ciing sé vo
nghia néu ban lanh dao dang “say men thanh c6ng” va khong mudn nghe. Bai hoc
cot 16i 6 day la: néu lanh dao khong tin, thi ngay ca su that cling khong giup ich
dugc gi.

Chat lugng tu van phu thudc vao chinh lanh dao

Dién gia Jungkiu Choi két luan ring chat lugng cta bat ky du an tu van nao ciing khong
thé vugt qua tdm nhin va cam két ctia ban lanh dao. Nhiéu t6 chirc ky vong tu van sé
dua ra nhiing y tuéng ky diéu nhu Google hay Tesla, nhung d6 1a sy hiéu nham ban chat
cdng viéc tu van. Cac cdng ty tu van khong phai 1a nhiing nha phat minh - ho cung cap
mo hinh mau, kinh nghiém va dit liéu tir cic nganh tuong tu. Ong 14y linh vuc Fintech
1am vi du: chi c6 2% startup ton tai sau 10 nam, va that phi Iy néu yéu cau tu van thiét
ké mo hinh dé chic chin lot vao nhom 2% do.

Nguoi diéu phoi Dennis Khoo dua ra mot ggi y thuc té: diéu quan trong l1a st dung tu
van dé kiém nghiém y tudng, xac dinh rii ro va phan bién chién lugc. Diéu nay dic biét
c6 gia tri khi d6i ngii ndi bo chua di manh hodc thi€u ngudi c6 nang luc dat cau hoi
dang lac.

Cau chuyén thanh céng: Tu ly tuéng dén thuc thi

Dién gid Jungkiu Choi chia sé hai du 4n ma ong danh gia la thanh céng dién hinh trong
su nghiép.
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e Du an dau tién la v6i Samsung vao nhitng nam 1990, khi Cht tich tip doan dit ra
mot cau hoéi cho 6ng: “Thuong hiéu Samsung & ngoai top 500 toan cau. Truéc khi
t6i mat, anh c6 thé dua noé vao top 10 khong? Hay ndi tdi cach lam.” Chi mét cau
hoi, khéng phai RFP 1.000 trang. Mot muc ti€u rat ro rang.

e Du an thi hai 13 tai mot ngan hang & Viét Nam. Ban dau, ngan hang nay xt Iy ho
so trong 29 ngay va ty 1é lam dung ngay lan dau chi dat 20%. Sau khi ap dung
phuong phap quan tri linh hoat (Agile), trién khai MVP theo tung Quy, va dic biét
1a c6 sy tham gia tryuc ti€p ctia CEO méi tuan, ho da rat ngin thdi gian xi ly
xu6ng con 20 phut va dat ty 1€ lam dang ngay lan dau 1én t6i 99%. Trong qua
trinh d6, khéng con Powerpoint nita, chi lam thuc té, theo doi trén tudng, Excel,
két qua hé thong. Giai doan chuyén giao cling dugc thuc hién rat chién lugc:
MVP dau tién do tu vdn dan dit, MVP thir hai cung trién khai, va MVP thi ba dé
khach hang hoan toan tu van hanh. M6 hinh nay dugc tom gon thanh cong thirc
“Build - Operate - Transform”. Pay ciing la mét trong nhitng du an ma 6ng danh
gia 1a thanh cong nhat vi khach hang khong con can dén tu van nita.

Ngudi diéu phoi Dennis Khoo téng két budi tro chuyén béng 16i cam on sdu sic va nhan
dinh rdng nhiing chia sé cta dién gia Jungkiu Choi khong chi thuc t€, ma con mang tinh
dinh huéng cho nhiing té chitc dang budc vao giai doan chuyén déi.

Tu van hiéu qua khong ndm & viéc chon ding cong ty, ma & cach lanh dao dinh huéng
muc tiéu ro rang, cam két trach nhiém cu thé, va sin sang thay ddi. Trong thoi dai ma
moi té chitc déu d6i mat véi ap luc chuyén ddi, viéc chay theo nhitng bao cao dai dong
hay benchmark khong mang lai nhiéu gia tri bang viéc tap trung vao két qua thuc té. Tu
van khong phai 1a ngudi lam thay, ma 1a ngudsi dong hanh, hé tr¢ hanh trinh. Va chuyén
déi that sy - nhu dién gia Jungkiu Choi nhan manh - chi bt dau tir bén trong: tir tu duy
ctia chinh ngudi lanh dao.
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Global Trends of Enterprise
Agility Transformation

Tam dich: Cac xu hudng toan cau vé chuyén doi

linh hoat trong doanh nghiép

pién giz: Ola Gedenryd
Chuyén gia tu van trién khai SAFe®,
Ca van phat trién doi tac SAFe
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Ban trinh bay cta Ola Gedenryd tip trung vao cac xu huéng chinh va cac yéu té6 quan
trong dé cac doanh nghiép phat trién manh trong béi cdnh toan cau ngay cang bi€n dong
va phtic tap. Ong nhian manh sy can thiét ciia tu duy linh hoat, 1dy khach hang lam trung
tam, tuan thi chién luge va tich hgp Al ¢6 trach nhiém

Boi canh va thach thic hién tai
Thé giéi hién nay dang d6i mét véi nhitng thay d6i nhanh chong va lién tuc, duge biéu hién
bdi:

e Bt 6n chinh tri: Chung ta dang & trong thé gi6i ctia su bat 6n chinh tri. Cac yéu to
nhu thué€ quan va gian doan chudi cung Gng la nhiing vi du r6 rang.

e Thach thitc vé méi trudng: Ap luc méi trudng, bao gom cac su kién thdoi tiét cuc
doan nhu li lut, dang ngay cang gia tang.

e Quy dinh va tudn thi: Cac quy dinh méi, dic biét 1a vé ESG (Moi trudng, Xa héi va
Quan tri), dang xuat hién va yéu cau cac doanh nghiép phai tuan thii nghiém ngat
dé tranh mat gidy phép hoat dong hoic d6i mat véi cac hinh phat.

e Téc d6 thay d6i ngay cang nhanh: Diéu nay tao ra ap luc 16n 1én cac nha lanh dao va
nhan vién, nhitng ngudi phai dua ra nhiéu quyét dinh trong boi canh trach nhiém
cao.

Cac xu huéng chuyén doéi chinh

Dua trén kinh nghiém tir hon 20.000 khach hang trén toan ciu, hon 2 triéu ngudi dugce dao
tao va cac cudc khéo sat khach hang, c6 bon xu huéng chinh néi bat trong viéc thic day su
linh hoat ctia doanh nghiép:

We have listened to our customers and want to share the
trends

SAFe' at
a Glance
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1. Ti Tu duy Dy 4n sang Tu duy San pham: Mt Su Thay Péi Tu duy Co ban

e Tro choi Hitu han (Finite Game) va Tro choi V6 han (Infinite Game):

o Tré choi Hitu han (Du 4n): C6 pham vi rd rang, thdi gian xac dinh, quy téc va
két qua co6 thé du doan dugc.

o Tro choi Vo han (San phdm): Khong c6 diém két thic xac dinh. Muc tiéu 1a
duy tri hoat dong cang lau cang tot, lién tuc phat trién va thich nghi. “Ban
khong thé thing mot trd choi vo han véi tu duy hitu han”. (Simon Sinek)

e Su kém hiéu qua ciia tu duy dy an trong thé gi6i thay d6i nhanh chéng: Viéc co
gang ap dung mdt pham vi c6 dinh (tu duy hitu han) vao mdt th€ giGi thay d6i nhanh
chong khong con hiéu qua.

e Tép trung vao Két qua (Outcome) thay vi San lugng (Output): Cac té chiic thuong
chi tip trung vao viéc cai thién hiéu suit cta cac nha phat trién (chi€ém khoang 8%
tong thoi gian) ma bé qua 92% thdi gian danh cho cac hoat dong trudc va sau qua
trinh phat trién IT. Di€éu quan trong la phéi nhin vao ding thi va tip trung vao két
qua dau tién, két qua dau tién 1a song sot.

2. P3i méi sang tao 14y khach hang 1am trung tim: Trong tim cda tinh linh hoat trong
doanh nghiép

e Phan hoi lién tuc: Cac cong ty can lién tuc thu thap phan héi tir khach hang, khong
chi & giai doan dau ctia du an.

e Thich nghi véi thi trudng thay ddi: Thi trudng dang thay d6i rat nhanh. Viéc c6 cac
vong phan hoi lién tuc 1a can thiét € dam bao cac giai phap phu hgp véi nhu cau
lu6n thay d6i ctia khach hang,

e Tu duy am anh béi khach hang: Amazon, ho bi am anh béi khach hang, nghia la ho
ludn to mo.

3. Kha nang tuén thia duge vi nhu mét 1gi thé canh tranh

e Tir ndi s¢ hadi dén co hoi chié€n luge: Ban dau, tuan thi thudng duge coi la mot ganh
ning, gy chiam tré va tiéu ton nguon luc. Tuy nhién, né nén dugc nhin nhin nhu
mot 1gi thé chién luge va mot co hoi chién lugc.

e Tich liy kinh nghiém lich st Cac quy dinh tudn thti thudng xuat phat ti nhiing bai
hoc dat gia trong qua khi, giap ngan chan cac van dé tuong tu tai dién.

e Quy dinh sé khong bién mat: N6 sé chi ngay cang nhiéu hon. Do d6, viéc xay dung
nang luc tuan thtt manh mé 1a diéu can thiét.

4. Tri tué Nhan tao (AI)

e Ting toc dang ké: Al co thé hoan thanh cac tac vu trong vai phat ma truée diy mat
hang tuan.

e Mirc 46 ap dung hién tai: 41% khach hang da sir dung mot s6 cong cu Al gidi han, va
chi 12% c6 cach ti€p cin rong hon. Chi 28% nhan vién st dung Al trong céng viéc
hang ngay, chit yéu trong cac hoat dong ndi bg.
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e AI c6 trach nhiém (Responsible AI): N6 la mot siéu nang luc dang dén va n6 co6 thé
cuc ky nguy hiém néu ban khong st dung mot cach ¢6 trach nhiém. Viéc dadm bao Al
c6 trach nhiém 1a quan trong nhu tat ca cac quy dinh tudn tht khac ma chiing ta
dang thuc hién.

e Vai trd ctia Al trong mo hinh van hanh san phdm: Al c6 thé ting cudng luc lugng
lao d6ng, ty dong hoa viéc vi€t ma (cac nhém ngay cang it viét ma hon, thay vao do
la day Al viét ma).

e Do ludng gia tri AI: Can dam béo cac khoan dau tu vao Al mang lai gia tri thuc sy,
khong chi la cong nghé.

e Lanh dao trong ky nguyén AI: Chiing ta can ngiing quéan 1y con ngudi. Chang ta can
lanh dao hé thong.

M6 hinh van hanh san pham é quy mé Ién va quan ly danh
muc dau tu tinh gon (Lean Portfolio Management)

Maturity in each of the SAFe Core Competencies

80% 73%

65%
o, ] 54%
Bt I 45% 399 45%
40% — . 33%
0% — : , : ; : —
Lean Agile Continuous Team and Agile Product Enterprise Lean Portfolio Organizational
Leadership Learning Technical Management Solution Management Agility
Culture Agility Delivery

e Mo hinh vin hanh san pham: Mot cach ti€p cin dé tao ra méi trusng d6i mai, gitp
cac té chiic cung cdp cac tinh nang déi méi cho khach hang nhanh hon, tét hon, ré
hon d6i thit canh tranh.

e Do luong su truéng thanh:

o Cap dé nhom va ky thuét (DevOps): Mic do trudng thanh cao (73%).

o Lanh dao va quan ly san phdm: Mirc d6 truéng thanh thap hon.

o Quén ly danh muc dau tu tinh gon (Lean Portfolio Management): Mic do
trudng thanh thap nhat nhung tiém nang cao nhat.

e Tam quan trong ctia Quan 1y danh muc dau tu tinh gon (LPM):

o Dam bao su dong bo gilta muc tiéu chién lugce va giai phap ctia cong ty.

o Thuc ddy cac nha lanh dao véi chién luge, y dinh, tam nhin ro rang va ngan
sach danh muc dau tu.

o Tao ra mdt ludng cac co hdi kinh doanh (epics), khuyén khich thir nghiém,
hoc héi nhanh va lay khach hang lam trung tam.
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o H6 trg cac nhom lam viéc 1au dai (long-lasting team) bang cach cip von cho
ho va lién tuc do ludng, phan héi vé chién lugc.

e Vi du thuc té:
o  Fifth Third Bank: Chuyén déi tir hon 300 du an Waterfall nam 2018 sang md
hinh van hanh san pham day da v6i 230 nhom Agile vao nam 2024.

Fifth Third Bank Overview
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o FedEx: Piéu hanh toan bd td chitc bang cach st dung quan ly danh muc tinh
gon (LPM) trong hon 10 ndm, gidm tir 18 danh muc dau tu xuéng con 5, véi
hon 40.000 thanh vién. Piéu nay chiing minh rang mo hinh nay thuc su cé
hiéu qua ngay ca trong cac t6 chirc 16n, c6 nhiéu quy dinh.
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Example of Product Portfolio at FedEx

Supply Chain Enterprizse
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PROVIDED BY SCALED AGILE

Nang luc Al ddi véi su linh hoat trong kinh doanh

e Al tang cudng luc lugng lao ddng: Al sé ngay cang hd trg cac nhom, dac biét trong
viéc tu dong hoa viéc viét ma.

e Al dugc tich hgp vao cac giai phap: Cac giai phap can dugce xay dung véi kha nang
Al, dong thai dam béo st dung Al ¢6 trach nhiém.

e Do ludng két qua dau tu AL: Can tap trung vao viéc Al mang lai gia tri thuc su cho
doanh nghiép.

e Phong cach 1anh dao méi: Lanh dao can chuyén tir quén ly con ngudi sang lanh dao
hé théng d€ thich ting véi viéc quan ly cac tac nhan Al (Al Agents).
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Tong két va hanh déng

Tu duy san phdm: Chuyén tir tu duy du 4n sang san phadm, nhan ra ring thé giGi 1a mot
"tro choi vo han" va chung ta khong thé thang no véi tu duy hiru han.

e DoOng bd cdp cao nhat: Pam bao su dong bd gitta phat trién san pham va cac muc
tiéu kinh doanh téng thé cia t6 chirc. Su dong bd nay két hgp véi Al cho phép gia
tang toc do.

e DGi mdi sang tao 1dy khach hang 1am trung tdm: Ludn to mo vé nhu cau ctia khach
hang va lién tuc tim ki€m phan hoi.

e Kha nang tuin thu la co héi chién luge: Nhin nhin tudn thtt nhu mét 1gi thé chién
lugc va st dung Al dé€ giai quyét cac thach thic lién quan.

e Al mang lai co hoi 16n nhung can dugc xir 1y can than, dic biét 1a ddm bao st dung
Al c6 trach nhiém.

BUSINESS
AGILITY

SUMMIT 2025

46



1 /ASAFe

PROVIDED BY SCALED AGILE

Scaled Agile, Inc. la don vi cung cdp SAFe® - hé thong
ddng tin cdy nhdt thé gidi dé dat dudc su linh hoat

trong kinh doanh (Business Agility).

Thong qua cac gidi phap tich hgp giup cac nhom
tim ra phuong thic lam viéc hiéu qua han,

Scaled Agile dang dinh nghia lai cAch céac td chuc
hang dau trén thé gidi xac dinh va mang lai gia tri
cho khach hang, tan dung cac cd héi méi néi va
cai thién két qua kinh doanh.

Tim hiéu thém tai scaledagile.com

1.000.000+

Chuyén gia dugc
dao tao SAFe

500+

Paoi tac chuyén doi
va nén tang

20.000+
td chlrc toan cau
ap dung

110+

Qudc gia cé ngudi
dugc dao tao



https://scaledagile.com/
https://scaledagile.com/

Evolving Business Agility Roles
in the Era of Generative Al

Tam dich: Su phat trién cla cac vai tro trong Business Agility
trong ky nguyén Generative Al

pién gia: Lucas Souza
Trudng nhom Chuyén doi Agile, ngan hang DBS
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Bai trinh bay di sdu vao stcc manh chuyén déi ctia Tri tué nhan tao tao sinh (Gen Al), trong
do6 phan tich sy thay ddi vai tro trong Business Agility dudi tac dong ctia Gen Al va nhan
manh tdm quan trong ciia yéu t6 con ngudi trong viéc tdi uu hiéu sudt. Muc tiéu cudi cung
la tich hgp Al hiéu qua trong khi van duy tri yéu t6 con ngudi - yéu td then chot dé nang
cao kha nang linh hoat ctia doanh nghiép.

Business Agility la gi?

Business Agility (Su linh hoat trong kinh doanh) dugc dinh nghia la kha nang ctia mét té
chitc nhanh choéng thich tng v6i nhitng thay ddi ctia thi trudng va nhu cau ctia khach hang
thong qua cac giai phap sang tao va quy trinh hiéu qua.

Phén ung nhanh truéc sy thay déi

Nhén dién co hoi mot cach kip thoi

Giam thiéu rti ro mét cach hiéu qua

Thuc day tu duy sang tao thong qua thit nghiém

Muc tiéu 16n nhat khi mot t6 chitc quyét dinh chuyén sang Business Agility la gi?

Dién gia Lucas Souza chia sé: Tai DBS, muc tiéu chinh la két qua kinh doanh, tai chinh -
nhu moi ngin hang khac. Nhung ching t6i khong muon chi c6 lgi nhuan hoac két qua tot
ma bd qua déi nhom, bé qua con ngudi. Vi vay, ching tdi ciing dit ra cac muc tiéu lién
quan t6i viéc cai thién trdi nghiém khach hang va tradi nghiém nhan vién. Trai nghiém
khach hang va trai nghiém nhan vién, ching t6i dat ngang hang v6i nhau, ddm béo riang du
c6 bat ct thay ddi nao, cling khong 1am anh hudng téi cac gia tri va nguyén tic cta td chirc.

Business Agility véi Generative Al

Gen Al dong vai tro la mot yéu t6 ho trg quan trong cho Business Agility, giap t6 chic ra
quyét dinh t6t hon va nhanh hon, tu dong hda cac quy trinh, dong thsi mang dén trai
nghiém khach hang ca nhan hoa.

1. Tang téc va ca nhin hda viéc tao néi dung: Gen Al ty dong hoa cac cong viéc san
xudt tai liéu, code, va cac chién dich ti€p thi. Doanh nghiép co6 thé giam thdoi gian tir
vai ngay xudng vai gig, tang san lugng ndi dung va ca nhan hoa theo tung doi tugng
khach hang.

Vi du: Mot doi nhom tai DBS c6 thé uu tién Backlog, dé xudt gidi phap vdi Gen Al gitip
tiet kiem thoi gian hop, tdp trung vao cong viéc quan trong hon.

2. Cai thién ra quyét dinh dua trén dir liéu: Gen Al khong chi xir Iy dit liéu nhanh ma
con phat hién cac mau an, dua ra ggi y thay vi chi cung cap dashboard. Diéu nay
gitip cac nhém dua ra quyét dinh nhanh, chinh xac, tang 17% ty 1&€ chuyén ddi ban
hang, rat ngin dén 40% thdi gian ra quyét dinh.
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Vi du: Thay vi chi xem Dashboard, Gen Al dua ra nhiing dé xudt ra quyét dinh cu thé,
phu hgp tung hoan cdanh.

Thic diy hiéu qua vin hanh théng qua tu ddng héa théng minh: Gen Al t6i uu hoa
quy trinh vin hanh bang cach tu dong hoa cac tac vu lap di lap lai (nhu kiém thir
phan mém, kiém soat chit lugng, giam sat canary release), giam 90% quy trinh tha
cong, ti€t kiém thai gian va chi phi van hanh.

Vi du: Qua trinh trién khai sdn phdm mai duge Gen Al ty dong gidm sdt hieu sudt, khi
phat hién vdn dé sé tu dong dung hodc kich hoat hop khdn - tdt cd déu khong can can
thiép thi cong.

Su thay déi vai tro trong Business Agility duéi tac déng cua
Gen Al

Gen Al dang thay ddi cac vai tro trong Business Agility. Cac vai tro truyén thong dang
chuyén d6i thanh nhiing vai tré méi, dic biét la 05 vai tro chinh nay. Cu thé:

1.
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T Ngudi Piéu phéi (Facilitator) sang Hudn luyén vién Al (AI-Augmented Coach):
GenAl hoé trg viéc tom tat cudc hop, tu ddng hoa cac tac vu dinh ky va phan tich
hiéu suat nhém. Nho d6, hudn luyén vién cé thé tip trung vao cac can thiép chién
luge thay vi cong viéc hanh chinh, tir 6 nang cao hiéu qua nhém. Gen Al tu dong
tom tat hop, g nhdc nhd, giam sat hiéu sudt nhom, phat hién xung dot hoic su
thi€u tham gia d€ ggi y can thiép. Nho do, Scrum Master khong con phai danh
nhiéu thoi gian diéu phdi, té chitc workshop ma tap trung vao hiéu suit ctia nhom,
gitip nhoém tim ra cach tot nhat dé t6 chirc backlog.

Tit Pai dién Khach hang (Proxy Customer) sang Nha Thiét ké Trai nghiém Khach
hang (Customer Experience Designer): Trong tim chuyén tir viéc dai dién khach
hang sang viéc hiéu va mé phong toan bd hanh trinh ctia ho. GenAl phéan tich
chuyén siu hanh vi va sé thich khach hang, gitip ca nhan héa san pham va dich vu
mot cach linh hoat theo thai gian thuc. Product Owner khong chi dai dién tiéng noi
khach hang ma con dung GenAl dé m6 phong hanh trinh khach hang, du doan hanh
vi, ca nhan hoéa giai phap cho tung nhém khach hang.

Vi du, tgo ra kRhdach hang do, phéng van khach hang do, xday dung ho so, tao bo cau héi,
héi thit nhiing ngudi khdc, kiém nghiém xem y tuéng san phdm cé phu hgp vdi khdach
hang khong - va ban c6 thé lam tdt cd nhiing diéu nay trudc cd khi noi chuyén vdi
khach hang thdt, nho cdc gidi phap AL

T ngudi kiém soat chat lugng (Gatekeeper) sang ngudi gia ting gia tri (Value
Accelerator): Vai tro nay chuyén tir ki€ém soat chat lugng sang t6i uu hda quy trinh
phat trién théng qua phan héi thadi gian thuc. GenAl khong chi kiém tra chat lugng
cudi cing ma con ty dong hoa kiém thi, giam sat, va toi uu qua trinh phat trién
cling nhu phat hanh san pham.
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Vi du, viéc tu dong hoa kiém thit véi GenAl gitup doi QA khong phdi kiém thit thi cong
toan bo ma chi tdp trung vao phan thuc sy phic tap... Khi ra mat sin phdm mdéi
(Canary Release), Al sé ty dong gidm sat hiéu sudt, néu thdy cé van dé, lap tuc dung
phat hanh dé tranh su cd quy maé lon.

4. Tu Piéu phéi Cai ti€n (Retrospective Facilitator) sang Chat xtc tac Cai tién lién tuc
(Continuous Improvement Catalyst): GenAl h trg cac nhom trién khai céi ti€n hiéu
qua hon thong qua kha nang phan tich di liéu va dy doan tac dong ctia nhitng thay
déi. GenAl giap retrospective va cai ti€n dién ra lién tuc, dya trén dit liéu thuc va
phén hoi tic thoi.

Vi du, Mgt nhom Marketing hop retrospective méi thing mot lan, gan 180 nguoi.
Ching toi quyét dinh thit nghiém: liéu co thé ldy feedback nhanh hon, realtime hon
khong? Vay nén, retrospective cudi thang ciia ching toi hién chi mat 15 phit thay vi
bon tiéng, vi ching to6i tich hgp mot agent Al tu dong ghi nhan, dat cau héi trong qud
trinh lam viéc.

5. T ngudi viét User Story (Story Writer) sang Xiy dung tam nhin hé trg b&i Al
(AI-Powered Visionary): GenAl tu dong hoa viéc viét user story, ki€ém tra tiéu
chuin, dé cac thanh vién tip trung nhiéu hon cho tam nhin sdn phdm va déi méi
sang tao.

Vi du, Ban c6 mot y tudng, thay vi phdi tu viét story, ban cé thé nho agent Al viét... moi
team c6 'dinh nghia viét story' riéng, ban dua dinh nghia d6 cho agent, roi méi story
dugc Al viét va diéu chinh cho téi khi dap ting di cdc tiéu chi ma Jira yéu cau.
Yé&u té con ngudi
Du Gen Al gitip t6i uu quy trinh, yéu t6 con ngudi van khong thé thay thé. Viéc thiu hiéu
tinh cach, xdy dung 1ong tin va cung cap huéng dan ca nhan hda déng vai tro then chét
trong viéc lanh dao nhom hiéu qua.
Hiéu vé Tinh cach va Hanh vi

1. Nhéan dién tinh cach riéng biét

Viéc nhén dién cac ca tinh dic trung cta ting thanh vién trong nhém la yéu t6 then chot
dé huan luyén hiéu qua.

2. Chién lugc huin luyén ca nhan hoa

Xay dung cac chién luge huin luyén phu hgp véi tiing kiéu hanh vi sé€ gitp tang cudng su
gan keét.

3. Thuc ddy phat trién va hgp tac

BUSINESS
AGILITY

SUMMIT 2025




Hiéu ro tinh cach ctia tiing ngudi sé nang cao su phoi hgp, tir d6 dan dén thanh cong va
phat trién ctia cad nhom.

Nhén dién va gidi quyét ky vong, su thit vong cta ca nhan
1. Gan két thanh vién nhom

Su gin két tich cuc giup hi€u ré hon nhirng thach thirc va khat vong ca nhan.
2. Giai phap ho trg ca nhan hoa

Nhin dién dugc ky vong riéng ctia moéi ngudi sé giap xay dung dugc cac giai phap ho trg
phu hop.

3. Tang cudng su gan két nhom
Giai quyét kip thdi nhiing su that vong 1a diéu quan trong dé xay dung mot nhom doan két.
Piéu huéng dong luc nhém va tri tué cam xic

Su thau hiéu vé dong luc nhom va tri tué cam xuc 1a yéu t6 thiét yéu dé tao nén moi trudng
lam viéc hiéu qua.
Xay dung niém tin va méi quan hé

1. Tam quan trong ctia niém tin
Niém tin 1a yéu to cot 16i d€ tao nén mdt dong lyc nhom thanh coéng. Tri tué cam xtc giap
xdy dung niém tin, va vai vai tro la hudn luyén vién, chiing ta can quén ly t6t ca cam xtc ca
nhan 1an cam xuc ddi nhom.

2. Xay dung mai quan hé

Danh thdi gian xay dung mdéi quan hé véi cac thanh vién sé gitp tang cudng giao ti€p va su
c6i mé trong nhom.

3. Nang cao giao tiép
Giao tiép hiéu qua sé dugc cai thién khi niém tin vd méi quan hé dugc thiét 1ap viing chic.
Cung cap huéng dan va hé trg ca nhan hoa

1. Hb trg dang ltc, ding nhu cau

Huan luyén hiéu qua doi hdi phai co su hé trg kip thai, dap ing ding nhu cau cu thé cta
timg thanh vién.

2. Nang cao hiéu suat
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Viéc huan luyén, huéng dan ci nhéan hoa sé cai thién dang ké hiéu suit cta ting thanh
vién.

3. Tang sy hailong

Khi nhan dugc sy hoé trg phu hgp, mitc d6 hai long trong cong viéc ctia thanh vién sé tang
1én.

Chién lugc cho huan luyén hiéu qua
Tich hgp cong cu Al ma khéng danh mat yéu t6 con ngudi
1. Tang cudng tuong tac ca nhan

Cac cong cu Al nén dugce dung dé ting cudng tuong tac ca nhan, thac ddy giao ti€p hiéu
qua hon va hiéu ré cac nhu cau.

2. Tim ki€m sy can bang hgp ly
Can phai tim dugc su can bang gitra cong nghé va tuong tac con ngudi.
3. Coéng nghé ho trg

Cong nghé nén dong vai tro hd trg cong viéc huan luyén, chit khéng lam suy yéu cac yéu to
nhan van quan trong ciia tinh than déng doi va vai tro ngudi dan dat.

Vi du: Chi can mot thanh vién khong vui cling di anh huéng dén dong luc, hiéu qua cta ca
nhom. Vi vy, hdy xay dung niém tin, su c¢4i md, tao khong gian cho trao déi, hgp tac.

Giao tiép rit quan trong. Hay tim ra ai la ngudi c6 sitc anh hudng trong nhém, tin dung
diém manh ctia ho d€ lan toa y tudng.

Néu ban thay thanh vién nao can gitp dd, hdy hanh dong nhanh - day la diéu Gen Al chua
lam dugce. Tuan trudc, toi thdy mot dong nghiép budn, tdi chti ddong hoi tham, di uéng ca
phé 15 phit 14 anh dy vui vé trd lai. Chua c6 Al nao lam dugc viéc nay. Su dong cam va hd
trg con ngudi la diéu khong thé thay thé€. Tom lai, 1a 1anh dao, chiing ta hay dung Al dé ho
trg, huan luyén, dan dat doi nhom, nhung khong bao gis duge danh mat su két ndi gitra con
ngudi voi nhau.
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Dién gid Lucas Souza két thiic bai tham luin bing cach dit ra mot sd cau hdi dé moi
ngudi cung suy ngam:

Gen Al ¢6 thé nang cao tinh linh hoat dé tao 1gi thé€ canh tranh nhu thé nao?
Nhiing thach thitc nao phat sinh khi chuyén déi sang cac vai tro lién quan dén AI?
Lam thé nao dé tich hop tri tué cam xtic vao viéc huan luyén do Al dan dit?

Lam sao can bang viéc st dung cac cong cu Al véi viéc duy tri cac tuong tac ca
nhan trong mot thé gidi cong nghé s6?

e Lam thé nao dé thiic diy van hoa nhom tich cuc va sy hgp tac trong moi trudng
lam viéc do AI dan dat?

Tai DBS, chtng t6i da dau tu vao Al gan tam nam. Va trong ba nam gan day, chiing toi
chuyén sang noi vé Gen Al, nhung moi thi van chua ro rang, moi thir thay d6i qua nhanh,
modi bude di lai c6 cau hdi méi. Vay nén, hay khong ngiing d6i méi, nang cao qua trinh ra
quyét dinh, tinh gian quy trinh, d6i méi nhiéu nhat c6 thé, nang cao hiéu suat lam viéc,
ca nhan hoa trai nghiém khach hang - va dung bao gis quén gilr yéu t6 con ngudi trong
quy trinh.
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BROAD TRENDS OF BUSINESS
AGILITY WHAT ORGANIZATIONS
AROUND THE WORLD ARE

DOING

Tam dich: Xu hudng chung vé tinh linh hoat trong kinh doanh -
Thuc tién trién khai tU cac té chlc toan cau

pién gi: Evan Leybourn
Bong sang lap Business Agility Institute
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Ban tham luin tép trung vao su linh hoat trong kinh doanh (Business Agility), vai tro
ctia Al nhu mot bd khuéch dai luc lugng va cac ky nang can thiét dé con ngudi hoat
dong hiéu qua trong moi trusng duge héd trg bdi Al, cling nhu cac linh vyc chinh ctia

Business Agility va diém manh, diém yéu ctia cac t6 chitc Pong Nam A.

Cac xu huéng cua Business Agility
e Su phat trién cda Agile: Khai niém Agile da phat trién tir viéc cai thién quy trinh
phat trién phan mém (vi du: rat ngan thoi gian phat trién kho dix liéu tir 3-4 nam

xu6ng 4 tuan vdi Scrum). Tuy nhién, Agile chi 1a mot phan ctia bic tranh 16n hon.

e Ly thuyét cac diém han ché cia Agile: Mot td chirc chi ¢ thé linh hoat nhu chic

nang it linh hoat nhat ctia né. Rao can nay khong con ndm & cong nghé nita.

EVAN’S THEORY OF
(AGILE) CONSTRAINTS

An organization can only be as
agile as it's least agile part!
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o Ban dau, rdo can la viéc phat trién phan mém cham. Sau khi 4p dung
Scrum, van hanh tré thanh rao can. DevOps cho phép ban trién khai thay
déi chi trong 11,3 gidy (theo thong ké ctia Amazon). Nghia la c@ méi 11,3
gidy la c6 thé dua mdt thay ddi ra mdi truong that, nhanh hon rat nhiéu
so v@i 6 thang.

o Nhung bay gig, hay nhin vao cac té chirc ctia ban. Ban thuc sy c6 thé linh
hoat dén miic nao néu ban mit bon thang dé nhian dugc mot phi€u tuyén
dung, chin thang dé€ dugc phé duyét thay d6i ngin sach, hai thang dé

thong qua hoi dong kiém soat du an hoidc hoi déng tu van thay d6i?
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binh nghia Business Agility: Business Agility la mét tp hgp cac kha nang, hanh
vi va cach lam viéc, gitip t6 chirc ctia ban c6 dugc su tu do, linh hoat va kha nang
phuc hoi @€ dat duge muc dich ctia minh, d€ phuc vu khach hang ctia ban. Bat ké

tuong lai thé nao.

Tac dong cua Al dai véi Kinh doanh

Al 12 mo6t nhén t6 khuéch dai hiéu suat va sitc manh t6 chirc (Force Multiplier):
Al khéng phai 1a muc tiéu cudi cung, ma la phuong tién d€ dat duge cac két qua
kinh doanh t6t hon. N6 c6 thé tang toc do phat trién san phdm trung binh tir 1,2

dén 3,2 lan, v6i mot s6 trudng hgp ngoai 1€ co thé dat mic 7-8 lan.

A MULTIBLIER TO \\\\ Al MULTIPLIER TO \:

PRODUCT & SERVICE BUSINESS
DELIVERY OPERATIONS
Al MULTIPLIER TC
Workforce Capability CUSTOMER Decision-Making
ENGAGEMENT
1.6 [ 3.2~ [ 1.3 I 3.0=|
) : 2 o ; Customer Availability " : : . :
Innovation and Competitive Business Growth
Advantage 1.6x [ 2.8x|
J 1.4 2.7
1.2 [ 2.9« « JN 2.7+
L L i Customer Experience and z i
Personalization Operational Efficiency
Product Development
1.4 [N 2.7~ \ 1.4x [ 2.7+ [ 1.2x - 2.5x
. J
A

Bé trg, khong phai Thay thé: Cac td chirc sir dung Al dé tu dong hoa va thay thé
con ngudi thuong that bai trong viéc dat duge ROI tich cuc. Thanh cong dén tit
viéc tang cuong kha nang ctia con ngudi. "Al giong nhu cé6 mét s6 lugng nhan
vién cap dudi khong gisi han.

Sy thay ddi vai tro: Tir Ngudi sang tao (Creator) thanh Ngugi bién soan
(Composer): Vai tro ctia con ngudi trong mdt méi truong duge ho trg boi Al thay
déi tir viéc thuc hién tht cong sang viéc "bién soan" cac phan viéc, st dung Al
nhu mdt cong cy, chit khong phai ty tay lam tung chi tiét.

Ba ky ning quan trong cho sy chuyén d6i nay

1 Kién thirc vé san pham

Kha néing giao ti€p yéu cau, viét user story hoic Use Case va hiéu "cai gi la tot". Ky nang

nay truéc day la ctia Product Owner (PO) hodc Business Analyst (BA), gio day la trach

nhiém ctia moi ngudi.
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2 Kha nang van dung phan doan

2 no

Al c6 thé "ao giac", do d6 kha nang phan doan ctia con ngudi la rat quan trong dé dam

bao tinh chinh xac va hiéu qua.

Vi du vé "Andon Cord" (ddy Andon) trong hé thong san xudt Toyota. Kéo ddy Andon cd
nghia la bdt cu ai trén ddy chuyén lap rdp ciing cé thé kéo day dé diing cd ddy chuyen lai.
Viéc nay cé thé lam cong ty mat hang triéu do, nhung nhdn vién bat budc phdi kéo day néu

can thiét. Tdt cd moi nguoi déu cé trach nhiém ding ddy chuyen.

Pay la sy trao quyén di kém véi trach nhiém. Diéu nay tuyét d6i quan trong doi véi su
linh hoat trong kinh doanh. Va chinh phan doan nay, cung véi viéc van dung phan doan,

1a rat can thiét dé Al c6 thé phat huy hiéu qua.
3 Vong lip phan héi minh bach

Khi ban 13 ngudi sang tao, phan hoi dau tién 1a ngdm dinh: ban dang code hay viét tai
liéu, khi khong thich tir nao thi x6a, thay ngay. P6 1a vong lap phan hoi dau tién, trong
dau ban. Khi ban 13 ngudi “bién soan”, phan héi dau tién phai ré rang, minh bach. Pay 1a

mot ky nang can dugce day va thuc hanh can than.

Vi vay, khi néi vé Business Agility va Al, ban phéi nhin nhan trong béi canh ctia ca hé
thong. Ban khong thé c6 Al hiéu qua trong mét t6 chitc quan liéu, chdm chap. N6 giong
nhu 1ai xe Ferrari gitia gio cao diém & Ha Noi: xe dep, manh va nhanh, nhung khong
danh cho ban.

Cac linh vuc cua Business Agility

Nghién cttu trén gan 2.500 td chitc da xac dinh cac ning luc kinh doanh c¢6t 16i cta cac
t6 chic linh hoat:
e Nang luc Van hoa
o Kha nang hoc héi, thit nghiém, méi trudng an toan tam ly dé dam nhén
sai va t6 chirc coi d6 1a bai hoc chit khéng phai trung phat.
o Nang luc hanh dong nhu mét thé thong nhat, bat ké quy mo. Du ban c6
10,000 nhan sy nhung khong huéng vé cing mot muc tiéu thi cling vo
ich.
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e Nang luc Tép trung vao Khach hang

o Uu tién khach hang hon cong ty, vi diéu nay mang lai lgi ich 1au dai cho
cong ty.

e Nang luc Lanh dao

o Thach thitc hang dau d6i véi su linh hoat trong kinh doanh trong 7 nam
lién tiép, theo bao cdo dau tién nam 2018 dén nay.

o Nang luc trao quyén di kém véi trach nhiém 1a rat quan trong. Trao quyén
ma khong c6 trach nhiém la thai d6 tu do. Trach nhiém ma khong c6 trao
quyén 1a kiém soat va ra 1énh. Chung phai can bing. Cac td chirc can day
cac nhéom cach chiu trach nhiém chir khong chi day lanh dao cach uy
quyén.

e Chuyén giao dua trén Gia tri: D6 1a Agile: Chuyén giao dang viéc theo dting cach
cho dGng ngudi vao ding thoi diém.

e Can bing Quan tri & Rai ro - Van hanh Linh hoat

o bay la cach cong viéc duge thuc hién va tao ra moéi truodng lam viéc.

o Céc t6 chirc linh hoat biét cach quén 1y rii ro. Nhiéu té chitc c6 cac bién
phap kiém soat quan tri khong tuong xing véi rii ro ma chung kiém soat
(vi du: chi 5 d6 la dé tiét kiém 1 do la).

e Quan tri dya trén Phé duyét so véi Quan tri dua trén Kiém toan: Quan tri dua
trén phé duyét 1a tiéu chudn mic dinh hién nay, quan liéu va khéng phu hgp véi
da s0 cac quyét dinh.

Vi du vé chinh sdach ctia Netflix: "Hanh dong vi lgi ich tot nhdt ctia Netflix." Diéu
nay thuc ddy sy tin tuéng va trach nhiém cd nhdn, thay vi quy trinh phé duyét

ruom ra.

Bao cao vé Business Agility nam 2024 va phan tich trong
khu vuc Péng Nam A

e Cac nang luc van hoa ciia con ngudi: Cac t6 chirc nhin chung hoat dong kha tét.
e Ditliéu chua dugc cong bé vé Pong Nam A:
o Piém manh: Cac té chiic Pong Nam A tét hon dang ké trong viéc hoc héi,
tich hgp cac y tudng da dang, hién thuc héa tiém nang ctia con ngudgi. Co

mot van hoa tang truéng, thit nghiém, thic ddy ranh gisi & day.

BUSINESS
AGILITY

SUMMIT 2025



| Cudtivate a L
‘Crganizati

5o

arning

63 4

| Engage Transparantly
| & Courngaousiy

The Domains of Business Agllity &= 2024 by Business Agillity Instityte | Licensed Under CC BY-54 4.0

SUMMIT 2025

BUSINESS
AGILITY

2%

Embed
Paychological Salety

N

Act as One

o Piém yéu: Cac té chirc Pong Nam A tut hau trong viéc cin bing quan tri

va rti ro. Chting quan liéu hon dang ké so v6i cac ddi tac chau Au hodc

Bic My ctia ho.

o Piém yéu khac: Sy linh hoat chién lugc (kha nang tao ra cac chién luge

thich tng).
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e Mic d6 linh hoat ctia mét t6 chircc khong phu thudc vao ban than ban, déi nhém
ctia ban, hay viéc ban giéi Scrum, SAFe ra sao, ma nam & hé thong, mdi trudsng
hoat dong.

e Céac chuyén gia chuyén déi, huan luyén vién va lanh dao can c6 goc nhin xa hon

Agile va tap trung vao viéc thay ddi toan bo hé thong dé tao ra tac dong 16n hon.

60



1)
mnnﬁmmmmuwmunm ] ﬂﬂﬂ

il
ML R

L

porm :mmmwmnunnm-ummmiﬂwﬁl}mmﬂ otogind mmmmemmmmwmmuummuwmmD

T 0
QR “- lﬁ "mmwl[?];;nmmmmmnmmwuﬂﬂﬂnm 1911&!9}%‘0}6]01019] ”0.1-9

Techcombank Agile
Transformation: What We'd

Keep Doing and Do Differently
If We Started Today

I Tam dich: Hanh trinh chuyén d6i Agile tai Techcombank
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Dién giz: VU Tflllg Lam
Giam ddc cao cap Agile, Chién luge Doanh nghiép & Chuyén ddi,
Techcombank (TCB)
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Bai tham luan tp trung chia sé cai nhin siu sic vé hanh trinh chuyén déi Agile cia
Techcombank (TCB), nhdn manh cac tru cot chinh, phuong phap ti€p cin, nhiing quyét
dinh quan trong va bai hoc rut ra. Techcombank coi Agile la "siéu nang luc" gan két cac
yéu to va la déng luc cho su thanh céng ciia ching t6i.

Vi thé dan dau va hanh trinh chuyén déi cua Techcombank

Techcombank dang & trong nam cudi cung ctia hanh trinh chuyén ddi day 4n tugng,
dugc minh ching béng cac chi s6 kinh doanh xuat sic va nhiéu gidi thudng trong nuéc,
khu vuc va qudc té. Thanh cong nay bt ngudn tir ba tru cot chinh:

S6 héa: Pau tu manh vao céng nghé so.

e Dit liéu: Thu thap va cdu trac dit liéu dé hiéu sdu hon vé khach hang va hoat
dong kinh doanh.

e Nhin tai: Tuyén dung va phat trién nhan tai trong linh vyc IT va ky thuét so.

Platforms to grow at scale

Real time &

“intelligent” data Digital, Data, IT, TO

Agile d@6ng vai tro la "chat keo" két néi cac yé€u td nay, giip TCB mang lai gia tri vugt
troi cho khach hang cung véi chat lugng, toc dé va nang suat lao dong.

Su phat trién cua té chic Agile va cac chi sé do ludéng

Trong nhitng ndm gan day, TCB da chiing kién su dich chuyén dang ké tir mét té chite
truyén thong sang mdt té chirc linh hoat hon.

DP6i nhom Agile: Nhiéu d6i nhom Agile duge thanh 1ap.

Cdu truc Agile quy m6 16n: Cac cdu tric Agile duge hinh thanh va mé rong.

Trao quyén: Quyén han dugc trao cho cac ddi nhom trong qué trinh truéng
thanh véi nang luc ngay cang phat trién, dong thoi gia tang su tuong tac giira cac
d6i nhom va mirc do kiém soat tp trung ngay cang giam.

Chiing t6i theo doi chit ché bon chi s chinh dé€ danh gia hiéu qué ctia qua trinh chuyén
d6i phuong thitc lam viéc:
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Thyc hién cam két: Khi ning
hoan thanh muc tiéu ding thdi
han, miic dat gan 100% (nhung
khéng hoan toan 100% dé duy tri
su linh hoat).

Ning sudt: Nhan vién lam viéc
hiéu qua, nang suidt dugc cai
thién theo thoi gian.

Sy gén két va hai long ciia nhin
vién: Dam bdo nhan vién cam
thdy gan két va hanh phic voi
cong viéc cia ho.

Thai gian dua sén phdm, dich vu
ra thi truong: Theo doi, do ludng
va cai tién rat ngan thoi gian dua

san pham, dich vu ra thj truong.

Hanh trinh chuyén do6i Agile cua Techcombank
Hanh trinh 5 ndm chuyén déi Agile ctia TCB dugc chia thanh nhiéu giai doan:

e Hai nim &iu (2020-2022): Giai doan thir nghiém, TCB da thir nghiém nhiéu
khung, phuong phap lam viéc khac nhau.

e Quyét dinh chién lugc (ndm thir 3 - 2023): Nhan ra ring lam viéc nhit quan va
quy md 16n sé hiéu qua hon la ap dung réi rac nhiéu y tuéng khac nhau, ching
toi da quyét dinh tao ra phuong thirc lam viéc ciia riéng minh.

e MJd rong ung dung Agile (nam tha 4 - 2024): Md rong Agile sang b6 phan kinh
doanh, t6 chirc lai nhan sy dé c6 yéu td lién chiic nang vugt troi trong cau tric,
thit nghiém ap dung Agile theo phuong thic xuyén sudt chudi gia tri
(end-to-end).

e Tam nhin tuong lai (ndm thir 5 - 2025): M& rong phuong thitc 1am viéc Agile dé
hgp tac véi cac doi tac va thanh vién trong hé sinh thai.

Thay doi phong cach lanh dao, ciu tric t6 chic va vin héa

Thanh cong ctia TCB trong viéc thiét 1ap luc lugng lao dong Agile phan 16n nhd vao su
lanh dao dtng dan.

e Lién chitc ning va hgp tac: Thiét 1ap moi trudng hop tac dung din véi nguyén
tdc mot doi chung mot muc tiéu duy nhét (one team, one goal).

e Tam nhin chung va lay khach hang 1am trong tdm: Lanh dao lién tuc dat cau hdi
"khach hang c6 noi diéu d6 khéng?" va khuyén khich viéc xac nhén thuc té€ thay
vi dua vao kinh nghiém ca nhan.

e Trao quyén cé cht dich: Trao thém trach nhiém cho cac ddi nhoém khi ho chirng
minh dugc nang luc.
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Nhiing quyét dinh quan trong trong hanh trinh Agile
TCB da dua ra mot s6 quyét dinh then chét trong 5 nam qua:

e Khong lua chon khung lam viéc c6 sin hoan toan: Mic du viéc ap dung khung
lam viéc sdn c6 mang lai nhiéu l¢i ich, chung t6i tin rang phuong thic lam viéc
nhu mot siéu nang luc dé thuc su phat huy toi da tiém nang ctia con ngudi va cac
khoan dau tu, thi khong thé la thir giong nhau trong moi t6 chitc. Chinh vi vay,
chang t6i da tao ra mot phuong phap Agile riéng, phu hgp véi nganh ngan hang.

e Tao ra cau tric “vira @4™: Tranh viéc ap dung qua mic cac khung, phuong phap
Agile phirc tap. Thay vao d6, chung tdi tip trung vao viéc tao ra mot cdu tric
"vita " dya trén nang luc va boi canh hién tai.

e Bon tru cft chinh ciia TechcomWay: D€ vin hanh 200 d6i nhom Agile theo quy
mo, TCB can su hdi tu tai cac diém quan trong:

Cau trac d6i nhém ré rang: Xac dinh ré rang cau truc doi nhom, vai tro, trach nhiém
tiéu chudn va coéng viéc cu thé.

Quan ly cdng viéc thong nhat: Trén toan bd danh muc, moi ngudi can cé cting mot cach
thitc t6 chirc cong viéc, néu khong sé khong thé co6 quan ly danh muc dau tu tinh gon
(Lean Portfolio Management).

Nhip diéu dong bd: Toan bd ngan hang cung mot nhip, dé c6 thé thay ddi & quy md 16n
- theo cac chu ky Quy va cac nhip hai tuan trong Quy.

Phat trién ning luc Agile ndi bd: Xay dung doi ngii chuyén gia Agile ndi bd thay vi phu
thudc qua nhiéu vao su hé trg bén ngoai.

Phat trién ning luc va ning suat

TCB nhan thitc dugc su can thiét ctia doi ngli nhan sy hiéu qua, chuyén trach trong linh
vuc Agile. Ban dau c6 sy hd trg bén ngoai, nhung chiing t6i nhanh chong nhén ra ring
td chirc can phai sé hitu nang luc nay. Bao gom:

e Phat trién va cai ti€n phuong thirc 1am viéc: Cé nhirng ngudi c6 kha nang tao ra
va lién tuc phat trién phuong phap lam viéc.

e Ap dung thuc té: C6 nhitng ngusi khong chi hiéu ly thuyét ma con co thé thuc sy
trién khai Agile.

e Dao tao va thuyét phuc: C6 nhitng ngudi c6 ky nang giang day va thuyét phuc
ngudi khac vé lgi ich ctia phuong phap lam viéc Agile.

Chung tdi cling nhan ra rang cac chuyén gia Agile can phai phat trién hé so ning luc
"hinh lugc’, nghia 1a c6 kién thic chuyén siu va rong. TCB da thiét k€ mot hé thong 5
cip d6 truong thanh cho tiing nang luc Agile dé hé trg nhan vién hinh dung va phat
trién 16 trinh nang cao nang lyc.
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Pinh vi chién ludc cua Agile

Mét trong nhiing quyét dinh quan trong nhat ctia chung t6i la dat déi méi va chuyén
d6i phuong thirc lam viéc bén ngoai bo phén IT, bién Agile thanh mét chién lugc kinh
doanh va lgi thé€ canh tranh.

Gia tri khach hang la trung tam: bat cac d6i nhom Agile 6 nhitng noi cho phép ho tao
ra nhiing thay d6i c6 tac dong 16n nhit trong t6 chirc, tip trung vao t6i uu ludong gia tri.

Bon cau héi cot 16i vé gia tri khach hang:

1 Co cach nao hé thdng xac dinh dugc diéu gi 1a gia tri voi khach hang, dinh vi gia tri
khach hang va xac thuc diéu d6? (Giai doan kham pha/thiét k€ - c¢6 thé mat thoi gian)

2 C6 thé tao ra y tuéng, san pham, dich vu khién khach hang “thich mé” khéng? (Giai
doan d6i mai)

3 C6 thé xay dung san phdm chit lugng cao quy mo 16n, ra mit sé6m, nhan phan hoi
lién tuc khong? (Giai doan thyc thi - can toc do)

4 Khi mot san phdm ra ddi c6 thé dua ra thi truong, xac dinh chién dich, ti€p thi, uu

dai, dinh gia phtt hgp dé khach hang st dung va gi6i thiéu cho ban bé, ngudi thin
khong? (Giai doan ti€p thi/thi trudng)

Duy tri van héa Agile va giai quyét xung dét
Van hoa Agile la moét chit dé thuong bi hiéu 1am. Thay vi dua Agile vao nhu mét "ké ndi

loan" hodc vii khi dé chi trich nhitng ngudi khéng cung quan diém, TCB da tim cach
nhung van hoa Agile vao van hoa t6 chirc hién co.
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e Tuong thich vin héa: TCB may man vi van hoa ctia ching toi thuc su la mot nén
van hoa chap nhin Agile.

e Tranh xung ddt: Bing cach dién giai y nghia cia cic nguyén tac Agile trong boi
canh van hoéa t6 chirc, ching toi da tranh duge cac xung dot.
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Do ludng hiéu suat cao trong Agile

Lay cam hung tir bd phim "Moneyball" vé cach ddi bong chay xdy dung ddi nhom hiéu
suat cao bang cach do luong moi thir, chiing tbi cling dit trong tdm vao viéc xac dinh
hiéu sudt ctia doi nhom Agile.

e Don gian hoa: Chiung t6i da bo qua cac mo hinh Agile qua phtc tap va thay vao
d6 bat dau véi diéu gi d6 don gian nhung hiéu qua dé do ludng cac yéu td khac
nhau.

e Khung lam viéc (Framework) tuy chinh: TCB da tao ra mét khung lam viéc tuy
chinh @€ danh gia sy phat trién ctia hiéu suit doi nhom, véi cac cap d6 tir 1 (méi
bét dau) dén 5 (d6i nhom hang dau thé gisi nhu Google).

e Hiéu qua dua trén sy xuit sic vé phuong phap: Ching tdi khong chi quan tam
dén két qua ma con cha trong dén phuong phap, cach thic trién khai. Phuong
phap xuat séc sé tao ra két qua xuat sic va bén virng.

Moi trudng lam viéc
Chung t6i nhan thay tam quan trong ctia moi truong lam viéc doi voi su hgp tac:

e Chong lai "hot desk": Hot desk nghia la sang di 1am khong biét ché ngdi, ai dé€n
truéc ngo6i trudc. Thuc ra, y tudng nay rat té cho hgp tac. Toi ting lam &
Singapore, sang nhan vién phai goi nhan héi dong nghiép xem hom nay di lam
khong, ngoi dau dé tim gap. Toém lai, chiing t6i mudn lam theo truyén thong: cd
dinh ché ngoi.

e Uu tién "co-location" (lam viéc chung d&ia &iém): Chung t6i huéng tdi viéc tao ra
mot moi trudng chung dé cac thanh vién doi nhom ngdi gan nhau, giap moi
ngudi hgp tac dé dang va dat hiéu sudt cao.
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Uu tién chuyén doi: Hé théng truéc, Van héa sau

Cau hoéi dat ra 1a nén bat dau chuyén déi bing viéc tac dong 1én yéu t6 van hoa - dua
Agile vao bd sung cho van hoa hién c6? Hay bat dau bang viéc xay dung hé théng? TCB
da lya chon cach ti€p cian “hé thong truéc” - cha trong cau tric chinh thic, phuong
phéap luén, co ciu t6 chic.

Tap trung vao t6 chirc nhiém vy, cach thirc trién khai cong viéc v6i niém tin ring, can
xay dung hé thong/ha tang truéc, bén trong do hanh vi mong mudén sé dan xudt hién.
D6 1a mot lya chon chti dong tir dau: bat dau bang phan “xanh duong” (hé thong), roi
phan “xanh 18” (hanh vi, van hoa) sé theo sau.

Critical
Tasks

Culture -

l Organization I

Hanh trinh chuyén ddi Agile cia Techcombank 14 mdt cau chuyén vé su dau tu chién
luge vao s6 hoa, dir liéu va nhan tai, véi Agile dong vai tro la xuong séng. Ching t6i da
dua ra nhiing quyét dinh tao bao d€ phat trién phuong phap Agile riéng, tip trung vao
gia tri khach hang va hiéu suat, dong thoi diéu chinh van hoa t6 chic mot cach cdn
trong. Chung t6i ciing khuyén khich cac t6 chirc thir nghiém céc lya chon va tan dung
stic manh cta cdng dong Agile dé cting nhau chia sé y tuéng va hoc hdi trén hanh trinh
chuyén ddi Agile ctia chinh minh.
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S8 @ BEST BANK

AWARDS

2023 IN VIETNAM 2025

Best Workplaces in Asia Furtes

. e T RANKS #1Bank in Vietnam
e for 2™ consecutive year 1

as voted by customers

Thanh 1dp ndm 1993, Techcombank la mét trong
nhiing ngdn hang TMCP I8n nhét Viét Nam.

V4i nhitng nd luc khéng ngling cung quyét sdch dau W
tu manh mé trong chién lugc chuyén déi s6,

Techcombank da tré thanh mét trong nhirng ngén
hang so6 tién phong hang dau Viét Nam.

Techcombank dd xdy dung phudng thic lam viéc Agile
dudc tinh chinh riéng mang tén TechcomWay. Bay
dudc coi la “chét siéu két dinh” két ndi ba tru cot:

ndng lyc” déng gdép quan trong vao thanh cdng vugt i I

S6 héa - D liéu - Nhén tai; dong thdi cling la “siéu

troi cia ngén hang. It

Chuyén d&i nganh tai chinh, néng tém gid tri séng;

thuc ddy méi ngudi khai phd tiém ndng va bdn linh
hanh déng cho nhiing diéu vugt tréi.

Déan dat hanh trinh s6 hda clia nganh tai chinh, tao
ddng luc cho méi cd nhdn, doanh nghiép va té chiic
phdt trién bén vitng va but phd thanh cong.
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