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TOiMTAT: 
Bai bao tdm tat ly thuye't 4 don bay phat uie'n van hda cua Tap chi Harvard Business Review, 

bao gdm; Neu ro tuydn ngdn van hda cua td chffc; LiXa chpn v^ phSt trien cdc nha lanh dao phii 
hpp; Tang cffdng truyen thong ndi bp vl van hda; Cung cd sff thay ddi van hda thong qua thiet ke 
td chffc. 

Can cff theo 4 ndi dung cua cdc ddn bS'y. bai bao phSn tich thffc tiln cdng tac phat trien van hda 
sang tao ddi mdi d Cdng ty FPT, doanh nghiep cdng nghe hang dau d Viet Nam. Ke't qua phan tich 
cho thCy, Cdng ty FPT da thffc hien td't ly thuyet nay, dac biet la cdng tac cung cd sif thay ddi van 
hda qua thie't ke' td chffc. FPT da to chffc nhieu md hinh khuyen khich va phat huy sff sang tao, khie'n 
cho nhan vien FPT ludn tff duy khac biet va mang lai nhieu giai phap sdng tao cho FPT. 

Viec phin tich cdng tac phat trien van hda FPT giup cho cac doanh nghiep Viet Nam hi^u rd hdn 
thffc tien xay dffng van hda doanh nghiep, tif dd, se hpc hoi va xSy dffng cho minh hffdng di rieng 
trong cdng tic phdt trien vanhda doanh nghidp, tao sff khdc biet va ldi the canh tranh cho td chffc. 

T£f khda: Van hda doanh nghiep, van hda sang tao ddi mdi, 4 don bay van hda. 

1. Dgt vSn dd 
Trong nhffng nam vffa qua, the' gidi da dffdc 

chffng kie'n nhffng cudc "ddi ngdi" ngoan muc giffa 
cac doanh nghiep. Cd nhffng tap doan cdng nghe 
Idn ddt ngpt bie'n mS't khdng de lai dau vet nhff 
Nokia, Kodak, Sony Ericsson, Trong khi do, nhd 
cd tam nhin va kha nang sang tao dot pha, nhffng 
doanh nghiep sinh sau da trdi day trd thanh nhffng 
doanh nghiep Idn, vT dai, lam thay doi cudc sd'ng 
cua con ngffdi, nhff: Google, Facebook, Amazon, 
Uber, Airbnb Dieu dd chffng td, the gidi chuyen 
minh vdi td'c dp chdng mat va cau chuyen ddi mdi 
sang tao dang la md'i quan tam hang dau cua cac 
doanh nghiep, dac biet la trong lan sdng each 
mang cdng nghe 4.0 hien nay, viec xay dffng van 
hda ddi mdi sang tao cang dffdc dau tff. 

Ke't qua khao sat cua Cdng ty Tff van 
CapGemini tren 2000 giam dd'c dieu hanh khap the 
gidi cung the hien dieu nay. Co tdi 65% tra Idi rang 
hp dang tie'n hanh phat trien van hda ddi mdi sang 
lao. Cdn theo cdng bd cua theo Hang thdng tan 

Thomson Reuters, ne'u doanh nghiep khdng ffng 
dung cdng nghe so, thi 63% cac cdng ty thupc nhdm 
S&P 500 hien nay dii da ton tai nhieu thap ky qua, 
vin se cd khoang 3/4 "bie'n mat" khdi bang niem 
yet danh gia nay vao nam 2027, do tac ddng cua 
cudc each mang cdng nghiep 4.0. 

O Viet Nam, ndi bat trong sd nhffng doanh 
nghiep Idn, thudc nhdm van hda sang tao la FPT. 
Viec nghien cffu thffc tiln phat trien van hda ddi 
mdi sdng tao d FPT, dd'i chie'u vdi ly thuye't 4 ddn 
bay phat trien van hda cua Harvard nham giup cac 
doanh nghiep Viet Nam cd each nhin dung ve 
phffdng phap xay dffng van hda d doanh nghiep 
minh, tao sff phat trie'n ben vffng. 

2. Bdn ddn b^V de phat trid"n van hoa doanh 
nghiep cua Trffcfng Harvard 

Nhdm tdc gia gom giao sff Boris Groysberg cua 
Trffdng Kinh doanh Harvard va cac chuyen gia tff 
van van hda doanh nghiep la Jeremiah Lee Jesse 
Price va J. Yo-Jud Cheng da cdng od iTî n jgp (.\^i 
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hffdng dan xay dffng van hda doanh nghiep danh 
cho lanh dao. Theo cdc tdc gia, de phdt trie'n van 
hda doanh nghiep thanh cdng, can thffc hidn td't 4 
ddn bay sau: 

- Cdng bd phong cdch vdn lida mong mud'n 
Gidng nhff xdc dinh mdt chien Iffdc mdi, vide 

xay difng van hda doanh nghiep can bat dau bang 
viec phan tich hien tai, chpn mdt md hinh van hda 
de thdo luan cdng khai trong to chffc. Cdc nha lanh 
dao phdi hieu nhffng ke't qua ma phong cdch van 
hda dd se tao ra, Iffdng trffdc nhffng diem phu hdp 
hodc khdng phu hdp vdi didu kidn kinh doanh va thi 
trffdng hien tai. Khi da thd'ng nhS't dffdc phong cdch 
van hda cua td chffc, can phai vie't ra nhffng quy 
chuan van hda cd ban mang tinh hffdng dan ban 
dau. Ta't ca can dffdc lam rd nha't, trffc quan nha't, de 
gidp mpi ngffdi hieu ro va ddng Idng thffc hien. 

- Lvta chon vd phdt trien cdc nhd lanh dao phu 
hap vdi vdn hda mong mud'n 

Cac nha lanh dao la cha't xuc tac quan trong cho 
sff thay ddi van hda cua td chffc, cd kha nang 
khuyen khich cdc cap thffc hien. Vi the', dpi ngQ 
lanh dao can phai la nhffng ngffdi d^u tien hieu rd 
va lffa chpn phong each van hda mong mud'n. Dpi 
ngu lanh dao can dffdc dao tao day du ve cdng tdc 
phdt trien van hda doanh nghiep, ve dac diem, y 
nghTa cua phong each van hda ma td chffc mong 
mud'n xay dffng. Ne'u lanh dao dffdng nhiem nao 
khdng Qng hd hoac khdng mudn thay ddi, can dffdc 
ydu cau rdi khdi td chffc de khdng gay can trd cho 
sff phat trien van hda. 

- Tdng cudng truyen thong noi bo ve vdn hda 
De thay ddi cac chuan mffc, niem tm va hieu 

bie't ngam dmh trong mdt td chffc, can phai tang 
cffdng cdng tac truyen thdng ndi bd de mpi thanh 
vien hieu va tin tffdng dd. Doanh nghidp cd the td 
chffc nhffng cudc thao luan ve cac phong each van 
hda hien tai va mong mud'n cung nhff tac dpng cua 
van hda do de'n sff phdt tnen cua doanh nghiep. 
Vdi sff phat trien cua cdng nghe hien nay, doanh 
nghiep cd the' siJ dung cdc nen tang truyen thong 
xa hpi de khuye'n khich cdc cudc trd chuyen, chia 
se cua lanh dao, quan ly cap cao va nhan vien noi 
bat. Cd the to chffc dd'i thoai vdi lanh dao vd nhffng 
thay ddi cua cd nhan ho va td chffc. Tff dd, nhan 
vidn se hieu, muon gan bd va sdn sang thffc hien 
nhffng thay ddi theo van hda to chitc. 

- Hinh thdnh vdn hda mong mud'n thdng qua 
thie't ke td chiic 

Khi cac ca'u true, he thd'ng va quy trinh cua mdt 

cdng ty dffdc lien ket va hd trd van hda, viec thiic 
d^y cdc phong cdch va hanh vi van hda mdi se trd 
ndn dd dang hdn. Hoat ddng dao tao can day manh 
de tang cffdng nhan thffc cho nhan vien va giup hp 
hieu chua'n mffc hanh vi, ffng xff theo van hda mdi. 
To chffc cd th^ can ca'u true lai va hoach dinh he 
thd'ng quy chuan de' ren luyen nhffng net van hda 
mong mud'n. Cac hpc gia hang dau nhff Henry 
Mintzberg da chi ra cdch ca'u true td chffc va cac 
tinh nang thiet ke khac cd the cd tdc ddng sSu sdc 
theo thdi gian dd'i vdi each mpi ngffdi suy nghT va 
hanh xff trong mdt to chffc. 

Ta't ca 4 ddn bay tren ke't hdp vdi nhau tao ndn 
mdt giai phdp day du, trong do, sff tham gia chi dao 
trffc tie'p cua ddi ngu lanh dao cao ca'p la ddn bd'y 
Idn nha't de phdt trien van hda. 

3. FPT diing don bSy Idn nh3't dd' phat tri§'n 
van hda 

FPT la tap doan hang dau ve cdng nghe thdng 
tin d Viet Nam, ndi tie'ng vdi van hda sdng tao doi 
mdi. Chung ta se ciing phan tich theo Iy thuyet 4 
ddn bay cua Trifdng Harvard d trdn Ai hieu vi sao 
FPT dat dffdc danh tie'ng do. 

Ve phong cdch vdn hda, FPT da sdm dinh hinh 
nhffng gid tri cd't Idi cua minh Nhffng gid tri ma ta't 
ca ngffdi FPT chia se la "TON DOI DONG" nghia 
la Tdn trong, Doi mdi va Dong dpi; TON TRONG 
la Tdn trpng ca nhan^ bao gom: Ndi thang, Lang 
nghe va Bao dung; DOI MCfl la Tinh than ddi mdi, 
bao gdm: Hpc hanh. Sang tao va STCo (la sff hai 
hffdc, hdm hinh cua ngffdi FPT); DONG DOI la 
Tinh than ddng dpi, bao gdm: Dong tam. Tap th^ 
va Chan tinh. Dd'i vdi lanh dao, can cd them 3 gid 
tri nffa, la "CHI G U O N G SANG" nghia la "CHf 
CONG - GLfGNG M A U - SANG SUOT". Nhff 
vay, ro rang la FPT da lffa chpn va cdng bd mdt 
each mach lac nhffng gid tri van hda cua minh. 

Ve dpi ngu lanh dao, FPT dffdc hinh thanh tff 
nhdm 13 thanh vien chu ye'u la cffu du hpc sinh d 
Trffdng Dai hpc Lomonoxov cua Nga (MGU). 
Nhdm cdc thanh vien chu chd't nay dffdc thffa 
hffdng van hda cua sinh vien Todn Tin Trffdng 
MGU, thdng minh, sang tao, ludn mong mud'n ddi 
mdi. Ngay tff khi thanh lap, FPT da "Mong mud'n 
trd thanh to chffc kieu mdi, giau manh bang sdng 
tao cdng nghe " (trich Tam nhin cua FPT). Vdi ddi 
ngij lanh dao phu hdp vdi van hda sang tao ddi 
mdi, ludn la nhffng ngffdi gffdng mdu, din dtu va 
chi dao sat sao cdng tdc xay dffng van hda. Nhffng 
Idp lanh dao ke can cua FPT ciing da phan la 
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nhffng ngffdi da dffdc "tdi luyen" va "ngam" van 
hda FPT trffdc khi dffdc bd nhiem, Do do, da so' 
lanh dao FPT deu la nhffng ngffdi co via, ddng vien 
rat td't cho van hda sdng tao, doi mdi. 

Ve truyen thdng ndi bd, FPT la cdng ty ddn dau 
ve hoat dpng nay d Viet Nam. FPT la cdng ty Viet 
Nam ddu tien cd td bao ndi bd rieng de chia se 
thdng tin, ddng vien khich le nhan vien. Cd thdi 
ky, toan FPT cd tdi vai chuc td bao ndi bp, ban tin 
dien tff khap cdc cdng ty thanh vien va cac nganh 
chffc nang. Hien tai, FPT cd nhffng kenh truyen 
thdng chinh, gdm: Bao Chung ta Online, Ban 
tin/trang tin ndi bd cua cdc cdng ty thanh vien. Ban 
tin qua email, Mang xa hdi Facebook at work, cdc 
fanpage, cdc chffdng trinh giao Iffu vdi lanh dao, 
cac an ph^m (Sff ky, sdch ve Top 100 FPT, Sdch 
ve Van hda FPT ). Dinh ky hang nam, FPT thffc 
hien khao sat truyen thdng ndi bd, nham xac dinh 
hieu qua va chat Iffdng cua cdc kenh truyen thdng, 
tff dd dffa ra phffdng phdp cai tie'n. Vi the', cdng tac 
truyen thdng ndi bd cua FPT ludn dffdc doi mdi. 

Dd'i vdi viec hinh thanh van hda mong mud'n 
thdng qua thie't ke to chffc, FPT ddc biet chu trpng. 
FPT ludn cd nhffng md hinh khuye'n khich ddi mdi 
sang tao dffdc phdt ddng toan Tap doan. Hien tai, 
FPT dang cd 2 hoat ddng dffdc td chffc xuydn sud't 
ca nam nham hffdng den phdt huy tinh sdng tao va 
cdi tie'n ddi mdi, la Chffdng trinh Doi mdi sang tao 
- iDo va Giai Sang tao FPT - iKhien. 

Chffdng trinh iDo dffdc trien khai tff thdng 
8/2017, vdi mong mud'n mdi ngffdi FPT, bang sff 
tan tuy cua minh, phdt hien nhffng diem chffa hdp 
ly trong td chffc, ddng gdp y kie'n de xay dffng tap 
doan ngay cang phat trien. Muc tieu cua iDo khdng 
chi nang cao chat Iffdng phuc vu khach hang, cai 
tie'n quy trinh/thu tuc, tie't kiem chi phi, ma cdnthuc 
dd'y tinh than lam chu cua nhdn vidn, xdy dffng mdi 
trffdng lam viec doi mdi sang tao, minh bach. 

Nguyen tac hoat ddng cua iDo la cdc ba't cap 
va de xua't cua nhdn vien deu dffdc dang cdng khai 
tren mang xa hdi ndi bd ctia FPT va tag ngffdi lanh 
dao lien quan vao. Lanh dao cd trach nhiem phan 
hdi ve viec dp dung hay tff chd'i de xua't ciia nhan 
vien. Ta't ca trao ddi diu dffdc cdng khai dffdi sff 
giam sat cua toan the nhan vien va can bd quan 
ly chd't Iffdng. Mdi thdnh vien gffi de xua't dffdc 
lanh dao ddng y xff ly se dffdc thffdng ndng. Td't 
ca cdc ddn vi deu cd chi tieu thi dua de ddn vi nao 
cung phai nd Iffc thuc day nhdn vien sang tao. 
Tdng ke't nam 2019, toan FPT cd 50% nhan vien 
cd de xua't sdng tao cai tien (khoang 15,000 de 

xua't), vdi 25% tj le de xud't dffdc duycr U'len khai 
(gan 4.000 de xua't). 

Giai Sang tao FPT - iKhien, la chffdng tnnh tim 
kiem, qudng bd vd nhan rdng nhffng sdng tao hay 
tren quy md toan FPT, nhdm phdt tnen san 
pha'm/dich vu mdi, day manh chuyen doi sd' va 
nang cao ndng sua't lao ddng. iKhie'n dffdc trie'n 
khai rdng khap tai ta't ca ddn vi trong Tap doan 
FPT tff ndm 2017, tap trung vao viec Tim kiem, 
thuc day, dau tff cho nhffng sdng tao cd gia tri thffc 
tidn di vao hoat ddng lau ddi, cd the phdt tnen 
thanh san pham mdi de' thffdng mai hda; Khuye'n 
khich tinh than sdng tao, nang cao nang sud't lao 
ddng; Tie'p tuc the hien hinh anh ddi mdi sdng tao 
ciia Tap doan FPT. 

Sau 3 nam td chffc, iKhie'n nhan dffdc 371 sang 
tao, cua 300 tac gia dff thi. Gidi thffdng cao nha't 
ciia iKhie'n trong 3 nam qua la 70 trieu ddng vd vffa 
dffpc nang len 500 trieu ddng (1 dtd Vios) vao ndm 
2020. Tff giai thffdng nay, 6 sdng tao dffdc trien khai 
d cdc cdng ty thanh vien da dffdc nhan rpng tren 
quy md todn FPT, tie't kiem dffdc 200 ty ddng. 

Khdng chi sang lao trong cdng viec, FPT cdn 
diing cdc hinh thffc van hda nghe thuat de lan tda 
tinh th^n sang tao, lam phong phii ddi sd'ng tinh 
than cua nhan vien. FPT ndi tieng vdi nhffng phong 
trao nhae che', nhffng chffdng trinh hdi didn nghe 
thuat da dang va ddc biet la Van hda STCo (la sff 
hai hffdc, hdm hinh cua ngffdi FPT). Chinh nhd 
nhffng tig'u phd'm nghe thuat hdi hffdc, nhffng ban 
nhae phdng tac, nhffng an phd'm van hda trao 
phung . ma nhan vien cua FPT ludn dffdc ren 
luyen tinh sang tao va van hda sdng tao cua FPT 
dffdc lan toa khap Viet Nam. 

Tff thffc tidn trien khai vdn hda Sdng tao dd'i 
mdi cua FPT va ly thuye't 4 ddn bay phat trie'n vdn 
hda cua Trffdng Harvard, chung ta cd the' thd'y 
rang, de trien khai td't cdng tdc phat trien vdn hda 
cua mdt td chffc, vai trd ddn dau cua ngffdi lanh 
dao la vd cijng quan trpng. Lanh dao phai la ngffdi 
khdi ngudn, dmh hffdng, chi dao sat sao va gffdng 
mau thffc hien, ddng vien cd vu can bp, nhan vien. 
Lanh dao cung phai la ngffdi cdng bd' phong each 
vdn hda cua td chffc mdt cdch ro rang, truyen cam 
hffng. Ben canh dd, hai mui nhon can dffdc trien 
khai song song la truyin thdng de tao nhdn thffc, 
tao niem tin cho nhan vien va cac md hinh van hda 
cd tdc dung dieu khien hdnh vi, tao dpng Iffc &i 
nhdn vien ren luyen van hda moi ngay. Co nhff 
vdy, cdng tdc trie'n khai van hda doan" jhiep mdi 
cd the thanh cdng» 

92 Sd4-Thang 3/2020 



QUAN TR!-QUAN LY 

TAX LI^U THAM KHAO: 

/. DUdng Qudc Thang (2010), "Xdy dUng vdn hda doanh nghiep vdi trie'l ly phuang Dong", TP Thai Nguyen, NXB 
Dai hoc Thdi Nguyin. 

2. Edgar H. Schein (2010), "Organizational culture and leadship", Jossey- bass, USA 

3. Tap chi Harvard Business review 2018. 

4. hllp.VAvww.fpi.coin.vn 

5. http://doanhnhan360.com/ 

6. htlp://www.managingchange.com/bpr/bprcult/3culture.htm 

Ngay nhan bai: llimUS 

Ngay phan bidn danh gia va siJa chffa: 17/2/2020 
Ngay chap nhan dang bai: 27/2/2020 

Thdng tin tdc gid: 

ThS. N G U Y I N THI HUE 

Giang vidn mdn Van boa doanh nghidp va Quan tri truyin thong 
Vien Quan tri va Cdng ngh$ FSB, Dai hpc FPT 
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ABSTRACT: 
This paper summanzes Harvard Business Review's theory of 4 cultural development levers, 

including stahng the organization's cultural manifesto; selecting and developing appropriate 
leaders, strengthening internal communication on corporate culture and reinforcing cultural 
changes through organizational structure. 

Based on the contents of four levers, this article analyzes the practice of innovative culmre 
development at FPT Corporation, the leading technology enterprise in Vietnam. The results 
show that FPT Corporation has well implemented this theory, especially the work of 
strengthening cultural change through organizational structure. FPT Corporation has organized 
many models to encourage and promote creativity, making its employees always thuik 
differently and bring many creative solutions to the corporation. 

The analysis of FPT's cultural development is expected to help Vietnamese businesses 
better understand the practice of building corporate culture to build thek own cultural 
development paths in order to get competitive advantages 

Keywords: Corporate culture, innovative culture, 4 cultural levers. 
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