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TOM TAT:

Béi bdo t6m it 1y thuy&t 4 ddn biy phét wién vin héa cia Tap chi Harvard Business Review,
bao gom: Néu 1o myen ngdn van héa cua 18 chitc; Lya chon va phm wién cdc nhi lanh dao phh
hqp, Tang cudng truyén thong ndi bd vé viin héa; Cling cd su thay a6 viin héa thong qua thi€t k&

16 chifc.

Cin cif theo 4 nbi dung clia cic ddn bay, bai bio phan tich thyc tién cong téc phat rién van héa
sing (a0 d8i m6i & Cong ty FPT, doanh nghiép cdng nghé hang diu & Viét Nam. K&t qué phan tich
cho thdy, Cong ty FPT dé thuc hign (51 Iy thuy&t ndy, dic biét Ia cdng téc ciing c6 sy thay ddi van
hoa qua thiét k& 18 chirc. FPT da t3 chifc nhiéu mo hinh khuy&n khich vi phat huy sy séng tao, khién
cho nhan vién FPT Judn v duy khdc biét va mang lai nhidu gidi phép séng tao cho FPT.

Vige phan tich céng téc phét trién viin héa FPT gidp cho céc doanh nghiép Viét Nam hiéu rd hon
thyc tién xay dyng van héa doanh nghiép, i d6, sé hoc hd1 va xay dung cho minh huéng di riéng
trong cdng tdc phit wién viin héa doanh nghiép, tao sy khdc bidt va Igi th€ canh tranh cho t8 chifc.

Titkhéa: Van héa doanh nghiép, vin hoa sing tao d8i méi, 4 don biy viin héa.

1. D3t vin dé

Trong nhing ndm vira qua, thé giéi di dugc
chitng ki€n nhitng cude “ddi ngdi™ ngoan myc gifa
cdc doanh nghiép. C6 nhimg tap doan cong nghé
16n dot ngdt bi€n mat khong d€ lai diu vét nhw
Nokia, Kodak, Sony Ericsson, Trong khi d6, nhd
¢6 tam nhin va khi ning sdng tao ddt phd. nhirng
doanh nghiép sinh sav di trdi day tré thinh nI\Lrng
doanh nghiép 1dn, v dai. 1am thay d6i cude song
clia con ngudi. nhu: Google, Facebook, Amazon,
Uber. Airbnb  Diéu d6 chimg 18, thé gidi chuyén
minh vdi t8c dd chéng mit va cau chuyén déi mai
sdng tao dang la m&i quan tam hing ddu cia cic
doanh nghiép, d4c biét la trong lan séng céch
mang cong nghé 4.0 hién nay, viéc xdy dung vin
héa Adi mdi sing tao cang dugc dhu

K&t qui khio sdt cia Cong ty Tu van
CapGemini trén 2000 gidm dée diéu hanh khip the’
gidi cong thé hién diéu nay. C6 16i 65% trii 18i riing
ho dang tién hinh phat trién vin hoa ddi mdi sing
tao. Con theo cong bd cia theo Hing thong 1an
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Thomson Reuters, néu doanh nghiép khéng tng
dung cong nghé sd, thi 63% cdc cong ty thudc nhém
S&P 500 hién nay db da tdn tai nhiéu thip ky qua,
vin sé c6 khodng 3/4 “bi€n mit” khéi bang niém
yé& danh gid ndy vao nam 2027, do tic déng cla
cudc ciich mang céng nghiép 4.0.

Viét Nam, ndi bat trong s6 nhitng doanh
nghiép I6n, thudc nhém vén héa séng tao 13 FPT.
Viéc nghién citu thue (i&n phat trién van héa déi
mdi sdng 1o & FPT, d8i chi€u vdi Iy thuy€t 4 don
bay phat trién viin héa ciia Harvard nhim gitip céc
doanh nghiép Viét Nam ¢6 cich nhin ding vé
phuong phip xdy dung vin héa & doanh nghiép
minh, tao su phal trién bén virng.

2. B&n don biy d& phit trién vin héa doanh
nghiép cia Truong Harvard
Nhom tic gid gdm gido su Boris Groysberg cha
Trlrdng Kinh doanh Harvard vi cdc chuyén gia
vdn viin héa doanh nghiép 12 Jerenah Lee, Jesse
Price va J. Yo-Jud Cheng dd cong i

- n “n Tap chi
Harvard Business Review sé 1!\«.,

-3/2018
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hudng din x8y dung vin héa doanh nghiép danh
cho linh dao. Theo c4c téc gia, dé phat nén van
héa doanh nghiép thanh c6ng, can thyc hién (&t 4
aon biy sau:
- Cong b6 phong cdch viin héa mong muén

Giéng nhu x4c dinh mét chi€n Iuge mdi, viéc
xiy dyng viin héa doanh nghiép cin bit diu biing
viéc phan tich hién 1ai, chon mdt mé hinh vian héa
@€ thio ludn cdng khai trong 18 chifc. Cdc nha linh
dao phai hi€u nhing k&t qud ma phong cdch vin
héa d6 s& tao ra, luding trdde nhirng di€m phi hop
hodic khdng phil hgp véi diéu kién kinh doanh va thi
trusng hién tai. Khi di thdng nhat duge phong cdch
van héa cia (3 chdc, cdn phii viét ra nhilng quy
chugn vin héa cd ban mang tinh hudng din ban
dau. T4t ¢4 cdn duge IAm 15 nhil, truc quan nhat, dé
gitip moi ngudsi hi€u rd va ddng long thyc hién.

- Lita chon va phdt trién cac nha ldnh dao phii
hop vdi vin héa mong muén

Céc nha tanh dao 12 chat xic téc quan trong cho
sy thay d81 vin héa clia t§ chic, c¢6 khid ning
khuy&n khich cdc c&p thuc hién. V1 th&, ddi ngii
linh dao cin phai 13 nhirng ngudsi du tién hiéu ro
vit lya chon phong céch van héa mong mudn. Bé1
ngi lanh dao cin duoc Ao tao diy dd vé cdng tac
phét trién van héa doanh nghiép, vé djc diém, y
nghia clia phong cach vin héa mi (3 chitc mong
mubn xdy duyng. N&u lanh dao dugng nhiém nao
khong Ging ho hodc khdng mudn thay d&, cin duge
yéu cdu rdi khéi 16 chifc d€ khong gdy can trd cho
sy pht (ri€n van héa.

- Tdng cuomg truyén thong nji b vé vin héa

DE thay d31 c4c chufin myc, niém un va higu
biét ngdm dinb trong mot (8 chifc, cin phdi tang
cuding cdng tac truyén thong ndi bd dé moi thanh
vién hi€u va tin wéng d6. Doanh nghiép c6 thé 8
chifc nhifng cuc thédo Juan vé cdc phong cich vin
héa hién taj v mong mudn ciing nhu tdc dong cia
vin héa d6 d&€n sy phat trién cia doanh nghiép.
V6i sy phat trién cha cdng nghé hién nay, doanh
nghiép c6 thé sit dung cdc nén tdng truyén thong
xa hoi d€ khuy&n khich cdc cudc tro chuyén, chia
s€ clia lanh dao, quén ty cip cao va nhin vién ndi
bt Cé thé 16 chirc déi thoai vdi linh dao vé nhing
thay d8i ciia cd nhan ho va 18 chic. Tl d6, nhin
vién sé hiéu, muSn gdn bé va sin sing thyc hién
nhitng thay d&i theo vin héa t8 chitc.

- Hinh thanh vdan héa mong mudn théng qua
thié' k& 16 chite

Khi céc cau tric, hé thang va quy trinh cia mot

cong ty dudc lién K&t va hd rg viin hoa, viée thic
ddy cdc phong cdch vd hanh vi vin h6a mdi sé 3
nén dé ding hon. Hoat dong dao tao cin diy manh
dé ung ctrdng nhan thdc cho nhin vién va gitip ho
hi€u chudn myc hinh vi, itng xtf theo vin héa méi.
T8 chifc ¢ th€ can ciu tric lai va hoach dinh hé
thdng quy chuan d€ rén luyén nhiing nét viin hoa
mong mudn. Cic hoc gid hiang diu nhu Henry
Mintzberg di chi ra cdch cau triic 18 chite v cic
tinh nang thigt k& khic c6 thé c6 tac dong siu sic
theo thdi gian d8i véi cach moi ngudsi suy nghi vi
hanh x{ trong mét t8 chire.

Ta't ¢4 4 don bdy trén k&L hop v61 nhau 130 nén
mot gidi phap ddy dii, trong d, sy tham gia chi dao
e tiép cha d6i ngd lanh dao cao cip 12 don biy
16n nh4t d€ phit trién van hoa.

3. FPT dung don by 1¢n nhat d€ phat trién
vin héa

FPT la tdp doin hang ddu vé cong nghé théng
tin & Viét Nam, ni tiéng véi van héa sing 120 d6i
méi. Chung ta sé cang phin tich theo ly rhuyel 4
don bdy ciia Trugng Harvard & trén d€ hi€u vi sao
FPT dat dugc danh ti€ng dé.

Vé phong cdch vin h6a, FPT di sdm dinh hinh
nhitng gid trj c61 161 cha minh Nhiing gid tri ma tat
c4 ngudi FPT chia sé 12 “TON BO1 PONG" nghia
12 Tén trong, B&i méi va Bonﬂ d6i; TON TRONG
12 Tén trong cd nhan, bao gom No6i lhdng Ling
nghe vi Bao dung: POIMGI 1 Tinh than ddi méi,
bao gom Hoc hanh, Sing tao va STCo (la sy hai
hu6c, hém hinh cia ngusn FPT); PONG POI 12
Tinh thin déng doi, bao gdm: Péng tam, Tap thé
va Chén tinh, B3i véi linh dao, cin c¢6 thém 3 gid
1ri nira, la “CHI GUONG SANG" nghia ta "CHI
CONG - GUGNG MAU - SANG SUOT™. Niws
vay, rd rang 1 FPT di lva chon va cdng b3 mot
c4ch mach Jac nhirng gid tri van héa cha minh.

V& doi ngd linh dao, FPT dugc hinh thanh tif
nhom 13 thinh vién chd yé&u 1 cuu du hoc sinh &
Trudng Pai hoc Lomonoxov ctia Nga (MGU).
Nh6ém cdc thanh vién chi chét nay dugc thira
hu@ng vin héa cda sinh vién Todn Tin Trudng
MGU, théng minh, sdng tao, luén mong muén dox
mdi. Ngdy r khi thinh lap, FPT d3 “Mong muén
1ré thinh 18 chite kiéu mdi, gidu manh biing sdng
1ao cong nghé " (trich Tam nhin cda FPT). VGi dbi
ngii linh dao phi hop véi viin héa sing tao déi
mGi, ludn li nhitng ngudsi gudng miu, din ddu va
chi dao sdt sao cong tdc xay dung vin hda. Nhing
18p Janh dao k& cin céa FPT ciing da phin la
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nhifng ngudsi di duge 16 luyén® va “ngdm” vin
héa FPT w6 khi duge b§ nhi¢m. Do dé, da s&
lanh dao FPT déu 1a nhitng ngudi ¢8 vii, dong vién
ra1 18 cho vin héa sing tao, d61 mér.

V& truyén thong ndi by, FPT la cong ty din diu
vé hoat dng nay & Vié( Nam. FPT la cong ty Viét
Nam diu (ién c6 1&f bdo nd1 bd riéng A€ chia sé
thdng tin, dong vién khich [& nhin vién. C6 thyi
ky, toan FPT c¢6 ti vai chuc td bdo ndi b, ban tin
dién tif khdp cdc cong ty thanh vién va cdc nganh
chde nang. Hién tai, FPT ¢6 nhitng kénh truyén
théng chinh, gém: Bdo Ching ta Online, Bdn
tin/trang tin ndi bo cGa cde cong ty thinh vién, Bdn
tin qua email, Mang xa hdi Facebook at work, cdc
fanpage, cdc chuong trinh giao luu véi linh dao,
cdc &n phim (S& ky, sich vé Top 100 FPT, Sich
vé Vin héa FPT ). Binh k¥ hing nim, FPT thyc
hién khdo sdt truyén théng ndi bd, nhim xic dinh
hiéu qud va chit lugng cda cdc kénh truyén thdng,
tir d6 dia ra phudng phip cdi uén. Vithe, cdng tic
truyén thdng ndi by cda FPT luon duge ddi méi.

D&i vér viéc hinh thinh vin héa mong mudn
thdng qua thiét k& 18 chitc, FPT dic biét chi rong.
FPT ludn ¢é nhitng md hinh khuy&n khich ddi mdi
sing tao dudc phit dong toan Tap doan. Hién i,
FPT dang ¢6 2 hoat dong dugc t6 chite xuy&n sudt
cd nam nhim hudng d&n phdt huy tinh séng tao va
cai tién d3i mdi, 1a Chudng winh P3i mdi séng tao
- iDo va Gidi Sdng tao FPT - Khién.

Chuong trinh iDo dudc tri€n khai tir thing
8/2017, vdi mong mudn mdi ngudi FPT, bing su
1an wy cha minh, phat hién nhitg di€m chua hop
1y trong t8 chiic, déng gop ¥ kign d& xay dung 1ap
doan ngiy cing phit trién. Myc tiéu clia iDo khdng
chi nang cao chat lugng phuc vu khdch hang, cai
1i€n quy trinh/thi tuc, 1€t kigm chi phi, ma conthiic
a8y tinh thin 1am ch{ cda nhan vién, xiy dung moi
trugng lam vige 461 mdi sdng tao, minh bach.

Nguyén tic hoat déng ciia iDo 13 cdc bil cap
vii dé xuat cha nhin vién déu dude ding cong khai
rén mang xa hgi né1 bd ciia FPT va tag ngudi lanh
dao lién quan vao. Linh dao c6 trich nhiém phan
hoi vé viéc 4p dung hay tir chdl dé xudt cia nhan
vién. T4t cd trao d8i déu duge cong khai dudi sy
gidm sdt c@a toan thé nhin vién va c¢in bd quin
Iy chat lugng. M&i thanh vién gitt dé xuit dugc
Janb dao déng y x{ Iy sé dugc thudng néng. Tat
i cic dan vi déu c6 chi uéu thr dua d€ ddn vi nio
ciing phd1 nd lyc thic di'y nhan vién sdng tao.
Tdng k€t nam 2019, todn FPT cé 50% nhin vién
¢6 dé xudt sing tao cii ti€n (khodng 15.000 aé
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xuit), v6i 25% 1§ 1¢ dé xuih dwgc duyet nén khai
(gdn 4.000 dé XUAT).

Gidi Sdng 1ao FPT - jKhi€n, 13 chiong tinh im
ki€m. quing bd va nhan rang nhimg sdng 120 hay
trén quy o todn FPT, nhim phm rién sdn
phdm/dich vu mdi, diy manh chuyen d5i $6 va
ning cao ning suit lao dong. iKhign dude trién
khai réng khip ta1 1t ci ddn vi trong Tap doan
FPT Y ndm 2017, t4p trung vio viéc Tim ki€m,
thic diy. diu w cho nhifng sdng tao ¢6 gia tri thyc
ti&n di vio hoat déng lau dai, c6 thé phat tnén
thanh sin phim mdi dé thuong mai héa; Khuyén
khich tinh thin sdng tao, ndng cao ning suat lao
déng; T1€p tuc thé hién hinh dnh d8) mdt sdng tao
cia Tap doan FPT.

Sau 3 nam 1§ chifc, iKhi€n phin dude 371 sing
tao, clia 300 tdc gid du thr. Gidi thudng cao nhit
cda 1Khi€h rong 3 nam qua 1 70 trigu ddng va vira
duge ning 1én 500 triéu ddng (1 616 Vios) viio nim
2020, Tir gidi thudng ndy, 6 séng tao dudc trién khai
& cdc cdng ty thinh vién dd dude nhin rong trén
quy mb toan FPT, ti€t kiém duge 200 ty ddng.

Khéng chi sdng o trong cdng viéc, FPT con
ding cdc hinh thite vin hda nghé thuit d€ lan téa
tinh thin sdng tao, liro phong phii dd1 sGng tinh
thin clia nhan vién. FPT ndi ti€ng vdi nhitng phong
trao nhac ché, nhitng chudng trinh hoi dién nghé
thudt da dang va dac biét 1 Vin héa STCo (14 sy
hai budc, hém hinh cda ngud: FPT). Chinh nhg
nhitng ti€u phim nghé thuat hai huéc, nhing bin
nhac phdng tde, nhifng 4n phim viin héa o
phing . ma nhin vién cla FPT luén dugc rén
luyén tinh sing tao va viin héa sdng tao ctia FPT
dudc lan 18a khip Vidt Nam.

T thyc 1ién tri€n khai vin héa Séng 1o a6
mdi ciia FPT va 1§ thuy€1 4 don biy phét 1rién vin
héa cia Trusng Harvard, ching 1a co thé thdy
réng, dé lnén khai t8t cong tac pht 16ién vin héa
ctia mét 18 chie, var rd din dau cia ngudi lanh
daola vo cunz quan trong. Linh dao phéi la ngudi
kh&i ngudn. dinh hudng, chi dao st sao va guong
miu thye hién, dong vién & vi cin bd, nhan vién.
Lanh dao cung phai la ngudi cdng bd phonq céch
vin héa ciia 18 ehite m@tcdchro mm. lruyen cdm
hitng. Bén canh d6, hat miii nhon can duge trién
khai song song 12 truyén thang d€ 1o nhin thit,
tao niém tin cho nhan vién va cdc mé hinh vin héa
6 tic dung diéu khién hanh vi, tao dong Iye dé
nhin vién ren Iuyen vin héa md,; clly. Cé nhy
vay, (.,éng tdc trién khai van héa doan ‘hiép méi
¢6 thé thianh cong®
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ANALYZING FPT CORPORATION’S INNOVATIVE CULTURE
DEVELOPMENT IN TERMS OF HARVARD BUSINESS REVIEW'S
THEORY OF 4 CULTURAL DEVELOPMENT LEVERS

® Maoster. NGUYEN THI HUE
Lecturer, Corporate culture and Communication management
FPT School of Business and Technology FPT Univeristy

ABSTRACT:

This paper summarizes Harvard Business Review's theory of 4 cultural development Jevers,
including stating the organization's cultural manifesto: selecting and developing appropriate
leaders, sizengthening 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 culture
development at FPT Corporation, the Jeading 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 think
differently and bring many creative solutions to the corporalion.

The analysis of FPT's cultural development 1 expected to help Vietnamese businesses
better understand the practice of building corporate culure o build their own cultural
development paths in order to get compelitive advantages

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

$6 4 -Thang 3/2020 93


http://doanhnhan360.com/
http://www.managingchange.com/bpr/bprcult/3culture.htm



