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Tom tat
Trong béi canh cugc cach mang cong nghiép lan thit tw, chuyén ddi s6' da tré thanh mgt yéu cau chién
luge déi véi su ton tai va phdt trién cia moi doanh nghiép. Bang phuong phdp tong quan tai li¢u,
nghién ciu lam ro sy khdc bi¢t vé bdn chdt giiia ba cdp d¢: s6 hoa théng tin, sé héa quy trinh va
chuyén doi s6. Ddng thoi, bai viét phdn tich sdu cdc truong hgp dién hinh cia nhiing tdp doan hang
dau thé gidi nhu Amazon, Netflix, DBS Bank va Microsoft dé diic két cdc bai hoc thic tién. Nghién
citu khdng dinh vai tro quyét dinh ciia cdc yéu t6 phi cong nghé, bao gom tu duy lanh dao, ngudn vén
con nguoi va ndng ligc khai thdc dir ligu. Tir do, bai viét dé xudt nhitng ham y qudn tri chién lugc,
cung cdp mgt khung tham chiéu hivu ich cho cdc doanh nghiép Viét Nam trong hanh trinh xdy dyng
va trién khai chuyén doi s6 mot cach hiéu qud va bén vimng.

T khoa: chuyén doi s6, doanh nghi¢p, Viét Nam, sé hda, sé héa quy trinh, mé hinh kinh doanh, chién
luoc

Abstract
The fourth industrial revolution has positioned digital transformation as a critical strategic requirement
for all businesses. This study employs a literature review to clarify the distinctions between digitization,
digitalization, and digital transformation. Furthermore, it derives practical insights from in-depth case
analyses of industry giants like Amazon, Netflix, DBS Bank, and Microsoft. A key finding is that
successful digital transformation transcends technology projects, constituting a fundamental overhaul of
business strategy, organizational culture, and value models. The study concludes that non-technical
elements - specifically leadership mindset, human capital, and data analytics capabilities - are the
ultimate determinants of success. The research then outlines strategic implications, offering a robust
framework to guide Vietnamese companies in their effective and sustainable implementation of digital

transformation.
Keywords: digital transformation, enterprise, Vietnam, digitalization, business model, strategy
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Cuoc cdch mang cong nghi¢p 4.0 da va dang tdi dinh hinh sau sic
nén kinh té& toan ciu, noi cong nghé¢ sé khong con la yéu t6 hod tro
ma da tré thanh dong luc c6t 161 cho sy ting truéng va canh tranh cta doanh
nghiép.! Trong béi canh dd, chuyén d6i s6 dia néi lén nhu moét xu thé tit
yéu, buodc cdc doanh nghiép phii thay déi dé ton tai va phit trién. Ap luc nay
dén tu ca sy bién déi trong k¥ vong cua khich hang, nhting ngusi doi hoi
trai nghiém cd nhan héa va lién mach, 1an sy tré1 day cua cdc d61 thu canh
tranh linh hoat sinh ra trong thoi dai ky nguyén s6.2

1 A. Shaji George, “Digital transformation in business: Opportunities, challenges, and implications”,
Partners Universal Innovative Research Publication, Vol. 2(6), 2024, tr. 4654, DOI: https://doi.org/10.5281/
zenodo.14599717; Ratnawita, “Digital transformation in business management:Opportunities, challenges,
and implications”, Return: Study of Managment, Economic and Business, Vol. 2(9), 2023, tr. 962-968, DOI:
https://doi.org/10.57096/return.v219.158

2 Peter C. Verhoet, Thijs Broekhuizen, Yakov Bart, Abhi Bhattacharya, John Qi Dong, Nicolai Fabian,
Michael Haenlein, “Digital transtormation: A multidisciplinary reflection and research agenda”, Journal of
Business Research, Vol. 122, 2021, tr. 889-901, DOI: https://doi.org/10.1016/j.jbusres.2019.09.022
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Tai Viét Nam, hoat dong chuyén d6i s6¢ déng vai tro quan trong va
dugc thé hién mot cich cu thé qua cdc chu truong, chinh sich mang tim
chién lugc quéce gia. Cdc vin ban nhu Quyét dinh s6 749/QD-TTg’ phé
duyét “Chuong trinh Chuyén d6i s6 quéc gia”. Quyét dinh s6 411/Qb-
TTg* phé duyét “Chién luge quéc gia phdt trién kinh t€ s6 va xa hoi s6” va
Nghi quyét s6 57-NQ/TW> ctia Bo Chinh tri vé dot phd phdt trién khoa
hoc, cong nghé va d6i mdi sdng tao da tao ra médt hanh lang phdp ly va
moi trudng thuan lgi, dong thoi dit ra yéu cau cdp thi€t cho cong dong
doanh nghi¢p phii ting t6c trong qud trinh chuyén d61 s6 nhu hién nay.
Tuy nhién, tai Viét Nam, thuc t&€ cho thdy, cic doanh nghi¢p van gip nhiéu
khé khan va thit bai khi thuc hién chuyén d61 s6. Theo bdo cdo cua Bo K¢
hoach va Pau tu,® hon 80% doanh nghié¢p vin con khd ling tung trong viéc
xdc lap 10 trinh chuyén d6i s6¢ phu hop. Sy mo ho nay khong chi dung lai
6 mit hoc thuit ma con dan dén vi¢c diu tu sai hudng, gay nén su lang phi
nguodn luc khi doanh nghiép thuc hién dong nhit gitia s hdéa vdi chuyén
déi s6.

Tu thuc trang da néu trén, bai viét xdc dinh khoang tréng nghién ciu
bao gom viéc thi€u hut mét khung ly luan hé théng két hop véi cdc minh
ching thuc tién vé mdéi quan hé nhian qua gita tu duy lanh dao va thanh
cong khi thuc hién chuyén déi s6. Muc tiéu cu thé ma nghién ciu mudén
dat dugc 1a phan dinh rach roi ban chét 1y luan cta cdc cdp do s6 héa, phan
tich co ché€ chuyén d6i s6 thanh cong cua cdc tip doan dién hinh va dé xuit
16 trinh chuyén dé61 s6 phu hgp vdi dac thu doanh nghié¢p Viét Nam. Bai
vi€t khong chi hé théng hda tri thic ma con cung cdp ham y chinh sich va
chién lugce cu thé nhim t6i uu héa ngudn luc cho cong dong doanh nghi¢p
trong thoi dai s6.

bé hoan thanh nhting muc tiéu da dé ra, nghién cidu thyc hién theo
phuong phdp téng quan ty sy vdi cdu tric ba phan cy thé. Piu tién, bing
viéc ra sodt cdc co s6 dui liéu khoa hoc trén cdc nén tang uy tin nhu Google
Scholar, Scopusva Web of Sciences giai doan 2019 — 2025, nghién cuu tap
trung lam ro sy khdc biét vé ban chidt gita cdc khdi niém nghién ciu lién
quan nhu sé héa thong tin, s6 héa uy trinh va chuyén d61 s6. Tu d6, nghién
cdu thuc hién phan tich cdc bai hoc kinh nghiém thuc tién tii cic mo6 hinh
chuyén déi s¢ thanh cong trén thé€ giéi thong qua ky thuat so sanh déi chiéu
va phan tich n6i dung cu thé. Cudi cung, nghién ciu dé xuit cic ham y
chién luge phut hgp vdi cdc doanh nghi¢p Viét Nam trong viéc dinh hudng
va trién khai qud trinh chuyén d6i s6¢ hi¢u qua.

3 Quyét dinh s6 749/QP-TTg ngay 03/06/2020 vé viéc phé duyét “Chuong trinh Chuyén déi s6 qudc
gia dén nam 2025, dinh hudng dén nam 2030 (Quyét dinh s6 749/QD-TTg).

4 Quyét dinh s6 411/QD-TTg ngay 3/03/2022 vé viéc phé duyét “Chién luge qudc gia phdt trién kinh t&
s6 va xa hoi s¢ dén nam 2025, dinh hudng dén nim 2030” (Quyét dinh s6 411/Qb-TTg).

5 Nghi quyét s6 57-NQ/TW ngay 22/12/2024 vé dot phd phdt trién khoa hoc, cong nghé¢, d6i méi sing
tao va chuyén déi s6 qudc gia (Nghi quyét s6 57-NQ/TW).

6 B¢ K& hoach va Pau tu, Bdo cdo thuong nién Chuyén ddi s6 doanh nghi¢p 2023: Thiic ddy chuyén ddi s, chuyén
déi xanh, Cuc Phdt trién doanh nghiép, 2024.
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1. Tong quan co s6 ly luan
1.1. Dinh nghia chuyén déi sé

Chuyén d6i s6 la mét qud trinh mang tinh cdch mang, tic dong dén
moi khia cia doanh nghiép.” dinh nghia ring chuyén d6i s6 1a mét qud
trinh gidp cdi thién mot thuc thé bing cdch tao ra nhung thay déi ding
ké d6i véi cdc thudc tinh ctia né thong qua sy két hop va hd trg ti cong
ngh¢ thong tin, mdy tinhva truyén thong.® nhin manh ring chuyén déi s¢
la hoat dong tich hop cong nghé s6 vao moi khia canh ctia doanh nghiép,
tit d6 tdi dinh hinh hoan toan cdch thiuc van hanh va mang lai cdc gid tri
mang tinh vugt tréi cho khdch hang. Vé ban chit, chuyén déi s6 1a mot su
chuyén dich mang tinh nén ting, tic dong sidu sic dén tu duy, vin héa cua
t6 chic va mo hinh kinh doanh. Trong qud trinh nay, cong ngh¢ déng vai
tro 1a chit xic tdc cho phép doanh nghiép tao ra cdc gid tri mdi, khai théic
cdc nguodn doanh thu tiém ning va xay dung lgi thé¢ canh tranh mang tinh
dot phd.” Do d6, tién trinh nay yéu ciu sy thay d6i triet dé€ cdc phuong
thic hoat dong truyén théng va tdi dinh hinh toan bé mo hinh van hanh
cua doanh nghiép.
1.2. Cdc cdp do cia s6 hoa thong tin, s6 hoa quy trinh va chuyén doi so
Cdp dg 1: S6 héa thong tin

bay 1a giai doan khéi dau va la nén ting ctia qud trinh chuyén déi s,
bao gom qud trinh chuyén héa du liéu ti dinh dang vat ly sang dinh dang
ky thuat s6." Hoat dong chinh cua giai doan nay la thiét lap co sé du liéu s6
héa, nhim muc dich t6i uu héa viéc luu tri va nang cao hi¢u suit truy suit
thong tin. Cdc biéu hién cu thé cua giai doan nay bao gobm viéc quét tai li¢u,
hgp dong gidy thanh t¢p tin dién td, hodc nhip du li¢u khdch hang vao h¢
théng quan ly quan hé khdch hang cia doanh nghiép.
Cdp d¢ 2: S6 héa quy trinh

O cip do ti€p theo, s6 héa quy trinh 1a qué trinh ting dung cong nghé va
khai thdc du liéu s6 dé cai thién, cang nhu ty dong héa cdc quy trinh nghiép
vu hién htu." Cip do nay khong lam thay d6i ban chit ¢St 1oi cua quy trinh,
ma tp trung vao viéc thuc thi hoat dong s¢ héa mot cich hiéu qua, nhanh
choéng va chinh xdc hon. Muc tiéu cta s6 héa quy trinh 1a nang cao hi¢u suit
hoat dong, t61 uu héa chi phi van hanhva han ché€ t61 da cdc sai sét do con
ngudsi gay ra. Chang han nhu, khi doanh nghi¢p st dung phan mém k€ todn

7 Peter C. Verhoet, Thijs Broekhuizen, Yakov Bart, Abhi Bhattacharya, John Qi Dong, Nicolai Fabian,
Michael Haenlein, tldd.

8 A. Shaji George, tldd..

9 Karl S.R. Warner, Maximilian Wiger, “Building dynamic capabilities for digital transformation: An
ongoing process of strategic renewal”, Long Range Planning, Vol. 52(3), 2019, tr. 326-349, DOI: https://
doi.org/10.1016/j.1rp.2018.12.001

10 Aryne Leigh Monton, “Digitization, digitalization & Digital transformation: What’s the difference?”,
GlobalSign by GMO, 2022, https://www.globalsign.com/en/blog/difterence-and-similarities-digitization-
digitalization-and-digital-transtormation, truy cap ngay 07/01/2026.

11 Pamela Winikoft, “What is digitization vs digitalization vs digital transformation?”’, Channel Insider, 2024,
https://www.channelinsider.com/channel-business/running-an-msp/digitization-vs-digitalization/, truy
cap ngay 07/01/2026.
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dé tu dong hoa quy trinh xudt héa don hojc trién khai hé théng hoach dinh
ngudn luc doanh nghiép d€ t6i uu hda viéc quan ly chudi cung ung.
Cdp d¢ 3: Chuyén ddi sé

Day la cdp do cao nhit, ¢6 tinh toan dién va y nghia chién lugc sau sic.
Chuyén déi s6 1a viéc si dung cong nghé nhu mot hoat dong giip hoan
thanh muc tiéu ma chién luge da deé ra d€ tdi cau tric mo hinh kinh doanh,
vin héa t6 chuc va cdc gid tri méi ma trude day khong thé thyc hién dugc.'?
Trong d6, su khdc biét cua chuyén déi s§ so véi hai cdp do trude dé 1a
chuyén déi s6 gitp t61 uu héa hoat dong hién tai, cing nhu tao nén phuong
thic hoat dong hoan toan mdéi. Muc tiéu cudi cung chinh Ia tao ra 1g1 thé
canh tranh va tdi dinh vi vi thé€ cta doanh nghié¢p trén thi truong va khai mé
cdc mo hinh kinh doanh mang tinh sing tao. Su chuyén dich cua Netflix tui
mo hinh kinh doanh cho thué DVD viat ly sang nén ting cung cdp dich vu
truyén phdt nodi dung s6 trén pham vi toan ciu nhu hi¢n nay la mét vi du
dién hinh cua chuyén d6i s6.

Bdng 1. Cdc cdp d¢ ciia hinh trinh sé hoa

Tiéu chi S6 hoéa thong tin | S6 hoa quy trinh Chuyén doi s6

Mo hinh kinh

Trong tam Du liéu Quy trinh doanh va khdch
hang
Ban chat Chuyén déi dinh | T6i uu héa cich thuc | Tdi cdu tric mo
dang thong tin Ihm viéc hién tai hinh kinh doanh
Pham vi Cap do nhl?“i mva Cip do van hanh Toan dién
don 1é
Muc tieu Luu tri va truy cap | Ting ning sudt, gidm | Tao loi thé€ canh

thong tin hi¢u qui chi phi van hanh tranh va gid tri madi

Noudn: Nhom tdc gid téng hop (2025)

2. Phan tich kinh nghiém chuyén d6i s6 qudc té
2.1. Amazon: Ldy khdch hang lam trung tam

Chién luge cia Amazon duge xay dung dua trén triét 1y 14y khdch hang
lam trung taim." Triét ly nay duge cu thé héa qua mé hinh bdnh da, mot co
ché€ ting trudng ty cang c¢6. M6 hinh nay van hanh theo mét vong lip mang
tinh logic bao gom viéc khong ngting cdi thién trdi nghiém khdch hang, thu
hit mot lugng 1én nguoi dung, tii d6 gia ting luu lugng truy cip. Luu lugng
truy cap cao lai tao ra sic hip dan déi véi cdc nha bdn hang bén thu ba, din

12 Aryne Leigh Monton, fldd.
13 Rashri Baboolal-Frank, “Analysis of Amazon: Customer centric approach”, Academy of Strategic Management
Journal, Vol. 20(2), 2021.
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dén viéc da dang hda danh muc sin phim. Nho da dang nay, két hgp vdi
cdu tric chi phi van hanh dugc t61 uu hda, Amazon cé thé ha gid thanh va
quay tré lai nang cao trai nghiém khdch hang, khép kin vong lip va tao ra su
taing truéng theo cdp s6 nhan. Trong moé hinh nay, cong ngh¢ déng vai tro
la yé€u t6 xuc tdc then chat.

Theo d6, méi sing ki€n cong ngh¢ mang tinh dét phd cia Amazon déu
la minh ching cho viéc dp dung cong ngh¢ dé€ giai quyét cdc vin deé cot 1oi
cua khdch hang hoic t6i uu héa mét mit xich trong moé hinh binh da. Pau
tién, dich vu Amazon Prime khong chi la mot gdi tién ich ma 1a mot don
bay chién lugce, gidi quyét tryc dién hai rao can 16n nhét cua thuong mai dién
ti thoi ky diu 1a thoi gian va chi phi van chuyén, qua d6 tdi dinh hinh ky
vong cua ngudi tiéu dung va tao ra 1¢i thé canh tranh bén ving. Tuong tu,
Amazon Web Services (AWS) la mot vi du kinh dién vé d6i mdéi moé hinh
kinh doanh, xuit phdt ti viéc tin dung ning luc noi tai theo ly thuyét dya
trén nguodn lyc cua Barney.' V6n dugce phdt trién dé€ phuc vu ha ting cong
nghé cua chinh Amazon, AWS dia dugc thuong mai hda thanh cong, chuyén
d6i mot trung tdm chi phi thanh moét don vi kinh doanh ¢é 1¢i nhuan cao
nhit, dong thoi dinh hinh lai toan bo nganh cong nghié¢p dién todn dim
may."” Cung véi d6, trg ly dao Alexa da kién tao mot phuong thic tuong tdc
hoan toan mdi, dua Amazon vao sau trong h¢ sinh thdi gia dinh cta nguoi
dung, khong chi don gidn hda viéc mua sim ma con tré thanh mot kénh thu
thap du liéu quy gid vé hanh vi ngusi tiéu dung d€ cd nhan héa trai nghi¢m.
Cudi cung, viéc ung dung sdu rong hé théng robot hda trong cdc trung tim
hoan thién don hang Ih mét bude di chién luge nhim t6i vuu héa khau van
hanh. Hé théng nay tu dong héa quy trinh chudi cung ung, giip giam thiéu
ddng ké thoi gian xt ly don hang, ting d¢ chinh xdc va gidm chi phi van
hanh, tii d6 mang lai 161 ich truc ti€p vé t6c dé giao hang va gid thanh san
phidm cho ngudi tiéu dung.'*

Chién lugc 14y khdch hang lam trung tim cua Amazon cho thiy mot
qud trinh chuyén d6i s¢ thanh cong khong bit dau tit cong nghé¢, ma tit mot
chién lugc kinh doanh vdi triét Iy ro rang. Tai Amazon, d6 la sy tap trung vé
trai nghi¢m khdch hang. Cong ngh¢ khong phai la muc tiéu sau cuing, ma la
cong cu chién luge duge trién khai mot cdch ¢6 chu dich d€ giai quyét cdc
rao can, té1 uu héa cdc quy trinh va kién tao gid tri mdi, ti dé khong ngling
phdt trién moé hinh bdnh da. Bai hoc c6t 161 1a sy thiu hiéu sau sic nhu cau
khdch hang, két hop véi viéc ing dung cong nghé mot cdch sing tao, 1a nén
tang d€ tao ra mot vong lip ting trudng bén ving, noi khdch hang la trong
tim cua moi quyét dinh.

14 Jay Barney, “Firm resources and sustained competitive advantage”, Journal of Management, Vol. 17(1),
1991, tr. 99120, DOI: https://doi.org/10.1177/014920639101700108

15 Olusegun Alalade, “Digital transformation and supply chain efficiency: A case of Amazon Inc.”, International
Journal of Research and Innovation in Social Science, Vol. VIII(XII), 2024, tr. 3931-3944, DOL: https://doi.
org/10.47772/1jriss.2024.8120326

16 Russell Allgor, Tolga Cezik, Daniel Chen, “Algorithm for robotic picking in Amazon fulfillment centers
enables humans and robots to work together effectively”, INFORMS Journal on Applied Analytics, Vol.
53(4), 2023, tr. 266-282, DOI: https://doi.org/10.1287/inte.2022.1143
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2.2. Netflix: Qud trinh ra quyét dinh dua trén di liéu

Quid trinh chuyén dich mo6 hinh kinh doanh cua Netflix, tit mot cong
ty dua trén cung cdp DVD vit ly qua duong buu dién sang mot tip doan
cong nghé va giai trf toan cau, dugc xem la mot truong hgp nghién cuu
kinh dién vé d6i mdéi dot phd."”” Nén ting cho sy bién d6i chién luge nay
la viéc xdc dinh va khai thdc du liéu 16n, két hgp cung vdi tri tué nhan tao
nhu nhtng tai san ¢t 16i. Cdc cong nghé nay khong chi [a cong cy hod tro
ma da tré thanh yé&u t6 chi phoi toan bo chudi gid tri cia doanh nghié¢p, tu
viéc t6i uu héa nén ting sin phim dén dinh hudng cho cdc quyét dinh sin
xudt noi dung.'® Chién lugce cua Netflix tip trung vao viéc phan tich hanh
vi cua ngudi dung nhim t6i vu hda sy tuong tic va giti chan khdch hang."”
Cong cu chinh ctua Netflix 1a h¢ théng go1 y né1 dung, duge cho la mang lai
80% lugng tiéu thu noi dung trén nén tang.”’ H¢ théng dé xudt noi dung cua
Netflix 12 moét ciu tric phuc tap, tich hgp nhiéu thuat todn khdc nhau dé cd
nhan hda trai nghiém nguoi dung. Hé théng nay két hgp phuong phidp loc
cOng tdc, dya trén viéc phan tich hanh vi cia nhing nguoi dung ¢é sé thich
tuong tu dé€ dua ra du dodn va loc dya trén nédi dung c6 chiic ning goi y cdc
san phdm c¢6 thuoc tinh tuong ty nhu nhtng gi ngusi dung di xem trudc dé
nhu cung thé loai, dién vién, dao dién. Nhim gia ting d0 chinh xdc, Netflix
con trién khai cdc mo hinh hoc mdy phiic tap hon, st dung cdc ky thuat nhu
phan ra ma trin va mang neuron sau, cho phép h¢ théng dy dodn sé thich
cua ngudi dung véi hiéu qua ngay cang cao.?!

Khong nhung thé, Netflix da tién phong trong viéc st dung phan tich
du lieu dé dinh hudng chién luge sin xudt ndi dung géc, mot budc di mang
tinh cdich mang so véi nganh cong nghi¢p gidi tri truyén théng vén phu
thu¢c nhi¢u vao kinh nghiém va tryc gidc cta cdc nha san xudt. Mét vi du
kinh dién la quyét dinh dau tu 100 triéu USD vao series “House of Cards”
ma khong cin san xudt tdp phim thi di€ém. Quyét dinh nay dua trén phan
tich du liéu cho thdy su giao thoa caa ba tap du li¢u I6n la moét lugng ddng
ké ngudi dung cua ho yeéu thich cic bo phim cua dao dién David Fincher,
cdc tdc phdm cd sy tham gia ctua dién vién Kevin Spacey va dong thoi cung
da xem phién ban géc ctia Anh. Vi sy két hop nay, Netflix su tu tin d€ thuc
hién dau tu chién luge nhim gidm thiéu ding ké rui ro.*

17 Jennifer Green, “Netflix’s complicated role as an innovative disruptor in the film industry”, ESIC Digital
Economy and Innovation Journal, Vol. 2, 2023, DOI: https://doi.org/10.55234/edeij-2-057

18  Srivatsa Maddodi, Krishna Prasad K, “Netflix big data Analytics - The emergence of data driven
recommendation”, International Journal of Case Studies in Business, IT, and Education (IICSBE), Vol. 3(2), tr.
41-51, 2019, DOL: https://dx.doi.org/10.2139/ss1n.3473148

19 Astand Ali, Ali Raza, Muhammad Masoom Mustata Sayed, Bilal Ayaz Qureshi, Yar Muhammad Memon,
“Data-driven insights machine learning approaches for Netflix content analysis and visualization”, Journal of
Engineering Research and Reports, Vol. 27(4), 2025, tr. 278-290, DOI: https://doi.org/10.9734/jerr/2025/
v27i41471

20 Karin van Es, “Netflix & big data: The strategic ambivalence of an entertainment company”, Television and
New Media, Vol. 24(6), 2023, tr. 656—672, DOI: https://doi.org/10.1177/15274764221125745

21 Astand Ali, Ali Raza, Muhammad Masoom Mustata Sayed, Bilal Ayaz Qureshi, Yar Muhammad Memon,
tldd.

22 Nhu trén.
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T d6 cho thdy, truong hgp cta Netflix minh ching cho khang dinh:
trong nén kinh t€ s, du liéu khong chi 1a sin phdm phu cta hoat dong kinh
doanh ma Ia mot tai san chién luge ¢6 thé dinh hinh toan bé chuédi gid tri.
Kha nang thu thap, phan tich va hanh dong dua trén du liéu dé dy bdo xu
hudng, thiu hiéu hanh vi nguoi dung va cd nhan hda trii nghi¢m cho phép
doanh nghi¢p giam thiéu rai ro dau tu, t6i vu hda san phim va dua ra cdc
quyét dinh kinh doanh vé1 d¢ chinh xdc cao hon. Tuy nhién, chién lugce
nay chi ¢ thé thanh cong khi duge ho trg bé1 moét nén ting cong nghé¢ linh
hoat, ¢6 khd ning mé rong va mot van hda té chic chdp nhan tht nghi¢m
va déi1 mdi lién tuc.

2.3. Ngan hang phdt trién Singapore: Tdi cdu triic t6 chiic va van héa dé tré
thanh cong ty cong nghé

Trong khi d6, véi truong hgp cua Ngan hang Phdt trién Singapore
(Ngan hang Development Bank of Singapore, DBS) 1a mot vi du cu thé vé viéc
chuyén déi s¢ dugc din dit béi sy thay déi chién luge trong tu duy caa
lanh dao, thay vi tip trung hoan toan vao cong nghé¢. V4éi tim nhin chién
luge 1a hanh dong nhu mot cong ty cong nghé do CEO Piyush Gupta khéi
xudng, ngan hang DBS da cha dong lam thay d61 moé hinh khuon mau cua
mot ngan hang truyén théng.”> Theo do, DBS da ldy cam hiung tu cdc cong
ty cong ngh¢ nhu Google, Amazon, Netlfix, Apple, Linked Inva Facebook,
thay vi so sdnh véi d6i tha canh tranh trong nganh tai chinh, nhim hoc hoi
cdch thic cdc cong ty nay xay dung nén tang, khai thdc du liéu va kién tao
van hoéa d6i mdi.>* Ngan hang DBS di khong nhung nang cdp ung dung
di dong, ma con tdi cdu tric toan bdé moé hinh cua t6 chic. Trong d6, sing
kién thuc hién quan ly thong qua hanh trinh da dugc trién khai nhim lam
thay d6i chic ning ctua cdc phong ban truyén théng. Theo d6, ngan hang da
thanh 1ap cdc do1 ngu da chiic ning, mdi d61 duge trao quyén sé htiu toan
trinh va chiu trdch nhiém xuyén suét cho ho so khdch hang cu thé, ching
han nhu m¢ tai khoin hay cdc khoan vay nhu vay mua nha. Cdch ti€p can
nay gitp trai nghiém cua ngudi dung dugc dam bao mang tinh lién mach,
lien khdch hang lam trung tdm thay vi phan manh béi cdc bo phan noéi bo.
Qud trinh chuyén d6i toan dién nay di mang lai cdc két qua 4n tugng va cé
thé dinh lugng moét cich hi¢u qui. Dudi géc do cong nghé, hon 90% tng
dung cua ngin hang di dugc chuyén lén nén ting ddm may, giip lam giam
thoi gian phdt trién san phdm mdéi téi 75%.%° Bén canh dd, hiéu qua tai chinh
dugc thé hién qua viéc giam 50% chi phi trén thu nhap khi phuc vu khdch

23 DBS Bank, “The digital reinvention of an Asian Bank”, DBS, 2017, https://www.dbs.com/media/digital-
transformation/dbs-ceo-piyush-gupta-on-the-digital-reinvention-of-an-asian-bank.page, ~ truy cip ngay
07/01/2026; McKinsey & Company, “DBS: Transforming a banking leader into a technology leader”,
https://www.mckinsey.com/ capabilities/ mckinsey-digital/how-we-help-clients/rewired-in-action/dbs-
transforming-a-banking-leader-into-a-technology-leader, truy cap ngay 07/01/2026.

24 McKinsey & Company, tldd; Siew Kien Sia, Peter Weill, and Nila Zhang, “Designing a future-ready
enterprise: The digital transformation of DBS Bank”, California Management Review, Vol. 63(3), 2021, tr.
35-57, DOI: https://doi.org/10.1177/0008125621992583

25  Feng Zhu, Harold Zhu and Adina Wong, “DBS’ Al journey”, Harvard Business School Case 625-053,
August 2024, https://www.hbs.edu/faculty/Pages/item.aspx?num=66332, truy cap ngay 07/01/2025
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hang s& so vdéi khdch hang truyén héngva cdc sdng kién veé tri tu¢ nhan tap da
lam ting 150 triéu do6 la doanh thu.?® Cdc thanh cong nay di dugc cong nhan
rong rai trén trudng quoc té, ngan hang DBS da dugc cdc tap chi uy tin nhu
Euromoney va Global Finance vinh danh la “Ngan hang t6t nhit thé€ giéi”.?

Tu d6 cho thdy, viéc ngan hang DBS da cho thdy chuyén d6i s6 thanh
cong khong chi la mot du dn cong ngh¢ thuan tuy, ma con 1a mot cudc cdch
mang toan di¢n vé mit cdu tric té chic va vin héa doanh nghié¢p. Khi dé,
doanh nghiép can phai ¢6 moét tim nhin chién luge quyét liét va cam két
khong khoan nhugng tii cdp d¢ linh dao cao nhit, thé hién qua viéc sin sang
lam thay d6i cdu tric phong ban chudc nang truyén théng d€ tdi dinh hudng
toan bo hoat dong véi muc tiéu nang cao trai nghiém khdch hang. Khong
nhting thé, vi¢c trao quyén cho nhan vién, xay dung mot van héa khuyén
khich tht nghi¢m va chdp nhan rai ro ¢é kiém sodt, cung véi viéc dp dung
cdc phuong phdp luan linh hoat, di Iam r6 hon vai tro don bdy cua cdc chién
lugc nay. Pay chinh Ia cdc yé€u t6 then chét gitp lam chuyén d6i ti mot
dinh ch€ tai chinh lau doi thanh mot t6 chiic mang tinh ning dong, ¢ kha
ning d6i mdi sdng tao nhu mot cong ty cong nghé.
2.4. Microsoft: Chuyén doi dya trén nén ting vin hoa

Nghién ciu tinh huéng vé cong ty Microsoft dudi sy lanh dao cia Téng
gidm d6c dieu hanh (Chief Executive Officer, CEO) Satya Nadella tit nim
2014 la moét trong nhung vi du cu thé vé tic dong cua chuyén d6i s6 trong
doanh nghiép. Trudc giai doan nay, Microsoft phai d61 mit véi nhiéu thich
thic nghiém trong bao gdm van hda nédi bo tri tré, canh tranh gay git gita
cdc phong ban va nhting thit bai chién lugce trong cdc thi trudng then chot.?
Nén ting cua su thay d6i tai Microsoft 1a moét cudc cdch mang vé vin hda,
dugc dan dit boi tri€t ly chuyén déi ti tu duy.?” Ldy cdm hing tii khdi niém
tu duy phdt trién, vin héa mdi nay khuyén khich sy to mo, kha ning hoc
hoi ti that bai va sy hop tdc thay vi d6i dau nédi bo.* Mot trong nhiing hanh
dong mang tinh biéu tugng la viéc Nadella loai bé h¢ théng xép hang bac
thang — moét co ché€ dinh gid hi¢u sudt giy tranh cai von bi cho la nguyén
nhin din dén canh tranh tiéu cuc — va thay thé€ bing mét hé théng nhin
manh vao sy hop tdc va tic dong cua cd nhan dén thanh cong caa nguoi
khdc.?' Su thay d6i vin hda nay da tao ra co hoéi cho sy thanh cong cua dinh
hudng chién luge phdt trién tap trung vao viéc st dung dién todin ddim may

26  McKinsey & Company, tldd.

27  DBS Bank, “DBS conferred three global awards, including the most prestigious “World’s Best Bank”
accolade, by Euromoney”, DBS, https://www.dbs.com/newsroom/DBS_conferred_three_global
awards_including the_most_prestigious_Worlds_Best_Bank_accolade_by_Euromoney_2025, truy cip
ngay 21/3/2026

28  Mohammed Murtuza Ali, Samdani Begum, “Case study: Satya Nadella’s leadership at Microsoft”,
IOSR  Journal of Business and Management, Vol. 26(12), 2024, tr. 74-79, DOIL https://doi.
org/10.9790/487X-2612027479

29 Feng Zhu, Harold Zhu and Adina Wong, tldd.

30  Mohammed Murtuza Ali, Samdani Begum, tldd.

31  Feng Zhu, Harold Zhu and Adina Wong, tldd.
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lam nén ting c&t 16i va uu tién trai nghiém cdc thiét bi dong trude.”” Khi
dd, Microsoft di chuyén d6i moé hinh kinh doanh cét 161 sang cdc dich vu
dua trén thué bao nhu Microsoft 365.% Vdéi sy chuyén d6i manh mé nay,
Microsoft da hgp tdc véi cdc d6i tha ca, nhu hé tr¢ hé diéu hanh Linux trén
Azure va thau tém GitHub, cho thiy sy chuyén dich ti moét hé sinh thdi
khép kin sang tu duy c6i mé hon.* Mot try cot quan trong khdc trong qud
trinh chuyén déi la triét ly “Khdch hang s6 07, theo d6 chinh Microsoft phai
la khdch hang dau tién va t6t nhit cho cdc san phim cua minh.” Cich tiép
can nay mang lai hai l¢1 ich chién lugc: tao ra mot vong lap phan hoi gid tri
dé cai tién san phdm va xay dyng sy tin nhi¢m, dong cam véi khdch hang
thong qua viéc chia sé kinh nghié¢m trién khai thyc té.

Nhin chung, nghién cudu truong hgp cia Microsoft cung cdp mot bai
hoc sau sic ring van hda chinh la yéu t6 ¢6i 161 cia mot t6 chidc. Su thanh
cong cua Microsoft khong chi dén tir viéc dit cuge vao dién todn ddm may,
ma dén tu viéc Nadella da nhan ra ring sy thay d6i vin héa 1a tién dé bit
budc, giip giai phéng nang luc sdng tao va cho phép cong ty thuc thi thanh
cong chién luge chuyén déi s6.

3. Thao luan va ham y
3.1. Thdo lugn két qud nghién ciu

Tu cdc truong hop doanh nghi¢p thuc tién da néu trén, c¢é thé thdy ring
mic du hoat dong trong nhitu linh vuc khdc nhau, cdc doanh nghi¢p chuyén
déi s6 thanh cong déu cé nhing nguyén tic chién luge c6t 161, tao thanh
mot khuon khé toan dién cho sy thay d6i. Tuy nhién, d€ vugt qua mic do
mo ta don thuan, nghién ciu cin xdc lap cdc nguyén tic van hanh cy thé dua
trén mo1 quan hé nhan qua chit che.

Piu tién, triét Iy khdch hang lam trung tdim déng vai tro quan trong la
co s6 hinh thanh chién lugce, trong dé cong nghé khong chi la cong cu dé
gial quyé€t cdc rao can thuc t&, ma con tao nén két qua cho su hinh thanh
cic mo6 hinh van hanh d6t phd nhu chién lugc “bdnh da” cua Amazon hay
quy trinh quan tri theo hanh trinh khdch hang ctia ngin hang DBS nhim
tao ra gid tri vugt troi. Khong nhung thé, viéc xdc lap du li¢u la tai san
chién luge chinh givp dua ra quyét dinh phtu hop, tu d6, donah nghiép dat
dugc hiéu qua t61 uu héa chudi cung uing nhu Amazon hay dinh hudng san
xudt no1 dung gbc véi do chinh xdc cao, cung nhu giam thiéu t61 da rui
ro khi dau tu. Bén canh d6, chuyén déi vin hda té chiic con la tién dé bit
buoc cho moi dot phd vé cong ngh¢. Su tuong quan gita tu duy phdt trién
cua Microsoft hay van héa khéi nghi¢p tai ngin hang DBS vdi thanh cong

32 Tolulope Elizabeth Adenekan, “Leadership strategies of Satya Nadella: A review of extant literature”,
International Journal Of Research And Innovation In Social Science, 2025, tr. 785-794, DOI: https://dx.doi.
org/10.47772/1JRISS.2025.914MG0062; Feng Zhu, Harold Zhu and Adina Wong, tldd.

33 Mohammed Murtuza Ali, Samdani Begum, tldd.

34 Mohammed Murtuza Ali, Samdani Begum, tldd.

35  Keith Boyd, Lisa Miniken and David Hirning, “Digitally transforming Microsoft: Our IT journey”, Inside
Track Blog, 2025, https://www.microsoft.com/insidetrack/blog/digitally-transtorming-microsoft-our-it-
journey/, truy cap ngay 07/01/2026; Feng Zhu, Harold Zhu and Adina Wong, tldd.
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trong chuyén déi s6 di minh ching ring sy thay d6i tu duy quan tri chinh
la nguyén nhan caa su giai phdong ning luc sdng tao, gitip thuc thi thanh
cong cdc chién lugce s6 hda toan dién thay vi dung lai 6 cdc dy dn cong nghé
roi rac. Cudi cung, su thanh cong bén ving khong phai Ia hé qua cua mot
du dn ¢6 diém két thic phu hgp ma con la két qua cua viéc xay dung ning
luc dong, cho phép t6 chic lién tuc cdm nhan su thay d6i cua thi truong
cting nhu tdi cdu tric mé hinh kinh doanh nhim duy tri 1gi thé canh tranh
cua doanh nghi¢p.

3.2. Ham y qudn tri cho doanh nghiép tai Viét Nam

Tu nhting két qua thio luan trén, dac biét trong bdi canh cdc doanh
nghié¢p Viét Nam van con dang lung tung trong viéc xdc dinh 1o trinh
chuyén d61 s6 phu hop, nghién ciu dé xuit cic ham y quan tri d6i véi Nha
nudc, doanh nghié¢p va h¢ sinh thdi s6.

Chinh phu can ti€p tuc hoan thién va cu thé hda hanh lang phdp ly
nhim tao ra moi trudng thuan 16i cho kinh t€ s6 phdt trién theo tinh than
cua Nghi quyét s6 57 — NQ/TW. Cdc co quan quan ly can diy manh trién
khai cdc chuong trinh hé tr¢ doanh nghiép c6 thé ti€p cin cong nghé va
nguodn von theo Chién luge qudc gia phdt trién kinh t€ s6 va xa hoi s6 theo
Quyét dinh s6 411/Qb-TTg cang nhu Chuong trinh Chuyén d6i s6 quéc
gia dugc trinh bay cu thé theo Quyét dinh s6 749/QD-TTg. Pic biét, Nha
nudc cin dong vai tro kién tao trong viéc xiy dung cic h¢ théng co sé ha
tang dt liéu quéc gia dung chung va cdc chuin két n6i mé, nhim giam bét
cdc ginh nang lién quan dén chi phi dau tu ban diau cho cdc doanh nghiép
viia va nho khi thyc hién s6 héa thong tin.

Bén canh d6, lanh dao doanh nghiép cin xdc dinh chuyén d6i s6 la mot
yéu ciau chién lugc bit buodc, doi hoi sy cam két quyét liet két hop véi tam
nhin dai han thay vi coi d6 1a mét du dn cong nghé ngin han. Doanh nghiép
nén uu tién thuc hién diu tu vao van héa té chiic va ngudén vén con nguoi,
x4y dung tu duy phdt trién dé nhan vién sin sang thich ung véi sy thay déi
cua thoi dai. Lo trinh thuc hién cin dugce phan ky mot cdch khoa hoc va
dua trén du liéu, tuan thu tién trinh ti s6 héa quy trinh d€ t6i uu hdéa van
hanh va cudi cung la chuyén déi s6 toan dién nhim tdi cdu tric mo6 hinh
kinh doanh. Vi¢c trién khai cdc dy dn thi diém nho nhung mang lai hi¢u qua
nhanh sé giip tao dong luc va tich luy kinh nghiém cho cdc gia doan chuyén
déi s phiic tap hon.

Cudi cung, doanh nghi¢p can chu dong tan dung stic manh céng hudng
tit h¢ théng sinh thdi thong qua cic mo hinh hgp tic mé. Khi d6, thay vi tu
phdt trién moi giai phdp mang tinh néi bo, cdc doanh nghiép nén tang cuong
lien két véi cdc cong ty cong nghé¢, cic doanh nghi¢p khdéi nghi¢p sdng tao,
vién nghién ciu va truong dai hoc. Qud trinh tham gia vao cdc nén tang s¢
dung chung khong chi gitip doanh nghiép ti€p can cong nghé tién tié€n vdi
chi phi hgp ly ma con tao co hoi hoc tap kinh nghiém tu thuc tién cong
dong. Tu d6, doanh nghi¢p c6 thé ning cao ning luc canh tranh va tham gia
sdu hon vao chudi gid tri toan ciu.
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Két luan

Nhin chung, nghién cdu da hoan thanh cdc muc tiéu dé ra, bao gom
viéc hé thong héa co sé 1y luan vé chuyén déi s6, phan dinh rach roi ba
cdp do cua qud trinh nay va téng hop cdc bai hoc kinh nghiém thuc tién
tit cic mo hinh thanh cong trén thé€ gidi. Viéc phan tich cdc truong hop
dién hinh da chi ra ring, mic du b6i cinh va nganh nghé khdc nhau, cdc
nguyén tic c6t 161 din dén thanh cong déu hoi ty 6 viéc 14y khdch hang
lam trung tam, khai thdc sic manh cua du liéu, tdi cdu tric t6 chic va xay
dung vin héa d6i mdi. Khi d6, chuyén déi sé khong con 1a moét lya chon
ma da tré thanh mét ménh 1énh chién luge d6i véi sy ton tai va phdt trién
bén ving cua doanh nghiép trong béi canh canh tranh hién nay. P &1 véi
cdc doanh nghi¢p Viét Nam, diy vua la moét thdch thic 16n vé nguon luc
va ning luc, nhung dong thoi cang Ia co hoi lich st d€ but phd, nang cao
ning lyc canh tranh va tham gia siu hon vao chudi gid tri toan ciu. Bing
cich ti€p can moét cdch chién lugce, toan dién va ldy con ngudi lam trung
tam, cdc doanh nghi¢p c6 thé bi€n chuyén d6i s6 thanh dong lyc ting
truéng manh mé. Mic du da dat duge cdc muc tiéu dé ra, nghién cdu van
ton tai mét s6 han ché nhit dinh. Thu nhit, nghién ciu tap trung vao cic
trudng hgp cua nhiing tip doan da qudc gia ¢6 ngudn luc I6n, diéu nay ¢é
thé han ché€ tinh dng dung truc ti€p cta cdc bai hoc kinh nghi¢m déi véi
cic doanh nghi¢p nho va viia tai Viét Nam. Thu hai, phuong phdp nghién
cdu tinh huéng dinh tinh, du cung cdp chiéu sau phan tich, nhung khong
cho phép khdi qudt héa két qua trén quy mo rong 16n. Do d6, cdc nghién
cdu trong tuong lai c¢6 thé dugc phidt trién theo hai hudng chinh. Mot la,
thuc hién cdc nghién ciu tinh huéng chuyén sau tai cdc doanh nghiép nho
va viia cua Viét Nam da va dang chuyén d61 s¢ dé rit ra nhung bai hoc
kinh nghi¢m phu hop hon véi bdi canh dic thu vé nguodn luc, vin héa va
thi trudng trong nudc. Hai la, cdc nghién cdu trong tuong lai ¢ thé tién
hanh phan tich dinh lugng thong qua si dung du li¢u khao sdt trén dién
rong dé kiém dinh mot cdch khoa hoc méi quan hé gita cic yéu t6 nhu
muc d6 truéng thanh s, vin hda t6 chiic, ning luc lanh dao va hiéu qua
hoat dong ctia doanh nghiép thong qua do ludong bing cdc chi s6 tai chinh
nhu ROA, ROE hoic ting trudéng doanh thu. @
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