SCALING UP

CAC CONG CU TANG TRUGNG'

CAC CONG CU MOT-TRANG-GIAY DE MO RONG DOANH NGHIEP CUA BAN

B CHIEN LUQC: SWT
CHIEN LUQC: 7 tang
CHIEN LUQC: K& hoach Chién luge Mét-trang-giay
CHIEN LUQC: Tém luge tam nhin

B THUC THI: Ai, Cai gi, Khi nao (WWW)
THUYC THI: Danh sach Kiém tra Théi quen
Rockefeller™

B TIEN MAT: Céc chién luge Gia tang
Tién mat (CASh)

TIEN MAT: Sttc manh ctia M6t

SCALING UP

A GAZELLES COMPANY



SCALING UP /S

Khung 4D Nhimmg con linh duong pat két qua

Mot phuong phap tang truérlg kinh doanh da duoc kiém ching, dugc hang nghin cong ty dang phat
trién su dung dé dat duoc KET QUA.

o Pong luc (cung véi cac Gia tée)

Huan luyén — C6 van, Tu van, Huén luyén vién
Hoc héi — Gido duc kinh doanh lién tuc (CBE)
Cong nghé - Hé thdng tradch nhiém quan ly

9 Nhu cau (Can bing)

Con ngudi (Danh tiéng) — Nhan vién, Khach hang, C6 dong
Quy trinh (Hiéu suat) — San xuat/Mua, Ban, Quan ly s6 sach

e Ky luat (thoi quen)

Cac Uu tién — Diéu quan trong
D{ liéu — Binh tinh/Dinh luong
Nhip diéu hop — Hang ngay, Hang tuan, Hang quy, Hang ndm

0 Quyét dinh (Cac cau hai dung)

Con ngudi — Hanh phuc/Trach nhiém
Chién lugc — Doanh thu/Tang trudng
Thuc thi — Loi nhuan/Thai gian

Tién mat — Oxy/Lua chon

Két qua

x2 Dong tién * x3 Kha nang sinh |6i * x10 Gia tri - Thém thgi gian!
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Con ngu®i: K& hoach Ca nhan Mét-trang-gidy (OPPP) SCALING UP jyg

A GAZELLES COMPANY
Tén: Ngay:
Cdac moi quan hé Thanh tyu Tai san (d6-la)
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Con nguoi: Biéu do Trach nhiém Gidi trinh BO phan chirc nang

SCALING UP

A GAZELLES COMPANY

e Liét ké cach KPI cho tirng chic nang

sau dé rut ra két qua phu hgp cho méi chiic nang

0 Ngui chju e

Chiic nang trach nhiém

a Dua ra tén clia ngudi chiu trach nhiém véi ting chirc ndng
9 D&t ra 4 cau hdi & cudi trang nay: Ban liét ké tén ai cho moi chirc nang

Cac chi s6 chinh (KPI)

o Cam bdo céo L6 & Lai, Bang can ddi ké toan va béo céo tai chinh Dong tién va giao cho moi ngudi mét loai,

Két qua (Mu P/L hoic B/S)

Gidm déc cong ty

Marketing

Nghién ctru va Phat trién/Séng tao

Kinh doanh

Van hanh

Thu quy

Quan ly

Cong nghé thong tin

Quan tri nhéan luc

B6i dudng nhan tai

Cham soc khach hang

Quan ly cé don vj kinh doanh

@ Xac dinh: 1. Nhiéu nguoi cung vi tri; 2. Mot ngudi nhiéu vi tri; 3. Vi tri tréng; 4. San sang tuyén lai
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Con ngudi: Bi€u do Trach nhiém Gidi trinh Quy trinh(PACe)

A GAZELLES COMPANY

SCALING UP u

Nguoi chiu trach nhiém

° Xac dinh 4-9 quy trinh thic day doanh nghiép ctia ban
@ Giao cho ai dé chiu trach nhiém giai trinh cu thé véi ting quy trinh
9 Liét 1é cac KPI cho m&i quy trinh (t6t hon, nhanh hon, ré hon)

Tén quy trinh

e Céc KPI

(Tét hon, nhanh hon, ré hon)
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A GAZELLES COMPANY

Chién luogc: Bang Diém manh, Diém yéu, Xu hudng (SWT) SCALING UP"

Cac xu hudng

Nhimng thay déi dac biét vé cong nghé, phan phdi, d6i mdéi san pham, thi trudng, khach hang va cac xu hudng xa hoi
trén toan thé gidi cé thé anh hudng dén nganh va doanh nghiép cta ban 1a gi?

Thé manh/Nhiig nang luc c6t 16i | Diém yéu

Nhing thé manh vén co ctia doanh nghiép co thé tré Nhirng diém yéu vén cda clia doanh nghiép cé thé
thanh nguodn luc cho su thanh céng clia doanh nghiép khong thay déi la gi?
ban la gi?
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Chién lugc: 7 tang

Nhiing tir ban sé hiiu:

Ai/G dau (Khach hang chinh)

Hop cat va Loi hira Thuong hiéu:

Cai gi (San pham va dich vu)

Loi hira Thuong hiéu

KPIs

Ngudi dam bao Loi hira Thuong hiéu (Co ché xiic tac):

Chién lugc mot-GIAI POAN (Chia khéa dé tao ra tién):

Nhimg hoat dong khac biét (3-5 cach):

Nhan t6 bi an X (gap 10-100 [an lgi thé):

Lgi nhuan/X (Pong co kinh té):

BHAG" (muc tiéu tir 10-25 nam):

*BHAG la nhén hiéu da duoc dang ky cua Jim Collins va Jerry Porras.
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Chién Il.rqc: K& hoach Chién lugc Mét-trang-gidy (OPSP)

Con nguoi (Tac nhan danh tiéng)

Nhén vién Khéch hang Cé déng
1. 1.
2. 2.
3. 3.
Gia tri/niém tin cot 16i Muc dich Muc tiéu (3-5 nam) Muc tiéu (1 nam)
(Nén/Khong nén) (Tai sao) (6 dau) (cai gi)
Ngay tuong lai K&t thic ndm
Doanh thu Doanh thu
Lgi nhuédn
Lgi nhuan
Von héa TT/ Tién mat
Vénhéa TT
Hop cat Bién loi nhuan gop
Tién mat
Ngay chua thu tién
Ngay thanh ly hang tén
Doanh thu/Nhan vién
Hanh déng Céc nang luc cot Ioi Cac sang kién chinh
Séng vdi cdc gia tri, muc tiéu, Céc uu tién 3-5 ndm Cac uu tién 1 ndm
BHAG®
1 1 1
2 2 2
3 3 3
4 4 4
5 5 5

Loi nhuan trén X

KPI Loi hira Thuong hiéu

Quan trong sd... Con ngudi
hoac B/S

[
()
([ Gitta xanh I4 va do

BHAG®

Loi hira Thuong hiéu

Quan trong s6... Quy trinh
hoac P/L

[
()
() Gitia xanh Id va dé

Thé manh/Nang luc cot 16i:

Diém yéu:

BHAG la nhan hiéu da duoc dang ky cda Jim Collins va Jerry Porras.
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SCALING UP /g

Qua trinh (T4c nhan hiéu suét)
San xuat/Mua Bén Ghi s6 sach
1 1. 1
2 2. 2
3 3. 3
Hanh dong (QTR) Chu de Trach nhiém giai trinh cta ban
(C4ch thirc) (Quy/nam) (Ai/Khi nao)
Quy # Hanchot: | KPI ctia ban Muc tiéu
Doanh thu Muc tiéu c6 thé do ludng dugc/ 1
- " Quan trong tht...
Lgi nhuan
Von hoa TT ;
Bién lgi nhuan gop
Tign mat Tén cha dé
Ngay chua thu tién 3
Ngay thanh toan tén kho
Doanh thu/Nhén vién
Cacviénda Thiét k& bang dém Céc uu tién quy cta ban Ngay hét han
Cdc uu tién quy A M6 ta vé/‘hoéc !(éo thié’t ké’cda ban p
vao khéng gian nay
1
2
2
3
3
4
4
5 5
Quan trong s6... Con nguoi hoac B/S An mimg Quan trong s6... Con nguoi hoac B/S
a a
O O
[ Giga xanh I4 va dé [ Giga xanh I va dé
a a
Quan trong sd... Quy trinh hoac P/L Phan thuéng Quan trong sé... Quy trinh hoac P/L
a a
O O
[ Gitra xanh la va dé [ Gitra xanh la va dé
a a
Cac xu huédng: 4
2. 5
3 6
BHAG la nhan hiéu da duoc dang ky cda Jim Collins va Jerry Porras.
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A GAZELLES COMPANY

Chién lugc: Tom tat tdm nhin SCALING UP"

BHAG

3-5nam 1 nam Quy

Tén cua ban:
KPI ctia ban Muc tiéu

Cac uu tién quy cua ban Ngay hét han
1

! Quan trong thitr... Nguai hoac B/S

o
o 2
) [ citra xanh la va dé

o 3

Quan trong thit...: Quy trinh hoac P/L
. 4
O
[ citia xanh l4 va dé 5

BHAG la nhan hiéu da duoc dang ky cda Jim Collins va Jerry Porras.
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A GAZELLES COMPANY

Thuec thi: Ai « Cai gi * Khi nao (WWW) SCALING UP jyg

Ai Cai gi Khi nao
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Thuec thi: Danh sach Kiém tra Thoi quen Rockefeller™ SCALING UP"

A GAZELLES COMPANY

1. Ban diéu hanh lanh manh va lién két.
[ Céc thanh vién trong nhém hidu dugc nhitng khéc biét, uu tién va phong cach cua nhau.
1 Nhém hop thudng xuyén (hang tuan |a t6t nhat) dé tu duy chién lugc.
[1 Nhém tham gia vao hoat dong dao tao diéu hanh dang dién ra (nén hang thang).
[] Nhém cé thé tham gia vao cac cudc tranh luan xay dung va tat ca cc thanh vién cam thay thoai méi khi tham gia.
2. Moi ngu@i phi hgp trong muc 1 can phai dugc dam bao trong quy nay dé dua cong ty tién lén phia trudc.
[ S8 T6i han dugc xac dinh dé dwa cong ty tién 1én trong quy nay.
L1 3-5Uutién (Vién d4) dé hd trg cho s6 Téi han durgc xac dinh va xép hang cho quy
[ Cchi dé Hang quy va 1& An mirng/Phan thudng dugc cong bé téi tat ca moi ngudi dé thuc thi sé Téi han
[ Ccha d& hang quy/S6 T6i han dugc dén & khap cong ty va céc nhan vién déu y thirc dugc vé tién do moi tuan.
3. Nhip diéu giao tiép dugc thiét Iap va thong tin dugc nhanh chéng truyén di khap t6 chirc mot cach chinh xac va nhanh chéng.
[ Tat ca nhan vién déu tham gia cudc trd chuyén hang ngay kéo dai dudi 15 phit.
[] Tatcacac doi déu co cudc hop hang tuan.
[ Céc nha quan ly cdp cao va cdp quan Iy gap nhau trong mot ngay hoc tap, giai quyét cac van d@ I6n va chuyén tai DNA mbi thang.
[] Hang quy va hang ndm, céc nha quan ly cap cao va cap cao gip nhau & ngoai cong ty dé tap trung vao 4 Quyét dinh.
4. Giao cho moi ngudi dam trach mot khia canh cuta t6 chirc dé dam bao cac muc tiéu dugce hoan thanh.
[] Biéu do Trach nhiém Giai trinh B§ phan Chic nang (FACe) dugc hoan thanh (ddng ngudi, ding viéc, ding thai gian).
[] Méingudi dugc giao chiu trach nhiém vé méi hang muc trong bao céo tai chinh.
[ ] M&itrong 4-9 Quy trinh trong Biéu d6 Trach nhiém giai trinh Quy trinh (PACe) c6 mdt ngudi chiu trach nhiém gii trinh.
(1 Maindng lyc cot I5i kéo dai 3-5 ndm c6 mot chuyén gia twong (tng trong Ban C6 van néu khang c6 chuyén gia ndi bd.
5. Thong tin thu thap tir nhéan vién dugc tap hop dé xac dinh nhiing tré ngai va co hoi.
[] Tatca cac giam doc diéu hanh (va quan ly cap trung) déu cd cudc tro chuyén Bat d4u/Dirng lai/Tiép tuc véi it nhat mot nhéan vién hang tuan.
[] Théng tin tir cac cudc trao ddi véi nhan vién duoc chia sé trong cudc hop doi ngi diéu hanh hang tuén.
[C]  Théng tin tir nhan vién vé nhitng trd ngai va co hdi dugc thu thap hang tuan.
[C]  Nhém quan ly c&p trung chiu trach nhiém vé qua trinh dong vong |ap vé tat ca céc trd ngai va co hoi.
6. Bdo cdo va phan tich phan hdi cia khach hang chinh xéc va thuong xuyén nhu la dir liéu tai chinh
[ Tatca cac giam ddc diéu hanh (va quan ly cap trung) déu c6 cudc trd chuyén 4 Q véi it nhat mot ngudi dung cudi mdi tun.
] Nhitng higu biét sdu sac tir céc cudc doi thoai véi khach hang dugc chia sé tai cudc hop nhém diéu hanh hang tuan.
[] T4t ca nhén vién tham gia vao qud trinh thu thap dit liéu khach hang.
[] Nhém quan Iy cap trung chiu trach nhiém vé qué trinh déng vong |4p trén t4t ca phan héi clia khach hang.
7. Cac Gia tri cot 16i va Muc dich “song dong” trong té chiic.
[] Céc gia tri cot 16i duoc phat hién, Muc dich dugc khép néi, va ¢ hai déu duge moi nhén vién biét.
[  Tatca cac giam ddc diéu hanh va cac nha quan Iy cap trung tham khéo cac gi tri ct 16i va muc dich khi dua ra 16i khen nggi hoac khién trach.
1 Quy trinh va hoat dong nhén sy phi hop vdi céc Gia tri c6t 16i va Muc dich (tuyén dung, dinh huéng, thdm dinh, cong nhén, v.v...).
L1 Céc hoat dong dugc xac dinh va thuc hién méi quy dé cling c6 véi cac gid tri c6t I6i va muc dich trong t6 chirc.
8. Nhan vién c6 thé néu r6 chinh xac cac thanh phan chinh sau day trong chién lugc cua cong ty.
[0 Muc tiéu I6n, mao hiém va tdo bao (BHAG®) - tién bd dugc theo ddi va cong b cho tat cd moi ngudi.
[0 (Céc) Khach hang Chinh - thong tin vé ho khong qua 25 tur.
[] 3 Loihira thwong hiéu - va céc KPIs Loi hira Thuong hiéu tuong (rng duoc béo céo hang tuan.
[0 Gidi thiéu thang may - c4u tra 10i hap dan cho cdu hoi “Cong ty clia ban lam gi?”
9. Tat ca nhan vién déu c6 thé tra 15i theo s6 lugng vé viéc ho cé mot ngay/tuan tot khéng (cot 7 ciia K& hoach Chién lugc Mét-trang-gidy).
[0 1 hodc 2 Chi S6 Hiéu suat chinh (KPIs) dugc bao cdo hang tuin cho mdi vai tro/ngudi.
[]  Mbinhan vién c6 1 S Téi han tuong (rng véi s6 Tdi han cda cong ty cho quy.
] Mai ca nhan/nhém c6 3-5 Uu tién/Vién dé tuong Gng véi céc uu tién caa cong ty.
[] Tatca cac gidam ddc diéu hanh va quén Iy cap trung déu c6 mot huén luyén vién (hodc huan luyén vién dong cap) dé khién ho phai chiu
trach nhiém vé nhitng thay ddi vé hanh vi.
10. K& hoach va hiéu suat cia cong ty phai dugc moi ngudi biét dén.
[1 Mat “phong tinh hudng” dugc thiét 1ap cho céc cudc hop hang tuan (truc tigp hodc 4o).
L1 Gidtri c6t 18i, Muc tiéu va Mirc do wu tién dugc dan khép cong ty.
[ Bang diém duoc trung & khap nai cho thay tién do hién tai vé KPIs va S8 Téi han.
[ €6 mot hé thong c6 sén dé theo ddi va quén Iy céc Uu tién va KPI.
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Tien mat: Cac chién lugc Tang téc Tién mét (CASh) SCALING UP jyg

A GAZELLES COMPANY

Chu ky Chuyén déi Tien mat (CCC) *
(A » - (c) > < (D) »

Chu ky Kinh doanh Chu ky Phan phat Chu ky Thanh toan/duoc Thanh toan

< O D

-
<

Rt ngén Cai thién
Chu ky Tén kho/san xuét o Loaibéd | mé hinh
thoi gian s .
chu ky sai s6t | kinh doanh

va P/L

O Cac cach dé cai thién chu ky kinh doanh

A | WIN =

Cac cach dé cai thién chu ky Ton kho/San xuat

A KW IN =

Cac cach dé cai thién chu ky Phan phat

A KW IN =

Cac cach dé cai thién chu Ky Thanh toan/Thu tién

A | WIN =
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Tien mat: Strc manh cua Mot SCALING upu

A GAZELLES COMPANY

Sirc manh ctia Mgt ctia ban Dong tién méat rong $ EBIT $
Vi thé hién tai cla ban

Nhimg thay déibansé Anh huéng hing nim anh hudng dén
Sirc manh cua Mat thuc hién dén dong tién EBIT S
Tang gia % %
Tang khoi luong % %
Giam COGS % %
Giam téng chi phi % %
Giam ngay trd ng Ngay
Giam ngay luu kho Ngay
Gidm ngay thanh toan Ngay
Anh huéng ctia Sirc manh ctia mat
Sirc manh ctia Mgt ctia ban Dong tién mét rong $ EBIT $
Vi thé d& duoc diéu chinh cuia ban
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SCALING UP IS

3 SUGGESTED PRIORITIES
FOR SCALING YOUR BUSINESS

o Sign up for Verne Harnish’s
“Weekly Insights” to receive the
latest in ideas, tools, and techniques
for growing your business.

e Download copies of the
One-Page Strategic Plan and
other One-Page tools.

e Access, on scalingup.com, short
“Growth Guy” articles offering
practical tips on setting up advisory boards,
daily huddles for sales people, and 75 other topics.

Go to www.ScalingUp.com

SCALING UP

A GAZELLES COMPANY

PEOPL STRATEGY EXECUTION CASH Eﬁ‘

SCALING UP
SCOREBOARD

The Official Software Tool for
Implementing Scaling Up.

Companies using the software typically see a
2x increase in number of priorities completed

after 12 months.
Run Daily Your hub for your Cascade

Power of One

and Weekly One Page Strategic priorities and and Cash
Huddles. Plan and other track KPI Acceleration
growth tools. progress. Strategies.
DRIVE CULTURE. Better
DELIVER KNOWLEDGE. Book
REWARD RESULTS. Club:com

« Effective and inexpensive training program
« Increase your team’s human capital
 Reward your employees for reading relevant books

When individual team members learn and grow, the entire company
learns and grows.

For more info visit betterbookclub.com

SCALING UP

COACHES

Our coaches use the Scaling Up (Rockefeller Habits 2.0) tools to
help leadership teams align their decisions and actions around People,
Strategy, Execution and Cash, based on proven best practices.

“Recordsforce has been using Scaling Up for a year and a half and
we love it! It has made an amazing difference for me as CEO to
have a real methodology for running my business.”

— Bill Becker, President

PEOPLE

Become a magnet for A-players,
increase accountability, and
boost performance.

V4 EXECUTION

Drive flawless execution into
your organization and fine-tune
processes to run without drama.

V4 STRATEGY

Align your values, be honest about
your SWTs, and developa 3to 5
year strategy to catapult growth.

CASH

Streamline cash flow to fuel
growth and tighten your sales cycle
to keep cash reserves healthy.

LET US CONNECT YOU
WITH YOUR SCALING UP
CERTIFIED COACH!

SCALING UP

Rockefeller Habits Certified

To get started, email us at: coaching@ScalingUp.com

Transform your organization
into a SCALING UP MACHINE!

Be a part of the next online class of 75
selected leaders who, within 3 months,
will remodel their company's operations
with the guidance of Verne Harnish &
Scaling Up Coaches.

Join the next class at
scaleupu.com

n ScaleUpU =

powered by Growth Institute
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SCALING UP "

A GAZELLES COMPANY

GHI CHU:

16 | Copyright 2020 by Gazelles - v20/03 DE tdi thém ban sao va hé tro thuc hién cdc cong cu nay, moi ghé trang www.ScalingUp.com



SCALING UP "

A GAZELLES COMPANY

GHI CHU:
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SCALING UP "

A GAZELLES COMPANY

GHI CHU:
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SCALING UP "

A GAZELLES COMPANY

GHI CHU:
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SCALING UP

A GAZELLES COMPANY




