KIEN TRUC CHIEN LUQC & VAI
TRO PIEU PHOI HE THONG

Phén tich so sanh 4 nhém mo hinh DMST toan cau phuc vu dinh vi va giai quyét cac bai toan

16n cua quoc gia va tap doan.

BAO CAO NGHIEN CUU CHUYEN SAU DANH CHO CAC NHA HOACH PINH CHIEN LUQC



Ban do 4 Nhém M6 hinh P6i méi Toan cau

Nhom 1: RTOs

Trung tam Cong ngh¢ mdi (Research and Technology
Organizations). Tap trung vao nghién ctru img dung va chuyén giao

cong nghé cot 13i.

Nhom 3: Venture Builders

T4 chirc Kién tao Doanh nghiép (Startup Studio). M6 hinh "nha
may startup" van hanh quy trinh khoi nghiép song song.

Nhom 2: TES

Trung tim Khuyén cong nghé (Technology Extension Services). HO

trg nang cao nang lyc k¥ thuat va quy trinh cho cac SME.

Nhom 4: Corporate Labs

Phong Thi nghiém BPMST Tap doan (CILs). Tap trung vao céac du

an dot pha (Moonshots) bén ngoai 161 kinh doanh hi¢n tai.



Fraunhofer: Tiéu chuan vang Nghién ctru

Mo hinh Tai chinh 1/3
« 1/3 Ngudn von co s6: Tir Chinh phu (BMBF va Bang) phuc vu nghién

ctru tién canh tranh.

+ 1/3 Hop ddng céng nghiép: Doanh thu truc tiép tir cac dy an nghién
ctru cho doanh nghiép.

+ 1/3 Dy an canh tranh: Ngudn vén tir cac qui nghién ciru cong (EU,
Qudc gia) dua trén hiéu suat.

« Pinh huéng: Cau nbi gitta khoa hoc co ban va san xuit cong nghiép

thuong mai.




Vién ITRI: Pong co Nganh Ban dan

Chién lwgc Spin-off & Kién tao
+ Kién tao nganh ban dan Dai Loan tir con s6 0 thong qua chuyén giao

nhan lyc va cong nghé quy mo 16n.

« M hinh Spin-off: Uom mam céc d6i ngii chuyén gia ndi bo thanh cac
cong ty doc lap (TSMC, UMC).

+ Dong vai tro "moé neo" ha tang R&D dung chung, giam rui ro vén dau tu
16m cho céc doanh nghi€p moi.

« Tam nhin 2035: Tap trung Al, an ninh mang va cong nghé ban dan thé

hé moi.




I Catapult (Anh) & Vién Carnot (Phap)

Mang lwéi Catapult (UK) Vién Carnot (Phap)
Cau nbi lap day "Thung liing tir than" giita nghién ciru han 1am va Heé thdng nhan hiéu chat lwong danh cho cac don vi nghién ctru
thi trudng. Tap trung vao cac linh vuc chién luge: Nang lugng tai cong 1ap c6 hiéu suat hop tac voi doanh nghiép cao. Nhén tién

tao, Y té sd, San xut tién tién. thuong ddi ung dua trén doanh thu tir tu nhan.



Khic phuc 16i hé sinh thai SME

1. That bai Thi truong 2. Khic phuc Léi Hé thong
Cac SME thiéu nguén lyc va thong tin dé tiép can cac dich vu tu O céac nudce di sau, khoang tréng gitra khu vuc R&D va san Xuét rat
van k¥ thuat cao cip. TES cung cap dich vu chan doan va hd tro k¥ 16n. TES dong vai tro trung gian, chuyén dich cong nghé san c6 vao

thuat voi chi phi duoc trg cép. quy trinh van hanh thuc té ctia SME.



| Chwong trinh MEP (M§) & IRAP (Canada)

MEP (My) - Hub-and-Spoke IRAP (Canada) - Dgi ngii ITA
Mang luéi d6i tac cong-tu qudc gia hd trg cic nha san xuat nho. Strc manh nam ¢ cac C6 vin Cong nghé Cong nghiép (ITA) giau
Cung cap cic cong cu vé san xuét tinh gon (Lean), chuyén d6i s6 va kinh nghiém. Ho khong chi cdp vén ma con dong hanh tu van chién

phat trién chudi cung tmg noi dia. luge ki thuat truc tiép cho doanh nghiép.



Kosetsushi (Nhat): M6 neo ha tang

Ha tang k§y thuit dia phwong
« Hé thong trung tam k¥ thuat phu khap cac dia phuong, hd tro truc tiép

cho cac cum nganh truyén thong.
« Dich vu cét 16i: Kiém dinh chat lugng, cho thué thiét bi do luong dit

tién, va dao tao nhan luc.
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Venture Builder: Nha may Startup

o1

Quy VC
Chi tap trung cap von va hd tro quan tri
tang cao. Ty 16 rti ro cao, phy thudc vao

nang luc doi ngli sang 1ap bén ngoai.

Vuon wom
Cung cip khong gian lam viéc va ¢ van
(mentorship). Khong can thié€p sau vao

quy trinh van hanh hang ngay cua du an.

e

Venture Builder

Chu dong kién tao y tuong, xay dung doi
ngil va truc tiép van hanh. Chia sé ngudn
lyc dung chung (HR, IT, Marketing) gitra

cac du an.



Idealab (My) & eFounders (Phap)

Idealab (Bill Gross) eFounders (B2B SaaS)
Tién phong khoi nghiép song song tir 1996. Tap trung vao cac dot Chuyén biét hoa trong linh vire phan mém doanh nghiép. Xay dung
pha cong nghé va nang luong sach. Triét 1y: "Y tuéng khong quan quy trinh 18 thang tir y tuong dén khi startup goi von vong Seed va

trong bang thoi diém (Timing)". tach ra hoat dong ddc lap.



Rocket Internet: Launch 100
ngay
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Van hanh Nha may Startup
Chién luoc "Clone": Sao chép cac mé hinh kinh doanh da thanh cong

(nhu Amazon, Uber) tai cac thi truong maéi nodi vaoi toc do cuc nhanh.
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100-Day Plan: Quy trinh ky luét thép tir thiét 1ap doi ngii dén khi san

pham di vao van hanh thyc té chi trong 100 ngay. Uu tién thyc thi
(Execution) hon sang tao.
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I Corporate Labs: PARC & Google X

Xerox PARC (Oc dio) X (The Moonshot Factory)
Noi ra doi ciia Giao dién d6 hoa (GUI), Chudt may tinh va Ethernet. Tap trung vao cac van dé 16n cua thé gidi vai giai phap 10x. Quy
Tuy nhién, Xerox that bai trong viéc thuong mai hda vi cac phat trinh kiém soat chit ché dé dam bao cac du an vién tudng co6 16

kién qua xa roi 18i kinh doanh may in. trinh thwong mai héa 16 rang.



I Quy trinh Sang lgc tai Google X

GD 1: Rapid Eval
Danh gia nhanh tinh kha thi vé& mit vat 1y

va thi truong. San sang "khai tir" du dn

ngay 1ap tirc néu phat hién 15i hé thong.

GD 3: Graduation
T4t nghiép tré thanh cong ty con cua

Alphabet (nhu Waymo) hodc goi von tir

bén ngoai dé thuong mai hda quy mé 16n.
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GD 2: X Foundry
Giai doan wvom mam k¥ thuat va xdy dung

san pham mau (MVP). Tép trung giai
quyét cac bai toan kho nhat cia cong

nghé.
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| Quén trj IP & Chuyén dich

Chién lwoc 2024
+ Chuyén dich danh muc: Tap trung vao cac du an c6 kha nang tao

doanh thu ngin han hon trong bi canh kinh té méi. gl

+ Quan tri IP ddt pha: Ciu trac so hitu tri tué linh hoat, cho phép cac doi

ngil sang lap nam giir c6 phan 16n hon khi tach ra.
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Transaction Broker vs Orchestrator

Nha moi gioi (Broker) Nhac trwong (Orchestrator)
Tap trung vao cac giao dich ngin han, chdt hop dong va thu phi Kién tao "San choi" (Playing Field). Piéu phdi cac ngudn Iyc phi
trung gian. Hoat dong hi¢u qua trong cac thi truong da trudng thanh dbi xtmg dé giai quyét cac bai toan trong ving bat dinh cao cta cac

va on dinh. nganh mai noi.



Nhac truéng giai quyét Bai toan 1om

Tru cot 1: Framing Tru cot 2: Sandbox
Ning lyc dinh nghia va dong khung (frame) bai toan trong bbi canh Tao ra khong gian thu nghiém trung 1ap (Neutral Sandbox). Noi céc
mu mo. Bién nhitng thach thitc mo hd thanh cac du 4n c6 thé thuc dbi thi canh tranh c6 thé ngdi lai va hop tac trong giai doan tién

thi. canh tranh.



Ho trg phi thwong mai

Kién tao Thi truong
« Cung cap ha ting dung chung dat tién ma tu nhan khong thé ty dau tu &

giai doan dau (Mo neo ha tang).

« Market-Shaping: Chu dong dinh hinh cac tiéu chudn ky thuét va quy

dinh phap 1y dé tao ra thi truong méi.

+ HO tro tai chinh phi loi nhuan cho cac dy an c6 tic dong xa hoi 1on

nhung rudi ro thuong mai cao.

In-Memory Customer Data Managemaent

Centralized Machine Leamning Platform

Centralized Digitad Extenditie Cloud Platform




Lo trinh Hanh dong
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Chinh phu

Pinh vi Trung tam PMST Ia "Nhac
truong hé thong" thay vi chi la don vi van
hanh khong gian 1am viéc chung. Cap von

dua trén tac dong h¢ sinh thai.

Tap doan

Xay dung CILs voi quy trinh sang loc ky
luat nhu Google X. Téach bi¢t du an
Moonshot khéi ap luc KPI ngén han cta
161 kinh doanh.

P

Startup

Tan dung cac Venture Builder chuyén

biét dé giam thiéu rui ro van hanh giai

doan som va tiép can mang luoi nguén

lyc dung chung.



