Tién doé du an Tu van Van hod Doanh nghiép
Newing trién khai cho OnPoint - Thdng 1 - thdng 7/2027 - K&t thic 31/7/2027 - Ban PMO cép nhat 21/10/2026
Nguédn: Timeline OnPoint 2026 - b&n PMO (09.2026) - Quyét dinh hop handover 20/10/2026

Méc két thiic 31/7/2027. OnPoint nghiém thu trudc khi hét nifa ndm tdi chinh; tirthdng 8 1a cao diém e-commerce.
Thdang 12/2026 |a thang khdach bén (e-commerce / client-first) — khdng xép hoat dong; du én bat ddu tir T1/2027.
Lead time giao tai liéu truéc workshop: ~2 tudn (rit tir 3-4 tudn).

[

L2221 Optional - khdchbook va nghiém thu theo tiing lan phdt sinh.

Batbusc 30,75 ngdy coéng Optional tsida 6,5 ngdy céng Hang muc -Méc 17 hang muc 5 méc
Ngay T1/2027 T2/2027 T3/2027
Hang muc cong

T4/2027

T5/2027

T6/2027

T7/2027

19/2 16/3

Méc quan trong .2‘2 ‘i::’

3dys3

27/5

Thiét Iap nén tang, kick-off du dan 13
Kick-off dudn

B Minh Phuong - I Thanh Ngoc - 05/01 - Online - 60 phat

Cam kétlanh ggo-T!/2927~CEO, Project Legders, HRD -60 phl.'lt~9:00—10:00 0,5 '
Muc dich: Théng nhat téng quan cdc khéu trién khai, cdch phoihgp va ndi dung khdo sat Stie

khoé t6 chirc. K&t qua mong dgi: Cdch thic phdihgp va cdc budc khdo sat duge théng nhdt

trudce khichay.

Théng nhdtbd cdu hdikhdo sat

B Minh Phucng - 04-06/01 - Online

CEO g thu truyén théng

B Minh Phuong - 08/01 - Email

Khdo sat online toan bd nhan vién

B Minh Phuong - 11-14/01 - Online

Phéng véin1-1véilanh dao /\

B Minh Phuong - 11-15/01 - Online - 30 phut/Ianh dao - Chon theo mitc d6 sdn long, cam két var
anh hudng 0,5 .
Cam kétlanh dao - T1/2027 - Lénh dao dudc chon - 30 phut/lanh dao - Theo lich tirng ngusi,

trong khung 11-15/1

Muc dich: Thu thép géc nhin lénh dgo cho chdn dodn Stic khoé t8 chirc. K&t qua mong dgi: Dir
ligu dinh tinh b3 sung cho bdo cdo chdn dodn.

Thdo luén & trinh bay véi CEO

B Minh Phuong - 25/01 - Online - 90 phat

Cam kétlanh dao - T1/2027 - CEO - 90 phit - Chua chét gid cu thé 0,5 [ |
Muc dich: Trinh bay két qua chdn dodn, chét danh sdch Doi dén dudng va tu vén budi kick-off ra

mdt doi ddn dusng. K&t qua mong dgi: CEO thang nhdt két qud chdn dodn, danh sdch Doi dén

dudng va hudng kick- off.

CEO email két qué chdn dodn
B Minh Phuong - 27-29/01 - Email
Kickoff d6i dan dudng (30 ngusi)

0,5
B Minh Giang -19/02 - Offline - 2 gi& '



Ngay T1/2027 T2/2027 T3/2027 T4/2027 T5/2027 T6/2027 T7/2027
Hang muc cong
Trién khai chudng trinh cho doi ddn dudng (30 ngusi) 17,75
+0,5 optional
MODULE 1- Workshop Khoa hoc néo b, lanh dao 3 cdp d6 /\ )
B Minh Giang - Minh Lugm - 25-26/02 - Offline
Interview CEO chudn bi KPI
B Minh Thu - 03/03 - Online - 60 phat 0.5 s
Cam két lanh dao -T3/2027 - CEO - 60 phut-9:00-10:00 !
Muc dich: Lédng nghe bai todn tir CEO dé chudn bicho budi tu vdn vé KPIs. K&t qua mong dgi: C6
ddu vao cho buditu vdn KPI (Team Consulting 16/3).
H
L ~
& KPl dudng dén /\
B Minh Thu -16/03 - Online - 2 gid - Ch& khdch xdc nhan 05 i
» [
Optional - Cam két lanh dao - T3/2027 - CEO va cdc trudng du an - 2 gié - 9:00-11:00
Muc dich: Lam ré muc tiéu céng ty, birc tranh &n mirng chién thdng va xdc dinh KPI du’dng dén;
chia sé cdch xdc dinh Objectives - Key Results cia 1dy én. K&t qué mong dgi: Théng nhét muc
tiéu, birc tranh chién thdng va bd KPI dudng dén; trudng du an biét cdch xdc dinh OKR cho du dn.
MODULE 2 - Workshop Gartner - Bé ba hiu sudtcao /\ 0
2
B Thanh Ngoc - Tan Phdt - 30-31/03 - Offline
Déng hanh ciing cdc team trién khai 3 du én dudng dén (SprintJoy) /\
B Thanh Ngoc - Tan Phdt - 01/04-31/07 - Online - 90 gi - = 22,5 gid/thdng trong 4 thang (90 11,25 [ ]
gi%)
MODULE 3 - Workshop Tinh thong Méi truéng Hoi thoai A .
2
B Minh Giang - Minh Lugm - 27-28/05 - Offline
Tu vén 1:1 - Optional (T3-T7/2027) 6
optional
I Optional | Coaching 1:1 - CEO
B Minh Giang - T3-T7/2027 - Online - 6 budi = 1 gis 0.75
Optional - Cam k&t lanh dao - T3-T7/2027 - CEO - 1gi&/budi - Theo lich book !
Muc dich: Déng hanh 1:1 véi CEO sau Module 1,1budi/thdng. K&t qua mong dgi: Khong cam két
trudc — khdch book vanghiém thu tiing lan.
i Coaching 1:1- Top 5 Lanh Dao
3 TBC - T3-T7/2027 - Online - 30 bugi = 1 gi& 3.75 PRSI S 77T T IT NI AT T T 7 I TITI TN ITIT T I ;
Y 2e 1 " ’ ] ] ]
Optional - Cam k&t lanh dao - T3-T7/2027 - 51anh dao - 1gi8/bubi/lédnh dao - Theo lichbook T e o e e e T T T e T T T e e e e e e
Muc dich: Coaching 1:1cho 5 lanh dao, 1 budi/thdng/lanh dao. K&t qua mong dgi: Khéng cam két
trudc — khdch book va nghiém thu tiing lan.
[Opt n I} Group consulting & mentoring Top 10
B T6n Phat - T3-T7/2027 - Online - 6 budi x 2 gis
Optional - Cam két lanh dao - T3-T7/2027 - Top 10 lénh dao, Head cdc phong ban - 2 gis/budi - 1,5 :

Theo lich book
Muc dich: Tu vdn & mentoring nhém Top 10, 11én/thdng. K&t qué mong dgi: Khong cam két trudc
— khdch book va nghiém thu ting lan.




Chu gidi
B MinhPhuong B ThanhNgoc B MinhGiang Minh Lugm B MinhThu B TdanPhat 1 TBC @ Bétbudc () bénghanh (4 thdng, 90 gi&)

77777 Optional (1 budi/thang, T3-T7) @ Mé&c:Kickoff ddi dan dung19/02 - Module 125/02 - Team Consulting16/03 (optional) - Module 2 30/03 - Module 3 27/05 /\ Ghichuléch (cham hodc ré chudt)

L Camkétlanh dgo: cham tén budi dé xem thdng, th&i gian, muc dich, két qué Thanh hai mau = hai PIC ph&i hgp

Ghi chu léch & diém cén chét (sau hop 20/10/2026)

1. Lead time giao tai liéu trudc workshop: dd rit con khodng 2 tudn (thay vi 3-4 tudn). S6 ngdy cu thé cdn xdc
nhdn v&i anh Léc.

2. Rate cho thai gian coach chudn bi workshop: cdn check lai véi anh Léc va hgp déng.

3. Gis workshop Module 1-3: timeline ghi 9:00-17:00, hdp déng ghi 8:30-17:30 — léch 1gid/ngdy (6 gid cé du dn),
chua chét.

4. Cdch ghi 90 gis dong hanh khi nghiém thu: hgp déng ghi 90 gid phdan bé linh hoat; timeline ghi 30 gi&/dy én —
cdn chét céch ghi.

5. Team Consulting 16/3: dé& chuyén optional theo hop 20/10, dang chd khdch xdc nhén.

6. Phdng vén 1-1 ldnh dao: hgp déng tinh cd CEO trong nhédm phdng vén; timeline tdch riéng nhém Iénh dao — cdn

xdc nhdn cé phdng vdn CEO & budc nay hay chi & budi 25/1.

Cdc diém da chdttaihop 20/10 (ngay kick -off, ngay interview CEO, hinh thirc kickoff ddi d&n dudng, méc két thic 31/7/2027)
dd dudc cap nhatvaossdo va khéngcon ghilda diém léch.



