Lanh dao
Cong sinh Al

Cam nang thiét |ap va quan ly
doi ngl két hop Nguoi - May



Al khong con la cong cu, Al la doi tac cong tac

Thuyét Hé thong Ky thuéat - Xa hoi (Sociotechnical Systems Theory) chi ra rang viéc chi tdi wu héa cong nghé
(Al) hodc con nguoi mot cach doc lap sé mang lai két qua dudi mure t6i uu. Chia khoa la Toi vu hda chung
(Joint Optimization).

Hé théng N
Xa hoi / SN\
Con nguoi \ | N\
1. Phén bé tuong thich: 2.Vong lap hoc hoiting 3. An toan tam ly kiéu méi:
Chuyén tir viéc con cuong: Al day Mai truong noi nhan su co
Hé théng ngudi ra quyét dinh don nhanh qua trinh cai thé thoai mai dat cau hoi

o oh o doc sang phan bo tritué  +ian quv trinh (hoc I3 vé khuyén nghi cua Al va
By GlAAl linh hoat dua trén béi don)qvg gip c(oﬁ ng.tfbi thira nhén giéi han cua
canh. phét hién céc gia dinh ban than.

an (hoc lap kép).



Su tién héa ciia md hinh lanh dao

Tiéu chi danh gia
Vai tro cua Al

Phan bd cong viéc
Mo hinh hoc hoi

Kiém soat chat lugng

Thudc do thanh céng

Lanh dao truyén théng

Cong cu thu dong,
thuc thi theo Iénh

Tinh, phan chia ro rang ranh gidi

Tuyén tinh, trudc khi trién khai

Giam sat con ngudi, danh gia
dinh ky

N&ng suéat ca nhan, san lugng
daura

Lanh dao Cong sinh Al
Paoi tac cdng tac, ho trg ra quyét dinh
Poéng, diéu chinh theo nang luc tuong thich

Hoc hdi hai chiéu (Mutual learning) lién tuc

Danh gia do tin cay (Trust calibration)
thai gian thuc

Thé diém can bang cho dd tron tru clia
tuong tac (Handoff efficiency)



Mo hinh Bu tru Nang luc Ngudi - May (Complementarity)

Nang Iu'c Con nguoi
(Tham sau & Boi canh)

- Su thau cam & Tri tué
cam xuc

- Ly luan dao duc &
Danh gia ruiro

- Kha nang hiéu bdi
canh rong

- Su sang tao doét pha

Tri tué Tang cudng Nang luc Al

(Augmented Intelligence)  (Quy mo & Toc do)

- Nang luc gidi quyét - Nhan dién mau
van dé vuat troi (Pattern recognition)
-Khamphacackhong - AUly dullieu quy mo fon
gian giai phap mai - E)Qgchmh xac va tinh
- Toc do thich tmg lién nhatquan
tuc - Kha nang md rong
' khong mét moi




Loi tirc dau tu (ROI) tir mo hinh

Lanh dao Cong sinh

/

<= Tai chinh - Bao hiém
M1 p;
== Ping An Insurance

M hinh Human-in-the-loop da chic nang.
Giam 30% thoi gian xtr ly boi
thuong, dat 90% do chinh xac
trong tham dinh tu dong.

B Logistics - Thuong mai dién tu
esso Ocado Technology

M hinh Tu tri c6 diéu phdi (Orchestrated autonomy).
Xu ly 50.000 don/ngay véi nang

suat cao hon 50% so v@i kho hang
truyén thong.

Chudi cung Ung
l\&@ Unilever

Pdi ngl chudi cung Ung tang cuong st dung Digital
Twin.

Giam 20% chi phi logistics va
15% luwong khi thai carbon.

‘ﬂ:,‘,‘ San xuat cong nghiép

~~{o» Toyota Material Handling

Tram lam viéc ho trg (Cobots) danh gia nang luc bu
tru.

Tang 15-20% san luvong, 85% nhan
vién bao cao cong viéc bat vat va.
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KY T
LOGISTICS



Vuot qua nang suat:
Theé diém can bang cho Doi ngli Hybrid

1. Hiéu suat Cong viéc

Rﬁi PO «oicssonivissvarassivosicorissivisionsi s ) e Quy trinh

Do cong bang (Fairness P tron tru khi chuyén giao

metrics); Tinh minh bach cdng viéc (Handoff

(Explainable Al); Muc dd efficiency); Hiéu chuan niém
hu thudc. > . . tin (T libration).

phu thudc 5. Quan tri 2. Quy trinh in (Trust calibration)

Ruiro Cong tac

Strc khée Tinhthan - . W Nang luc

Tai trong nhan thurc (Cognitive Su cai thién cua Al tir phan

load); MUrc dd duy tri ban sac hoi cua con ngudi; Téc do

nghé nghiép va quyén tu chd. phat trién ky ndng ctia nhém.

4. Surc khoe 3. Phat trién
Tinh than Nang luc
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Tién hoa Ky nang: Mo hinh Nhan su chir T (T-Shaped Model)

1. Ky thuat Al (Technical Al Skills) 2. Ky nang Cong tac (Collaborative Skills) 3. Nang luc Giam sat (Oversight Skills)

Hiéu gidi han, nang luc va rui ro Nghé thuét thiét ké cau Iénh (Prompting),  Panh gia chat lugng dau ra, quan
thién kién cta cac mo hinh Al. tich hgp luéng cong viéc, biét khi nao ly dao dirc va can thiép cau tric
nén dua vao Al. (Structured override).

Truc Doc: Tham sau
Chuyén moén Nghiép vu (Domain Expertise)

Kién thirc nganh sau rong, ky nang nén tang.
(VD: Ky nang chan doan y khoa, kién thurc
ludt phap, nang luc sang tao). Day la moé

mu neo dinh hinh gia tri con nguai.



Lo trinh Trién khai
Poi ngli Cong sinh Nguoi - May

Giai doan 1: Giai doan 2: Giai doan 3: . .
. = o S : 5 et Giai doan 4.
Xay dung nén Trién trién khai - Morong & Tich ~: S
: W i Tol uu & Dol moi
tang thi diém Wy hop el PZERGED))
(3-6 thang) (6-12 thang) (12-24 thang)
-Danh gid mitcdo sansang - Chon2-3Usecasesmang - T4i thiétké cau trictd chirc - Tich hop lién mach Al qua
ky thuét s6 ctia t6 chrc. lai gia tri cao, rti ro thap. va |6 trinh thang tién nhdn su.  moi luéng cong viéc.
- Thiét lap cdutric quantriva - Thiét k& ludng cong viéc - Xay dung cdng déng chia - Tan dung vong lap hoc hoi
nguyén tac dao dirc Al ban nhdn manh ndng lycbutrlr.  sé thuc tién (Communitiesof  hai chiéu (Mutual learning).
dau. - Do ludng bang Thé diém Practice). - Bién nang luc cong tac thanh
-Daotaonhdnthiclanhdao  cénbangthayvichidonang - Chuyén doi van hda: Pua loi thé canh tranh chién lugc.

vé nang luc va gidi han cla Al.  suét. cong tac Al vao gié tri cot I6i.



Tai thiét ké Quyén ra quyét dinh & Quan tri

Giai quyét rao can cot 16i: Ai chiu trach nhiém khi Al sai?

Tang 3: Quan tri Dao dirc & Chién lugc (Ethics & Strategy)

- M0 hinh Apollo Hospitals: Uy ban dao dirc doc Iap danh gid tac dong mé
rong va rui ro thién kien.
- Nhiém vu: Thiét lap gi6i han, Explainable Al governance (Standard Bank).

Tang 2: Giam sat Chuyén mon (Clinical/Professional Oversight)

- Quyén quyet dinh: Chuyén gia xac nhan tinh phu hgp chuyén
mon clia cac khuyen nghi phtre tap.

- Can thiép cau tric: Quy trinh ghi nhan ly do con ngudi phi quyét
Al (Structured overndes{

Tang 1: Thuc thi Phan cap (Tiered Execution -
JPMorgan model)

- Trudng hop thudng quy (Routine): Al tir dong hoa
hoan toan.

- Trudng hop phirc tap (Complex): Con ngudi xur Iy,
Al ho trg thong tin.

- Truang hop ngoai lai (Edge cases): Phan tich cong
tac gilra nhiéu chuyén gia va mang ludi Al.



KY T
LOGISTICS

Nhan dién luc can & Can thiép Lanh dao

Sai léch Niém tin (Trust
Calibration).

Khung hoang Ban sac
Nghé nghiép.

X6i mon Ky nang Nén tang.

Biéu hién

Phu thudc qua murc vao Al hoac
choi bd hoan toan khuyén nghi.

Chuyen gia lo s¢ mat gia tri,
phan khang viéc 4p dung Al

Nhan su mat nang luc cot I6i khi

Al tu dong héa cac tac vu lap lai.

Can thiép (Giai phap)

Trién khai Tin hiéu d tin cdy (Confidence
signaling) két hop Al minh bach (Explainable

Al) dé giai thich ly do dang sau d liéu.

Tai dinh hinh vai tro (AIIen & Overy model) tur
"ngual thuc thl sang “co van chién lugc &
tham dinh vién”. Ap dung c& van chéo

| (Reverse mentoring).

Thiét ké “Khoang thoi gian phi Al” (Al-free
periods) de rén luyén chu dich, duy tri su
nhay bén va nang luc ddc lap (NATS model).




~7e

Pich dén cudi cung:
Chan dung Nha lanh dao Tang cuong

Nang luc cong tac Ngual - May s€ sm x6a mo ranh
gidi giira ‘Chien lugc Al’ va ‘Chién lugc To chirc'.

Phan b Tri tué Thich img (Adaptive Intelligence Distribution): Vuot
Vugt qua cac quz tac tinh; linh hoat trao quyén cho Al hoac con nguoi
dua trén bdi canh, ap luc thoi gian va nang luc turc thoi.

Tri tué Tap the (Collective Intelligence Optimisation): Chuyen tur
tuong tac c4 nhan (1 1? sang hé sinh thai noi mang ludi nhan su va
mang ludi Al cdng téc linh hoat.

Tang cudng Nang luc Lanh dao: St dung Al khdng chi de tu dong hoa,
ma dé du bao chién lurgc, giai mé di liéu td chirc va phat trién doi ngi
thong qua huan luyén cé nhan hda.

Al-Symbiotic Leadership khong chi la quan ly hé thong Al.
Do la nang luc dan dat cung Al.
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