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GTB HOLDINGS

EXECUTIVE BOARD

Quy ché tiép nhan, tham dinh, ky két, trién khai va quan tri BU
(Tai liéu nay sé dugc di kém SOP, Hop déng GTB-BU-Bdo ldnh)

Muc dich tai liéu
Tai liéu nay duoc thiét ké nhw mét manual dé Board, CEO, Legal, Finance, Ops va ddi Onboarding
hi€u co ch& van hanh, tdm nhin va sir ménh cta GTB Holdings.
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PHAN I. TOM TAT DIEU HANH

GTB la bd diéu khién clia hé théng, khéng phdi I chdn dé hgp thirc héa rai ro cho BU.
GTB Holdings chi nhan BU c6 thé dugc kiém soat bang chirng tlr, co ché bao cdo va trach nhiém
rang budc.

Moi case khong chirng minh dugc nén tdng van hanh hoac lam tang rui ro cho holding déu phai bi
chan tai dung Gate.

* Uu tién 1: hgp phap va minh bach; doanh thu khéng dugc dat cao hon compliance.

 Uu tién 2: moi két ludn phai bam chirng tlr, khong phé duyét bang cdm tinh hoac 16i hira.

 Uu tién 3: Legal, Finance va Ops cé quyén dirng khi radi ro vugt ngudng; CEO/Board chi md& ngoai
|&é bang quyét dinh c6 luu vét.

o Uu tién 4: tai liéu dugc thiét ké dé vira trinh Board, vira chuyén ngay thanh quy trinh van hanh
cho tuyén dudi.

Mo hinh diéu hanh GTB Holdings

Khung quan tri uu tién kiém soét phap ly, minh bach tai chinh va néng luc van hanh trudc tang trudng.

BU / Founder
Cung cép dir liéu, hop tac va
van hanh ding cam két

BD & Onboarding

Intake, interview, pipeline,
nurture, term sheet

GTB HOLDINGS

Board / CEO / Control Tower

Finance & Ops

Déng tién, ching tl, go-

live, SLA, monitoring va
kiém soat

Legal & Visa
Ra soat phap ly, hgp déng,
stop line va diéu phéi
outsource visa

Nguyén tac 16i

Hinh 1. M6 hinh d@iéu hanh GTB Holdings theo hudng ki€m sodt tap trung - trién khai phdn vai.
1.1. Bon nguyén tac khéng dwoc pha vo
1. Khéng nhan case visa-only, compliance-only hodc mé hinh vao hé chi dé chira hé so.
2. Khéng go-live khi checklist chua dat 100% va con stop line trong yéu ma.
3. Khéng bd qua Gate chivi BU c6 “tiém nang”; titm nang khong thay thé cho diéu kién nén tang.

4. Khdéng duy tri BU gay tén hai truc ti€p t&i GTB néu BU khdng khac phuc theo yéu cau.
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PHAN Il. NGUYEN TAC, PHAM VI AP DUNG VA CAU TRUC THAM
QUYEN

Quy ché ap dung cho toan bo chu ky séng clia BU: tir ti€p nhan lead, phdng van, due diligence,
thiét ké deal, ky hgp déng, onboarding, go-live, monitoring, watchlist cho dén khi exit hodc
termination.

2.1. Pham vi ap dung

Quy ché nay ap dung doi vdi toan boé BU dang dugc xem xét ti€p nhan, BU da ky hgp dong, cac bd
phan chirc ndng clia GTB Holdings va cac d6i tac outsource c6 tham gia vao chubi ti€p nhan -
tham dinh - trién khai - giam sat BU.

Pham vi 4p dung bao trum toan b6 vong doi quan tri ctia BU, gém: lead intake, screening, phong
van 2 |6p, due diligence, Gate phé duyét, thuong thao va ky két, onboarding, go-live, monitoring,
watchlist, stop line, escalation, xt ly vi pham va termination.

Moi ngoai |& ngoai pham vi néu trén chi dugc ap dung khi c6 phé duyét bang van ban ctia CEO
hoac quyét nghi clia Board tly theo ngudng tham quyén.

Péi tuong Ap dung
BU m&i Tat cd BU dang dugc xem xét gia nhap hé thong GTB.

BU da live Tat ca BU dang van hanh trong hé théng GTB, ké ca BU dang &
watchlist.

Noi bo GTB Board, CEO, BD, Onboarding, Legal, Finance, Ops va cac bd phan
lién quan.

Pon vi outsource Cac don vi visa/phap ly hoac doi tac dugc GTB chi dinh theo tirng

case.

2.2. Cau truc tham quyén

Vai tro Tham quyén chinh Quyén dirng / phé duyét
Board / CEO Phé duyét chién lugc, ngoai I, quyét dinh Phé duyét cudi / m& ngoai &
khan cap, termination
BD & Onboarding M& ho so, phong van, nurture, chuan bj term Khoéng tu'y bypass
sheet, diéu phoi onboarding Legal/Finance/Ops
Legal Ra soat phap ly, hop dong, gidy phép, lao C6 quyén Legal Stop
dong, compliance
Finance banh gid dong tién, chirng tlr, déi soat C6 quyén Finance Stop
doanh thu, co ché bao céo
Ops Thiét Iap SLA, ticket, checklist go-live, van C6 quyén Ops Stop / Halt Go-
hanh thang dau Live
Visa /[ External Counsel Xl ly chuyén mon theo pham vi hgp déng Khong thay thé quyét dinh noi
riéng bo GTB
BU / Founder Cung cap théng tin, chirng tlr, phéi hop va Chiu ché tai khi sai / cham /
van hanh dung cam két che gidu
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PHAN IIl. PIPELINE END-TO-END TU INTAKE DEN MONITORING

Pipeline chuan gitip moi BU di theo cing mét dudng ray. Méi trang thai phai c6 owner, dau vao,
dau ra, diéu kién chuyén budc va diém kiém soat. Khong dugc nhdy budc néu chua c6 xac nhan

hap I&.

Pipeline end-to-end cua BU

Thiét ké 2 hang dé tang c& chir, m& rong khodng cach va gilp déi van hanh theo di trang thai d& hon

1. Lead
Tiép nhan lead va
mé hé so

Yeu cau form va
ching tir

H

2. Form

H

3. Screening
Basic screening +
Gate 1

}__[ 4. Layer 1 }__[
Phéng véin sang loc

5. Layer 2
Tham dinh sau +
due diligence

6. Gate 2
— Scorecard + Legal
/ Finance

7. Term Sheet
Dé xust deal va —
diéu kién

8. Contract
Soan ky hop déng

va cau hinh

9. Onboarding
—_— Thiét I3p tai
chinh, quy trinh,
dao tao

10. Go-Live
) Readiness check va )
bat van hanh

11. Day-30
6n dinh thang dau
va xép hang

12. Monitoring
— Gidm sat
thang/quy,
watchlist, exit

Hard Reject /

No-Go

Hold / Nurture

Hinh 2. Pipeline end-to-end chudn ctia BU.

3.1. Ma tran tirng bwéc

Bué'c
1. Lead Received

2. Form Requested

3. Basic Screening

4. Interview Layer 1

5. Interview Layer 2

6. Gate 2

7. Term Sheet

8. Contract Review
9. Onboarding

10. Go-Live Ready
11. Live & Day-30

12. Monitoring

Tai liéu ndi bo | Trang 5

Owner
BD

BD
BD
BD
BD + Legal/Finance
BD + Legal + Finance
BD

Legal + Finance
BD + Ops + Finance

Ops
Ops + Finance

Finance + Ops + Legal

Pau vao toi thiéu

Théng tin dau moi ban dau

Yéu cau form, danh muc
ching tu

Form va d{ liéu nén tang
B& cau hoi sang loc

Théng tin sau hon vé mo
hinh
Scorecard, nhan xét chirc
nang

Cau truc deal va diéu kién

Ban du thdo va diéu khoan
Hop déng da ky

Checklist hoan tat
BU bat dau van hanh

D@ liéu thang/quy

Stop Line /
Escalation

Pau ra bat budc
HO6 so so bd mé trén hé

théng
BU nhén yéu cau chuan héa
ho so
Gate 1: ti€ép tuc / hold / no-
go
Panh gia fit so b6 va dong
co gia nhap
Due diligence so b va diéu
kién xtr ly
Go / Conditional Go / Hold /
No-Go
Dé xuat thuong mai cé diéu
kién

Ban ky chinh thirc
Thiét 1ap owner, quy trinh,
tai chinh, ticket
Quyét dinh live / halt
Danh gia thang dau va phan
loai mau
Gitt, nang, hb trg, stop line
hoac exit
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PHAN IV. BO PHONG VAN 2 LOP, HARD REJECT, NURTURE VA
GATE

Muc tiéu cla phan nay la loai nhanh hé so khéng dat, phat hién ho so c6 tiém nang va dam bao
moi Gate déu cé ly do ro.

Day la phan quyét dinh chat lugng danh muc BU clia GTB.

4.1. Layer 1 va Layer 2
Layer 1 la I8p sang loc nhanh nham xac dinh BU c6 di ti€p hay khéng.

Trong tdm cuda I6p nay la déng co vao hé théng, tinh thuc ca mé hinh, mirc d6 san sang cda
founder, va cac dau hiéu loai trir sém nhu visa-only, dit liéu mo hé hoac ky vong sai vai tro cdia GTB.

Layer 2 1a I6p tham dinh su, tap trung vao founder, mé hinh doanh thu, nguén luc, van hanh,
nang luc tai chinh, tuan th va mdrc d6 phu hop véi co ché quan tri tap trung - phan quyén cla
GTB Holdings.

K&t qua Layer 2 phai du chat lugng dé lam co s& cho Gate 2 va y kién chinh thirc cta Legal/Finance.

LOP MUC TIEU CAU HOI TRONG TAM KET QUA CAN GHI

LAYER 1 Sang loc nhanh Founder la ai, muc tiéu vao GTB, mé Go / Hold / No-Go so
hinh cé that khéng, dit liéu téi thiéu bd va thi€u soét chinh
c6 khdng, cé dau hiéu visa-only

khong
LAYER 2 Tham dinh sau M6 hinh kinh doanh, doanh thu, chi Piém scorecard, diéu
phi, khach hang, nha cung cép, kién md, hard reject
quyén kiém soat, gidy phép, lao hoac I6 trinh nurture

dong, thué, rdiro lan sang GTB

4.2. Hard reject chuan

Hard reject dugc ap dung khi ho so xuét hién rdi ro khéng thé chdp nhan hoac khéng phu hop ban
chat v&i mo hinh GTB.

Cac nhom dién hinh gém: khai sai hodc che gidu théng tin trong yéu; mé hinh chi nham x{r ly
visa/compliance ma khong cé kinh doanh that; khéng chirng minh dugc doanh thu hodc nguén
lurc t6i thiéu; tir chdi co ché quan tri, bdo cdo hodc kiém soat dong tién clia GTB; va cé vi pham
phap ly nghiém trong chua dugc khac phuc.

Hard reject phdi néu ré ly do, can cr, ngudi ra két luan va huéng xt ly tiép theo: déng ho so, theo
déi lai sau mét giai doan, hoac chuyén sang tuyén tu van riéng ngoai pipeline chuan.

Nhom Mé ta
Diéu kién nén tang khéng dat Khéng cé nang luc téi thiéu dé khai déng, khong c6 mo hinh
kinh doanh kha thi, hoac khong thé chdng minh dit liéu cét
[Gi.
Thiéu trung thu'c nghiém trong Che gidu thoéng tin trong yéu, cung cap dit liéu sai hodc khéng
hop tac khi dugc yéu cau xac minh.
Rdi ro vurgt nguréng chdp nhén M hinh, nganh nghé hoac cach van hanh vuot qua kha nang
béo vé clia GTB.
Visa-only / compliance-only Muc tiéu chinh la hgp thirc cu trd hodc chita ho so, khdng ¢
hoat déng kinh doanh thuc chat.
Khéng chdp nhén qudn tri GTB Tl chéi co ché bdo cdo, dong tién, ching tir hodc diéu kién
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4.3. Nhém nurture N1-N4
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kiém soat tdi thiéu.

NHOM PAC TINH NHIP CHAM SOC QUYET PINH KY VONG
N1 Gan chét, chi thiéu diéu kién 3-7 ngay/lan Chuyén Gate trong 14 ngay
nhod

N2 Tiém nadng cao nhung thiéu Hang tuan Hoan thién diéu kién trong
diéu kién quan trong 30 ngay

N3 Can kiém chirng thém vé dir 10-14 ngay/lan Gilr theo doi toi da 60 ngay

liéu hoac fit

N4 Theo d&i dai han / chua phu 2-4 tuan/lan DPanh gié lai theo chu ky dén

hop giai doan nay 90 ngay

H® so tdi thiéu ctia mdt case Hold / Nurture
Moi case Hold phai cé: ly do hold, owner phu trach, diéu kién can bd sung, méc lién hé gan nhat, han
quyét dinh lai, trang thai Gate du kién va rti ro chinh néu tiép tuc.

Tai liéu néi bo | Trang 8



GTB HOLDINGS | MANUAL

PHAN V. ONBOARDING, GO-LIVE VA QUAN TRI 30 NGAY PAU

Sau khi dugc phé duyét, BU phai di qua mét onboarding cé kiém soat.

Muc tiéu la bién mot deal da ky thanh mot don vi ¢ thé van hanh thuc té trong hé théng GTB dd
tiéu chuan.

Timeline onboarding 7-21 ngay

Tach rd tirng chang gilp doi trién khai bam deadline, kiém tra readiness va tranh go-live khi chua dat.

Ngay 1-3 T:“,f’fyhf”& Ngay 8-12 Ngay 13-17 Ngay 18-21
Kick-off & xac nhan L aphisg) Tai chinh & ching tir Dao tao & chay thir Readiness & Go-Live
owner Chét scope, —J phhap 1y e ddng, ] Luéng tién, biéu mau - At T - Checklist, stop line
timeline, dau moi, GINEPBETTE L, béo cao, kénh ngp BablcscN B ong mé, quyét dinh live

Yéu cau hé so gidy F‘”é&:‘é“ kiet chiing tir e  halt

Piéu kién bat budc dé Go-Live
Hop déng da ky * owner xac dinh « ludng tién ré * checklist dat 100%
« khéng con stop line trong yéu Néu thiéu diéu kién, Ops c6 quyén dirng go-
live va chuyén hé so sang trang thai Hold / Stop Line.

Hinh 3. Timeline onboarding 7-21 ngay.

5.1. Checklist go-live theo 5 nhém

Checklist go-live dugc chia thanh 5 nhém dé bao ddm BU chi dugc van hanh khi d& san sang toan
dién: (A) hé so & dau méi; (B) kénh lam viéc & ho trg; (C) tai chinh & chirng tir; (D) hi€u biét & phdi
hap; (E) rdi ro mé& va diéu kién kiém soat.

Ops la don vi diéu phéi checklist, nhung Legal va Finance phai xac nhan cac diéu kién thudc pham
vi minh truéc khi cho phép go-live. Khdng dugc bat van hanh néu con open item trong yéu chua
c6 phuong an kiém soat bang van ban.

NHOM NOI DUNG BAT BUOC
A. HO SO & OWNER Hop dong da ky; owner hai phia xac dinh; scope va lich vén hanh
da chét.
B. KENH LAM VIEC Email / chat / helpdesk / ticket / kénh escalation da thiét 1ap va
test.
C. TAI CHINH & CHUNG TU Ludng tién, biéu mau, phuang thire ndp chirng tw, lich chét s6,
d6i soat doanh thu da xac dinh.
D. HIEU BIET & PHOI HOP BU da dugc hudng dan quy trinh, biét méc phan hoi, biét nghia
vy bao cao va ngudi lién hé.
E. RUI RO M& Khong con stop line trong yéu; cac diéu kién md con lai da duoc
ghi ré owner va deadline.

5.2. Quan tri 30 ngay dau sau go-live
30 ngay dau sau go-live la giai doan kiém chirng xem BU c¢6 thuc sy van hanh dugc trong khuén

quan tri ciia GTB hay khéng.
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Tuan 1 tap trung vao én dinh dau mai va kénh lam viéc;

Tuan 2 ra soat dit liéu va chirng tir dau ky;

Tuan 3 ra soat cac diém nghén van hanh;

Tuan 4 doi soat va két luan mau trang thai ctia thang dau.

Két thiic 30 ngay dau, BU phai dugc phan loai téi thi€u theo Xanh/Vang/Pd va ghi nhan bang
month-one review memo.

Day |a can cr dé quyét dinh gidm tan suat theo di, ti€p tuc giam sat tang cudng hodc nang lén
watchlist.

TUAN MUC TIEU PIEU HANH OUTPUT BAT BUOC
TUAN 1 On dinh owner, kénh lam viéc, nhip  Khong cé diém mu vé dau méi, ticket
phan hoi dugc ghi nhan dung
TUAN 2 Kiém tra dit liéu va chirng tir dau tién Danh sach Iéch, thiéu, sai; yéu cau
khac phuc
TUAN 3 Ra soat rudi ro van hanh va phoi hop DPanh gia mdc hiéu quy trinh va kha
nang tuan thu
TUAN 4 Doi soat va khéda thang dau Xép hang Xanh / Vang / B4 va kién
nghi ti€p theo
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PHAN VI. MONITORING THANG/QUY, WATCHLIST, STOP LINE VA
ESCALATION
Monitoring t6t giip GTB phat hién sém trudc khi su c6 tré nén dat do.

Phan nay quy dinh chu ky quan tri, ngudng dua BU vao watchlist, kién trdc stop line va cach
escalte mét case tlr su' c6 nho 1én cap Board khi can.

Chu ky quan tri thang va quy

Gitt nhip bao cao déu, phat hién léch sdm va ra quyét dinh mau trudc khi rdi ro lan réng.

‘Tuanl Tuan 2 Tuan 3 Tuén 4 uy
Nop i liéu so b -~ DGi chiéu ching tir . Ra soat compliance - Khéa s6 thang & - Review suc khée BU

va ticket phat S A A : va quyét dinh
= va diém léch va watchlist phan loai mau chién lugc

Output bat budc

Béo caothang * trang théi Xanh /Vang /Do « danh séch watchlist + quyét
dinh stop line / hé tro / exit

Hinh 4. Chu ky qudn tri thdng va quy.
6.1. Watchlist theo murc dd
Watchlist dugc chia t6i thi€u thanh Vang, Cam va Dé.
vang ap dung cho cac sai léch c6 thé stra nhanh;
Cam ap dung khi da cé dau hiéu dnh hudng tgi bao cao, dong tién hodc uy tin ndi bo;
Do ap dung khi rdi ro cé kha nang lan sang GTB, dbi tac, co quan quan ly hodc truyén théng.

Méi BU bj dua vao watchlist phai c6 owner, thai han x{r ly, danh sach hanh déng bat buéc va méc
danh gia lai. Watchlist khéng chi la nhan canh bao ma la co ché kich hoat ché d6 giam sat va phan
rng manh hon.

MuUc TIN HIEU HANH PONG BAT BUOC
XANH Bao cao du, s6 liéu 6n, phoi hop tét Duy tri monitoring chuan
VANG Cham nhe, thi€u nhe, dir liéu léch Tang theo di, yéu cau ké hoach khac

nhéd phuc
CAM RUi ro van hanh/tai Escalation Ién owner chirc nang, xem
chinh/compliance téng xét stop mém
po RUi ro 1&n, c6 thé 1ay sang GTB Stop ciing, bao CEO/Board, kich hoat
red incident néu can
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Escalation 4 tang va phan tng bat budc

MG&i tdng cé owner, SLA va diéu kién chuyén cap dé tranh bd st su c6 quan trong.
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Ngudng bao cao Board
Thiét hailén « rdiro
phép Iy lan truyén « sucé
Vi ngan hang / co quan nha
nudc « truyén thong tiéu
e

Tang 1 - Ops Helpdesk

Tiép nhén 1 cdng * xé&c nhan trong 24h « phan loai va
chuyén tuyén

|

Tang 2 - Owner / Onboarding Lead

X Iy nghiép vu thuong mai, thay d6i van hanh, yéu cau
thudng

|

Tang 3 - Stop Line chiic nang

Legal / Finance / Ops 6 quyén dimg ngay khi rii ro vugt
ngudng

|

Tang 4 - CEO / Board

Quyét dinh ngoai 1§, khing hoang, t6n that I6n, cham dit /
tai cdu tric

Hinh 5. Escalation 4 tdng va phdn &'ng bat budc.

Kién truc stop line va quyét dinh xa ly

Phén biét stop mém va stop cling dé 4p dung phan (ng tuong xdng, han ché lan truyén rdi ro

Tin hiéu rdi ro
Sai dirliéu / thiéu
chimg tir/ vi pham /
khing hoang

Stop mém

Van chay c6 diéu kién,

Xac minh nhanh
Owner + Legal /
Finance / Ops danh gia
mic do

watchlist tang cuong

Két qua
Khac phuc / tai cau
trdc / exit / truy
hoan

Stop ciing

Pong giao dich, khéa
quyén, béo CEO / Board

Hinh 6. Kién truc stop line.

6.2. Bén trang thai kiém soat BU

GTB Holdings st dung bén trang thai kiém soat dé diéu hanh BU sau khi phat sinh van dé: (1)
chinh tai chd; (2) giam sat tang cudng; (3) bao toan hé théng; (4) quyét dinh 16 trinh cudi.

Cach ti€p can nay giup déi van hanh chuyén tir phan (ng r&i rac sang diéu hanh theo mdrc dé anh

hudng.

Trang thai cang cao thi quyén quyét dinh cang dich chuyén |én cac cap kiém soat manh hon, déng
thai sé lugng hanh dong bat budc, han ché quyén va tan suat bao cdo cling tang Ién.
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QUYET PINH PIEU HANH

CHINH TAI CHO
GIAM SAT TANG CUONG

BAO TOAN HE THONG

QUYET PINH LO TRINH cUOI

Tai liéu néi bé | Trang 13

Van dé nho, owner xtr ly dugc
Van dé |ap lai hoac ¢ xu
hudng xau
RUi ro c6 thé lan sang GTB

BU khong con an toan néu gilr
nguyén

Khéng md stop line; theo dai tai chd
Pua watchlist; tang tan suat kiém tra

Stop line; han ché giao dich/quyén truy
cap
Téi cdu truc / exit / founder r&i hé / GTB
quan ly tam thai
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PHAN VII. CHE TAIl, TRUY HOAN, BOI THWONG, QUYEN KHAN

CAP VA CHAM DUT

Phan nay la |&p bao vé cudi cho GTB.

Khi BU vi pham nguyén tac hodc gdy anh hudng truc tiép téi GTB, GTB khéng chi dirng ho trg ma
con c6 quyén kich hoat co ché truy hoan, béi thuong, khda quyén va cham dit hop tac.

7.1. Cap do xtr ly vi pham
CAP PO

TINH HUONG PIEN HINH

HANH PONG MAC PINH

WARNING

CONDITIONAL OPERATION

STOP LINE

TERMINATION

7.2. Quyén khan cap cua CEO / Board

TINH HUONG

Cham nop tai liéu 1an dau, 16i nhe,
phan hoi cham
Vi pham Idp lai nhung con stra dugc

RUi ro thurc té vuot ngudng

Gian d6i, khéng khéc phuc, gay hai
truc ti€p cho GTB

Nhac nhd bang van ban, yéu cau
khac phuc
Dat diéu kién van hanh, tang theo
doi
Tam dirng mét phan hoac toan bé
hoat ddng lién quan
Cham dut hgp tac, truy hoan, yéu
cau boi thuong néu cbd

QUYEN HANH PONG NGAY

RUI RO PHAP LY LAN TRUYEN

SU cO NGAN HANG / CO QUAN NHA NU'6cC /
TRUYEN THONG

GIAN DO1, GIA MAO, CHIEM DUNG, BYPASS
STOP LINE

TON THAT TAI CHINH PANG KE HOAC NGUY
CO TON THAT CcAO

Nguyén tac truy hoan va boi thudng

Dung onboarding, dirng live, han ché ky méi, phong téa
quyét dinh thuong mai lién quan
Chi dinh nhém phan &ng nhanh, déng quyén truy cap,
gom dau méi phat ngén
Khoéa quyén hé théng, tam ngirng déi soat/thanh toan,
md diéu tra n6i bd
Dbong luéng giao dich, yéu cau bao cao 24h, trinh Board
quyét dinh tiép

Néu BU vi pham gay phat sinh chi phi x ly, chi phi phap ly, chi phi khding hoang, chi phi khdc phuc hé
thong hodc thiét hai thuc té cho GTB, GTB c6 quyén yéu cau BU hoan tra toan bd phan chi phi lién quan,
can trlr vao khoan phai tra/ky quy va yéu cau bbéi thudng phan thiét hai con thiéu.

Ngudng bédo cédo Board bat buébc

Bao cao Board ngay khi c6 mét trong cac tin hiéu sau: nguy co ton that tai chinh 16n; rdi ro phap
ly/thué/lao d6ng c6 thé lan sang GTB; su cd truyén thong, ngan hang hoac co quan chirc nang; dau hiéu
gian doi, gia mao, chiém dung hoac c6 tinh bypass stop line.
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PHU LUC A. RACI CHI TIET

Phu luc nay la bang tham chi€u van hanh dung dé xac dinh nhanh ai 1a ngudi thuc hién, ai la ngui
chiu trach nhiém cuéi, ai phai dugc tham van va ai can dugc cap nhat & ting budc. Khi phat sinh
xung dot gitra mo ta cong viéc va thuc tién xr ly, RACI trong phu luc |a can c& vu tién dé phan
quyén xur ly.

Hoat dong BD / . Legal Finance Ops CEO/ BU
Onboarding Board
Mé& ho so lead A/R I I I I C
Yéu cau form va tai
liéu A/R C C I I R
Basic screening A/R C C I I R
Phong van Layer 1 A/R I I I I R
Phong van Layer 2 A/R C C I I R
Scorecard & Gate 2 R C C I A R
Thiét ké term sheet A/R C C I C R
Ra soat hop déng C A/R C I C R
Thiét Iéséjzigg tién va c . AR R . R
Kick-off onboarding | A/R I C R I R
Checklist go-live C C C A/R I R
Monitoring thang dau | C C A/R R I R
Stop line phép ly I A/R C I I C
Stop line tai chinh I C A/R I I C
Stop line van hanh I C C A/R I C
Termination / Exit C C C C A/R I
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PHU LUC B. CHECKLIST GO-LIVE CAP PIEU HANH

Checklist cap diéu hanh la céng cu xac nhan readiness cudi cung truéc khi BU dugc phép van hanh

chinh thtrec.
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Cac muc trong phu luc nay phai dugc tick theo bang chidng thuc té, khdng dugc danh dau hoan
thanh chi dua trén xac nhan miéng.

Ma Hang muc kiém tra Pat / Chua dat
A1 Hop dong da ky, luu ding noi

A2 Owner GTB va owner BU da xac dinh

A3 Scope, timeline, nghta vu bao cdo da chot

B1 Kénh lién lac chinh thirc d& mé&

B2 Helpdesk/ticket chay thir thanh céng

B3 Quy trinh escalation dd pho bién

c1 Lubng tién di qua cau hinh dugc phé duyét

C2 Bi€éu mau doanh thu/chirng tir d& phat hanh
c3 Lich chét sé va phuong thirc ndp chirng tir da test
D1 BU hiéu SLA va nghia vu phan hoi

D2 BU hiéu tai liéu phai nép va thai han

D3 BU biét cac trudng hop bi stop line

E1 Khéng con stop line trong yéu

E2 Piéu kién m& con lai da c6 owner va deadline
E3 CEO/Board da phé duyét néu thudc case ngoai lé
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PHU LUC C. SCORECARD & GATE APPROVAL

GTB HOLDINGS | MANUAL

Nhém diém T6i da Cach hiéu
1. Hop phap & tudn thi 30 Giay phép, ng?nh,ngb‘é, Iio dc?mg, thué, cau trac
phap ly, dau hiéu visa-only
2. Minh bach tai chinh 25 Doanh thu 'chu’n%.mm’h dL{’Efc, ch}rng tu, kha
nang do6i soat, ludng tién
3. Kha nang kiém soat van 20 Owner, quy trinh, dit liéu, nhip bao cdo, kha
hanh nang phdi hop
: Nhu cau thi trudng, bién lgi nhuéan, do ta
4. Strc song kinh doanh 15 wcau T ,ng |‘en '|,n u?n e P
trung khach hang, tinh bén
5. Phu hop chién lwgc véi 10 Kha nang tao gia tri, mirc 6 phu hgp nganh va

GTB

ganh nang quan tri

Ngwéng Gate

Ngudng Gate la cong cu chudn héa quyét dinh Go / Conditional Go / Hold / No-Go.

Ngoai diém s6 téng, ngudi phé duyét phai xem cac diéu kién cirng nhu Hard reject, stop line mg,
hodc thi€u y kién bat budc tlr Legal/Finance trudc khi ra quyét dinh cudi.

Khoang diém Két qua Y nghia
85-100 Go DU diéu kién, c6 thé vao term sheet / contract
75-84 Conditional Go Cho di ti€p nhung phai ghi diéu kién m& rd rang
Chua du diéu kién; chuyén Nurture / b6 sung
60-74 Hold A
dir liéu
<60 No-Go TU choi ti€p nhan

No-Go tuyét ddi

Hard Reject

Ap dung khi gian déi, visa-only, khéng chirng
minh dugc dit liéu hodc khéng chap nhan quan
tri
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PHU LUC D. MA TRAN VI PHAM — PHAN U'NG BAT BUOC — CHE TAI MAC PINH

Phu luc nay dugc thiét ké dé doi van hanh co thé dung ngay khi xay ra sai pham.

M®éi loai vi pham phai di cing phan (rng téi thi€u, owner chiu trach nhiém, thai han xi ly va ché tai

mac dinh nham tranh tinh trang méi ngudi hiéu va xd ly mét kiéu.

Hanh vi / tinh huéng

Phan trng bat budc

Ché tai mac dinh

Cham ndp chirng tir Ian dau

Warning

Nhac bang van ban, han nop lai 48-
72h

Cham nop lap lai / s6 liéu Iéch
nhé

Conditional Operation

Tang tan suat bao cao, theo déi
owner

Khdng d6i soat dugc doanh
thu / chirng tir

Finance Stop

Dirng d6i soat / thanh toan lién quan,
yéu cau gidi trinh

Thi€u hgp tac véi kiém tra
phap ly

Legal Stop

bong budc tiép theo, khdng cho go-
live/ky méi

Bypass quy trinh / khong qua
owner

Ops Stop hoac CEO review

Khéa kénh ngoai ludng, chuan hoa lai
dau méi

Dau hiéu gian dai / gia mao

Red Incident

Khoa quyén, bdo CEO/Board trong
24h

Gay thiét hai tai chinh hoac uy
tin truc tiép

Termination xem xét ngay

Truy hoan, yéu cau boi thudng, can
nhac exit
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PHU LUC E. BO HO SO TOI THIEU CHO NURTURE, ESCALATION VA RED
INCIDENT

E1. H6 so’ Nurture / Hold

Truwdong dir liéu NGi dung bat budc
Ma hé so ID hé so BU trén hé théng
Ly do Hold Ly do c6t 16i khién chua thé Go
Owner Ngudi chju trach nhiém theo doi case
Diéu kién can bé sung Tai liéu, xac minh, hanh déng can cé
Mé&c lién hé gan nhat Ngay / kénh / ngudi trao doi
Han quyét dinh lai Méc review lai Gate
RUi ro chinh Diém rui ro néu tiép tuc hoac treo qué lau

E2. H6 so Escalation / Red Incident

Méi ho so Escalation/Red Incident t6i thi€u phai cé: thai diém phat sinh, mé ta sy ¢6, mirc dé anh
hudng, hanh déng khan cdp da ap dung, stop line lién quan, ngudi chiu trach nhiém x{r ly, cac bén
can bao cdo va quyét dinh ti€p theo. Mau ho6 so nay la nén tang dé quan tri khing hoang nhat
quan trén toan hé théng.

Trudng dir liéu NGi dung bat budc
Ma vu viéc ID incident / escalation
BU lién quan Tén BU, founder, owner ndi bd
Ngay phat sinh Ngay, gid, kénh phat hién
M®b ta su co Van dé thuc té, thiét hai hodc nguy co
Tang escalation hién tai Tang 1/2/3/4
Stop line C6 [/ Khdng; stop mém hay stop clrng
Bién phap 24 gio dau Hanh déng 6 lap va thu thap chirng cir
Quyét dinh tam thoi Gitr / halt / lock / bado Board
Két qua cudi Khdc phuc / téi cau tric / exit / truy hoan
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