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HAN 16n doanh nghiép that bai khong phai vi sdn pham

té. Chung thatbai vi khong ai tra 10i dugc cdu hoi coban

nhat: tién vao tir dau, vao ldc ndo, va nhiéu hon tién ra
bao nhiéu.

M0 hinh kinh doanh la cau trd 16i cho ding cau hoi d6. N6
khong phai san pham, khong phai chién lugc, khong phai ké
hoach tiép thi. N6 la ciu trac quyét dinh ai tra tién, tra cho cai
gi, trd bao nhiéu va tra bao 1au mot lan.

Cubn sach nay 1a ban do ctia mot trdm ciu tric nhu vay.
C6 nhitng m6 hinh da ton tai hang trdm ndm nhung van tao
ra lgi nhuén khdng 15: dao cao va ludi dao, ban budn, nhugng
quyen, hui ho. C6 nhitng mo6 hinh chi vira xuat hién trong vai
ndm gan day: dinh gid theo két qua Al, cho thué ha tang tinh
toan, thuong mai do tdc nhan may thuc hién.

Mudi nhém trong séch duge sdp xép theo cach mét doanh
nghiép thudng suy nghi: trudc hét 1a cach thu tién déu dén, roi



tdi cach gom cung va cau, cach dua hang t6i tay ngudi mua,
nghé thuat dinh gid, cdch tai chinh van hanh, cach kiém tién
tir ndi dung, 16p ha tang cong nghé mdi, mo hinh chia sé va tai
stt dung, cdc nganh vén ndng, va cudi cuing 1a cdch nhan ban
nhitng gi da chay duoc.

Mbi chuong khong chi néi mo hinh hoat dong thé nao, ma
ca diéu kién can dé n6 khong sup. Mot mo hinh ding véi
doanh nghiép nay c6 thé giét doanh nghiép khac, vi cing mot
cau truc doi hoi nhirng ngudn luc rat khac nhau.

Day 1a phan thu tu trong bo Mat Ma Thuong Trudng gom
ndm cudn, di theo 1 trinh: 1dy cdm hing, rén nio bo, chon
huéng di, xdy khung suon, va gianh chién thdng. Cudn sach
ban dang cam trén tay la bude xay khung suon.
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Phan Mém Dang Dich Vu
Bén quyén st dung thay vi ban san pham

Nen ting, phan mém vd thué bao
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Phan Mém Dang Dich Vu

MO PAU

XM 1999, Marc Benioff roi vi tri diéu hanh cap cao

tai Oracle — mot trong nhitng tdp doan phan mém

doanh nghiép 16n nhat thé gidi lac bay gid, van hanh
theo mo hinh ban license phan mém cai d3t tai chd (on-premise)
véi gid hang tram nghin dén hang triéu d6 la méi hop dong —
dé thanh lap Salesforce tir mot can ho thué & San Francisco.
Logo biéu tugng dau tién ctia cong ty la chit software bi gach
chéo do6, kem khau hiéu The End of Software — mot tuyén
ngon khiéu khich truc dién nham vao chinh nganh cong nghiép
ma Benioff vira roi bo.

Y tudng c6t 16i tudng nhu don gian: thay vi khach hang
doanh nghiép phai mua license phan mém CRM (quéan Iy quan
hé khach hang) dit do, cai dat trén mdy chu riéng, thué doi IT
bao tri, va chd doi hang thang dé trién khai, Salesforce cho
phép ho chi can didng nhap qua trinh duyét web, tra phi thué
bao hang thang theo s6 ngudi dung, va bt dau sit dung ngay
lap tic. Khong can cai dit, khong can may chu riéng, khong
can cam két von dau tu khong 16 ban dau. Diéu tudng nhu mot
su don gian hoa ky thuat thuan tiy hoéa ra lai 1a mot cudc cach
mang toan dién vé mo hinh kinh doanh, dit nén méng cho
toan bo nganh cong nghiép phan mém doanh nghiép hién dai
— noi gan nhu moi cong ty phan mém mdi thanh 1ap trong hai
thap ky qua déu mic dinh van hanh theo logic ma Salesforce
da tién phong.
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Phan Mém Dang Dich Vu

MO HINH KINH DOANH NAY LA GI

Phan mém dang dich vu (Software-as-a-Service - SaaS) la
mo hinh trong d6 phan mém dugc luu triv tdp trung trén ha
tang ddm may ctia nha cung cap va dugc khach hang truy cap
qua internet (thuong qua trinh duyét web), thay vi dugc cai
dat va van hanh trén mdy chu/thiét bi riéng cta khach hang.
Khéch hang tra phi theo hinh thttc thué bao dinh ky (thuong
hang thang hodc hang ndm, theo s6 nguoi dung hodc mtrc st
dung), thay vi mua license vinh vién mot 1an. Du ¢6 lién quan
mat thiét t6i mo6 hinh Thué Bao (Subscription) néi chung, SaaS
c6 dic thu ky thuat va van hanh riéng biét du quan trong dé
dugc coi 1a mot mo hinh kinh doanh doc 14p: toan bo ha tang,
bdo tri, cdp nhat, bao mat déu do nha cung cap chiu trach
nhiém tap trung, phuc vu doéng thoi nhiéu khéach hang trén
ciing mot ha tang dung chung (multi-tenancy) — mot su khéc
biét kién trac ky thuat sdu sic so v4i phan mém cai dit riéng
1é truyén thong.

CO CHE VAN HANH

Khach hang ctia mo6 hinh Saa$ trai rong tir doanh nghiép
nhé (khong du ngudn lyc IT dé ty van hanh phan mém phtic
tap) dén tap doan 16n (mudn gidm ganh ndng bao tri ha tang
noibd va tang téc do trién khai). Gid tri dé xuat cot 16i 1a loai bo
gan nhu hoan toan RAO CAN TRIEN KHAI truyén théng —
khong can dau tu von ban dau 16n (capex) cho ha tang, khong
can doi ngti IT chuyeén trach bao tri, va c6 thé bat dau st dung
gan nhu ngay 1ap tdc thay vi chd dgi hang thang trién khai
nhu phan mém on-premise truyén thong.
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Phan Mém Dang Dich Vu

Hoat dong chinh ctia nha cung cap SaaS la van hanh va bao
tri ha tAng d4m may tap trung phuc vu DONG THOI hang
nghin/hang triéu khach hang trén cting mot phién ban phan
meém (kién tric multi-tenant) — diéu nay cho phép cép nhat,
stra 16i, thém tinh nang méi dugc trién khai tite thoi t6i TOAN
BO khach hang ciing ltic, khac hin logic phan mém on-premise
noi mbi khach hang chay mot phién ban riéng biét, kh6 dong
bd cap nhat. Nguon luc ¢t 16i 1a nang luc ky thuat van hanh ha
tang ddm may quy mo 16n, 6n dinh, bio mat, va nang luc phat
trién san pham lién tuc dé duy tri 1gi thé canh tranh trong mot
thi trudng c6 rao can chuyén déi (switching cost) thap hon
nhiéu so v6i phan mém on-premise da dau tu trién khai tén
kém.

Déi tdc quan trong thudong bao gom cédc nha cung cap ha
tang dam may (AWS, Google Cloud, Microsoft Azure) ma hau
hét cong ty Saa$S thué lai thay vi tu xay dung trung tam dt liéu
riéng, cing hé sinh théi d6i tac tich hop (integration partners)
md& rong chttc ndng san pham cdt 16i. V& ngudn thu, mo hinh
SaaS tao ra doanh thu dinh ky c6 thé du doan dugc (recurring
revenue) — chi s6 ARR (Annual Recurring Revenue) va MRR
(Monthly Recurring Revenue) trd thanh thudc do stic khoe
kinh doanh trung tdm ctia toan nganh, thay thé cac chi s6
doanh thu mét 1an truyén théng. Cau trac chi phi dic trung
6 bién 1gi nhuan gdp (gross margin) rat cao khi dat quy mo
16n (chi phi bién phuc vu thém mot khach hang gan nhu bang
o trén ha tang multi-tenant da xay dung sdn), nhung doi hoi
chi phi thu hat khach hang (CAC - customer acquisition cost)
déang ké & giai doan tdng trudng.

Yéu td bén ngoai quan trong 1a sy trudng thanh ctia ha tang
internetbdng thong rong va nhan thirc/niém tin cta thi truong
vao viéc luu trit dit liéu doanh nghiép trén ddm may bén thi
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Phan Mém Dang Dich Vu

ba thay vi ha ting noi b — mot rao can tam ly va phép ly (déc
biét véi nganh tai chinh, y té ¢6 quy dinh bao méat nghiém ngat)
da gidm dan dang ké theo thoi gian nhung van 1a yéu to quyét
dinh t6c do chap nhan & mot s6 nganh/thi trudong cu thé.

Vi DU MINH HOA

Salesforce —ngudi tién phong dinh hinh toan nganh (thanh
cong vuot troi, quy mo tap doan dan dau): Nhu da mo ta
phan md dau, Salesforce da chiing minh mo hinh SaaS khong
chi kha thi ma con c6 thé théng tri mot phan khic phan mém
doanh nghiép cbt16i (CRM), tré thanh mot trong nhiing cong
ty phan mém gia tri 16n nhat thé gidi va 1a hinh mau tham
chiéu cho hau nhu moi cong ty SaaS ra doi sau do.

Workday — SaaS cho quén tri nhan sy/tai chinh doanh
nghiép I6n (thanh céng, quy mo tap doan): Puoc thanh lap
bdi cac cuu lanh dao PeopleSoft (mot cong ty phan mém doanh
nghiép on-premise truyén théng), Workday ap dung triét dé
logic SaaS cho cac hé thdng quan tri ngudn nhan luc va tai
chinh von trudc dé gan nhu hoan toan la lanh dia ctia phan
mém on-premise phtc tap, chiing minh mo hinh Saa$ c6 thé
md rong thanh cong vao ca nhitng phan khic phan mém doanh
nghiép phuc tap va nhay cam di liéu nhat.

HubSpot — tang trudng nhd inbound marketing thay vi doi
ban hang truyén thong (thanh cong, chién lugc go-to-market
khéc biét): Thay vi dua vao doi ngi ban hang high-touch goi
dién chao hang truc tiép nhu phan 16n SaaS doanh nghiép
cung thoi, HubSpot xay dung chién lugc inbound marketing
— san xuat ndi dung gido duc mién phi thu hat khéach hang
tu tim dén, két hgp mo hinh ban hang low-touch tu phuc vu
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Phan Mém Dang Dich Vu

(self-service) cho goéi co ban. Chién luge nay giup HubSpot
giam déng ké chi phi thu hut khach hang (CAC) so véi cac
ddi thu dua hoan toan vao doi ban hang, dong thdi xay dung
dugc mot cong dong ngudi dung trung thanh thong qua gia
tri ndi dung trude khi ban san pham.

Nhiéu startup Saa$ that bai vi ty 1¢ churn cao khong kiém
soat dugc (that bai phd bién, quy mo startup): Nganh SaaS
ching kién vo sb startup goi von thanh céng & giai doan dau
nho ting trudng s6 lugng khach hang méi an tugng, nhung
sau d6 sup d6 vi ty 1é khach hang hay thué bao (churn) qua
cao — tinh trang pho bién khi san pham chua thuc su giai
quyét van dé cot 16i du sau dé khach hang gin bé lau dai,
minh chiing cho nguyén ly c6t 16i ctia SaaS: ting trudng sb
luong khach hang méi chi c6 y nghia khi di kém kha nang
GIU CHAN khéach hang hién c6.

UU PIEM VA NHUOC PIEM

Uu diém: loai bd rao cdn dau tu von ban dau 16n cho khach
hang, gidm manh thdi gian trién khai; tao doanh thu dinh ky
du doén dugc cho nha cung cap, dugce thi truong von dinh
gid cao hon dang ké so v6i doanh thu mot 1an; bién 1gi nhuan
gOp cao khi dat quy mo nho kién trac multi-tenant; cho phép
cap nhat/cai tién san pham lién tuc va trién khai dong loat tGi
toan bo khéach hang; dé m& rong quy mo toan cau hon nhiéu so
v6i phan mém on-premise can trién khai riéng 1é tirng khach
hang.

Nhuoc diém: rao can chuyén ddi (switching cost) gitta cac
nha cung cap SaaS thudng thap hon phan mém on-premide
da dau tu trién khai ton kém, khién canh tranh gitt chan khach
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Phan Mém Dang Dich Vu

hang gay gat hon; phu thudc hoan toan vao viéc quan ly chi
s6 churn — ty 1& churn dut nhé ciing c6 thé &n mon toan bd
tang trudng khach hang méi néu khong kiém soat; doi hoi chi
phi thu hat khach hang (CAC) dang ké trong giai doan ting
trudng, c6 thé mat nhiéu ndm méi hoan von trén mdi khach
hang (ddc biét & phan khiic doanh nghiép 16n); rai ro bao
mat/tuan thu tdp trung cao hon khi di liéu ctua nhiéu khéach
hang cing ndm trén mot ha tang dung chung.

CACH AP DUNG THUC TE

Trude khi xdy dung mot sén pham SaaS, doanh nghiép can
tu van: van dé minh giai quyét c6 dt dau va LAP LAI thudng
xuyén dé khach hang sn sang trd phi thué bao lién tuc, hay chi
1a nhu cadu mot lan khong phtt hgp v6i mo hinh dinh ky? Minh
c6 du ndng luc ky thuat dé van hanh ha tang multi-tenant 6n
dinh, bao mat & quy mo6 16n hay khong? Va quan trong nhat
— chién lugc dé kiém soat ty 1& churn ngay tir dau la gi, vi day
thuong 1a yéu td quyét dinh sdng con hon ca toc do thu hut
khach hang méi?

Vi startup SaaS méi bat dau: nén tap trung tdi da vao viéc
dat product-market fit thurc su trude khi mé rong quy mo doi
ban hang — chi s6 quan trong nhat giai doan dau la ty 1é
gitt chan khach hang theo titng thang (net revenue retention),
khong phai toc do tang trudng khach hang mdi thuan tay. Véi
doanh nghiép SaaS da dat quy md 16n: trong tdm chuyén sang
md rong doanh thu tir khach hang hién c6 (upsell, cross-sell)
song song v6i thu hiut khach hang mdéi, vi chi phi gitt chan va
md rong doanh thu tir khach hang hién ¢6 luén thap hon déng
ké so vdi chi phi thu hiit khach hang hoan toan méi.
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Phan Mém Dang Dich Vu

Phan ra chi s6 MRR — do ding dé hanh dong ding. MRR
(Monthly Recurring Revenue) khong phai mot con s6 don nhat
ma can dugc tach thanh sau thanh phan dé thuc sy hitu ich
cho viéc ra quyét dinh: New MRR (doanh thu tir khach hang
hoan toan mdi trong thang), Expansion/Upsell MRR (doanh
thu ting thém tir khach hang hién c6 nang cap géi hodc mua
thém), Reactivated MRR (doanh thu tir khdch hang cti quay lai
sau khi da huy), Churned MRR (doanh thu méat di do khach
hang hty hoan toan), Contracted MRR (doanh thu gidm do
khach hang ha cap géi nhung chua huy hdn), va Net New
MRR (téng hgp cta tat ca cac thanh phan trén, phan anh tang
truong THUC trong thang). Mot sai 1am phd bién ctia cac doi
ngti SaaS non kinh nghiém 1a chi nhin vao MRR téng va tdc
do tdng trudng phan tram thang-qua-thang (MoM) ma khong
tach bach cdc thanh phan nay — diéu nay dé dan dén ngd
nhan: mot cong ty c6 thé c6 MRR tong ting déu din trong
khi Churned MRR dang am thdm &n mon gan hét New MRR,
chila chua du l6n dé MRR téng gidam — mot tin hiéu canh bao
sém cyc ky quan trong bi che khuat néu chi nhin con s6 tdng.

Phan tich cohort dé phét hién van dé gitr chan khach hang
sdm. Thay vi chi nhin ty 1é churn trung binh toan bo khéach
hang, phan tich theo cohort (nhém khach hang dang ky cting
mot giai doan, vi du cing thdng) cho phép phat hién liéu mot
tinh ndng san pham mai, mot chién dich marketing méi, hay
mot phan khuc khach hang mdi c6 ty 1€ gitr chan t6t hon hay
té hon so véi céc cohort trude — thong tin ma chi s6 churn
trung binh gop chung khong thé tiét 1o. Quy trinh co ban: xac
dinh muc tiéu va cdu hdi can tr 10i trudc, dinh nghia r6 chi s6
va dit liéu can thu thap, thuc hién phan tich theo tirng nhém
cohort, r6i so sénh xu huéng gitta cdc nhém theo thoi gian.

Lua chon mo hinh dinh gia phtt hop véi giai doan phat
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Phan Mém Dang Dich Vu

trién san pham. Nam mo hinh dinh gia SaaS phé bién nhét,
mdi mo hinh pht hgp véi mot giai doan/chién luge khdc nhau:
Freemium (mién phi g6i co ban, thu phi tinh ndng nang cao —
pht hop giai doan cdn md rdng nhanh co sd ngudi dung dé tao
hiéu tng lan truyén); Flat-rate (mo6t muc gia c6 dinh cho toan
bo tinh ndng — don gian, dé& hiéu, phtt hop san pham c6 mot
nhom khach hang muc tiéu dong nhat); Tiered pricing (nhiéu
g6i theo cap do tinh ndng — phd bién nhat vi cho phép phuc
vu nhiéu phan khtc khach hang cung luc); Per-user pricing
(tinh phi theo s6 ngudi dung — phit hgp san pham cong tac
ndi bo noi gia tri ting theo sd nhan su st dung); va Usage-
based pricing (tinh phi theo mtic do st dung thuc té — phu
hgp san pham ha ting/API noi chi phi van hanh ctia nha cung
cap cting bién dong theo muc str dung ctia khach hang). Viéc
chon sai mo6 hinh dinh gia cho giai doan phat trién — vi du &p
dung per-user pricing qua sém khi san pham chua du gia tri
dé bién minh cho viéc tinh phi theo dau ngudi — 1a nguyén
nhan phd bién khién nhiéu san pham Saa$ tot vé mit ky thuat

van that bai vé mit thuong mai.

Chon chién lugc ban hang phtt hgp quy moé hop dong trung
binh. Saa$ ¢6 hai chién lugc ban hang co ban trai ngugc nhau:
low-touch (tu phuc vy, khach hang tu dang ky va dung tht
qua website ma khong can tuong tac véi doi ban hang — phu
hgp san pham gia thap, s6 luong khach hang 16n) va high-
touch (do6i ban hang tu van truc tiép, quy trinh demo va dam
phan hgp dong — phti hgp san pham gié cao, s6 lugng khach
hang it nhung gia tri hgp dong 16n, nhu truong hgp Workday).
Nham lan gitra hai chién luge nay — vi du dung doi ban hang
high-touch t6n kém cho san pham gid thap — la mot nguyén
nhan phd bién khién CAC vugt qua LTV & nhiéu startup SaaS
giai doan dau.
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Phan Mém Dang Dich Vu

GIGI HAN VA RUI RO

Mo hinh nay khong phit hop v6i cdc nhu cau phan mém
mang tinh mot 1an, khong 1ap lai, hodc céc nganh c6 yéu cau
bdo mat/tudn tha cuc ky nghiém ngat budc phai luu trir dir
liéu hoan toan tai chd (mot s6 co quan chinh pht, quoc phong).
Tin hiéu canh bdo sém can theo doi: ty 1é churn tdng dan theo
thoi gian (dau hiéu san pham khong con dép tng du gia tri so
v6i chi phi), chi phi thu hiat khach hang tang nhanh hon gia
tri vong doi khach hang mang lai, va su xuat hién cua déi thu
canh tranh mdi véi chi phi chuyén ddi thap de doa truc tiép tép
khach hang hién c6 — mot rui ro ¢6 hitu ctia chinh m6 hinh
Saa$S do rao can chuyén ddi thidp hon phan mém on-premise
truyén thong.

TOM LAI

SaaS da tai dinh hinh hoan toan cach thé gigi mua va su
dung phan mém — tir nhitng hgp dong license triéu do la,
trién khai hang thang trdi, sang mo hinh thué bao linh hoat,
trién khai gan nhu ttic thdi ma Salesforce tién phong vé6i khau
hiéu The End of Software. Nhung chinh su linh hoat d6 —rao
can chuyén ddi thap cho khach hang — ciing 1a thach thitc
16n nhat cta mo hinh: thanh cong dai han cta bat ky cong ty
SaaS nao phu thudc gan nhu tuyét d6i vao kha ning do dung
(phan ra MRR, phan tich cohort), dinh gid ding, ban hang
dtng chién lugce, va lién tuc chting minh gié tri thang nay qua
thang khéc, cht khong phai chi ch6t duge hgp dong mot lan.
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