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Loi mé dau
Nén tang boc chay

Théng 2 nam 2011, Nokia gap rac roi. Tirng la ké dan dau vo tién khoang hau
trong linh viec cong nghé di dong nhuwng dén thoi diém nay, cong ty khong con c6
thé dudi kip cac doi thu canh tranh. Trong su6t hon mot thap ky, Nokia la nha san
xudt thiét bi cam tay thanh c6ng nhat thé gidi. Nhung gio n6 dang danh mat vi
thé cia minh mét cach nhanh choéng.

Vi viéc Apple gidi thiéu iPhone vao nam 2007 va Google ra mat Android
vao nam 2008, luat choi da thay doi. Pay la hai nén tang phan mém vO cung
thanh cong trong nganh cong nghiép von mot thoi chi tdp trung vao phan citng,
va Nokia da bi bo lai rat xa. Symbian — hé diéu hanh ké thira ctia ho — 16i thoi va
rat kho dé phat trién phan mém twong thich, con MeeGo — hé diéu hanh thé hé
tiép theo — thi van chwa san sang cho giai doan hoang kim.

Thoi thé thay doi that chong mat! Méi chi mot thé hé trwde, Nokia con la
mot tap doan kinh té doc quyén yéu 6t cia Phan Lan vdi c6 phan rai déu ¢ moi
linh vue kinh doanh, tir go xé cho dén 16p xe. Nhung vao cudi thap nién 1980,
dau thap nién 1990, cong ty da tién hanh cai ma Hiép hdi Quan tri Hoa Ky goi la
mot trong “50 Cudc gidi cttu Quan tri Hiéu qua nhat” lich st — thanh cong dich
chuyén trong tam sang nganh cong nghiép truyén thong di dong. Nguoi ta hoan
toan c6 1y do dé hy vong rang Nokia sé lai lam nén méot diéu ky diéu nita.

Vao thang 9 nam 2010, Nokia thué Stephen Elop — cuu thanh vien ban giam
doc ctia Microsoft — lam CEO va giao phé cho 6ng trong trach xoay chuyén tinh
thé ctia cong ty.

Ngay lap tirc, Elop phai d6i mat v6i mot lva chon quan trong. Nokia c6 nén
tiép tuc phat trién hé diéu hanh thé hé méi? Hay nén tir bo hwéng di nay dé pho
mac sO phan vao tay mot doi tha canh tranh dang gom? Vao thang 1 nam 2011,
ban giam d6c cua Nokia van nghiéng vé lya chon thit nhét, cho dén khi mot cudc
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hop quan trong thay déi suy nghi cia Elop. Jo Harlow, gidm déc phu trach
Symbian cta Nokia, n6i vGi Elop rang MeeGo “chwa du 16n,” va rang Symbian
khong thé ganh vac Nokia cho dén khi hé diéu hanh méi san sang. Viéc bat tay
v@i i0S von dang bi Apple kiém soat chat ché la diéu khong thé, vay thi Nokia
chi con cach dat hét hy vong vao Windows Phone hodc Android — hai ngoi sao
dang len.

Su thay do6i chién lwgc nay, két hgp vaGi thach thitc phai danh bai mot hé
thong quan liéu, tri tré, khién Elop tin rang Nokia can thay déi dinh hwéng. Vao
ngay 4 thang 2 nam 2011, 6ng gii dén cac nhan vién cta cong ty mot birc email,
vé sau dugc goi la thong diép Burning Platform (Nén tang B6c chay). Bic thw
nay bi tiét 16 cho cong chiing vai ngay sau do6. Trong thw, nhiém vu ma Nokia
dang do6i mat dwoc so sanh véi cau chuyén vé mot nhan vién khai thac dau mé
dang dirng trén mot dan khoan boc chay.

“Khi ngon Itra lan dén ch6é minh, nguwdi dan 6ng chi c6 vai gidy ngan ngui dé
phan ¢ng,” Elop viét. “Anh ta c6 thé ditng yén trén dan khoan va 1é tat nhién sé bi
ngon ltra ngun ngut nudt chirtng. Hodc, anh ta cé thé tha minh roi 30m xudéng mat
ho6 lanh céng. Nguwoi dan 6ng dang dirng trén mot ‘nén tang boc chay,” va anh ta
can phai lwa chon.” Trong cau chuyén cua Elop, ngwdi dan 6ng da chon cach lan
xubng nudc va vugt qua tinh thé hiém nghéo dé song sé6t. Nhung trai nghiém dé
da thay déi sau sac moi hanh vi ctia anh ta. Cau chuyén ro rang la phép an du cho
tinh canh kho6 khan ctia Nokia. Elop viét, “Chiing ta ciing vay, [nguyén van] dang
diéng trén mot ‘nén tang boc chay,” va chiing ta phai quyét dinh cach ching ta
dinh thay d6i hanh vi cia minh.”

Birc thw néu chi tiét vé nhiéu thach thitc ma Nokia dang doi mat. “Chiéc
iPhone dau tién duwgc chuyén dén tay khach hang vao nam 2007, ma dén nay
ching ta van chwa c6 n6i mot san pham nao so sanh dwgc vdi trai nghiém ho tao
ra.

Android méi trinh lang hon 2 nam nhwng tuan nay, ho da chiém dugc vi tri
dan dau cua ching ta vé s6 lwgng dién thoai thong minh.” MeeGo dugc xem nhw
vii khi canh tranh ctia Nokia, nhung “tinh dén cu6i nam 2011, c6 1é chung ta chi
c6 duy nhat mot san pham MeeGo trén thj treong,” Elop viét. Cung lic do, hé
diéu hanh ké thtta ctia Nokia la Symbian lai “dang chitng té 1a mét moi treong
ngay cang kho dé phat trién” va “dan dén sy i tré trong viéc phat trién san pham.”
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Té hon nita, trong khi Android va iPhone dang tdn cong tir dinh ctia phan khiic
cao cdp thi & phan khic thap hon, cdc nha sdn xudt ctia Trung Qudc ciing dang
bat dau nhap cudc véi cac lya chon ré hon.

Nhitng thach thitc nay rat nghiém trong. Thé nhung, ching con 1a nhitng dau
hiéu vé s that bai 16n nhat cua Nokia, sy that bai ma Elop da ngam thira nhan.
Nokia da bé qua su két hgp c6 thé thay doi tat ca gitta phan citng va phan mém.
Nokia van hanh dong nhuw mét cong ty san pham®. Nhung gio day, cot 16i cua
nganh cong nghiép dién thoai théng minh khéng phdi la sdn pham; ma la nén
tang.

“Chung ta tham chi con khong st dung dung vii khi dé chién dau,” Elop ndi.
“Chung ta van lu6n c6 gang tiép can tirng mitc gia trén co sd thiét bi-vGi-thiét-bi.
Cudc chién giira cdc thiét bi gio ddy da tré thanh chién tranh gitta cdc hé sinh
thdi [dwoc in nghiéng dé nhan manh].”

Mot thang sau khi bitc thw néi trén bi tiét 16 cho bao gidi, trong mot cude ndi
chuyén v6i t0 Financial Times, Jo Harlow bay t6 sy dong tinh. Ba cho biét:
“Chung t6i khong du nhanh nhay trong viéc thay doi tr mot cong ty nghién citu
thiét bi sang cong ty nghién ciu phan mém. Pang 1é ching t6i da & mot vi thé
khac néu ching t6i c6 thé chuyén déi nhanh hon.”

Trudc day, Nokia canh tranh bang cac tinh nang hodc dac tinh sdn pham.
Tuy nhién, nhw Elop da néi trong thong diép ctia minh, “cac doi thu khong gianh
lay thi phan ctia ching ta bang thiét bi, ho dang lam diéu d6 bang mot hé sinh thai
toan dién.” Elop da dung. Apple va Android da st dung nén tang dé tiép can, xay
dung nén nhitng mang lwéi nguwdi tiéu dung va nha phat trién chwa tirng co tr
trwdc dén nay bang cach két n6i hai nhom nay thanh mét thé thong nhat. Nhitng
nén tang nay chién thang khéng phdi vi tinh nang hay céng nghé wu viét. (Tai
thoi diém do6, mot s6 dong dién thoai ctia Nokia dang dwgc danh gia rat cao.)
Chung vugt 1én nho kha nang tao ra nhitng thi truong hoan toan mai va khai thac
nhitng nguon gia tri méi. Elop da nhin ra diéu d6 dang dén, nhung khong da s6m.

Hai ngay sau khi bitc thw dwgc tiét 16 cho cong chiing, vao ngay 11 thang 2
nam 2011, Elop thong bdo Nokia quyét dinh chuyén déi sang Windows Phone.
Ong da trao d6i v6i Google vé viéc chuyén déi sang Android, nhung 6ng rat than
trong trong viéc dé Nokia don gian bién thanh mot nha san xuat phan citng khac
trong mot thi treong thiét bi Android von da chat choi.
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Khong may cho Elop, quyét dinh nay lai la mot sai lam nita. Ca Nokia lan
Windows Phone déu rat chat vat trong vai nam tiép theo.

Vao ngay 3 thang 9 nam 2013, gan hai nam sau cudc thi¥ nghiém tuyét vong,
Elop tuyén b Nokia sé ban bo phan Thiét bi va Dich vu cho Microsoft trong mot
théa thuan tri gia 7,2 ty do la. Thuwong vu nay la sy thira nhan that bai hét sitc 1o
rang cua Nokia, vi n6 dang tu triét tiéu toan b nang lyc san xuat va chuodi cung
Ung cta minh, va thyc chat dang tré thanh mot cong ty chuyén giao IP va cong
ngheé.

Pén dau nam 2014, mirc von hda thi tredng cua Nokia gidm con 30 ty dola.
Su sut giam nay thyc sy khién nhiéu nguwdi ngd ngang néu so sanh véi mot thap
ky tredc, khi mirc von hoa thi trudong ctia cong ty dat dinh 200 ty dola. Elop da
ding khi n6i rang Nokia dang ditng trén mot “nén tang boc chay.” Nhung khong
giong nhw nguwdi dan 6ng trong cau chuyén, Nokia da khong thé song sét.

MOT NEN TANG THUC GIAC

Viéc thong diép “nén tang boc chay” cua Elop bi tiét 16 da lam té liét
Symbian. Bat chap s 16i thoi va dang trén da tut doc so v6i iOS va Android, tai
thoi diém do, Symbian van la hé diéu hanh dién thoai di dong nam giir thi phan
cao nhat. Mdc du vé lau dai, Symbian khong thé ditng vitng trudc nhitng doi thu
m&i, nhung bie thu cia Elop da day né tut doc nhanh hon.

Nhin chung, that khong hay chiit nao khi mot CEO lai danh gia quéa thap san
pham “dinh” cia cong ty minh, nhét la khi chwra ¢6 san san phdm nao thay thé.
Thi trwong da phan @ng ngay sau do, va gia c6 phiéu ctia Nokia gidam khong
phanh. Sau nay, Elop thita nhan rang bi¢c thw ctia 6ng gay ton hai dén cong ty vi
né6 bi cong khai. Ong da nhan trach nhiém vé diéu nay tai mot cudc hop ban quan
tri ctia Nokia vao nam 2011. Tuy nhién, doi vGi bat ct ai dang diéu hanh mot
doanh nghiép hién nay, sé that sai lam néu chi nhin nhan sy xuéng déc ctia Nokia
don gian nhw mot vi du cho kha nang quan tri yéu kém.

That ra, that bai cia Nokia la mgt phan cia mo6t hién twgng 16n hon rat
nhiéu, n6 da, dang va sé gay ton hai cho nhiéu nan nhan khac. Ching ta dé dang
nghi rang linh vyc dién thoai di dong khong giong vdi da s6 cac linh vuc kinh
doanh khac. Néi cho ciing, n6 la mot nganh “cong nghé” cé co quan dau nao &
Thung Iiing Silicon, v6i mot dac tinh va thé gidi quan hoan toan riéng biét. Bo la
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Iy do vi sao nhiéu nguwdi cho rang vé co ban, cong nghé tach biét vGi phan 16n
nén kinh té. Nhung nhitng cudc chién dién thoai thong minh khong phai la viéc
bat thwong. Ching la con chim hoang yén ma gidi kinh doanh ching ta dem
xu6ng cac mé than?. Néu lic nay ban va cong ty cta ban con xa la v6i nhitng sttc
ép ma Nokia phdi d6i mat thi chang bao 1au nita, ban sé “quen” vGi chiing thoi.
T4t cd cac khu vuc caa nén kinh té dang duwgc tai thiét vi cong nghé da xac dinh
lai pham vi ctia t6 chitc hién dai va thay doi, tham chi la dap d6 bic twong truyén
thong ngan cach gitta cac linh vie kinh doanh.

Keé tir thoi hoang kim cua Nokia dén nay, c6 diéu gi dé hét sitc can ban da
thay doi trong boi canh kinh doanh. Chiing ta dang & trong mot giai doan lich st,
noi ma ngay ca nhitng cong ty 1én nhat cting c6 thé 1én voi r6i xuoéng cho6 chi
trong vai nam ngan ngui. Cach day 60 nam, vong doi trung binh ctia mot cong ty
thudc S&P 500 1a hon 50 nam. Ngay nay con s6 d6 con chwa dén 15 nam. Buéc
ngoat nay tao ra nhitng hiém hoa khon Iwong cho cac cong ty dang hoat dong,
nhung no ciing dem lai nhitng co hoi 16n lao. Bé tan dung dwoc sy thay doéi nay,
ban can hiéu dugc tai sao n6 xay ra. Sau do, ban can biét lam thé nao dé 1gi dung
n6. Muc dich chinh cda cudn sach nay chinh la gitp ban trang bi kién thitc ay.

Elop da di dung hwéng khi ong tiép quan Nokia. Nhung that khong may, khi
d6é da qua muon mang. “Lam thé nao ma ching ta lai roi vao hoan canh nay?”
Ong dit ra cau hoéi trong bitc thw ctia minh. “Tai sao chiing ta lai bi bé lai sau khi
thé gidi xung quanh phat trién?” Cau tra 16i la Nokia da khong nhin ra dwgc sy
chuyén bién triét dé cua kinh té va xa hoi dién ra hon mot thap ky qua, ly do
khién chua té mot thai bang ha.

Su bién chuyén nay da thay d6i tan goc ré cach doanh nghiép can van hanh.
Néu hiéu sai, nhw Nokia, thi ngay ca nhitng céng ty thanh céng nhat cling sé
nhanh chong ditng trén mot nén tang béc chdy. Néu hiéu diung, ban sé cé trong
tay hang ty ty do la.

Nhitng thay déi nay sé nhanh chéng md rong ranh gidi ctia nhitng diéu c6
thé, nhu cudc Cach mang Cong nghiép da lam. Nhiéu nhiém vu ma cach day 10
nam twdng chirng khong thé thue hién thi nay tré thanh théi quen hang ngay. Stc
anh hwéng cua sy thay doi ma cudc cach mang céng nghé nay tao ra doi v6i nén
kinh té va xa hoi cia chiing ta phan 16n da bi bé qua.
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Tuy nhién, mot minh c6ng nghé khong thé thay doi thé gigi. Cudn sach nay
cling 1a cau chuyén vé sy thay doi trong cach thitrc con nguoi twong tac vdi cac
cong ty, san pham va v6i nhau. Qua trinh nay bat dau vdi sy troi day cua thiét bi
di dong & dau thé ky 20. Nhung dén tan hom nay, sy dich chuyén mdi chi ¢ buéc
khdi dong ma thoi.

Ban khong can phdi nhin & dau xa méi thady dwgc sy khac biét. Nhitng thi
ma cach day 10 ndam von bi xem la quai dan — két néi di dong, truyén thong xa
hdi,... — gio day lai la nguyén nhan cot 16i giup nhiéu doanh nghiép thanh cong.
Két qua 1a, mot mo hinh kinh doanh mdi sé tiép tuc thach thitc cac cau tric td
chitc truyén théng trong nhitng nam sap tGi.

M6 hinh kinh doanh mé&i nay la nén tang: mot cong ty két n6i 2 hay nhiéu
nhém phu thudc lan nhau theo mét cach c6 1gi cho tat ca cac bén. Nén tang la
huwéng di méi tir nhitng b6 may van hanh doanh nghiép truyén théng, phan 1én
trong s0 d6 hinh thanh tr mot hé tv duy cua thé ky 20, von khong thé twdéng
twgng n6i mirc do két nodi ma ching ta tao ra ngay nay. Trong ngon ngi¥ pho
thong, nén tang cho phép nguoi tiéu dung va nha san xudt két ndi v6i nhau va
trao doi hang hoa, dich vu va thong tin. Bang cach do, nhitng doanh nghiép nay
tao ra thi treong méi. Hay nghi dén cach eBay két noi ngwoi mua v6i ngudi ban,
hodc cach iOS va Android két noi ngudi tiéu dung vGi nha phat trién. Uber két
noi hanh khach véi tai x€, Airbnb két noi khach du lich v&i chi can ho. Tat ca
nhitng nén tang nay tao ra thi treong mdi va cé kha nang phat trién mang lwgi lan
cong ty ctia minh dén mdt quy mo6 ma mai dén gan day mdi tré nén kha thi.

Hién nay, m6 hinh kinh doanh nén tdng nay chinh la chia khéa ctia mot s6
cong ty lam an phét dat nhat thé gi¢i. Dau nam 2016, hai cong ty c6 mitc von hoa
thi trvong cao nhat & My la cong ty nén tang: Apple va Google (hién dang duoc
niém yét dudi tén Alphabet Inc.). Nhiéu ngudi van nghi Apple la mot hang san
xuat phan cing va phat trién phan mém, diéu nay ding. Nhung bi mat dang sau
s troi ddy than téc ctia Apple trong nhitng nam gan day chinh la viéc né chuyén
do6i tr mot cong ty san pham sang mot cong ty nén tang. Apple khong chi san
xuat phan citng va phan mém. Thong qua iOS, iTunes va App Store, Apple con
cung cap nhitng nén tdng dé két ndi ngwoi mua va nguwdi ban cuia tat ca cac san
pham k¥ thuat s6 ma ban c6 thé twdng twong ra. Ching toi sé giai thich sau hon &
phan sau cta chwong, nhwng nén tang nay chinh la cong cu cho phép Apple gianh
lay vi thé s6 mot tir tay Nokia trén thi truong dién thoai di dong.
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Twong tw néu ban nghi Goolge chi la mét cong ty phat trién phan mém titc
la ban da bé qua bi kip thanh céng ctia n6. Tét ca nhitng dich vu cét 16i cua
Google déu la nén tang, bao gom Google Search va Android. Nhuw Android da
chitng minh, Google “siéu” gioi trong viéc st dung nén tang tim kiém c6t 16i cta
minh dé thiét 1ap nhitng nén tang mdi trong cac thi tredng cé vé chang lién quan
gi dén n6. Nhitng thwong vu mua lai gan day ctia Google cho thay rang tham
vong cua no trong linh virc nén tang khong chi dirng lai & dién thoai di dong. N6
da tung ra nhitng nén tang danh cho thiét bi mang theo ngudi (wearable device),
dit liéu y té va xe hoi két n6i cong nghé (connected car). Google ciing dang st
dung Nest, mot cong ty noi tiéng vdi thiét bi diéu nhiét két ndi Internet ma né
md&i mua lai gan day, nhw ban dap dé tham nhap vao linh vic nha & thong minh
két n6i cong nghé. Tham chi, nguwdi ta con don thoi rang Google sé canh tranh
v6i cd Uber. Bong thoi, Google ciling dang thir nghiém mot nén tdng giao hang
dia phwong va mua sam tryc tuyén canh tranh tryc dién v6i Amazon.

Nhitng thanh céng cta hai cong ty néi trén cho thay rang, nén tdng da nhanh
choéng tré thanh mot phan c6 sttc anh hwéng 16n trong nén kinh té ctia ching ta —
va chiing sé luén nhw vay. Thyc té chi ra, cac cong ty kinh doanh nén tang sé tiép
tuc gia tang tam dnh huwdng trong nhiéu nam va nhiéu thap ky tai.

Nho nhitng phat minh, cdi tién cong nghé ctia cudéc Cach mang Cong
nghiép, day chuyén lap rap cia Henry Ford da dinh hinh lai ca xa hoi lan nganh
cong nghiép. Nho vao cudc cach mang hoa phwong thitc chung ta lao dong, kinh
doanh, va két n6i v6i nhau, cac nén tang cling sé lam dugc diéu twong ty nhu thé.

Sv dich chuyén can can quyén lyc nay la mét phan cua nhitng gi ma Elop
tiép thu dugce khi 6ng nhin vao cudc “chién tranh giita cac hé sinh thai” dang dién
ra. Nén tdng xay dung nén cac hé sinh thai; san pham thi khong. Cubi nhitng nam
2000, ca Apple va Google déu tré thanh cong ty nén tang, con Nokia thi khong.

Két qua 13, gia tri cua Nokia sut gidm nghiém trong, va bo phan kinh doanh
dién thoai cam tay mot thoi dugc ca tung da bi ban téng ban thdo véi céi gia
chdng dang la bao so véi gia tri cia n6 & thoi ky hoang kim. Trong lic do, Apple
va Google da tv thay doi va thanh c6ng ruc rd, dén mitc ca hai da thyc hién hang
loat vu mua lai dé mé rong sang cac thi treong khac nhw nha &, hé thong y té va
xe hoi, tit cd déu két néi cong nghé. Cac doi thu canh tranh cta ho trong nhitng
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linh virc nay nén chuan bi san sang cho cudc chién dang dén gan. Bédi vi trong thé
gigi ngay nay, nén tang la ké thang cudc.

KHUNG HOANG DANG LAN RONG

Ciing giong nhu Nokia ditng trén nén tang boc chay, tinh hinh & Waterloo,
Canada ciling dang tré nén nghiém trong. BlackBerry, vé sau duwgc biét dén dudi
cai tén Research In Motion (RIM), ciing dang phai d6i mat v&i cudc khing hoang
lanh dao.

Trudce tinh hinh gid c6 phiéu lao doc va thi phan bi co lai, cac c6 dong cua
RIM kéu goi hai nha sang lap kiém dong CEO ky cuwu la Mike Lazaridis va Jim
Balsillie tir chitc. Diéu nay thyc sy gdy ngd ngang doi v6i mot cong ty ma mai
dén trudc thoi diém dé van con dang thong tri thi treong di dong: Nam 2009,
Fortune vinh danh RIM la cong ty tang triudng nhanh nhat thé gidi. Nhung chi
sau vai nam, gid tri cta n6 da gidm manh. Dé xoa diu nhitng c6 dong dang gian
dit, Lazaridis va Balsillie dong y thanh 1ap mot uy ban cac giam doc doc lap dé
danh gia lai co cdu quan tri cia céng ty. Khong lau sau, hai nha sang 1ap tw chic.
Tuy nhién, vi CEO md&i — dng Thorsten Heins, von la cdp dwéi & RIM dugc tién
c lén — cling khong tao ra dugc nhiéu bién chuyén vé mat t6 chitc. Trong thoi
gian Heins gitt chitc, RIM tiép tuc da suy thoai, va ong bi sa thai vao thang 11
nam 2013.

Sy sup do cua RIM da dién ra nhu thé nao? Vao gitta nhitng nam 2000, cai
tén BlackBerry dong nghia véi dién thoai thong minh. Nhung trong vai nam tiép
theo, cong ty da di dén cai két ma bat c ai cling phdi ngd ngang. Ciing nhw
Nokia, that dé khi quy trach nhiém vé su sup d6 cta RIM cho trinh do quan ly
yéu kém. Chac chan ban than Lazaridis va Balsillie d@ mac nhiéu sai lam. Trong
sudt nhitng nam ngoi trén ghé CEO cua RIM, ho dwa ra hang ta tuyén bd cong
khai vé linh vyc ctia minh, sau nay nhin lai ho méi nhén ra rang chiing sai ranh
ranh. Chang han, ai cling biét Lazaridis goi ban phim QWERTY la “xu hwéng di
dong hdp dan nhit” ding vao lic cac d6i thu man hinh cam ng cuia RIM —
iPhone va Android, bat dau danh bai né.

Ngudi ta thwong ban tan vé sy sup dé cia BlackBerry dua trén cach giai
thich nay. Lazaridis va Balsillie da ludn quan qué lau. Cong ty khong hé cach tan,
cdi tién. N6 qua cham chap trong viéc tiép thi san pham mdgi. Cau tric quan liéu
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ctia n6 tré nén réu ra. Cach quan ly sai lam nay chinh la yéu t6 cho phép iPhone
ra don chi mang vé&i BlackBerry r6i dén Android ra don két lieu — d6 la nhitng gi
ma cac nha phan tich noi.

Qua thuc, tat ca nhitng nhan t6 trén déu gép phan vao sy sup do cua
BlackBerry. Nhung ching t6i muén dwa ra mot ly thuyét khac don gian hon: RIM
da tw duy nhuw moét cong ty san pham trong mdt thé gidi ctia cac nén tang.
BlackBerry chi tap trung vao ban phim, nhung diéu dé chwa bao gid thwe sw quan
trong. Chia khda dé kiém soat thi treong la hé diéu hanh va mot mang lwéi cac
nha phat trién wng dung bén thit ba.

“NHUNG NGUOI TRONG NGOI NHA KiNH...”«

Thuc chat, RIM da phat minh ra danh muc dién thoai thong minh khi
BlackBerry lan dau tién dugce gidi thiéu vao nam 1999. Nhu Heins — CEO twong
lai ctia RIM — titng noéi, cong ty hiéu rat rd rang san pham cot 16i ctia minh sé lam
dugc gi. BlackBerry tap trung vao tudi tho pin, ban phim dé bam, d6 bao mat va
kha nang nén dit liéu. Va n6 dem lai cho ngudi dung tat ca nhitng tinh nang nay.
Ung dung BlackBerry Messenger ctia RIM thuc sy 1a mot thanh cong 16n, mot
“ttng dung sat thu” cho chiéc dién thoai.

Trong hon ntta thap ky tiép theo, BlackBerry tré thanh chiéc dién thoai
thong minh dan dau thi tredng, noi tiéng vdi do tin cay va bao mat cao cling nhw
ban phim QWERTY mang tinh biéu twgng. P6i v6i dan chuyén nghiép,
BlackBerry la chiéc dién thoai phai-c6, con trong van hoa dai ching, dwong nhw
no hién dién ¢ moi noi. Cac tong thdng, pho tong thong, CEO va ngudi noi tiéng
trén khap thé gigi déu tin twdéng vao chiéc BlackBerry ctia minh. Tham chi nguoi
ta con nghi ra ca mot thuat nglr dé chi viéc nghién BlackBerry ngay cang tang —
“Crackberry” — chinh thuat ng nay da truyén cam hitng cho trang web cta no.

C6 vé nhu RIM da sang ché ra cong thirc ma thuat dé thanh cong. Bén cudi
nam 2006, BlackBerry chiém linh gan 40 phan tram thi phan & Hoa Ky.

Nhung r6i, vao ngay 9 thang 1 nam 2007, Apple cong bo chiéc iPhone.

Bat chap lan séng cuong nhiét xoay quanh chiéc dién thoai thong minh ma&i
cta Apple, thoat dau, ban lanh dao ctia RIM van chi danh gia né la déi tha tam
thwong. Hai CEO cia RIM xem chiéc iPhone nhw mot san pham cap thap. Theo
nhitng tiéu chuan truyén thong thi diung la nhu vay. So véi BlackBerry, iPhone c6
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tudi tho pin ngan hon. N6 st dung qua nhiéu dit liéu. N6 khong bao mat. Va, theo
Lazaridis, nguoi dung sé khong thich ban phim cham.

“Khong phai ai ciing cé thé soan thdo trén mot manh thuy tinh,” 6ng noi.
“Moi chiéc laptop va c6 1€ 1a moi chiéc dién thoai khac déu c6 mot ban phim noi.
Toi nghi thiét ké cta ching t6i dem lai 1gi thé.”

Ban lanh dao ctia RIM thuc sy tin rang phan cing wu viét hon cta ho sé
thang. Cu thé, cong ty rat chac chan rang iPhone sé khong bao gid c6 thé canh
tranh dwoc véi BlackBerry trong thi trwong chinh danh cho dan chuyén nghiép
nghién kiém tra email. N6i cho cting, BlackBerry la chiéc dién thoai cua dan kinh
doanh, va cac cong ty sé chang doi nao chuyén sang mot thiét bi kém bao mat véi
cuc pin khong tru n6i mét ngay ma khéng can sac.

Vay la, dinh ninh rang iPhone chi don gidn la mét mén do choi méi, RIM
quyét dinh van gitt nguyén chiéc dién thoai da dem lai cho n6 lwgng khach hang
dong ddo, trung thanh. Sy that la, RIM khoéng thé pha bé mo hinh kinh doanh
thanh cong hién tai, ma viéc cap nhat hé diéu hanh gia nua lai khé khan va mat
nhiéu thoi gian, nhu Balsillie da cong khai chia sé. Trong mot tuyén b6 ma ngay
nay nguoi ta c6 thé trao gidi chuyén cham biém mang tinh chat tién tri xuat sac
nhat, Balsillie néi v6i t& New York Times vao thang 4 nam 2011 rang kiéu thay
doi nay “gan nhw khéng bao gio hoan thanh” vi “bwéc chuyén doéi nay chinh la
noi cac cong ty cong nghé di vao cho chét.”

Ay thé nhung, héa ra hai vi CEO day ty tin cia RIM da méc sai 1am chét
ngwoi. iPhone ngay 1ap tic tré thanh con s6t. RIM da ding vé mot diéu: Cac
cong ty khong quay lung véi BlackBerry. Nhung cac ca nhan thi c6. Ho mudn
iPhone. Va thé la cac cong ty nhanh chéng bi budc phai ban hanh chinh sach
“mang theo thiét bi cad nhan” (“bring your own device” — BYOD) cho phép nhan
vién ty chon dién thoai cia minh. Khong c6 gi dang ngac nhién, ngay cang c6
nhiéu nhan vién yéu cau cong ty cap iPhone.

Dbo6i vGi RIM, tin xau chwa dirng & d6. Thanh cong ryc rd ctia iPhone da mé
dwong cho mét doi thu tiém nang khac. Vao ngay 5 thang 11 nam 2007, Google
ra mat hé diéu hanh Android danh cho dién thoai théng minh. Nhw Andy Rubin,
giam doc phu trach nén tang di dong cua Google, da ndi trong thong bdo ma ong
dwa ra, Android la “nén tang dau tién thyrc sy mé va toan dién danh cho thiét bi di
dong.” Hé diéu hanh nay c6 ma nguén mé va san c6 cho bat ctt ai (trai ngwoc voi
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vii tru khép kin cia Apple), mot tuyén b gia tri sé giip Android tang tridng than
toc trong nhitng nam ké tiép. Cung ngay hom dd, dé ho trg Android, Google gidi
thiéu Lién minh Thiét bi di dong M@ (Open Handset Alliance — OHA), m4t nhom
gom hon 30 cong ty, trong dé c6 nhitng hang san xudt phan citng hang dau nhw
Motorola, Samsung va HTC, cling nht mot nhéom cac nha van hanh thiét bi di
dong bao gom Sprint, Nextel va T-Mobile. Google vinh danh Android va OHA la
nén mong cta mot “hé sinh thai mé¢” day manh kha nang céach tan sang tao va
thiét 1ap tiéu chuan nganh déi véi cac hé diéu hanh thiét bi di dong — va Google
sé cung cap né mién phi.

biém khac biét gitta Google va cac déi thu rat ro rang. Phwong phap cia
Goolge gan nhw doi 1ap véi phuwong phap cia RIM. RIM lam viéc quy cta dva
trén nguyén tac duy tri mot hé thong doc quyeén, khép kin. Chién lwgc ban dau
cta Apple cling tuwong tw, duy tri kiém soat chat ché phan citng va phan mém cua
minh. Pap lai, Google thanh lap han mdt ham doi — mot ké hoach cap tién hon
nhiéu so véi viéc chi don gian gidi thiéu mot doi thu canh tranh tryc ti€p nita ra
mot thi truong von da dong duic.

Thém vao do, Android dugc xay dung cho cac lap trinh vién, trong khi
BlackBerry dugc xay dung cho cac doanh nghiép. Lazaridis va Balsillie nghi
rang khach hang chinh ctia ho 1a mot gidam déc IT trong cong ty 16n, ngudi khong
bao gid cho phép nhan vién st dung nhitng thiét bi nhw iPhone, loai dién thoai
khong thé sanh dugc v6i BlackBerry vé do bao mat.

Nhwng chién lvge ctia Google 1a toan tam toan y xay dyng mot nén tang gan
két nha phat trién véi ngudi tiéu dung. Khong lau sau, Apple ciing nhanh chéng
hoc theo bang cach tung ra App Store. Chién luwgc st dung nén tang ctia Google
héa ra lai 1a mo6i nhtr hiéu qua hon rat nhiéu, va dé chinh la diém ma RIM da sai
lam. Ho chwa bao gid hiéu ra rang khach hang cot 16i ctia minh khong phai la cac
doanh nghiép, ma la nhitng nguwdi 1ap trinh phan mém theo mot doi ngili, xay
dung tng dung cho cac thiét bi m@i va cad nhitng nhan vién kinh doanh tai
Staples, nguoi dé xuat dién thoai nén mua cho s6 dong khach hang.

Ciing giong nhu Nokia, RIM doc vi sai thi truong. Ho dya trén nhitng tiéu
chuan cii vé tinh nang va dac diém k¥ thuat dé dau vai déi tha. Nhung nhitng tay
choi méi dén tir Thung liing Silicon da thay doi luat choi va bién thi truong dién
thoai thong minh thanh mot thi trudng nén tang ma ho c6 thé chiém wu thé. Nho
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Google ma doéi tha ctia RIM khéng chi don thuan la mot chiéc dién thoai khac.
N6 la cd mot hé sinh thai toan dién cia Android bao gom nhiéu nha san xuat va
phat trién theo cap s6 mii.

Réc r6i da ¢ ngay sau lung RIM. Cong ty khong dat dugc chi tiéu doanh thu
wdc tinh trong quy I va quy II nam 2008. Thé nhwng, thay vi doi huéng di, RIM
lai dap tra bang cach lin sau hon vao chién lwgc cli. N6 tung ra BlackBerry Bold
v6i nhitng ddc tinh cao hon, ban phim QWERTY va trackball quen thudc. Két
qua dé doan, Bold khong thé 16i ngwoc dong. Thang 10 nam 2008 danh dau thang
dau tién doanh s6 cua iPhone (6,9 triéu chiéc) cao hon cua BlackBerry (6,1 triéu
chiéc). Cudc chién da nga ngit. Tinh hinh kinh doanh & Apple dang bung nd. Lic
do, CEO Steve Jobs da chia sé, “Apple vira bao cao mot trong nhitng quy tuyeét
voi nhat lich s, véi man trinh dién ngoan muc ctia iPhone.” Jobs, ngudi hiém khi
nao bé 16 co hoi dé tung don vao doéi tha, ty hao tuyén bo, “Ching to6i da ban
dwgc nhiéu dién thoai hon RIM.”

Tuy nhién, tai thoi diém do6, RIM van sé hitu miéng banh 1én hon trén toan
bo thi trwedng dién thoai thong minh. Sau 2 nam ké tir khi iPhone ra doi, RIM ban
dwgc 23 triéu chiéc so véi 13 triéu chiéc cia Apple. BGi vay nén Lazaridis va
Balsillie van c6 1y do dé giit nguyén hwdng di cli. Nhwng réi Jobs quyét dinh tién
thém mot buwdc nita bang cach trinh lang chiéc iPhone 3G va, quan trong hon la
ma& App Store vao ngay 10 thang 7 nam 2008.

Tac dong cua App Store 1én thanh cong cua iPhone la vo cung to 16n. Nhung
App Store kha thi dwgc la nhd mot sang kién khong may ai biét dén. Von di cac
nha cung cdp dich vu khong day thong tri nganh dién thoai di dong, nhung thanh
cong cua iPod va iTunes da dem lai cho Apple don bay dang ké khi thuwong lwgng
v6i cac nha cung cap dich vu khong day tiém nang cho iPhone. Két cuc, AT&T
khao khat iPhone dén mitc san sang nhwong lai mot phan quyén kiém soat cho
Apple dé doi lay viéc tré thanh nha cung cap dich vu doc quyeén cua chiéc dién
thoai nay. Quan trong nhat trong s6 nhitng théa thuan nhwgng bo giita hai bén la
viéc Apple — chit khong phai AT&T — sé ban ttng dung cho iPhone thong qua noi
ma sau nay trd thanh App Store. Truwdc dd, moi nguwoi mua wng dung cho dién
thoai thong qua cac nha cung cap dich vu khong day, va nhitng nha cung cap nay
kiém soat chat ché quyén truy cap cac ctra hang tng dung. So véi ching thi App
Store ctia Apple thoang hon rat nhiéu. Ngoai ra, Apple ciing gidm gia 30% cho
tat ca cac don hang trén App Store, mot chinh sach hao phéng hon dang ké so véi
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nhitng gi ma treéc d6 cac nha phat trién ng dung tirng nhan dugc tiw cac nha
cung cap dich vu khong day. Diéu nay khuyén khich cac nha phat trién tng dung
tap trung vao iPhone hon la vao cac hé diéu hanh di dong khac.

Dai v6i Apple, App Store la mot thanh cong an lién nita, v4i hon 10 triéu
lwgt tai vé (tng dung ngay trong dip cudi tuan dau tién md ctra. RIM twéng rang
ho biét khach hang ctia minh muén gi tit mot chiéc dién thoai, nhung App Store
tham chi con khéng c6 gang dy doan nita. Thay vao do, n6 dé khach hang quyét
dinh. Thanh cong cua App Store da khai sinh ra cau ndi ctrta miéng ngay nay @
Apple “C6 mot tng dung cho viéc d6,” cung vdi hang loat quang céo thé hién
nhitng tiém nang dwong nhu vo tan cia nén tang.

iPhone mang dén cho nguwdi dung s linh hoat chwa titng cé. Bat ké ban
muon lam gi, thye sy 1a ludn c6 mot tng dung danh cho viéc d6. Pay chinh la
sttfc manh cda nén tang nay — iPhone khai thac mot cong dong cac nha san xuat
phan mém cyc ky hing hau dé tao nén nhiéu ng dung hon, vdi chat lwgng cao
hon bao gio hét.

Pén cu6i nam 2008, App Store c6 500 triéu lwgt tai vé. Cira hang ban hon
15.000 ¢ng dung cua bén th ba, va con s6 nay van dang tiép tuc tang lén vai toc
do chong mat. Cudi nam 2015, App Store da c6 hon 1,5 triéu ng dung va hon
100 ty lugt tai vé, mot con s6 khong thé tin noi.

Khong dé Apple qua mat, vao thang 3 nam 2009, Google ciing m& Android
Market, hién da doi tén thanh Google Play Store, mot noi twong ty nhu App
Store. San giao dich &ng dung ctia Google ciling thu dwgc thanh céng dang ké véi
hon 1,8 triéu &ng dung va 50 ty lugt tai vé tinh dén cu6i nam 2015.

Trwdc tinh thé bi budc phai dap tra, RIM tung ra BlackBerry Storm vao cudi
nam 2008. Chiéc dién thoai man hinh cdm tng dau tién ctia RIM nay dugc quang
cdo la “ké két liéu iPhone.” Tuy nhién, r6t cudc né khong lam dwgc tro trong gi.
Vi dy, mot trong nhitng tinh nang dugc cho la “at chu bai” cia Storm la cong
nghé man hinh cam &ng SurePress gitp ban phim phat ra tiéng dong va tao cam
giac nhu dang bam phim thye. That khong may, ngwoi dung von da quen thao tac
trén man hinh cam ng thong thwong lai khong thay tinh nang nay hap dan cho
lam. Két qua la, Storm that bai, doanh thu & mic trung binh va danh gia ciing
khong c6 gi ddc biét.
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RIM ciing gidi thieu BlackBerry App World (bay gio la BlackBerry World)
vao thang 4 nam 2009. Nhung tdi lic nay thi né chi la lwa chon s6 ba trong mot
thi truong phat trién ng dung dong dic nhon nhip. Gop phan khién tinh hinh
thém toi té chinh la hé diéu hanh ctia BlackBerry, von ndi tiéng la kho phat trién
tng dung twong thich. Vay nén, hé sinh thai ¢ng dung cta BlackBerry da phai rat
chat vat dé thu hit ngwoi dung.

Ching t6i da tan mat chitng kién that bai ctia BlackBerry trong viéc phat
trién mot nén tang thanh cong cho céc san pham cta n6. Nam 2009, ngo6i trong ky
tic xa dai hoc, st dung s6 tién it 6i trong thé tin dung, Alex thanh lap Applico —
cong ty phat trién &ng dung cho BlackBerry. Ching t6i chon tap trung vao ¢ng
dung BlackBerry vi phan 16n cac nha phét trién déu khéng mudn dung dén
chiing, vy nén chung t6i nhin thdy co hoi lam an ¢ d6. Cach nay cho phép cong
ty ching t6i bat tay v6i nhitng nha phat trién tng dung khac cling dang chién dau
trong thi treong ma iOS va Android dang chiém wu thé, va né gitup ching t6i
gianh duwoc cho dirng trong linh vire kinh doanh phat trién phan mém.

Hoa ra, tat cd nhitng diéu nay la tin t6t d6i v&i Applico, nhung khong tot lam
doi v6i RIM. Viéc BlackBerry khong than thién vGi cac nha phat trién da chon
vii moi no lwc ctia RIM trong viéc chinh phuc nhitng khach hang 1én ma Apple
va Google dang nam git¥. Trong khi dé, doi v6i cac nha phat trién @ng dung, viéc
lya chon c6 phat trién cho BlackBerry hay khdng chi 1a mét phép tinh don gian.
Pa s6 déu thay rang viéc xay dung ng dung cho BlackBerry qua phtic tap va ton
kém so v6i quy mo thi trrong ma n6 dang co.

TU PIA CUA CAC CONG TY

Théang 11 nam 2010, trong bai phat biéu tai hoi nghi Web 2.0, Jim Balsillie —
mot trong hai CEO cua RIM — da chitng té la RIM van chwa hiéu lam thé nao ma
nganh dién thoai di dong lai thay d6i nhu vay.

“iPhone va iPad c6 thé c6 dén 300.000 &ng dung danh cho chiing, nhung
tng dung duy nhat ma ban thuc sy can la trinh duyét. Ban khong can mot ¢ng
dung cho web,” Balsillie néi. “Ban khong can biét mdy thi kiéu nhw SDK (bo
cong cu phat trién phan mém — software development kit). Ban cé thé st dung cac
cong cu web ctia minh... va ban c6 thé xuét ban ng dung cho BlackBerry ma
khong can viét bat ct ngdn ngi* may nao.” Van deé 1a, quan diém ma Balsillie duwa
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ra khong méi. Thyc chat, né twong dong mot cach ky quai véi quan diém ma
Steve Jobs da n6i vdi cac nha phat trién phan mém ba nam truéc dé.

Tai Hoi thdo Cac nha phat trién quy mé toan cau cia Apple (WWDC) 2007,
ngay truede khi ho tung ra chiéc iPhone dau tién, Jobs thong bao viéc ho trg tng
dung Web la giadi phap cia Apple nham gidi quyét nhu cau ngay cang tang cta
cac nha phat trién vé chuyén phdai c6 mot cach dé tao ra cac tng dung cho iPhone.
Cac nha phat trién khong may nhiét tinh, thdm chi mot blogger cong nghé noi
tiéng con goi bai thuyét trinh ctia Jobs la mot “chiéc sandwich d& nhw hach.” Mot
nam sau, Jobs do6i chién thuat véi thong bao thanh lap iPhone SDK va App Store,
nhung khéi phai noi, khi Balsillie dwa ra quan diém y hét vé ting dung Web thi
cac nha phat trién hoan toan khong bi an tugng.

Pén dau nam 2011, BlackBerry World chi c¢6 khoang 25.000 tng dung, so
v@i 200.000 trén Android Market va hon 450.000 trén App Store. Cung lac do,
khi chiing t6i cho m6t ngwoi ban van dang dung mdt chiéc BlackBerry xem
nhitng gi ma iPhone hay Android cta ching t6i c6 thé lam, anh dy cam chiéc dién
thoai ciia minh 1én va néi dua, “Chdc la cé ¢ng dung nao do6 cho viéc nay.” Mot
slogan khong may thu hut.

That bai cia RIM dan dén mot cudc chién qua thw. Thang 6 nam 2011, mot
thanh vién ban giam doc giau tén cia RIM da gtti di mot bite thw cong khai thach
thitc ban lanh dao cong ty. Cung ldc do, RIM lén ké hoach khéi chay hé diéu
hanh QNX md&i hong dudi kip Apple va Google, nhirng mot lan nita, RIM van
chon sai vii khi.

Ngudi gui thu thing thitng néu ra 1y do khién RIM bj bo lai phia sau. “Ung
dung dién thoai thong minh BlackBerry d& phat 6i,” ngwoi nay so sanh SDK va
nén tang phat trién ctia BlackBerry vGi “Ford Explorer c6 16 si nhitng nam 1990.”
Quay tré lai van dé chinh, ong viét, “su wu viét vé mat cong nghé khong twong
dwong vGi mong mudn [cta nguwdi dung], va do do ciing khong twong duong véi
doanh thu.” Apple va Google hiéu diéu nay. RIM, ciing giong nhw Nokia, thi
khong. Ca hai cong ty van dem dao dau vdi sung luc — hay chinh xac hon, dung
mot chiéc dién thoai thong minh dau v6i mot nén tang.

Bat chdp nhitng nd lyc that bai ti€p theo ciia RIM dé quang ba cho chiéc
tablet Playbook va BlackBerry 10, doi tén cong ty tir Research In Motion thanh
BlackBerry, cong ty van khong bao gio 1ay lai sy ngao man von cé nita. Cudi
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nam 2011, thi phan cua dién thoai thong minh BlackBerry gidam con chwa dén
15%. Gia c6 phiéu cua cong ty giam gan 75%.

Cudi cung thi, nhitng dy doan cta Steve Jobs vé thach thitc ma RIM phai
doi mat da ding, khong ho danh tién doan nhw than. Trong mot hdi thdo véi cac
chuyén gia vao thang 10 nam 2010, Jobs dwa ra vai 16i khuyén cho doi thua cua
minh. Ong néi, “Ho phai buéc ra khéi viing an toan, dan than vao mot lanh thé la
lam trong no lyc tré thanh mot cong ty nén tdng phan mém. T6i nghi sé la mot
thach thitc cho ho khi phdi tao ra mot nén tang c6 thé canh tranh va thuyét phuc
cac nha phat trién xay dung @ng dung cho mot nén tang xép hang ba sau iOS va
Android. Véi 300.000 ¢ng dung trén App Store cua Apple, RIM sé phai chinh
phuc mot ngon ndi rat cao.” Jobs biét, cudc chién giita cac nén tang va hé sinh
thai thuong 1a kiéu “duwgc an ca, nga vé khong.” Apple va Google da xay dung
néen tang va chién thang. RIM va Nokia thi khéng, nén da thua.

Cudi cung, Nokia ciing nhan ra nhitng diém yéu cia minh, nhuwng n6é chon
sai doi tac v6i Microsoft. RIM c6 gang dudi kip doi tha bang mdt hé diéu hanh
m&i, nhung Iic dé6 dd qua mudn. RIM van dang hanh dong nhu mot cong ty san
pham, va n6é khong thé thyc hién buwéc chuyén doéi nhw Jobs da goi y. Rot cudc,
Balsillie da diing vé mot diéu: Sv thay doi nay la noi nhiéu cong ty cong nghé di
vao cho chét. Nhung xui cho Balsillie, cong ty ti€p theo di vao vét xe d6 nay lai
la cong ty cua chinh ong.

CACH TAN NEN TANG: MUC PiCH CUA CUON SACH NAY

Sau khi Applico dat dugc nhitng thanh cong budc dau trong vai tro la mot
nha phéat trién cho BlackBerry, ching t6i nhanh chéng bo tng dung cua
BlackBerry lai phia sau va chuyén sang phat trién cho iOS va Android. Vai nam
tiép theo, ching t6i trd thanh mot trong nhitng nha phat trién ¢ng dung thanh
cong nhat cd nwdc. Nhung khi nganh dién thoai di dong thay doi, Applico cling
phai phat trién theo. Trong khi nhiéu doi thu canh tranh bi thau tom hodc pha san,
Applico van di 1én bang cach trd thanh cong ty Céach tan Nén tang dau tién trén
thé gigi. Hang ngay, ching t6i lam viéc vdi nhitng cong ty hang dau va nhitng
start-up tang treong néng nhat thé gigi dé xay dung va phat trién cac nén tang
cach tan. Khach hang cda chiing t6i bao gom cac cong ty trong top Fortune 100
nhuw Google, HP, Intel, Disney, DirecTV, Philips va Lockheed Martin, cling nhw
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cac start-up dugce dau tw bdi Google Ventures, Ray Kurzweil va nhiéu cong ty
von dau tw mao hiém hang dau. Mac du ching t6i khong thé néu tén mot so
khach hang start-up vi ly do bao mat, nhuwng cac start-up s& hitu nén tdng ma
ching t6i goép phan tao ra, trong d6 c6 Glamsquad va Auctionata, da huy dong
dwgc hang tram triéu do la va dat dugc doanh thu chin con s6. Va vi toan thé
cong ty cta ching toi tap trung xoay quanh cac mo hinh kinh doanh nén tang nén
chung t6i da nghién citu ho trén pham vi sau rong hon bat ky nha nghién cttu nao
khac da lam. Diéu nay bao gom ca viéc tao ra nhitng b khung cuc ky chi tiét dé
xdy dyng va phat trién cac cong ty nén tang.

Do 1a ly do vi sao ching toi hiéu cac nén tang hon bat ky ai hién nay. Ching
toi da song & trung tam cua nhitng thay déi cong nghé trong ntra thé ky qua,
chiing t6i khong chi n6i suong ma phai chitng minh kha nang ctia minh bang thuc
lye dé thanh cong.

Chung t6i s€ chia sé vd&i ban nhitng bai hoc ma chuing t6i da hoc dugc tr qua
trinh lam viéc tryc ti€p véi mot s6 cong ty cach tdn manh mé nhat hién nay.
Chtng t6i mudn truyeén lai cho ban nhitng hiéu biét sau sac da soi dwong chi 16i
cho ching t6i, dwa Applico tit mot cong ty phat trién ng dung tré thanh mot
cong ty hoan toan tap trung vao cac nén tang. Phan dau tién cta cudn sach nay,
chuwong 1 dén chuwong 4, sé gidi thich mé hinh kinh doanh nén tang la gi va chia
sé ly do vi sao ngay nay cac nén tang da tai thiét nén kinh té. Phan con lai cia
cuon sach, chuwong 5 dén chwong 8, sé dao sau vao cach cac moé hinh kinh doanh
nén tang hoat dong va chia sé v6i ban mot s6 bd khung va hiéu biét ma ching t6i
da st dung dé gitp khach hang tré thanh nha doc quyén hién dai.

Néu ban la m6t doanh nhan ty doanh, ching t6i sé gitp ban hiéu diéu gi lam
nén nhitng cong ty thanh cong nhat hién nay va ban cé thé dat dugc thanh cong
giong ho nhu thé nao. Néu ban s& hitu hodc lam viéc tai m6t doanh nghiép truyén
thong, ching t6i sé gitip ban nhin ra vét nit trén dwong chan troi trede khi qua
muon. Sau khi doc xong cudn sach nay, ban sé cé dwgc nhitng cong cu dé giup
cong ty ctia minh tranh phai ditng trén mot nén tang boc chay, thay vao doé la trd
nén thinh viegng hon trong ky nguyén mdi nay.
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1
Cac nén tang dang nuot chirng thé gidi

Khi ban nhin thdu cdc mang luw6i, né sé thay déi cach ban 1én ké hoach va Idp chién Ivgc. Ban sé
hanh dong hoan toan khdc.

- Reid Hoffman, nguoi sang lap kiém CEO cta LinkedIn

Phﬁn mém dang nudt chitng thé gidi. Do la thdng diép tr cwu sang lap caa
Nestcape kiém nha dau t mao hiém noi tiéng Marc Andreessen trong mdt bai
bdo ma ong viét va dong bién tap, dang ngay 20 thang 8 nam 2011 trén to Wall
Street Journal. Tai day, 6ng dé cap dén mot thye té 1a cdc cong ty phan mém sap
stta tr@ thanh nén tang cua kinh té thé gigi. “Ching ta dang & gitta mot cudc
chuyén do6i manh mé va sau rong ca vé cong nghé lan kinh té, trong d6 cac cong
ty phan mém da san sang can quét thé gidi,” ong viét. N6i ngan gon, miéng banh
ma phan mém “nuét chitng” dang ngay mot to hon.

Andreessen néi ding — cac cong ty phan mém da déng vai tro cyc ky quan
trong trong nén kinh té cua ching ta. Nhuwng néu chi don gidn xép tat ca nhirng
cong ty mdi nay la cong ty phan mém thi chang khac gi viéc xép tat ca cong ty
trong cudc Cach mang Cong nghiép la cong ty phan citng. N6 khdng néi 1én dugc
nhitng cong ty nay lam gi hodc hoat dong nhv thé nao. Va quan trong hon, no
khong cho ban biét dugc nhiéu vé viéc phan mém dang thay doi cach cac doanh
nghiép thanh cong va phat trién nhw thé nao.

Nhiéu cong ty da tang 1gi nhuan bién va tinh gian chudi cung tng bang cach
stt dung phan mém va két n6i doanh nghiép cia minh véi Internet. Trong bai béo,
Andreessen chi ké ra vai cai tén nhw FedEx va Walmart. Nhung ong ciing liét ké
hang loat cong ty ma theo 6ng la dang dan dat nén kinh té phan mém mdi. Danh
sach nay bao gom Apple, Facebook, Twitter, LinkedIn, Google, Microsoft,
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Foursquare, Skype, Amazon, Flickr, Square va PayPal. Tuy nhién, Andreessen lai
khong giai thich dwgc nhitng cong ty nay khac nhw thé nao so vdi cac cong ty
kiéu cli ma 6ng da nhac dén. Pung la nhitng cong ty kiéu mdi nay déu dugc xay
dung xung quanh Internet, nhuwng quan trong hon, tat ca ching déu la nén tdng.

Thay vi chi xoay s& tim cach tang thém chut hiéu sudt tt* mo hinh kinh
doanh hién tai, nhitng cong ty nay lai van hanh trén mét mo6 hinh hoan toan khac,
thuc sy bién tiém nang cta Internet thanh tién. Tham chi, nhw Andreessen viét
trong bai bao, chiing da va dang thau téom nhiéu cong ty doi thu kiéu truyén
thong. Qua thue, ding mot nam ké tir ngay bai bao ctia Andreessen duwgc cong
bd, Apple da tré thanh cong ty c6 gia tri 16n nhat & My.

Du c6 thé phan mém da khéi dong cudc cach mang kinh té nay, nhwng chinh
nén tdng mdi nudt chitng thé gigi. Nhin mot cach tong thé, cac nén tdng dang
thong tri Internet 1an nén kinh té. Cac dé xuat dam bao tinh trung 1ap trén Internet
(net neutrality) nham thang vao cac nha cung cdp dich vu Internet nhuw Comcast,
cong ty cung cdp va duy tri ha tang cong nghé, cho rang ching 1a méi de doa 16n
nhat déi vdi mot thé gidi Internet cdi md va tw do. Xét vé mat kién tric, Internet
van la mot san choi binh dang cho moi nguwadi. Bat ¢t ai ciing c6 thé bat dau kinh
doanh tryc tuyén. Nhung trén thue t€, mot mang lwdi Internet mé chi c6 trong mao
ma thoi. Thé gidi Internet ma ching ta biét ngay nay gan nhw da bi thong tri hoan
toan bdi cac nén tang. Vi duy, gan 25% tong so lugt truy cap trén Web thudc vé
Facebook. Tam anh huwéng cia Google con 16n hon. Khi toan bo nén tang cta
cong ty nay bi sap mat cach bi an trong vai phuit ngan ngui vao ngay 16 thang 8
nam 2013, ngwoi ta wdc tinh lwu lwgng truy cap Internet toan cau gidm 40%.
Mang xa hdi va mang tim kiém khong phai 1a linh vic duy nhét théng tri. Ngay
nay, nén tang déng vai tro quan trong trong gan nhw moi linh vic thwong mai ma
ban c6 thé twéng tuwgng ra. O Hoa Ky, trong sudt nam 2015, ca 10 trang web c6
lwgng truy cap cao nhat déu la nén tang, twong tw nhw vay véi 20 trong s 25
trang top dau.

Su théng tri ctia cac cong ty nén tang khong chi gidi han & My. Nén tang la
mot hién twgng toan cau dich thye. Tai cdc nwdc dang phat trién, vai trdo cia no
tham chi con no6i bat hon & My. Nén kinh té ctia nhiéu quéc gia nay dang tang
tredng nhanh chéng, va cing vdi dé, kha nang tiép can vdi Internet ngay mét ma
rong. Va vi nhitng qudc gia nay khong c6 hé thong ha tang thwong mai nhu cac
nén kinh t€ phat trién nén cac nganh céng nghiép ctia ho bi déong khung quanh
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Internet. Trung Quoc la mot vi du dién hinh. Khong tinh nhitng nganh dwgc nha
nuwdc bao trg nhw tai chinh, xay dwng va khai thac dau mé, rat nhiéu cong ty co
gia tri nhat cia Trung Qudc la céng ty nén tang, nhw Tencent, (chu s& hitu cia
cac nén tang nhan tin WeChat, QQ) va Baidu (101 dap trad ctia Trung Qudc danh
cho Google).

Internet & Trung Quoc cling bi thong tri bdi cac nén tdng. Cac cong ty nén
tang nam gilr toan bo 8 trang web ditng dau vé lwgng truy cap ctia Trung Quoc.
Va vai tro cta nhitng cong ty nay trong nén kinh té Trung Quoc tham chi con lan
at hon so véi @ My. Alibaba, cong ty niém yét cong khai trén San giao dich Co
phiéu New York vao thang 9 nam 2014, kiém soat 80% thi truong thwong mai
dién t cta Trung Quoc thong qua hai nén tang Taobao va Tmall. Nén tang
Alipay cua Alibaba la nén tang thanh toan 16n nhat & quoc gia nay, cho phép
ngwoi dung gui tién vao Quy Yu’e Bao cta né. Vi gia tri dat 94 ty do la vao
thang 1 nam 2015, Yu’e Bao la mot trong nhitng quy thi trwong tién té 16n nhat
thé gidi.

Cho du c6 dang xay dyng mot cong ty nén tang hay khong thi ban cling
khong thé thanh cong trong moi treong kinh té€ ngay nay néu khéng hiéu cach cac
nén tang van hanh. Ban muon tiép thi true tiép tdi nguwdi tieu dung trén Internet?
Gio thi ban c6 thé lam thé , nhung t6t hon hét 1a cong ty cta ban nén gianh dwoc
thi hang cao trén Google. Ban mudn moi ngudi doc ndi dung ctia minh? Cha, tot
hon hét 1a ndi dung ctia ban nén dwgc chia sé rong rai trén Facebook. Ban muon
tng dung ctia minh c6 nhiéu lwot tai vé? Tot hon hét né nén dugc xép hang cao
(hodc dugc gidi thiéu) trén App Store. Ban mudn ban hang truc tuyén? Co 1€ ban
nén nghi dén viéc ban qua eBay va Amazon. Ban dang ban do6 tht cong? Chac
ban c6 tai khoan trén Etsy roi. Néu ban & Trung Quoc thi gan nhw chac chan la
ban phai hoat dong trén Taobao va Tmall cia Alibaba, thanh toan qua Alipay
hodc Tenpay cua Tencent. Danh sach nay con dai nita. Internet thyc sy dang md&
dwong cho sy dan chi héa chua tirng ¢6 cta nén kinh té ty do. Bat ct ai cling cé
thé bat dau kinh doanh va thanh céng trén mang. Nhung né khong tw do mot cach
hoan hdo. Ai do6 phai diéu phoi tat ca nhitng hoat dong kinh té nay. Két qua 1a,
Internet va nén kinh t€ cta ching ta dang bi thong tri va van hanh bdi cac nén
tang. Chuing t6 chitc thwong mai va thong tin, dinh hinh nén thé gi¢i ma ching ta
dang biét. Néu ban muén hiéu cach Internet hoat dong ngay nay, ciing nhw cach
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nén kinh té sé van hanh trong nhitng nam sap tgi, thi ban can phai bat dau bang
viéc hiéu cac nén tang.

IPO:, XIN PUNG

Néu ban la mot trong s6 hang triéu nguwdi xem truyén hinh ¢ My dang ngoi
treéc man hinh ti-vi dé theo doi trdn Super Bowl vao ngay 30 thang 1 nam 2000,
tic 1a ban da duoc chitng kién mot canh twgng bat thuong.

Khong, ching t6i khong noi dén chuyén doi St. Louis Rams lan dau tién
gianh cup vo dich. Nhu thuong 1€, show dién thue sy & Super Bowl 1a nhitng man
quang cado. Nam do, khan gia da khong phai that vong. Trong su6t dgt giai lao thit
nhat, mot quang cdo m& man vdi guong mat buon ba cia mot chu ché khi thay
chu 1ay xe ra khoi garage dé dén civa hang thu cung. Sau dé, mot con réi bang bit
tat xuat hién, miéng ngan nga mot phién ban lac téng cta bai hat “If You Leave
Me Now” cua Chicago trong khoang 30 gidy, nai ni ban mua d6 an cho tha cung
trén mang. Tai sao? Ay 1a dé ban khéng phai dich than dén ctra hang, bé thii cung
0 nha véi trai tim tan va.

Cong ty quang cao, tat nhién la Pets.com, da leo thang 1én vi tri s6 1 trén
dinh kim ty thap dot-com®. Sau tran dau, chwong trinh khao sat Ad Meter cta to
USA Today’s“ da cong bd quang cdo con roi bit tdt nay xép hang nhat trong danh
sach cac quang cao Super Bowl ctia minh. Pets.com la céng ty dang nhé nhat tir
giai dau ma sau nay nguwoi ta goi la “dot- com Super Bowl.”™ Quang cao nay tiéu
ton 1,2 triéu do la va gianh duwgc thanh cong ngoai sttc twdng twgng, ca linh vat
ctia cong ty cling vay. Tham chi, con r6i con dwgc xuét hién trén chwong trinh
Good Morning America ctia dai ABC va tra 16i mot bai phong van dai trén Live!
with Regis & Kathie Lee. Vai thang truwedc do, n6 da xuat hién dwéi hinh dang mot
xe ridc cao gan 11 mét trong cudc diéu hanh mirng Lé Ta On ctia Macy.

Pugc thanh 1dp vao thang 8 nam 1998, Pets.com khéi dong bang mot ké
hoach marketing quyét liét va muc tiéu phai nhanh chéng 16n manh. Day ciing la
muc tiéu chinh cuia rat nhiéu cong ty tryc tuyén lic bdy gio, vi véi ho, quy mo
chinh la m6 hinh kinh doanh. Chwa day hai nam sau do, vao ngay 9 thang 2 nam
2000, Pets.com dwa c6 phiéu cong ty 1én san, khong lau sau khi doan quang cao &
Super Bowl 1én séng. Dot IPO nay huy dong dwgc 82,5 triéu do la, va co6 phiéu
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ctia cong ty bat dau dugc giao dich trén NASDAQ & mic 11 d6 la mét c6 phan
v0i tén giao dich la IPETs.

Bat chdp mitc d6 n6i nhw con cta linh vat bit tat, Pets. com van vap phai
mot van dé: Mo hinh kinh doanh cua n6 da that bai. M6t gia dinh dugc céac
chuyén gia dau tw mao hiém hang dau — nhitng ngudi da dau tw vao Pets.com va
nhitng cong ty twong tw, chia sé, 1a néu céng ty du 16n dé phat trién nhanh thi né
sé c6 thé tao ra lgi nhuan. Ké di dau co tat ca lgi thé, hodc it nhat ly thuyét la vay.
Chién lwgc nay rat thinh hanh khi y twéng “hiéu (tng mang” (network effect) duwgc
phat hién r6i trd nén phd bién nhd mdt bai nghién cttu hoc thuat cia W. Brian
Arthur, xuat ban nam 1994 (nhwng vé sau y twdng nay lai tré nén mo ho, khong
0 rang). Quan diém ctia Arthur vé hiéu (tng mang dé xuat rang, bat cit cong ty
nao 1én manh dau tién cting luon luén gianh chién thang.

Nhwng cac con s6 khong ding vGi Pets.com. Thit nhat, lic dé thi truong
nhitng ngwdi mudn mua cac san pham cho thd cung qua mang nhé hon so véi
wdc tinh cta cong ty. Pets. com da dau tw mot nha kho 16n dé lwu trit sén pham,
c6 nghia la chi phi c6 dinh cao. Té hon, Pets.com phai ban gia thap dé canh tranh
v6i cac cita hang khac, mac du mat hang thyc pham cho thi cung tai nhiéu cira
hang trong s6 nay ciing chi cho lgi nhudn cwc ky thap. Két qua la, cong ty bi 10
trén hau nhv moi don hang. Sy két hgp gitta chi phi cao va 1gi nhuan thap hoan
toan khong bén vitng chiit nao. Cong ty va cac nha dau tw khong mat nhiéu thoi
gian dé nhan ra diéu do.

Vao ngay 6 thang 11 nam 2000, Pets.com tuyén bé pha san — chi 9 thang sau
dot IPO. Trong vong chuwa dén 2 nam, cong ty da dot hét 300 triéu d6 la von dau
tw. Ngay hom do, c6 phiéu cua cong ty giam tir mitc khai dau la 11 do la/c6 phan
xuong con 0,19 d6 la. Gig day, n6 vinh vién nam trong danh sach “Nhitng qua
bom dau tw 16n nhat lich si.”

Tuy nhién, trong lic Pets.com phdai ganh chiu bi kich phat Ién sau mot dém
roi lui tan trong chdp mat thi c6 mot céng ty dang bat dau véi mot cau chuyén rat
khac. Ngay 1é Lao dong nam 1995 vao cudi tuan, mot 1ap trinh vién may tinh da
ng6i xudng viét ma cho trang web ctia minh. N6 c6 tén la Auction Web, dugc
thiét ké dé trd thanh mot san giao dich dién t, noi moi nguwdi cé thé mua va ban
bat ¢t thit gi qua Internet. Cha dé cia n6 mudn tao nén mét “thi treong hoan
hdo” ma bat ct ai cling c6 thé st dung dwoc.
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Hién nhién, nguwdi khac cling muén diéu do. Rat nhiéu nguwoi. Cong ty phat
trién nhanh chéng. Nam 1996, Auction Web chu tri 250.000 cudc dau gia. Chi
tinh riéng thang 1 nam 1997, con s6 nay da la 2 triéu. Doanh thu cta né tang
1.200% trong nam dau tién, tir 350.000 do la 1én 4,3 triéu do la. Thang 9 nam do,
cong ty doi tén trang web thanh eBay.

Khong lau sau do, ngudi sang 1ap cda trang web la Pierre Omidyar quyét
dinh ring da dén lic tim mot CEO. Ong thué Meg Whitman vao thang 3 nam
1998. Sau thang sau, ngay 21 thang 9, Whitman dwa cong ty c¢6 phan hoa ra cong
ching. Gia khai diém cta c6 phiéu la 18 do la/c6 phan roi tang 1én 53,50 do la
ngay trong ngay dau tién. Chi qua mot dém, Omidyar trd thanh ty phu.

LUQC SU VE CAC MO HIiNH KINH DOANH

DPo6i vdi nhiéu ngudi, Pets.com la mot vi du kinh dién cta viéc hanh dong
thai qua trong ky nguyén dot-com. Va hg khong sai. Cong ty da chi nhiéu triéu do
la cho marketing ma khong hé c6 mot moé hinh kinh doanh bén vitng hay mot thi
trwong muc tiéu xac dang. Vi lic dé, nhiéu nha dau tw khéng chac chan lam vé
cach dinh gia cac cong ty Internet nén nhiéu start-up da dwgc dinh gia qua cao va
dau tw qua 16n ma veé sau nhin lai, ngwoi ta thdy rang nhitng con s6 dy that nuc
CUoi.

Phan 16n nhitng cong ty that bai nay déu pham phai sai lam giong nhau.
Ciing nhu Pets.com, ching ap dung m6t mo hinh kinh doanh cii k§ nhung lai vo
vap ldy Internet. Thé nhung, vién twdng vé chi phi thap ciing nhw nhitng khoan
lgi nhuan ma hiéu tng mang hita hen lai khong bao gio thanh hién thuc. Tuy
nhién, trong khi nhiéu cong ty dot- com pha san, eBay van sinh 10i va song khoe.
Qua thoi gian, né phat trién thanh mot cong ty c6 mic von hoa thi treong dat hon
66 ty do la. Pay la mot trong s6 rat it nhitng cau chuyén thanh cong cta ky
nguyén dot-com. Thanh cong nay khong phdi ngau nhién ma c6. Sy khac biét
nam & mo hinh kinh doanh.

Cac cong ty nhu Pets.com da sai lam trong viéc chon m6t mo hinh kinh
doanh tuyén tinh trong ky nguyén ctia nén tang.

M6 hinh kinh doanh tuyén tinh la gi? La mo hinh da chi phdi rat nhiéu loai
hinh cong ty khac nhau ké tir Cach mang Céng nghiép, khi nhitng c6ng nghé mdi
nhu dong co hoi nwdc va xe ltta m@ dwong cho sy troi day cta hinh thite té chie
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lién két rong theo chiéu doc. Tat cd nhitng ga khong 16 ctia nén céng nghiép twr
dau thé ky 20 déu la cong ty tuyén tinh: Standard Oil, General Motors (GM), U.S.
Steel, General Electric, Walmart, Toyota, ExxonMobil,...

Moi cong ty ké trén déu san xuat mot san pham hay dich vu va ban cho mot
khach hang. Trong tat ca nhitng vi du nay, gia tri di chuyén tuyén tinh va theo
mot hwdng thong qua chudi cung tng cta cong ty, do dé duwgc goi la “cong ty
tuyén tinh” (linear business). Trong chudi cung ng, bén trai ctia cong ty la chi
phi con bén phai la doanh thu. Cac cong ty tuyén tinh tao ra gia tri dwdi hinh thic
hang héa hodc dich vu r6i ban né cho ai d6 & cu6i chudi cung tng. (Xem Hinh
1.1). Tt trwéc dén nay, cac cong ty tuyén tinh chu yéu dwogc chia thanh hai dang.

[

(ongty

Hinh 1.1. Vi du vé dong chdy cua gid tri trong m¢t cong ty tuyén tinh: Céng
ty tao ra m@t san phdm roéi ban né cho nhém B (m¢t nha phdn phéi), sau do
nguoi nday sé ban noé cho nhom A (khdach hang).

Dang thit nhat la cong ty san pham ma ban da qua quen thudc. Hay lay vi du
nhuv Lenovo trong linh viee hang dién t tiéu dung. Lenovo san xudt va ban nhitng
tht hitu hinh. N6 xay dung nhitng tai san hitu hinh, nhw nha xwéng va trung tam
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phan phoi, nham tao ra sdn pham va dwa dén tay khach hang. Trong su6t thé ky
qua, hau nhuw tit ca cac nha san xuat déu hoat dong theo mo6 hinh tuyén tinh nay.
Twong ty vGi cac nha phan phoi va ban 1é — nhitng cong ty ciing xay dung hoac
thué tai san hay cong nghé hitu hinh dé phan phéi va ban nhitng san pham hitu
hinh. Vi du nhv Walmart, Best Buy va Target.

Nhiéu cong ty phan mém ngay nay ciing c6 thé xép vao nhom nay, trong do
bao gobm hau hét cac cong ty san xuat phan mém dong vai tro nhw dich vu
(software-as-a-service — SaaS).

Madc du tao ra san pham ky thuat s6 nhing nhitng cong ty nay van hoat dong
mot cach tuyén tinh, véi dong gia tri di chuyén tir cong ty dén khach hang. Su
khac biét duy nhat la cac cong ty phan mém thu 16i ti* hinh thitc phan phoi k¥
thuat s6 c6 chi phi thap.

Dang thit hai cia mé hinh kinh doanh tuyén tinh la céng ty dich vu. Cé rat
nhiéu vi du, tr Oracle, JP Morgan cho dén Jiffy Lube. Nhitng cong ty nay thué
nhan vién dé cung cap dich vu cho khach hang. Nhin chung, cac cong ty dich vu
chia lam hai nhém. Nhom thit nhat san xuat va ban dich vu hitu hinh, nhw dich vu
stfa xe va stta 6ng nuwdéc. Nhom thit hai xay dung tai san von nhan lwc hodc tai san
vo hinh, nhw tai san tri tué, va st dung né dé ban cac dich vu chuyén biét hoa.
Nhom nay bao gom tat ca nhitng nguwoi cung cap dich vu chuyén mon, tr luat sw
thué dén c6 van dau tw ngan hang hay c6 van quan tri.

D6i vbi cong ty thudc dang thit hai, chu6i cung tng ciing tuyén tinh, bao
gom cac quy trinh 13p di 1ap lai dé tao ra gia tri. Sdn pham di tir nha san xuét &
cudi chuoi dén nha phan phéi r6i dén khach hang. Vi dy, mét hang san xuat xe
hoi nhuv GM mua linh kién tir cac nha cung ng, nhitng nha cung ng nay lai co
thé mua linh kién hodc nguyén vat liéu tho tir nha cung &ng khac. Sau d6, GM
nhan linh kién va san xuat ra thanh pham, trong truong hop nay la mot chiéc xe
hoi. Tt d6, GM béan chiéc xe cho mot dai ly, dai ly nay cudi cing méi ban n6 cho
mot khach hang. Trong chudi cung tng, dong gia tri di chuyén tuyén tinh tir nha
cung wng dén nha san xuat va cudi cung la dén tay khach hang — dich cua san
pham. O méi buéc cta chudi cung ng sé& c6 nguwdi bd sung gia tri cho san pham
hodc dich vu r6i chuyén n6 dén mat xich tiép theo ctia chudi. Dong thong tin
trong quy trinh nay ciing di chuyén tuyén tinh twong ty nhw dong gia tri, vdi viéc
thong tin dy doan tir dau quy trinh sé dwgc lwgc bé dan dan dé di dén giai doan
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san xudt cudi cung. Dong théng tin va dong gia tri tuyén tinh nay chinh la th tao
nén chudi cung ng cua mot cong ty. (Xem Hinh 1.2).

DONG SAN PHAM HUU HINH
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Hinh 1.2. Dong tuyén tinh ctia gid tri va théng tin trong mét chudi cung ttng.
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Trong sudt thé ky 20, chudi cung ng la mot trong nhitng muc quan trong
cda 1gi thé canh tranh. Mttc do hiéu qua cta chubi cung &ng c6 thé quyét dinh
thanh bai cia mét cong ty. D6 la 1y do vi sao nhiéu thanh tyu cach tan kinh doanh
vi dai caa thé ky qua déu lién quan dén viéc céi tién va nang cao hiéu qua cua
chudi cung tng.
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D4y chuyén lap rdp ctia Henry Ford la mot vi du kinh dién. Bang cach st
dung mot day chuyeén lap rap chay lién tuc, Ford da cat gidam thoi gian san xuat
binh quan cia mét chiéc xe hoi tir 12 tiéng xuéng con 90 phit. Phat minh nay c6
tac dong vo cung to 16n dén nganh céng nghiép xe hoi. N6 cho phép cac hang lan
dau tién c6 thé san xuat xe hoi s6 lwgng 16n, nhd d6 lam gidm gia ban cia mot
san pham ma trwdc kia chi gidi siéu giau méi mua ndi, duva xe hoi tiép can rong
rai véi nhitng nguoi tiéu dung binh thwong. Gan day, quy trinh tinh gon cuia
Toyota da pha v& nganh xe hoi v&i mo hinh san xuat just-in-time® va chinh sach
tap trung x6a bo tinh trang lang phi. Bang cach tao ra mot chudi cung @ng hiéu
qua hon va cé kha nang thich nghi t6t hon, Toyota c6 thé nhay vot qua mat nhitng
tén tudi dau nganh nhw Ford va GM.

Tuy nhién, sy hiéu qua caa phuong phap chuoi cung tng di kém v&i mot cai
gia phai tra. Cac cong ty tuyén tinh doi héi phai c6 nha xwéng rong, hoac dau tw
manh vao nhan lwc va hé thong kénh phan phoi phic tap dé tao ra san pham va
dwa chung ra thi truong.

CUA HANG HOAN HAO

Trong thé ky 21, chuoi cung ng khong con la nhan t6 tap hgp gia tri cta
cong ty nita. Ngay nay, cac mang lw6i két noi cong ty va ca nhan, cho phép ho ty
trao doi gia tri v4i nhau. Pay la ban chat ctia cach thitc hoat dong ctia cac mo
hinh kinh doanh nén téng.

Cong ty tuyén tinh tap trung vao viéc tao ra gia tri tir bén trong va ban gia tri
d6 cho khach hang & cu6i chuoi cung (ng. Dong gia tri di ti trdi sang phai, tw
nha sdn xudt xudng khach hang (nhw Hinh 1.2). B6i vGi cong ty tuyén tinh,
nhitng nguon lyc ma né sé hitu va kiém soat noi bo chinh la tai san dang gia nhat.
Nhung sy trao doi gia tri trong mot mang lwdi lai ¢6 tinh da hwéng — no6 di
chuyén sang cd trdi lan phdi. (Xem Hinh 1.3). Két qua la, cac cong ty nén tang
van hanh rat khac biét so vdi nhitng cong ty hoat dong dwa trén chuoi cung tng
truyén thong.
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Hinh 1.3. M6 hinh kinh doanh nén tdng.
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Gio day, mang lwdi la nhan t6 tap hgp gia tri méi cua doanh nghiép. Ching
ta sé tim hiéu van dé nay chi tiét hon trong Chwong 2, nhwng khi thé gidi dugc
két ndi sau rong hon, mot cong ty s@ hitu nhitng gi khong quan trong bang viéc
n6 két ndi vGi nhitng nguoén lyc nao. Nhitng cong ty cé gia tri cao nhat hién nay
la nhitng cong ty c6 thé xay dung va diéu phdi cac mang luwdi rong khap, chi
khong phai nhitng cong ty c6 thé quy tu va tap trung héa nhiéu nguoén lyc tai mot
noi. Trong mo hinh cii, quy mo6 la két qua cta viéc dau tw va phat trién cac nguon
lyc ndi b ctia mét cong ty. Nhung trong thé gidi dugc két nodi, quy mo dén tw
viéc nuodi dwong mot mang lwdi bén ngoai bao trum lén ca cong ty cta ban.

Sv kién bong béng dot-com™ bi v& la mot “khda hoc cap téc” vé su khac
biét nay. Moi ngudi dinh ninh rang Internet sé gitp cho viéc trao doi véi khach
hang trd nén ré hon va dé dang hon. Nhung néu cong ty khong nhanh chéng nam
bat dwgc sy thay doi 1é6n hon nhw da néi & trén, gidc mo do sé khong bao gio
thanh hién thyc. Nhitng cong ty nhu vay sé 16n nhanh nhung sup d6 con nhanh
hon nita. Pon gian la cdc mo hinh cli khong thé ho trg cho quy m6 ma doanh
nghiép cé thé dat téi nho Internet. Khong giong nhw Pets.com, eBay khong c6 bat
ct nha kho dat tién nao, chi phi van chuyén cta ho ciing khong cao, vi eBay
khong ban san pham tr mot nguon tap trung. Omidyar muon xay dwng mot loai
hinh kinh doanh khéac biét. “T6i mudn lam gi dé khac di,” ong néi. “Pé trao cho
tirng ca nhan thit sttc manh dé vira 1a nha san xuat, vira l1a nguwoi tiéu dung.” Thay
vi tv minh s@ hitu hang héa, eBay két ndi ca nhan nay véi ca nhan khac dé tat ca
moi ngwoi déu c6 thé mua hodc ban cho bat ¢ ai. Thay vi lwu trit hang hoa va
xdy dung nguon luc, eBay cung cap ha tang k¥ thuat s6 dé san giao dich nay ton
tai va gitp xdy dung cad mot cong dong xung quanh né. Y twdng & day 1a kién tao
mot “thi trrong hoan hao.” Cong ty sé kiém tién bang cach thu tir ngudi ban mot
khoan phi twgng trung.

Gio day, cac nén tang da c6 biéu twgng riéng. Trong Hinh 1.3, hai chi¥ L
khép vao nhau thé hién mang lwdi cia mét nén tang. Sy két noi gitta nguwoi tiéu
dung va nha san xuat la thit tao nén dwong vién quanh nén tadng & trung tam.
Ciing giong nhw mot nén tang, khoang trang bén trong dwgc xac dinh bdi mang
lwGi bao quanh n6. Khéng c6 ngudi tieu dung va nha san xuat, nén tang & trung
tam sé khong ton tai.
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Ban sé thay biéu twgng nay xuyén suét cudn sach, ¢ tat cd nhitng doan
nghién citu chuyén sau vé mot cong ty nén tang cu thé nao dé. Chung toi sé s
dung né dé gidi thiéu vé nén tang, chi cho ban thay ngwoi tiéu dung va nha san
xudt cia no la ai nham gitip ban hinh dung r6 hon vé boi canh cong ty dang duwgc
thao luan. Nhv trong vi du nay, chit L bén trai ludon ludn dai dién cho ngudi tiéu
dung ctia nén tang, trong khi chi* L. bén phai dai dién cho nha san xuat, chinh
gitta la nén tdang. Mdc du mot sO nén tang co6 nhiéu loai giao dich nhung ching t6i
sé chi thé hién giao dich nguyén thiy c6t 16i ctia nén tang (ban sé nhanh chéng
nam bat dwgc khai niém nay ¢ phan sau cta cudn sach).

Lic bay gio, phan dong moi nguwoi khong “hiéu” eBay. Mot chg trdi trén
mang ban may th linh tinh ky quai thi cé gi to tat? Tham chi, nguwoi ta khong
hiéu eBay dang lam cai gi, vi n6 con khong thuc sy s@ hitu cai gi trit mot trang
web? Nhung cdi su la thwong do chinh la diém c6t 16i cta toan bd van dé. Néi
nhu Jeffrey Skoll, ciyu Chu tich kiém nhan vién dau tién ctia cong ty, eBay
“khong chi don gidn la mot trang web, n6 16n hon thé rat nhiéu.” San giao dich
ma no tao ra dem lai 1gi ich cho ca nguwoi mua lan nguwoi ban. Lan dau tién trong
lich sw, bat ctt ai cling c6 thé mua nhitng mén hang doc nhat vo nhi, hiém cé khé
tim t khap noi trén thé gigi, dong thdi c6 thé tiép can kho thong tin rong 16n
chwa tirng thay vé ching. Mot trong nhitng su kién dau tién khién eBay trd nén
noi tiéng la mot choi Beanie Babies™, tuy nhién nhithg mén do choi swu tam nay
xudt hién rat khiém ton trén eBay. Tai dinh diém cua con s6t, Beanie Barbies van
chi chiém 6% trong téng s6 mén hang duwgc rao ban ctia eBay. Danh séch cac san
pham noi bat khac gom c6 nhitng thi¢ lién quan dén mady tinh, d6 c6, dong xu,
tem, thé bong chay va tat tan tat nhitng mén do swu tam.

DPdi v6i nguoi ban, eBay la mot mé vang. N6 cho phép ho tiép can khach
hang t* mgi ngd ngach trén hanh tinh nay. Nhitng doanh nghiép tirng bi giGi han
vé mat dia ly va dia gigi hanh chinh bong nhién c6 thé phan phoi toan cau vdi chi
phi gan nhw bang 0. M6t tay buén do c6 & Nebraska c6 thé tim thdy mot ngudi
mua & New York hay tham chi London. Ban c6 thé ban cho khach hang & bat c
noi nao ma hang caa ban c6 thé téi duge. Omiydar biét rang y twdng ctia minh da
thanh céng khi 6ng ban dwgc mot chiéc bt laser da hong véi gia 14 do la. Ong
theo doi ngwoi mua dé dam bado rang ngwoi nay biét minh sé nhan dwgc cai gi.
Héa ra anh ta 1a mot tay chuyén swu tam buit laser hong. Nhw chuyén muc tranh
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biém hoa ndi tiéng trén t0 New Yorker lic bdy gid da viét, “Trén Internet, khong
ai biét anh la m6t con ch6.” Chuyén ban song ¢ dau hay trong ban nhu thé nao
khong quan trong; quan trong la ban c6 cai gi dé ban va ai d6 san sang mua no.
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eBay - nén tdng san giao dich sdn pham
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MGt s6 nguwdi budn ban theo kiéu truyén thong gdap khé khan vi ngay cang
kho kiém 10i 1ai dwa vao chénh léch gia tir viéc mua hang héa ¢ nwéc nay roéi ban
& nuwdc khac nhv tir triede dén nay ho van lam. Nhung vo so ngudi khac lai thanh
cong trong viéc bién s@ thich hay nghé tay trai thanh nguén thu nhap chinh. Theo
cong ty, hang triéu nguoi trén khap thé gigi da va dang kiém soéng trén eBay.
Theo cac nha kinh té hoc, day la mot két qua tich cuwc vé mat xa hoi. eBay trd
thanh mot kiéu thi treong chitng khoan cho hang héa thong thwong. Bang viéc
dich chuyén mot cach hiéu qua hang héa tir nguwdi ban t6i ngudi dinh gia cao nhat
cho mén hang do, eBay dem lai gia tri khong 16 cho tit cd nguwdi dung ctia minh.
Nhitng moén d6 twdng chirng nhw sé bi vitt x6 gio day cé co hdi dén tay ding
nguoi tran trong no. eBay da thyc sy tré thanh “ctra hang hoan hdo” nhu y dinh
ban dau ctia Omiydar.

biéu an twgng nhat 1a eBay sinh 16i ngay ti nhitng thang dau tién cho dén
khi n6 TPO thanh cong vao nam 1998, vGi 1gi nhuan gop dat hon 80%. Tat ca
nhitng con s6 nay gan nhuv la chwa tirng c6 trong giai doan that lwng budc bung
cta ky nguyén dot-com, chinh vi thé ma eBay b6 xa cac do6i thu kinh doanh
thwong mai tric tuyén nhu Pets.com. N6 da khai thac tiém nang ctia Internet hiéu
qua hon bat cit cong ty nao khac lic bay gio.

Tat nhién, eBay la m&t nén tang. Nén tdng chinh la “sgi chi d6” xuyén suot
hau hét moi thanh céng vi dai nhat trén Internet trong ky nguyén dot-com, bao
gom Amazon, Angie’s List, Monster.com, Microsoft, Shutterfly va Yahoo. Trong
nhitng nam ti€p theo, thyc té rang nén tang chinh la mo6 hinh kinh doanh t6i
thwong cta Internet con dugc chitng minh ro rang hon nita.

NEN TANG: PINH NGHIA VA Vi DU

KEé tir s troi day “choi 1oa” cta eBay, sttc anh hwdng va nhitng tac dong vé
mat kinh té cta cac nén tang ngay mot gia tang. Thanh cong cia eBay khong phai
la an may. N6 la dv bao cho mot lan séng cach tan va thay déi dang ap dén vdi
nén kinh té.

Vay chinh x4c thi nén tang la gi? Mot nén tang la mot mo hinh kinh doanh
tao diéu kién cho qua trinh trao doi gia tri gitta hai hay nhiéu nhém nguoi dung,
mot ngwoi tiéu thu va mot nha san xuat (xem Hinh 1.3). D€ nhitng trao doi nay
xdy ra, nén tang can khai thac va tao ra nhitng mang lwéi ngudi dung va nguon
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lyc rong khap, cé kha nang phat trién vé mat quy mo, dugc tiép can tuy theo nhu
cau. Nén tang hinh thanh cac cdng dong va thi trvong cho phép ngudi dung
twong tac va giao dich.

Danh sach cac nén tang da dai ra rat nhiéu trong nhitng nam gan day nho
nang lyc xi ly va kha nang truy cap Internet ngay cang rong mé. Mai cong ty déu
c6 thé két noéi nha sdn xuat va ngudi tiéu dung vdi nhau, cho phép ho trao doi gia
tri. Vi du nhw cach Uber dang lam cho cac tai xé taxi, Airbnb lam cho chu can ho,
Apple lam cho &ng dung, va YouTube lam cho cac video. Khong mot cong ty nao
trong s6 nay la cong ty tuyén tinh truyén thong. Tat ca déu la nén tang.

Ciing giong eBay, nhitng cong ty nay khong true tiép tao ra va quan ly hang
ton kho thong qua mét chudi cung &ng nhu cac cong ty tuyén tinh van lam. Noi
dé hiéu thi cac nén tang khong c6 phuwong tién san xuat — thay vao dé, chung tao
ra phuwong tién két noi.
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Hinh 1.4. Cdc céng ty nén tdng va gid tri cta chting trong thdng 1 ndm
2016.

Tinh dén nay, hai nén tdng thanh cong nhat 1a Google va Apple, nhitng cong
ty dang chiém thi phan 16n nhat trong thi treong thiét bi di dong ma ching ta da
thao luan trong phan m& dau. Nhung Google va Apple chi la phan dinh cua tang
bang. S6 lwgng nén tang ngy tri nén kinh té dang gia tang nhanh chéng. Nam
2015, 3 cai tén ditng dau danh sach nhitng thuwong hiéu cé gia tri cao nhat do
Forbe cong bd déu la cong ty nén tang, twong ty v4i 11 trong so6 20 céng ty top
dau. Trung tdm cta cudc bung nod truyén thong xa hoi déu la cac nén tang:
Facebook, Twitter va LinkedIn. Trén thuwc té, hién nay, da s6 nhitng dot IPO va
mua lai 16n nhat, cling nhw hau hét cac start-up thanh céng nhat, déu la nén tang.
Danh sach nay bao gom: Apple, Google, Microsoft, Facebook, Twitter, Amazon,
eBay, Instagram, YouTube, Twitch, Snapchat, WhatsApp, Waze, Uber, Lyft,
Handy, Airbnb, Pinterest, Square, Social Finance, Kickstarter,... (Hinh 1.4 la vi
du veé cdac start-up nén tang va gia tri ctia ching dwoc cap nhat vao thang 1 nam
2016.) Sv phét trién cta nén tang khong chi giéi han @ My; cac cong ty nén tang
nhw Alibaba, Tencent, Baidu va Rakuten da thong tri Trung Quéc va phan 16n
chau A.

Tuy nhién, 10 nam nita ké tiv bay gid, khong phai tat cd nhitng cong ty ké
trén déu sé song sét. Sau dd v& cua bong bong dot-com, ngay cd mét s6 tru cot
ctia nén kinh té hién dai, nhw Amazon, cling gan nhu sup d6. Quy mod va kha
nang ton tai ctia co hoi nay déi véi bat ky cong ty nao néi trén phu thude vao rat
nhiéu yéu to, trong dé cé tinh trang cua nganh ma n6 hoat dong va toc do phat
trién cong nghé cua khu vic ma n6 tham gia. Nhung khi nhitng cong ty nay that
bai, thi 1y do chu yéu sé la viéc chiing da bi thay thé béi nhitng nén tang méi hon
va hiéu qua hon. Piéu nay da dién ra trong nhiéu nam qua. Khi Apple trg thanh
cong ty c6 gia tri cao nhat & My, hdy doan xem cong ty nao bi phé truat? Do la
Microsoft, nén tang Windows ctia n6 da bi iOS cua Apple “hat cang” khi hau boi
Internet di dong vugt mat tién boi may tinh dé ban.

Béng phan vai sé thay doi khi cong nghé phat trién, luoén ludn la vay. Nhung
nén tang thi sé & lai mai mai.

Vi sao u? Vi cac mo hinh kinh doanh nén tang cho phép céng ty mé rong &
mot mirc do chwa tirng ¢6 trong lich st loai nguwdi. Khi mot cong ty tuyén tinh cé
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thém mot khach hang mdi, né chi tang thém ding m6t méi quan hé mdi — mot
ngwoi mua san pham hodc dich vu. Khi mét nén tang c6 thém mot ngudi dung
m&i, nguwdi dé khong chi tang thém mot moi quan hé riéng 1é, ma la mot moi
quan hé tiém nang vdi tat ca nhitng ngwoi dung cia nén tang dé. Noi cach khac,
nén tang 16n manh theo cap s6 mii cia mang lwdi moéi quan hé chit khong chi la
chiéu dai cda danh sach khach hang. Nén tdng la mo hinh kinh doanh dau tw sinh
16i cao hon va quy mé 16n hon rat nhiéu, thay thé mo hinh tuyén tinh cii ky.

KHONG CHI LA CONG CU

Pé cho 16 thi ching t6i xin nhac lai: khi dung tr “nén tang” (platform),
ching t6i dang n6i dén mot mo hinh kinh doanh. Thuat nglt “mé hinh kinh
doanh” & day duwgc hinh dung va hiéu theo cach mot céng ty tao ra gia tri cho
khach hang va cach dong tién sau d6 di chuyén nguwgc vé cong ty. N6 ciing bao
gom cau tric chi phi va cac hoat dong chinh ciia mot cong ty, cling nhw noi ma
mot cong ty can cac cong ty hay doéi tac khac dé trién khai cac hoat dong kinh
doanh ctia minh. Khi néi dén cac mo hinh kinh doanh nén tang trong cudn sach
nay, ching t6i muén néi dén: mot mo ta tong quat vé cach mot cong ty tao ra,
chuyén giao va thu nap gia tri, chit khéng chi don thuan la mot san pham cong
ngheé.

Tuy nhién, diéu dé khién ban boi r6i la , gan day “nén tang” xuat hién nhan
nhan khap noi trong thé gidi cong nghé. Hau nhu start-up nao ciing tuyén bo rang
n6 dang xay dung mot nén tang. Giong nhw mot kiéu chién thuat dé goi von hodc
gay chu y, c6 vé nhu manh khée nay da dat dugc nhitng thanh cong nhat dinh.
Thé nhung, rat it cong ty trong so nay thuc sy hiéu mé hinh ma ho dang co bat
chudce.

Vi du, v6 s6 cong ty moc 1én va tuyén bé minh 1a “Uber cho X” méi. Y ho
don gian chi la nhan mot san pham hodc dich vu va giao “theo yéu cau.” (Pinh
nghia ctia cum “theo yéu cau” ciling kha lap liém — rat it cong ty “theo yéu cau”
cung cap dich vu chi trong vai phit nhw cach Uber dang lam.) Cé thé nhitng cong
ty nay thyc sy dinh dap tng “theo yéu cau,” nhung vi khong c6 mo6 hinh kinh
doanh co ban nén ho sé khong thé phat trién nhanh chéng hodc thanh cong nhw
Uber. Trén thyc t€, ho dang di vao vét xe do cda nhitng bong béng dot-com nhw

https://thuviensach.vn



Pets.com, do la tw dong khung minh trong cac cau tric chi phi va phwong phap
dat nang vé nguon lyc cia mo hinh kinh doanh tuyén tinh.

Khong cé gi dang ngac nhién, khi gan nhw khong mot cong ty nao trong s6
nhitng ké bat chudc Uber di dugc qua xa. Va tit cd nhitng cong ty ndi 1én tir nén
kinh té theo yéu cau - khong chi cé6 Uber va Airbnb, ma con c¢6 rat nhiéu cai tén
khac cling phat trién nhanh khéng kém nhuw Instacart va Handy — déu la nén tang.

Trong da so6 trwong hgp con lai, cac cong ty st dung thuat nglt “nén tang”
mot cach khong chinh xac, dé chi mot san pham cong nghé chit khong phai mot
mo hinh kinh doanh. Dwéi day la mot s6 vi du:

« Nén tang may tinh: Hé thong mdy tinh co s& lam nén tang cho céac
chuong trinh tng dung van hanh (vi du: Symbian)

« Cac nén tang san pham: Thiét ké, cong thitc chung hodc san pham linh
hoat lam nén tang dé xay dyng mot danh muc hay mot dong san pham (vi du: mot
khung gam xe hoi duwgce st dung cho nhiéu mau xe khac nhau)

« Nén tang cong nghiép: Cac san pham, dich vu hodc céng nghé lam nén
tang dé xay dyng cac san pham, dich vu hay cong nghé bé sung (vi du: Intel)

« Nén tang c6 chitc nang nhu dich vu: Danh muc cac dich vu mdy tinh
dam may cung cdp nén tang va giai phap may tinh, tap hop lai thanh mot dich vu
trie tuyén (vi du: Amazon Web Services)

MOoi vi du trén déu dé cap dén “nén tdng” nhi mot san pham hay cong nghé
co s& cho phép xady dung cac thanh phan mo-dun trén d6. Cac mo hinh kinh
doanh nén tang thwong st dung kiéu bién tdu mo6-dun nay, day la 1y do vi sao
thuat ngi* nay hay bi nham lan.

Cudi cung, c6 1é thuat ngit “nén tdang” dwgc st dung sai nhiéu nhat la khi
nguwoi ta dung né dé mo td mot bd san pham phan mém tich hgp. Hién twgng nay
dac biét pho bién trong cac cong ty SaaS von rat thich tuyén b6 rang minh cé mot
“nén tdng” hoan chinh cho X. Trong nhitng treong hgp nay, tit “nén tang” thuc ra
chi c6 tac dung nhw mot thuat ngit trong marketing ma thoi. Ciing giong nhw tat
ca cac vi du néu trén, nhitng cong ty SaaS nay van chi la cong ty tuyén tinh.
Chung 1a san pham, khéng phai mang lwdi, vay nén chiing khong c6 dwgc cau
tric chi phi cling nhw nhitng yéu t6 kinh té co s& da dem lai thanh cong ryc rd
cho mo hinh kinh doanh nén tang ngay nay. Ching ta sé tim hiéu sau hon vé sy
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khac biét nay trong chwong 3, con bay gio, ban chi can nhd: nén tdng # céng
nghé.

MA NGUON MO, KHONG CON GAY NHUC NHOI

Linus Torvalds la mot anh hung nghién mdy tinh. Néu quan tam dén céng
nghé thi han ban da nghe no6i dén 6ng. Ngay ca khi ban chua tirng nghe néi dén
ong thi cudc song hang ngay cua ban gan nhw chac chan ciing chiu anh hwéng tir
nhitng cong trinh ctia 6ng. Torvalds ndi tiéng nhat vdi vai tro 1a “cha dé” cta
Linux, hé diéu hanh nguén mé dang thong tri cAic may chu va siéu may tinh hién
nay, st Iwva chon cua moi thtt, tir dién toan dam may va siéu may tinh Watson cua
IBM cho dén San giao dich C6 phiéu New York va tivi nha ban. Tham chi, hé
diéu hanh Android cia Google cling dugc m6 phong tit mot phan cia Linux.

Phat minh cta Torvalds déng gép nhiéu chuc ty do la cho nén kinh té.
Nhwng 6ng cho di ma khong hé doi lai gi. Linux vita mién phi vira dugc thoai
mai st dung. Ban c6 thé st dung né ma khong phai trd mot xu nao (chinh vi vay
nén no6 rat pho bién doi véi nhitng cong ty 16n, van hanh nhiéu may cha nhw IBM
va Google), ban con cé thé thay doi va tai phan phoi no tuy y. Nhiéu cong ty khac
da lam giau bang cach xay dwng cac “ban phan phoi” Linux - vé ban chat, day la
cac phién ban nang cap cda Linux véi nhiéu tinh nang bé sung. Red Hat, mét
cong ty c6 mitc von hoa thi truong dat hon 14,5 ty do la tinh dén thang 1 nam
2016, da xay dung co do bang cach ban ban phan phoi Linux va cac dich vu lién
quan. Phan 16n cac cong ty nén tang 16n ngay nay déu st dung Linux trong hé
thong cong nghé ctia minh. Facebook 1a mot vi du dién hinh — cac may chu front-
end ban dau ctia n6 dwgc xay dung bang cdu hinh LAMP, trong do6 chir L viét tat
cta Linux. Vi vay, mdc du cé thé Linux khong tryc tiép tao ra tién nhung n6 van
vo cung quan trong. Tuy nhién, Linux khong phdi la dong gop to 16n duy nhat
cta Torvalds cho cong dong phat trién phan mém.

Quay lai nhitng ngay dau cua Linux vao cu6i thap ky 90, Torvalds da phai
kho khan lam méi két hgp dwoc tat ca nhitng déong gép ctia cong dong ma nguon
md& vao hé diéu hanh. Trong linh vic phat trién phan mém, quy trinh quan ly tat
ca nhitng déng gop khac nhau nay va tim ra cach két hgp ching lai thanh mot hé
thong dugc goi la “quan ly phién ban” (version control). Lic bay gio, hau hét cac
hé théng quéan ly phién ban déu hoat dong nhw mot kho trung tdm (central
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repository) lvu trit toan bo ma va tép tin cia mot dy an. Khi mot 1ap trinh vién
tao ra thay doi tic la anh ta dang truc ti€p thay doi ma trong kho trung tam cta hé
thong.

Loai hé thong quan ly phién ban nay dat Torvalds vao vi tri ngwoi gac cong
dau ndo cda Linux. Néu ai d6 stra mot 16i nao dé, ho sé phai giti email cho 6ng dé
thdng bao sy thay doi nay va hy vong la 6ng sé doc n6. Khoi phai néi, vi Linux
ngay cang phd bién va cdng dong phat trién cia n6 ngay mot mdé rong nén day
khong phai 1a mot cach tuyét voi dé quan ly du an. Co6 rat nhiéu dong ma an chita
tiém nang cai tién khong bao gio dugc thuc trién khai. Vi vdy, nam 2005,
Torvalds da lam chinh xac viéc ma ban ky vong mot ngwoi ditng dau cong dong
phét trién ma nguon mé nén lam: Ong phaét trién mot phan phém ma ngudn maé dé
gidi quyét van dé cua minh, c6 tén goi la Git. (N6 dugc dat theo tir 16ng cua
ngwoi Anh, c6 nghia la “mot ké kho chiu.”) N6 tao nén mot hé thong quan ly
phién ban mang tinh phan quyén cao hon, gian lwgc dang ké quy trinh tao va dé
trinh thay doi doi véi Linux.

St dung Git, ban c6 thé tai vé va chinh sita phién ban Linux cuda riéng minh
hodc bat ky dv an c6 san nao khac, sau d6 gui nhitng thay doi d6 dén cha s@ hitu
dy an hodc bat ky ai khac chi bang mot mit bam. Git cho phép cac nha quan ly dv
an dé dang quan ly moi si dong gép hoac thay déi méi nao doi véi mot kho trung
tam ma khong phai lo lang vé viéc viét de 1én dv an.

Hé thong nay khién cho viéc quan ly mot dw an ma nguén mé 16n nhw Linux
tré nén dé dang hon rat nhiéu. Nhung dé chwa phai la 1gi ich duy nhét cta né. Git
ctling cho phép ban dé dang tao ra thi¢ goi la fork (ban sao) cua Linux, vé ban chat
la mot phién ban riéng biét dua trén ma cta chwong trinh goc. St dung Git, ban
c6 thé dé dang tao ra va duy tri phién ban Linux cuda riéng ban, day chinh xac la
viéc ma Red Hat va nhiéu cong ty khac da lam. Ban ciling c6 thé st dung Git dé
theo d6i nhitng thay doi trong bat ky loai du &n phan mém nao. Lgi ich nay khién
Git tré nén vo cung hitu dung doi vGi cac cong ty dang quan ly nhiéu dw an phan
mém lén hodc doi vGi cac nha phat trién dang lam viéc vGi nhau tir xa.

Tuy nhién, Git cling c6 mdt van dé: No rat phién toai khi stt dung. N6 1a mot
cong cu dong 1énh (command-line tool) (vi du MS-DQOS), yéu cau ban phai biét
hang loat nhitng cdu lénh phitc tap. B6i véi mot s6 1ap trinh vién, c6 thé day
khong phai la tré ngai 16n, nhung né han ché tinh kha dung va sy hap dan cta
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chwong trinh, dac biét 1a véi mot thé hé 16n 1én cung giao dién do hoa (graphical
user interface — GUI). Thém vao do, trong khi ban chat phan phoi cia Git (khong
c6 may chu trung tam) cho phép ban dé dang dung né dé thao tac trén du 4n riéng
cta minh, thi van khong dé gi dé tim ra dy an ma c6 thé ban mudn chinh stta. D6
la 1y do vi sao dén tan nam 2007, phan dong nhitng nguwdi bén ngoai cong dong
Linux van khong biét dén Git.

Hay thtt vao GitHub. N6 la Facebook cua dan ghién mdy tinh, la Wikipedia
cua gidi lap trinh vién, la Twitter cia cac coder, tuy vao viéc ban dang hoi ai.
Trong thuc té, GitHub c6 moi thit mét chit: no la sy két hgp gitta mot nén tang
két n6i mang xa hoi danh cho céac lap trinh vién va mot nén tang noi dung kiéu
Wiki cho phép ban chinh sira cac tép tin va xem ai dang thay doi cai gi. Bat ct ai
cling c6 thé binh luan vé doan ma ctia ban hodc thém that vao n6 va cai tién no.
Ban c6 thé theo déi m6t doan ma cu thé dang duwgc lwu trit trong “kho,” va nhan
thong bao khi c6 bat cit thay doi nao dwogc thye hién, giéng hét cach ban theo doi
ai do tren Twitter va nhan dugc thong bao khi ho dang bai.
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GitHub ciing khién Git dé st dung hon bang cach thém mét GUI, day la
cach ma hau hét moi nguwdi van quen dung dé twong tac vdi mot cai may tinh
(thong qua cac khoan muc dwgce thé hién bang dé hoa nhu ctra s6, biéu twgng va
thanh menu). GitHub ciing b6 sung nhiéu tién ich, nhw tin nhan va céc tinh nang
xa hoi khac, khién viéc diéu phéi va duy tri dy an ti* xa tré@ nén dé dang. Nhw
Tom Preston—Warner, dong sang lap kiém cyu CEO cua GitHub noéi, Git gitp
viéc cong tac v6i nhau tré nén kha thi, nhung khéng khién noé tré nén dé dang.
Quy trinh nay da dugc don gian hoa dang ké nho GitHub. Slogan dau tién cta
cong ty la “Luu trit Git: Khong con la cai nhot trén mong.”

Mac nhién, cac dy an trén GitHub dwgc cong khai, c6 nghia la bat ¢ ai
cling c6 thé xem nhitng doan ma cta ban va sao chép ching. Nhitng cong ty
khong 16 dang lwu trit kho GitHub céng cong 16n bao gom Google, Facebook,
Twitter va Microsoft. Applico cling c6 mot s6 dy 4n mad nguén md trén trang
GitHub ctia minh. GitHub da tré thanh noi lwu trit va tim kiém ma nguén mé ma
ai cling biét. Nhung ban cling c6 thé tra tién dé tao ra nhitng kho ma tw nhan véi
quyeén truy cap gidi han. Mitc phi dao dong manh ttr vai do la/thang do6i vdi nha
phat trién ca nhan, cho dén may tram nghin do la/ nam doi véi cac cong ty khong
16 dang quén ly nhiéu dy an 16n, phitc tap. C6 nhitng cong ty 16n cling st dung
kho tw nhan cia GitHub dé quan ly vai dy an ndi bd cta ho.

Hién nay, cac dv an trén GitHub dwoc viét bang gan nhw tit cA moi ngén
nglt 1ap trinh hién cé. Réat nhiéu dy an khong thudoc phan mém ciing st dung
GitHub, trong d6 c6 sach bao, dé quan ly du an hgp tac. Mot cudn sach cé twa la
ProGit néi vé Git da dwgc dich ra vai thit ngon ngit trén GitHub. Ngoai ra, con cé
mot kho lvu trit day da bo luat cia Phéap ti thoi Napoleon cho dén nay. Néu luat
ctia Phép thay doi, ban c6 thé theo doi nhitng sita déi dé trén GitHub.

NEN TANG VA NHUNG CHI PHI GAY NHUC NHOI
Nam 2012, GitHub huy dong dwoc 100 triéu do la tién tai trg tir cong ty dau
to mao hiém Andreessen Horowitz — khoan dau tw 16n nhat trong lich sit ma cong
ty nay tung bo ra. Ba nam sau, v6i mitc gia tri dat 2 ty do la, GitHub huy dong
thém 250 triéu do la nita. Hién nay, GitHub c6 khoang 9 triéu nguoi dung dang
ky, moi thang c6 thém khoang 20 triéu ngwoi dung khong dang ky ghé tham.
Diéu gi khién GitHub gia tri va hap dan doi v6i ngwoi dung dén nhw vay?
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Tredc hét, nhe chiing t6i dd mo td, nén tang cho phép cac nha phét trién
quan ly du 4n phan mém dé dang hon. Va néu ban dang tim kiém nhitng dy an
khac, GitHub sé giup ban dé dang tim thay ching. N6i theo ngon ngit kinh té,
GitHub giam dang ké chi phi giao dich khi moi nguwdi hop tac thye hién cac dw an
phan mém. Thuéat ngit “chi phi giao dich” (transaction cost), do nha kinh té hoc
Ronald Coase nghi ra, dung dé chi bat ky khoan chi phi nao phat sinh trong qua
trinh thyc hién mot sy trao doi. Mot thuat ngit twong dwong la “chi phi hgp tac”
(coordination cost). Vé ban chat, mot khodn chi phi giao dich hay hgp tac chinh
la chi phi cta viéc tham gia vao mot hoat dong twong tac. Chi phi giao dich phat
sinh vi cdc thi trvong va cong dong trong thé gidi thwe khong giong nhw cac thi
treong hoan hdo ma ban dugc hoc trong moén Kinh té co ban. Vi duy, ching thiéu
nhitng thong tin hoan hao ma cac mo hinh thi-truong-hoan-hao kia gia dinh la co
ton tai. Chinh diéu nay, va cac diéu kién khong hoan héao hay sai léch khac so véi
kich ban thi trwong ly twéng, da lam phat sinh chi phi giao dich.

Chi phi giao dich khong bi gigi han & chi phi tinh bang tién. Thyc ra, vé ban
chat, chiing c6 thé hoan toan phi tién té. Vi du, ngay ca khi ban khong tiéu bat ci
dong nao trén GitHub, ban van phai chiu nhitng chi phi vé thoi gian, sy quan tam
va sitc lwe bo ra dé tim kiém mot dy an cu thé. Twong tw nhw khi ban “bam nut
gii” mot cap nhat doi véi mot du an dang cd, hoac quan ly cac cap nhat tir nhitng
cong tac vién khac. Moi hoat dong nay déu gan lién véi mét chi phi khong tinh
bang tién.

Nhin chung, chi phi giao dich dwgc chia lam 3 danh muc chinh. Thi¢ nhat 1a
chi phi tim kiém va thong tin, bao gom chi phi caa viéc tim kiém mot mén hang
cu thé. Trén GitHub, chi phi nay la thoi gian va cong sitc ngudi dung bo ra dé tim
kiém mot duy an cu thé. Thit hai la chi phi thwong lwgng — chi phi cua viéc dat
duwgc mot thoa thuan vdi bén khac. Vi du, khi ban giti m6t cap nhat dén mot kho
ma trén GitHub, ngudi quan ly dy an phai quyét dinh c6 chdp nhan nhitng thay
doi cta ban hay khong. GitHub da chuan muc hoéa quy trinh nay va giam thiéu
dang ké thoi gian lan cong sitc can thiét dé quan ly thay d6i. Cudi cung, danh
muc thit ba la chi phi cwdng ché — chi phi cia viéc ddm béo rang tat cd moi ngudi
tham gia vao mot cudc trao doi gia tri sé hanh dong ding muc. Giong nhu hau hét
cac nén tang, GitHub gidm sat cong dong cia minh dé loai trtv moi thanh vién
tiéu cyc va khuyén khich nhitng hanh vi tich curc.
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Tat ca nhitng chi phi trén da dugc GitHub gidam manh, dem lai gia tri to 16n
cho ngudi dung. Nhw chinh slogan cia GitHub da tuyén bd, céng ty loai bé chi
phi gy nhitc nhoi cta viéc Ivu trit Git. Nhin chung, ban c6 thé thay rang cac loai
chi phi giao dich gay nhitc nhoi, khé chiu rat nhiéu. Tat ca cac nén tang déu tim
bién phap giam thiéu nhitng chi phi nay, bang cach nay hay cach khac. Vi du,
Google giam chi phi gdy nhitc nhéi ctaa viéc tim kiém mot trang web. Uber gidam
chi phi gay nhitc nhoi ctia viéc bat mot chiéc taxi. Airbnb gidm chi phi gay nhitc
nhoi cua viéc tim kiém va dat phong ngan ngay. Facebook giam chi phi gay nhitc
nhoi cua viéc cap nhat va twong tac vGi ban bé. PayPal giam chi phi gay nhic
nhoi caa viéc thanh toan dién ttt. Va rat nhiéu vi du khac.

Thure vay, néu ban dang xay dung mot nén tang va c6 gang tim ra tuyén bo
gia tri cot 16i thi day la mét cong thiec hiéu qua. Hay xac dinh xem hoat dong
chinh ma ban dang c6 gang thay déi la gi, sau do6 dat n6 vao cau: “X, khéng con
la cai nhot trén méng.” C6 1€, ban nén dién dat thong diép nay khac di mot chut
(n6i cho cung, GitHub ciling khong gitt slogan dau tién dugc lau), nhung y twdng
nay sé giip ban c6 mot khadi dau sudn sé.

CO MQT UNG DUNG CHO VIEC PO

Bén canh viéc gidm bdét chi phi giao dich, mot phan khac cling quan trong
khong kém trong tuyén bd gia tri cia GitHub la viéc n6é cung cap mot moi treong
dé quan ly va chinh stta ma. Nén tang nay dugc thiét ké dé khuyén khich nguoi
dung tao ra cai méi, chit khong phai chi trao doi. Pay la khia canh then chét thi
hai cia nhitng hoat dong ma nén tang dang thwc hién: Ching cung cap ha tang dé
tao diéu kién cho cac hoat dong cach tan trong san pham hodc dich vu b6 sung.
Trén GitHub n6 la cdc kho ma. Ngudi dung cang tao ra nhiéu kho ma thi gia tri
ctia GitHub vdi tw cadch la mot nén tdng cang cao. Vay nén GitHub cung cap ha
tang co ban dé cac nha phat trién phan mém dé dang lwu trit va quan ly cac dy 4n
ma nguén md, bao gom viéc theo doi, chinh sttra phién ban va giao tiép. Nhitng
cong cu nay dugc thiét ké nham gitip moi nguwdi tao ra va chinh stta ma, vi néi
cho clng, gia tri nén tang ctia GitHub nam & cho né ho trg dwgc dén dau cho
cong cudc sang tao va chinh sra cac kho ma.

Nén tang iOS cta Apple rat giong vGi GitHub. Ciing nhu viéc GitHub can
thu hit nhitng nha phaét trién dé tao ra kho lwu tri cho nén tdng, iOS cling phai
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thu hat nhitng nha phat trién dé tao ra ng dung. Dé khuyén khich diéu nay,
Apple cung cap mot bd cong cu phat trién phan mém gia ré va nhiéu giao dién
chwong trinh &tng dung danh cho nha phat trién (application program interface —
API). Nhitng cong cu nay cho phép cac nha phat trién ti€p can dugc chiéc nang
cot 16i cna thiét bi. Mot phan quan trong trong gia tri ma iOS mang lai cho cac
nha phat trién la viéc né cho phép ho dé dang tiép can va két hgp nhiéu kha nang
cta chiéc dién thoai dé tao ra nhitng trdi nghiém mdi, tit Candy Crush cho dén
Snapchat, Tinder. Cac nha phét trién cta tat cd nhitng ¢ng dung nay da st dung
iOS nhr mot nén tang dé tao nén mot thit m&i mé. Hay nhd, slogan cii cia Apple
la “Cé mot wng dung cho viéc do.” Apple da sém biét rang, mot phan khong hé
nhoé trong gia tri cia iPhone khong nam & ban than chiéc dién thoai ma & nhitng
trdi nghiém mdi la ma né cho phép cac nha phét trién tao ra cho ngwoi dung. Véi
GitHub, slogan twong tw c6 thé 1la “C6 mot kho ma cho viéc d6.” Néu ban dang
tim kiém bat cit loai dy an phan mém nao, hdy vao GitHub va nhiéu kha nang ban
sé tim thay.
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N6i tom lai, tit ca cac nén tang déu lam hai viéc: giam chi phi giao dich va
tao diéu kién cho nhitng cach tan bo sung. Két hgp véi nhau, hai tuyén bo gia tri
nay cé thé tao ra tac dong to 16n. Ching cé thé pha v& cac nganh céng nghiép
hién tai, nhw Uber véi taxi, hodc ching c6 thé tao ra nhitng nganh hoan toan mdi,
nhuw Apple da lam vé&i ing dung di dong. Truéc GitHub, khong c6 thi truong nao
cho viéc lwu trit Git tinh phi. Bang cach xay dung nén mot nén tang, GitHub da
tao ra thi truong do.

GIAI PHAU MOT NEN TANG

Mot nén tang kich hoat viéc hinh thanh nhitng gié tri trén bang cach tao diéu
kién cho hoat dong giao dich. Trong khi m6 hinh kinh doanh tuyén tinh tao ra gia
tri bang cach san xuat san pham hoac dich vy, thi nén tang tao ra gia tri bang cach
xdy dung cac lién két va “san xuat” cac giao dich. Néu ban nghi vé General
Motors nhw mét nha san xuat dang san xuat ra xe hoi, thi n6i mot cach gian luwgc
nhat, Uber la mot nha san xudt dang san xuat ra nhitng giao dich giita tai xé va
nguoi di xe. Uber khong thuce su thue hién chuyén di, nhuwng n6 tao diéu kién dé
tai x€ va hanh khach két n6i va trao doi gia tri. Giao dich nam & trung tam cta
nén tang dwgc goi la giao dich cot 16i (core transaction) (xem Hinh 1.5). Giao
dich c6t 16i 1a “nha may” cda nén tang — la cach n6 san xuat ra gia tri cho nguagi
dung. N6 1a quy trinh bién nhitng két n6i tiém nang thanh giao dich. Tiép can
giao dich c6t 16i sao cho ding cach chinh la phan quan trong nhét trong viéc thiét
ké nén tang, vi nén tang sé can ngwoi dung lap di 1ap lai quy trinh nay dé tao ra
va trao doi gia tri.

https://thuviensach.vn



DENBU

GIAODICH
orLol

TIEUDUNG SANGTAO

-0

KETNOI

Hinh 1.5. Giao dich cot 16i.
Tuy nhién, mdc du mot nén tang kich hoat giao dich c6t 16i nhung n6é khong
trie tiép kiém sodat hanh vi cia nguwdi dung. Thach thiec ¢ day 1a: 1am cach nao dé
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huwéng hang triéu ngudi dung tiém nang hanh dong theo cach ban mudn. Pau tién,
ban phai thu hidt ngwoi dung tham gia, sau d6 ban ho tr¢g ho bang cach két noi
nhitng nguwdi “phu hgp” vGi nhau, cung cap cong nghé dé tao diéu kién cho ho
thue hién giao dich, thiét 1ap nhitng nguyén tac dé quan ly mang lwdi nham xay
duwng long tin va duy tri chat lwgng. Duwéi day 1a 4 chitc nang c6t 16i cia mot nén
tang (xem Hinh 1.6):
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1. Thu hut ngwoi tham gia

2. Két n6i twong thich

3. Cung cdp cong cu va dich vu cot 16i

4. Thiét lap nguyén tac va chuan myc

Néu thue hién tot ca 4 chitc nang trén, mot nén tang cé thé tao diéu kién dé
giao dich c6t 16i cia nd (va hy vong la nhiéu giao dich) dién ra sudn sé. Ching ta
sé nghién cttu sdu hon vé giao dich cot 16i trong Chwong 5, vé bon chitc nang cot
16i trong Chuwong 6. Con bay gio, ban tom tat nay la da dé ban hiéu dugc cach cac
nén tang xay dwng va duy tri mang lwdi ctia minh, bién nhitng sy két noi tiém
nang dé thanh giao dich.

TRAO POI SO VOI TAO LAP: SU PHAN CHIA NEN TANG CO BAN

Hay so sanh mot nén tang nhw Alibaba v6i mot nén tang nhu iOS, ban sé
thdy rang ching c6é nhitng gia tri cot 16i khac nhau. Mot s6 nén tdng tap trung
nhiéu hon vao muc tiéu gidm chi phi giao dich, nhw Alibaba, trong khi s6 khac lai
cung cap ha tang co s& dé tao diéu kién cho nguwoi dung sang tao. Vi du cho
nhom thit hai gobm c6 cac nén tang phat trién nhuw iOS va Android, cting nhuw cac
nén tang ndi dung nhw Medium (noi ma bat ct ai cling c6 thé dang tai bai viét) va
YouTube. GitHub ciing la mét vi du. Moi nén tang trong s6 nay déu cung cap
nhitng cong cu va ha tang dé moi ngwdi san xuat ra phan mém, ndi dung, video,
hay cac doan ma. Hay d6i chiéu ching v&i Alibaba, Uber va Airbnb, nhitng nén
tang tap trung hon vao viéc tao diéu kién cho mot hoat dong trao doi tryc tiép,
ban sé thay su khac nhau.

Su khac biét chinh ndm & choé: mot nhém cung cdp gia tri cht yéu bang viéc
toi wu héa sy trao doi tryc ti€p gitta mot nguwoi tiéu dung va mot nha san xuat;
maot nhom tao ra gia tri bang cach cho phép nha san xuat tao ra san pham bo sung
va phat hanh hodc phan phéi chiing dén cong dong nguwdi dung rong 16n. Ching
toi goi nhom thit nhat la cdc nén tdng trao doi, nhéom thit hai la cac nén tdng tao
Idp. Méc du ca hai nhém déu c6 chung moé hinh kinh doanh nén tdng lam co sé,
nhung chiing c6 nhiéu diém khac nhau hét sitc co ban trong cach thitc van hanh.

Y PINH KET NOI TUONG THICH: 1:1 SO VOI 1:NHIEU
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Mot trong nhitng diém khac biét chinh lién quan dén khai niém “y dinh két
néi twong thich” (matching intention). Y dinh két néi twong thich 1a s6 lwong don
vi t0i da cia mot mat hang ma mot nha san xudt c6 thé trao doi tai mot thoi diém
nhat dinh.

Hay nhin vao mot san giao dich sdn pham nhuw eBay. Mot nguwdi ban dang c6
gang ban mot mat hang. Khi cudc dau gia két thic [va moén hang duge ban cho
mot nguwdi mual, ngwoi mua khac khong thé mua mén hang dé nita. Mot ngudi
ban c6 thé c6 nhiéu phién ban ctia mot mat hang (c6 nghia la ho c6 thé ban 5
chiéc 4o giong nhau), nhung y dinh két noi twong thich cho tirng don vi hang héa
nay van chi la 1. D6i v6i mot tai xé Uber, y dinh két n6i twong thich ciing twong
tu: Anh ta mudn thwe hién chuyén di cho mét hanh khach tai mét thoi diém cu
thé. Anh ta c6 thé thyc hién nhiéu chuyén di trong khoang thoi gian mot tiéng
dong ho. Nhung khi anh ta tim kiém mdt hanh khach tai mot thoi diém cu thé,
anh ta chi muén dwgc két noi twong thich véi mot hodac mét nhom hanh khach ma
th6i. Khi da c6 mot vi khach dat xe, ngwoi tai xé khong con kha dung trén nén
tang tai thoi diém do nita. Vi vay, y dinh két noi twong thich danh cho ngwoi tai
xéla 1.

Gia tri ma y dinh két noi twong thich ciia m6t nguwdi san xuat tao ra cé thé
khac nhau tuy thudc vao loai twong tac ma ngwoi doé tham gia. D6i v6i cac nén
tang trao doi, y dinh két noi twong thich luén ludén cé mét gia tri riéng biét, bi gidi
han. Néu thé hién dudi dang ty 1€ thi y dinh két n6i twong thich cia mét nha san
xudt trén mot nén tang trao doéi la 1:1 hodc cung lam la 1:mot vai. Mgt cudc tro
chuyén ba bén trén Skype la vi du, trong do6 y dinh két noi twong thich ctia ngwoi
thue hién cudc goi l1a 1:2. Tuy nhién, y dinh két n6i twong thich cia mot ngudi
thure hién mot cudc goi Skype bi gidi han bdi s6 ngwdi ma anh ta/ c6 ta cé thé noi
chuyén cung ltic tai mot thoi diém cu thé.

Neén tang tao 1ap thi khong c6 nhitng gidi han trén. Vé ly thuyét, y dinh két
noi twong thich déi véi mot nha san xudt trén mot nén tang tao 1ap la vo han. S6
lwgng ngwoi cé thé xem cung mot video trén Youtube, tdi vé va st dung ciing mot
tng dung, hodc doc cing mot bai viét trén Medium c6 thé 1a bat ky con s6 nao.
Nha san xuat phat hanh mot ¢ng dung hoac mot ndi dung réi chuyén tai né dén
mot cong dong nguwdi xem. Trong tredng hgp nay, y dinh két ndi twong thich la
1:00, hodc it nhat ciing la 1:nhiéu. Hay so sanh mot video livestream trén Twitch
(mot nén tang noi dung noi ban c6 thé xem nhitng ngwdi dung khac choi video
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game) v&i mot cudc goi Skype. Nguoi phat séng trén Twitch khong giao tiép theo
kiéu 1:1 vdi ting ngwoi dang xem. Thay vao do, ngwdi nay phat séng t6i mot
nhom rat nhiéu nguwdi xem video cung ltc.

Mot cach khac dé xem xét phwong thirc van hanh nay la: nén tang trao doi
c6 mot lwgng hang hoa gidi han — tai mot thoi diém nhat dinh, chi mot s6 lwgng
nguwdi nhat dinh c6 thé st dung lvgng hang hoéa san cé trén nén tang — trong khi
nen tang tao lap thi khong nhw vay. Vi duy, nhu ching t6i da néi & trén, s6 lwgng
nguwoi co thé cung xem mot ndi dung trén YouTube tai cing mot thoi diém nhat
dinh la v6 han. Gia sit may chti cia YouTube cé thé xt ly dugc thi toan bo dan s6
trén Trai dat déu c6 thé cung xem mot video YouTube tai cung mdt thoi diém.
Nhung khong thé c6 qua nhiéu nguwdi nhw thé cung trdi nghiém mot chuyén di cu
thé trén Uber hodc cung thué mdét can ho cu thé tai mot thoi diém cu thé trén
Airbnb.

CAC LOAI NEN TANG

Trong pham vi cdc nén tang trao doi va nén tang tao 1ap, ching toi lai chia
nhé chiing ra thanh nhiéu loai khac nhau (xem Hinh 1.7). M6i loai c6 mot giao
dich cot 16i dwge xay dyng xung quanh mot dang gia tri cu thé dang dugc trao doi
trén nén tang. Cac nén tdng cung loai thwong van hanh rat giong nhau — mdc du
ching c6 thé khac nganh. Ching t6i da thay ré xu huwéng nay khi xay dung co sé
dit liéu vé cac cong ty nén tang.

Duwdi day 1a 9 loai nén tang cung véi dang gia tri dinh hinh nén giao dich cot
16i ctia ching:
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NENTANG TRAOBOI

San glao dich dich v Sin giao dich sén pham Nén tang thanh todn
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Hinh 1.7. Cdc logi nén tang va vi du

Nén tdng trao doi:

1. San giao dich dich vu: mot dich vu
2. San giao dich san phdm: mdt san pham hitu hinh

3. Nén tdng thanh todn: thanh toan tién té
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4. Nén tang dau tu: mot vu dau tuw (vi du: tién dwogc trao doi 1ay mot cong cu
tai chinh, m6t c6 phan hay mét khoan ng,...)

5. Nén tdng mang xd héi: mot phwong thitc xac nhan kép (két ban) ctia hoat
dong twong tac xa hoi.

6. Nen tdng giao tiép: giao tiép xa hoi truc tiép 1:1 (vi du: nhan tin)

7. Nén tang choi game xd hoi: mot lan choi game twong tac véi su tham gia
cta nhiéu nguwdi dung, cé thé la hgp tac hodac doi khang.

Nén tang tao lap:

1. Nén tdng noi dung: mot noi dung (mot bai viét, bitc anh, video,...)

2. Nén tdng phadt trién: mot chwong trinh phan mém

Moi loai nén tang ton tai va bam vao mdt phd mirc hang hdéa hoa
(commoditization spectrum), chi ra cach né nén dugc xay dung va thiét ké. Mitc
do hang hoéa héa la sy phan anh ctia mitc d6 phitc tap ton tai bén trong giao dich
cot 16i. Noi cach khac, ban cé thé nghi vé mic do hang héa hda nhw sy phan anh
cta chi phi giao dich phat sinh trong qua trinh hoan thanh mot giao dich giira
ngwoi tieu dung va nha san xuat. Nén tang c6 mitc do hang héa héa cao hon sé
hoat dong trong cac nganh c6 chi phi giao dich thap hon.

Vi du, trong pham vi san giao dich dich vu, cac nén tang phan hoa dwa vao
viéc cac dich vu trén nén tang co6 thé trao doi nhw hang hoa & mic do nao. Diéu
gi khién mot dich vu “c6 thé trao déi nhw hang héa” trong boi canh nay? No6i mot
cach don gian, dich vu d6 chi c6 mot s6 lwgng gidi han nhitng dac tinh thich hop
ma nguoi tieu dung quan tdm. Do d6, mic do phitc tap cia giao dich cot 16i sé
thap. Hay xem xét mot cong viéc nhw la stita bon cau hay giao do an. Trong ca hai
treong hop, nguoi tiéu dung chi muén cong viéc dé6 duwgc hoan thanh tot, ding
gig. Mién la nén tang dam bao chat Iwgng & mot mirc d6 nhat dinh véi gia phu
hgp, con tat ca nhitng gi ngwdi tiéu dung quan tam chi la viéc c6 ai san sang dap
ing yéu cau cda ho hay khong.

Két qua 1a, cac nén tang cung cap nhitng dich vu c6 thé trao déi nhu hang
héa thong thuong nén tap trung vao viéc két noi ngwoi tieu dung vdi nha san xuat
kha dung mot cach cang subn sé cang tét. Bay chinh xac la viéc ma nhitng nén
tang 16n nhat hién nay dang thyc hién. Vi du, hé thong két noi twong thich ty
dong caa Uber, va tham chi ca hé thong dinh gia tang vot gay tranh cai cua no,
déu phuc vu muc dich ho trg nhiéu giao dich nhat c6 thé. Hay so sanh dich vu
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duoc hang hoa héa cua Uber véi mot dich vu phi hang héa, nhu viéc cho thué
mot can hd trén Airbnb. Trong vi du nay, ngudi tiéu dung quan tdm dén nhiéu dac
tinh bé sung, chang han nhu can ho nam & dau, n6 rong bao nhiéu, tién nghi cé gi
khac, chi nha c6 & chung khong, ho c6 thé st dung ca can ho hay chi moi cai ghé
s0-pha, can hd c6 cho dem ché vao khong, cé cho hit thuéc khong,... Bon gian
la c6 qua nhiéu dac tinh thich hgp dé mot hé thong két noi twong thich ty dong co
thé xr ly mot cach hiéu qua. D6 1a 1y do vi sao Airbnb tap trung vao viéc ho trg
nguoi dung tim kiém va kham pha dé dang hon, thay vi tw dong két ndi twong
thich ho v6i can ho cho thué.

Viéc thiét ké mot nén tang sao cho phu hgp v6i nhém ma né thuéc vé mang
y nghia quyét dinh doi vGi sy thanh cong ctia nén tang dé. Nhitng nén tang khong
lam dwgc diéu nay thwong c6 xu hwéng bi doi tha bé lai phia sau. Trong nhom
san giao dich dich vu, TaskRabbit 1a mot vi du dién hinh. TaskRabbit la mot trong
nhitng san giao dich dich vu 16n dau tién & My. N6 cho phép ban thué mot
“nguoi lam khoan” dé thue hién nhitng cong viéc lat vat nhw lau don hay stra nha.
Tuy nhién, TaskRabbit lai hanh dong nhv mdt nén tang dich vu phi hang héa
trong mot thi truong hang hoa. Ban dau, né hoat dong theo md hinh dau gia,
trong dé ngwoi dung sé dang nhitng dau viéc can lam 1én nén tang, ngudi nhan
khoan sé tim va ddu gia trén nhitng dau viéc ma ho muon lam. Néu ban thay quy
trinh nay c6 vé phic tap thi ban da diung r6i ddy. N6 thuc sy phién todi. Cubi
cung, cong ty cling nhan ra rang né da ti€p can giao dich cot 16i sai cach, va vao
thang 7 nam 2014, né thay thé mé hinh dau gia bang mot mo6 hinh dinh gid minh
bach va don gidn hon nhiéu. Trong mo6 hinh md&i nay, mot ngudi tiéu dung co thé
lwa chon gitta 3 nha san xuat, kém theo biéu gia theo gid va mirc kinh nghiém cua
ho. Ngudi tiéu dung cling c6 thé dat dich vu theo yéu cau thay vi phdi dgi dau gia
xong. Su thay d6i nay la mot nwéc co ding dan d6i véi TaskRabbit. Thé nhung,
viéc cap nhat nay khong thé dwa tat ca moi thit di ding hwéng, vi hé thong gia
cta n6 van thiéu kiém soat. Cac san giao dich dich vu nhw hang héa thong thuwong
nén cé trach nhiém trong viéc dinh gia dé dam bao rang ngudi dung sé nhan dugc
mitc gia toi wu. Néu nhin vao cac nén tang dich vu dé dang trao d6i nhw hang héa
khac, chang han nhv Handy, Lyft va Glamsquad (mot khach hang cia Applico),
ban sé thdy rang hé thong dinh gia nhat quan va minh bach la mot phan trong yéu
trong nang luyc két n6i twong thich cuc ky hiéu qud caa n6. Vi TaskRabbit qua
yéu kém trong viéc ho trg giao dich cot 16i nén né da bi qua mat béi nhitng doi
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tht non tré hon, nhv Handy. Khong c6 gi dang ngac nhién, so vGi TaskRabbit thi
thiét ké ctia Handy chu trong rat nhiéu vao quy trinh dinh gia va yéu cau dich vu.
Keét qua la trai nghiém cia ngwoi dung to6t hon va mo hinh giao dich tron tru hon,
dwa nén tang 1én vi tri dan dau trong mang dich vu ho trg tai nha ¢ My.

Can phai néi ro rang, giao dich co6t 16i cia mot nén tang c6 mirc do hang hoéa
héa cao hon khéng cé nghia la hoat dong kinh doanh ctia né gap bat 1gi. (Piéu
ma ching ta dang néi dén & day khac véi viéc mot doanh nghiép bi hang héa héa
— diéu nay md&i dang lo ngai.) Thay vao do, viéc hiéu rd mitc d6 hang héa héa cia
mot nén tang sé gitip ban biét dwgc mo hinh kinh doanh cta n6 nén dugc thiét ké
nhw thé nao dé téi wu hoa giao dich cot 16i. Phan khé khan la viéc xac dinh dugc
mitc do hang héa hay phi hang hoéa thuc s cia m6t nén tang trong boi canh thi
trvong ma né tham gia va loai nén tdng ma no6 thudc vé. Bay gid nhin lai, ching
ta sé thady dwong nhu viéc Handy dinh gia cho nhitng dich vu mang tinh chat nhw
hang héa ma né cung cap la diéu qua hién nhién, thé nhung rat nhiéu déi tha nhw
TaskRabit van hiéu sai.

Doi vGi cac loai nén tdng khac, mitc d6 hang héa héa déng vai tro twong tu.
Vi dy, mic dé hang hoa héa trong nén tadng dau tw cling quyét dinh viéc ban co
thé thiét 1ap biéu gia khong va cach ban kiém soat trai nghiém két noi twong thich
nhw thé nao. Nhiéu nén tang dau tw c6 mitc d6 hang héa héa cao nhuw Lending
Club (cho vay gitta cac ca nhan) c6 thé dinh gid bang thuat toan. Trén thyc té, ban
dau, Lending Club dé nguoi cho vay ty dwa ra mic 1ai sudt, vé sau méi chuyén
sang xac dinh 1ai suat t dong. Nén tang nay da nhin nhan ding dan vé co hoi
loai bo nhitng va cham khong dang c6 khéi giao dich. Tuy nhién, cac nén tang
dau tuw khac nhw AngelList (dau tw start-up) lai can dén mdot phwong phap phi
hang hda hon.

B0 khung trén ciling ding véi mang xa hoi. Trén nhitng nén tdng c6 tinh
hang ho6a cao hon, nhw Tinder, ngwdi dung chi c6 ho so ca nhan don gidn véi anh
va mot doan van ban mo ta ngan gon. Nén tang nay ciling tv dong két ndi twong
thich ban vé&i nhiéu nguwoi dung khac gan ban. Tuy nhién, trén nhitng nén tang c6
mitc do hang hoa hoa khong cao nhu LinkedIn, ngwdi dung c6 ho so ca nhan chi
tiét hon rat nhidu. O’ do, sy két néi thé hién nhiéu & hoat dong tim kiém va kham
pha hon la & viéc két n6i twong thich tw dong. Mitc do hang hoa hoa dong vai tro
twong tu trong nén tang ndi dung. Trén nhitng nén tang ndi dung cé6 mirc dé hang
hoa hoa cao hon, nhu Twitter hay Instagram, nguoi tiéu dung thuong cling la nha
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san xudt vi viéc san xudt ndi dung rat nhanh chéng va dé dang. Tuy nhién, nhitng
nén tang ndi dung c6 mic do hang héa héa thap hon nhv YouTube lai phan biét
rat rd cdc nhom nha san xuat va nhém ngudi tiéu dung. Nhitng nén tang nay co
xu hwdng tuan theo luat iy thira, khi mot ty 1€ nhé nguwdi dung dang san xuat ra
dai da s6 ndi dung, va chiing can dugc thiét ké sao cho phu hgp vdi tinh chat nay.

THIET KE NEN TANG

Viéc phan chia cac nén tang thanh hai nhém, nén tang trao déi va nén tang
tao 1ap, khong chi la sy khac nhau vé mat ngén ngit. Mdc du tat ca cac nén tang
déu tap trung vao viéc két ndi nguwoi tieu dung va nha san xuat, nhung viéc nén
tang ctia ban nam trong nhom nao sé lam thay doi triét dé gia tri cot 16i ma ban co
gang chuyén giao. Nhu ching t6i sé trinh bay trong chwong 5 va chuwong 6, su lva
chon nay dan dén nhitng m6 thitc giao dich (transaction paradigm) c6t 16i rat
khac nhau va quyét dinh cach ban thiét ké nén tang ctia minh.

Giao dich c6t 16i chi la mot vi du cho thdy tai sao viéc phan chia nén tang
trao doi/ tao 1ap lai quan trong doi véi thiét ké cia nén tang. Loai nén tdng cling
anh huwéng dén cach ban thiét ké va trién khai bén chitc nang cot 16i ctia n6. Vi
du, mo6i m6 thitc giao dich c6t 16i doi hoi nhitng chién lwgc két noi twong thich,
hodc hé théng nguyén tac va quy chuan, rat khac nhau. Loai nén tang cling anh
huwéng dén chién lwge thu hiat ngudi dung. Cac nén tang trao déi, nhw Uber va
Alibaba, can tap trung vao viéc xay dung san giao dich c6 tinh thanh khoan, dam
bado lwgng g6i dau hiéu qua cua cung va cau. Cac nén tang tao lap, nhung
Android va YouTube, lai tap trung hon vao viéc tao nén nhitng “ngoi sao” thuc sy
duwgc yéu mén, nhitng nguwdi cé thé tao anh hwdng 16n nho ty 1€ két ndi twong
thich cao trén mang xa hoi d6. Nhiéu nén tang tao 1dp muodn 16i kéo nguwdi noi
tiéng tham gia dé “hat fan”; tuy nhién, khi nén tang c6 thé st dung hiéu ng
mang dé ty tao nén ngwaoi noi tiéng cda riéng minh tirc la né da tiép can duogc tdi
dai ching. PewDiePie ctia YouTube, Dan Bilzerian cta Instagram va Nash Grier
ctia Vine la nhitng vi du cta viéc t* mot nha san xudat binh thwong tré thanh
ngwoi noi tieng bang cach xay dwng dwgc lyc lwgng nguwdi ham mo “hitu co”
khong 16 trén nén tang ma ho tham gia.

Nhw ban cé thé thdy, viéc hiéu ro6 mot nén tang thudc loai trao doi hay tao
1ap c6 anh huwdng to 16n dén cach ban thiét ké giao dich cot 16i va bon chitc nang
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cia nd. Xac dinh loai nén tang phu hop v6i doanh nghiép luon la mot trong
nhitng buwdc dau tién ma ban nén thye hién khi thiét ké bat cit nén tang nao.
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2
Hayek va bo may, hay tai sao tat ca
nhitng diéu ban twéng la minh biét ve the
ky 20 déu sai

Liic nao ciing can c6 ngudi bop co. Hodc khong. That khé ma biét dugc khi anh con méc do ng.

- James Bond, Skyfall

Céng nghé rat buon cwdi. Mot mat, nhitng tién bo trong khoang hai mwoi nam
qua vo cung ky diéu. Mot thé ky truede thoi, hiém ai cé thé hinh dung ra nhitng
viéc ma gio day chung ta dang lam hang ngay. Mat khac, cong nghé lai dang bi
coi la diéu mac nhién mot cach dé dang dén ky la. Nhiéu ngudi xem mdy vi tinh
hay dién thoai thong minh don gian chi la nhitng cong cu cho phép ho lam viéc
ho muén lam - goi cho ngwoi than, choi Candy Crush, dat pizza. Tuy nhién, viéc
mo ta cong nghé chi nhw mot cong cu dang gay hiéu nham vé tdc dong cua no
dén thé gi¢i ma ching ta dang song. Cong nghé khong bao gio chi 1a mot céng cu
dé ching ta dat dugc muc dich. N6 dinh hinh nén thyc tai ma ching ta dang song
- va ca nén kinh t€ ctia ching ta - theo nhitng cach sau sac nhat.

Hay nghi dén sy ra doi ctia dau may hoi nwdc vao nam 1804. Phuong tién
van chuyén mdi nay cho phép con nguwdi va hang héa di dwgc xa hon va nhanh
hon tat ca nhitng phwong tién khac lic bay gio. N6 m@ rong dinh nghia cda tw
“dia phwong,” va thé gi¢i bong nhién c6 vé nho lai. Xu huwéng nay dugc tiép tuc
bé&i dién thoai di dong. Mo6i cong nghé mdi lai tao ra nhitng loai hinh cong dong
va cau tric xa hoi méi. Va, tat nhién, ca nhitng loai hinh kinh doanh méi.

Dang thay doi vé mat xa hdi nay luén luon xay ra. Nhw ngwoi ta thuwong noi,
si thay doi la thi duy nhat bat bién. Nhwng trong qua trinh nay, vai tro cua cong
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nghé lai dé dang bi boé qua, mét phan vi nhitng thay doi vé cong nghé dién ra tw
tur.

Ching ta nghi vé va néi vé cuoc Cach mang Cong nghiép nhw mot sy kién
don nhat, nhung trong thue té, né da kéo dai nhiéu thap ky. N6 khong phai la mot
cudc cach mang, ma la mot qua trinh phat trién va tién b vdi nhiéu hé qua mang
tinh cach mang.

Théng thwong, phai mat mot thoi gian dai dé nhitng hé qua nay thé hién ro
rét. Trong nhitng giai doan dau ctia cuéc Cach mang Cong nghiép, nguon nang
lwgng ctia nén kinh té 1a hoi nwéc va nwdc. Két qua 1a, cac nha may dwoc xay
duwng gan song. Khi dién da dén v&i moi nha thi viéc nay khéng con can thiét nira.
Tuy nhién, nhiéu thap ky sau d6, cac cong ty van xay dyng nha may gan nguén
nuwdc. Tiém nang cia dién chwa dugce khai thac hét.

Suy nghi rang cong nghé chi don gian la mot cong cu dac biét phd bién
trong viéc 1ap chién lwgc kinh doanh. Cho du ngudi ditng sau nhitng doanh
nghiép thanh cong c6 thay doi qua nam thang nhung trong phan 16n thé ky 20, thi
tw twdng cot 16i dang sau cac chién lwgc kinh doanh van khéng hé thay dai.

Ngay nay, nhiéu cong ty dang lam kinh doanh nhuw tit bao doi nay van vay,
ngay ca khi thé gigi quanh ho da thay déi. Va n6 dang thay déi rat nhanh. Hay
nhin cach Internet va dién thoai théng minh thay d6i m6i quan hé giita cac cong
ty va nguoi tiéu dung. Gio day, nguoi tiéu dung c6 nhiéu quyeén lyc hon bao gio
hét. Vi duy, sy tr6i ddy cda hinh thitc “showrooming” — titc la m6t ngudi dén cira
hang dé ti minh trai nghiém san pham ro6i vé nha dat hang truc tuyén véi gia thap
hon — cho phép ngudi tiéu dung xac thyc san pham tot hon va ré hon. Nguoi tiéu
dung ciing c6 thé gigi thiéu san pham cho hang ngan “ban bé” va cong khai thé
hién sy khong hai long khi c6 diéu gi d6 khong ding. Két qua 1a, nguwdi tiéu dung
da tang thém gia tri cho qua trinh mua hang theo nhitng cach ma truwéc day ho
khong thé lam dwgc. Nguwoi tiéu dung khong con bi han ché trong nhitng san
pham va théng tin ma cac ctta hang dia phwong bay ra cho hg. Thong tin khéng
con di theo mot chiéu nita. Sy thay doi don gian nay da khién phuwong thitc van
hanh cta cac cong ty bi phan nhanh cyc ky sau rong. Va nguyén nhan sé mét cta
su thay do6i nay chinh la cong nghé. Bat ctt khi nao mot “cong cu” phat huy thi
sttfc manh nhw vay, chiing ta déu can dac biét chu y.
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Ching ta dang song trong mot giai doan vo tién khoang hau cua lich s, khi
ma mot mo hinh kinh doanh méi — nén tang — dang nhanh chéng thé ché nhitng
mo hinh cii. Tuy nhién, tiém nang cua Internet van chwa dwgc phat huy dén do toi
da. Chuing ta chi dang “mon men” & bé mat ctia n6. N6i cho cling, cac nén tang
m&i “xam chiém” nén kinh té cia chiing ta chirng mot thap ky tré lai day ma thoi.

Nhiéu ngwoi tin rang cac cong ty nén tang hoat dong thuan vé cong nghe,
diéu nay khong ding. Ban than mo hinh kinh doanh nén tang khong hé mdi, tw
bao doi nay n6 ciling khong hé bi gi¢i han trong linh virc cong nghé. Thuc ra, cac
nén tang ciing 1au doi nhw chinh xa hoi loai ngwoi, vi du nhw mot khu chg La M3,
mot nha dau gia co dai, hay gan day hon la cac Trang Vang, quang cao phan loai
hay trung tdm thuwong mai. Tuy nhién, nguyén nhan khién nén tang tré nén quan
trong trong xa hoi hién dai hoan toan la do cong nghé.

Can noi 1o rang, chung t6i khong ung ho thuyét quyét dinh ludn cong nghé
(technological determinism), mét hoc thuyét cho rang cong nghé quyét dinh sy
phat trién ctia cac cau tric xa hdi, hoat dong kinh té va gia tri van héa. Pay chinh
la ban chat ctia mot cau noi tiéng ma Marshall McLuhan da néi, “Phwong tién la
thong diép” — titc 1a cong nghé ma ban st dung dé dat dwoc diéu gi do co y nghia
hon chinh diéu ma ban muén lam. Mac du khai niém nay néi ding phan nao dé
cta sv that, nhung no lai phét 10 vai tro ctia hanh vi va mong muon cta con
ngwoi trong viéc dinh hinh cach cong nghé phat trién va duge st dung. Cong
nghé khong chi la mot cong cu trung lap. Trong khi cong nghé dinh hinh nén
cach chung ta cam nhan thyce tai thi nguwgce lai, ching ta cling tac dong dén sy
phat trién ctia n6.

Sy troi day cta cac nén tang khuyén khich chiing ta xem xét ky luvdng hon
su twong tac qua lai phitc tap gitta cong nghé, nén kinh té va xa hoi, dac biét la
cac gia dinh vé cong nghé dang déng vai tro tru cot trong mot s6 nguyén tac co
ban cta kinh té va chién lwgc kinh doanh. Nhitng gi ching ta da thay trong hon
nita thé ky qua, nhitng thay déi vé cong nghé — va quan trong khong kém la
nhitng thay doi trong cach con ngudi st dung cong nghé — c6 thé bién doi dén tan
goc ré nhitng nguyén ly co ban cua thure tién kinh té.

Trong chwong nay, chiing ta sé xem xét nhitng thay doi va tac dong cta cong
nghé da dan dén su dich chuyén tir m6 hinh kinh doanh tuyén tinh cta thé ky 20
sang md hinh kinh doanh nén tdng hién nay. Cung véi do, chung ta sé 1at lai mot
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sO y twédng mang tinh nén méng vé cach hé théng kinh té van hanh va loai bé mot
sO6 nguyén tac von duge cho la khéng thé thay doi ctia chién lwgc kinh doanh
trong thé ky 20.

CO CHE KE HOACH HOA TAP TRUNG VA NGUOI PAN ONG TRONG
BOQ PO NGU

Cau chuyén cua ching ta bat dau v&i mot van dé muon thud: Pau la cach tot
nhat dé t6 chitc mot nén kinh t€? Liéu cac nén kinh té nén dugc t6 chitc tap trung,
hay phi tap trung va diéu phoi thong qua hoat dong thi truong? Van dé nay la mot
cuoc chién khoc liét trong thé ky 20. Chinh pht va doanh nghiép chién dau véi
nhau dé bao vé quan diém cta minh vé thyc tién kinh té va xa hoi. Sy sup do cia
Lién bang X6 Viét trong thap nién 1990 dwong nhw da dat dau cham hét cho cudc
tranh cdi nay, nhung trong mot thoi gian dai, cau tra 1oi van chwa c6 gi ro rang.

Luan diém mau choét cia phe theo chti nghia phi tap trung luon la: co ché thi
trvong hiéu qua hon co ché ké hoach héa tap trung. O M§, chiing ta xem diéu nay
nhw mot chan ly, nhwng liéu né c6 thue sy ding? Trong nhitng diéu kién thich
hop, thi tredng cé thé to chirc hoat dong kinh té hiéu quad mét cach hoan hao. Tuy
nhién, cac chuyén gia kinh té cling phéi xay dung hang loat gia dinh dé luan diém
nay thuyét phuc.

Gia dinh quan trong nhat la y twéng vé “thong tin hoan hao,” tic la tai moi
thoi diém, moi thanh vién tham gia vao nén kinh té€ déu hiéu biét day dua ve tat ca
nhitng yéu t6 phu hop trong thi treong. Tat cad cac nha sdn xuat hiéu tat ca nhitng
ky thudt san xuat giong nhau, va ca ngwoi mua lan ngudi ban déu biét moi mic
gia dugc ap dung bdi nhitng nguwdi ban khac. Sé khong cé “su bat can xitng thong
tin” (information asymmetry), tinh trang xuat hién khi mdt nguwdoi biét nhitng
thong tin thi trrong ma nguwdi khac khong biét.

Néu nhuw ban thay y twédng nay nghe c6 vé phi thue té thi dy la vi né thuc sy
phi thyc té. Trong nén kinh té thuc, tinh trang thong tin khong hoan hao la
chuyén binh thwong. Hon nita, ngwdi ta nhan thay rang, trong diéu kién thong tin
hoan hdo thi cling khong cé sy khac biét nao giita tinh hiéu qua cta co ché thi
trwong va cua ké hoach héa tap trung. That vay, trong nam 1975, chuyén gia
ngwoi X0 Viét Leonid Kantorovich nhan dwgc gidi Nobel Kinh té€ mot phan nho
vao viéc cong trinh The Best Use of Resources (tam dich Cdch t6i wu dé Str dung
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cdc Nguébn lyc) cia 6ng chitng minh tinh twong dwong vé chitc nang cua thi
treong hoan hao va co ché ké hoach tap trung hoan hdo. Trong mét nén kinh té c6
thong tin hoan hdo, mét nguwdi 1én ké hoach tap trung cé thé phan bé nguoén lyc
hiéu qua y hét mot thi tredng. Vé mat triic quan, diéu nay hoan toan hop ly: Néu
ban biét moi thit vé mot nén kinh t€&, ban c6 thé tim ra cach phan phoi cac nguén
lyc sao cho hiéu qua.

Mot ngudi 1én ké hoach tap trung khén ngoan chi can dya trén moi thong tin
san c6 va xac dinh cach phan bé nguon Iyc hiéu qua nhat cé thé — chinh la viéc
ma nhiéu chuyén gia kinh té cho rang chi c6 co ché thi truong méi lam dwoc.

Kantorovich khong phai la ngudi dau tién nhan ra diém chwa 6n véi y twéng
thong tin hoan hdo. Nhiéu thap ky trudc do, van dé nay da dwgc nha kinh té hoc
ngudi Ao Friedrich Hayek néu ra. Hayek 1a nhan vat c6 tiéng néi nhét trong giai
doan giira thé ky 20, va ngay nay, 6ng van c6 mot sitc anh hwang nhat dinh doi
v6i nhiéu ngudi theo chi nghia bao tha va tw do chinh tri. Hayek ndi tiéng nhat
v&i tac pham The Road to Serfdom (Puong vé N6 1é) duge xudt ban nam 1944,
trong d6 6ng canh bdo vé nhitng mo6i nguy hiém ctia viéc chinh phu kiém soat
qua trinh ra quyét dinh kinh té thong qua co ché ké hoach hoéa tap trung.

Nhu ban ciling doan dugc, Hayek mot long ung ho thi truong tw do. Tuy
nhién, 6ng ciing nhan thay rang luan diém “thi trudng hoan hao” la sai lam.
Trong tiéu ludn mang tén “The Meaning of Copmpetition” (tam dich Y nghia ctia
s Canh tranh) ctia minh, 6ng da kich y twéng vé su canh tranh hoan hdo dang
dwgc ton vinh béi da s6 cac nha kinh té hoc lic bay gio. Hayek hiéu rang, vé ban
chat, luan diém thi treong hoan hao la mot phép lap thira. Nhw 6ng da chi ra, van
de l1a & cho, y twdng canh tranh hoan hao “bo hep chinh né trong viéc dinh nghia
cac diéu kién ma trong do6 cac két luan ctia n6 von da dwgc bao ham, va mac du
nhitng diéu kién nay c6 thé ton tai that nhung né lai khong cho ta biét ching cé
thé dwgc hinh thanh nhw thé nao.” Néi cach khac, ly thuyét vé canh tranh hoan
hdo gia dinh nhitng diéu kién ma trong do cac thi treong c6 thé dat hiéu qua mot
cach hoan hao, r6i sau dé lai stt dung chinh diéu kién nay dé chitng minh rang thi
treong dat hiéu qua mét cach hoan héo va hoat dong t6t hon co ché ké hoach hoa
tap trung. Hayek biét rang luan diém nay khong duwgc thuyét phuc va 16-gic cho
lam. N6 chwa tra 10i dugc cau héi: Vay dau la cach t6i wu dé phoi hgp hoat dong
kinh té trong thé gidi thyc. Trong tiéu luan The Use of Knowledge in Society (tam
dich Viéc sir dung Kién thitc trong Xa hoi), Hayek nhan manh sai lam nay. “Quan
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diém nay khong tinh dén mot thye té 1a, viéc st dung phuwong phap nao dé mot
lvgng thong tin 16n nhw vay c6 thé tiép can nhiéu ngwdi nhw vay lai chinh la van
dé ma chuing ta phai tim ra 10i giai,” ong viét. Luan diém thi tredng hoan hao da
phét 10 chinh cai van dé ma n6 khang dinh 1a thi truong c6 thé giai quyét dwoc.

Tuy nhién, cling trong tiéu luan nay, Hayek dwa ra mot vi du khac cho thdy
thi treong co thé 1a hé thong kinh té t6t hon so véi co ché ké hoach hoa tap trung.
Trén thyc t€, mot nha chitc trach theo chu nghia tap trung khong thé nao diéu
ph6i mét cach hiéu qua nhitng hoat dong ctia mot nén kinh té phi tdp trung. Van
de & day, nhu Hayek da chi ra, 1a ching ta khong song trong mdt thé gidi thong
tin hoan hdo. M6t ca nhan khong thé thu thap dwoc tat ca nhitng thong tin can
thiét dé diéu phéi hidu qua ca mot nén kinh té. Ong giai thich, “Nhitng kién thitc
vé mot tinh huéng nhat dinh ma ching ta can st dung khong bao gio ton tai theo
hinh thitc tap trung hodc tich hgp san, ma phan tach thanh nhiéu manh roi rac,
khong hoan thién va thuwdng xuyén mau thuan nhau, do cac ca nhan riéng ré nam
gitt.” Thay vi van hanh trong diéu kién thong tin hoan hdo, chiing ta dang song
trong mot thé gidi noi thong tin bi phan méanh va tdn mat khap noi. Khai niém
nay dugc goi la “kién thitc dia phwong” (local knowledge) hay nhw Hayek giai
thich, “kién thitc vé nhitng tinh huéng cu thé vé mat thoi gian va dia diém.”

Dbdi v6i Hayek, diéu nay c6 y nghia rat to 16n. Vi mdt ngudi 1ap ké hoach
tap trung khong thé c6 da kién thirc vé nhitng tinh hudng cu thé trong mot thoi
gian va tai mot dia diém nhat dinh, nén “nguwdi do sé phai tim cach nay hay cach
khac ma trong do, cac quyét dinh phu thudc vao ching cé thé duwgc dé lai cho
‘ngwoi & hién trwong’.” Thém vao do, ngay ca khi mot nguwdi cé thé biét tat ca
thong tin can thiét dé diéu phoi mot nén kinh té, anh ta cling khong thé x 1y toan
bo nhitng thong tin d6 dé chi dao nén kinh té nay, vi cac tinh huéng khong ngirng
thay doi. Thyc chat, diéu can thiét 1a mot hinh thiéc phi tdp trung héa nao dé dé
kién thitc dia phwong c6 thé dugce “stt dung ngay 1ap tirc” trong hoat dong kinh té.

Siéu diép vién James Bond cling c6 chung triét ly nay. Trong by phim
Skyfall, khi Bond lan dau tién gap Q (quan su céng nghé ctia Bond), Q noéi dua
rang “vai cdi laptop va trong bé do ngu, trede khi nhap tach tra Earl Grey t6i c6
thé gdy ra nhiéu thiét hai hon nhitng gi anh c6 thé lam trong mot nam ngoai thuc
dia.”
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“Vay tai sao anh lai can t6i?” Bond héi. “Lic nao ciing can c6 ngudi bop
€0,” Q dap. “Hodc khong. That kh6 ma biét duwgce khi anh con dang mac dé ngu,”
Bond no6i. Bond, mt nguwdi trung thanh véi chu nghia cd nhan, biét rang ban can
thong tin vé thoi gian va tinh hinh trén thyc té€ dé dwa ra mot quyét dinh ding
dan. B6i v6i cad Bond va Hayek, co ché ké hoach hoa tap trung khong c6 tac dung
vi ban khong thé thu thap dwoc thong tin chinh xac va kip thoi néu khéng thuc sy
0 ngoai thuc dia.

Vi vay, Hayek cho rang, sw phdi hop tap trung hoa cta cac hoat dong kinh té
trén quy mo 1én khong c6 tinh thyc tién. Thay vao do, cac nén kinh té€ can mét co
ché phi tap trung cé thé tap hgp va phan tng mdt cach hiéu qua déi véi tat cd moi
kién thitc dia phwong ma moi ca nhan trong nén kinh t€ d6 dang nam gitr. Giai
phap cua Hayek la hé thong gia ca, duwgc 6ng mo ta la “mot dang co ché ghi nhan
si thay doi.” Co ché nay “cho phép tirng nha san xudt quan sat moi sy thay doi
ctia mét vai chi dau” dé hiéu duwgc chuyén gi dang dién ra trong nén kinh té trén
quy mo 1én. Vé ban chat, Hayek dé xudt rang hé thong gia ca la mot phuwong tién
tinh todn théng tin, va rang gia ca la mot chi so tinh toan hay mét chi s6 do lwong
hiéu qud, ma cac nha san xuat c6 thé sir dung dé hiéu hoat dong kinh t€, ngay ca
khi hoat dong nay & xa noi ho song. Vi moi ca nhan hanh dong dwa trén thong tin
dia phrong ma anh ta cé, nén thi truong cé thé tap hop tat ca nhitng théng tin nay
va diéu chinh theo n6 trong thoi gian thyc. Luan diém nay da tinh dén thuc té:
Thong tin khong hoan hdo va c6 san mién phi. Thi truong giai quyét van dé nay
bang cach tong hgp tat ca thong tin ma moi ca nhan dang nam gitt dwdi hinh thitc
gia ca.

Lich st chitng minh Hayek da dung. Co ché diéu phdi tap trung cudi cung
da chun bwdc trwde thi truong phi tap trung, va tiv do kinh té€ thi truong dwa trén
hé thong gia tré thanh mo hinh mac dinh ctia hau hét cac xa hoi hién dai.

LY THUYET CONG TY
Mac du Hayek da dwa ra mot vi du thuyét phuc cho thdy thi tredng hiéu qua
hon co ché ké hoach héa tap trung, nhung van con nhiéu ly 1é phan bac quan
trong khac can can nhac vé thuyét thi trudng hiéu qua. Piéu nay dwa ching ta dén
véi mot nha kinh té hoc c6 sttc anh huwéng khac, Ronald Coase, nguoi da dugc
nhac dén trong chuong 1. Coase nhan thdy mot 16 hong 16n khac trong y tuwdng vé
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thi trwong tw do. Néu thi trwong cé thé diéu phdi hoat dong kinh té mot cach hiéu
qua, thi tai sao cac cong ty lai ton tai? Gia tri ma cac cong ty thém vao la gi néu
ban than thi truong da hoat dong hiéu qua mot cach hoan hao? Pay la mot bai
toan danh cho cac nha kinh té hoc ting ho thi trwong, vi nhw Coase da lwu y trong
bai dién van nhan giai Nobel cia minh, “da s6 cac nguon lyc trong mot hé thong
kinh té hién dai déu dwgc st dung bén trong cac cong ty, viéc st dung nhitng
nguon lwc nay nhu thé nao lai phu thudc vao cac quyét dinh quan tri ma khong
triee tiép phu thudc vao hoat dong ctia mot thi truong. Hé qua 1a, tinh hiéu qua
cta hé thong kinh té€ phu thudc rat nhiéu vao cach nhitng t6 chitc nay, dac biét la
cac cong ty hién dai, trién khai cac hoat dong ctia minh.” Néu cac cong ty dong
vai tro 16n dén nhw vay trong nén kinh té cia ching ta thi tai sao ly thuyét thi
treong — thuyét kinh té dang chiém wu thé — lai khong thé giai thich dwoc sy ton
tai ctia ching? Coase gidi quyét nan dé nay bang cach dé xuat rang thyc ra, dé
tham gia vao hoat dong thi trwedng cling can mot khoan chi phi ma ong goi 1a chi
phi giao dich. Chung ta da tom lwgc khai niém nay trong chuvong 1.

Ly thuyét cia Coase ndi rang, sé la qua phitc tap hodc qua ton kém dé mat
cong ty tim kiém va tim thay ding ngudi lao dong ma né can tai dung thoi diém
thich hgp cho mot céng viéc cu thé, hodc dé mot cong ty tim nguén cung ng va
thwong Iwgng gia ca. Moi khoan chi phi dé hoan thanh mot giao dich trén thi
truong nay déu la mot dang chi phi giao dich. Néu khong c6 nhitng chi phi dé,
bat ky ca nhan nao cting c6 thé ngay 1ap tirc c6 dugc bat cit mon hang héa nao ma
anh ta/ c6 ta can tw thi trudng. Cac cong ty truyén thong dé san xudt hang hoa hay
dich vu sé khong c6 ly do ton tai. Nhw vay, st dung y twéng vé chi phi giao dich,
Coase xay dung mot “ly thuyét cong ty,” trong d6 mo ta cach chi phi giao dich
dinh hinh nén dudng bién gigi ctia cac cong ty trong nén kinh té thi trvong. Theo
thuyét nay, cac cong ty xuat hién nham muc dich gidam dén mitc t6i thiéu chi phi
giao dich va sy thiéu hiéu qua vé mat théng tin xuat phat tir viéc diéu phdi hoat
dong kinh té thong qua cac giao dich thi trweong phi tap trung. Mot cong ty sé ndi
hién hoa (internalize) cac hoat dong ma no cé thé to chirc hiéu qua hon thi treong
va ngoai hién hoéa (externalize) cac hoat dong ma né khéng thé t6 chitc hiéu qua
bang thi treong. Trong thuc t€, mot cong ty chinh la mot nén kinh té ké hoach
héa tap trung thu nho, hoat dong trong mot hé thong thi treong 16n hon (xem
Hinh 2.1).
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Ly thuyét cta Coase c6 nhiéu y nghia quan trong doi véi chién lwgce kinh
doanh. N6 dé xuat rang, khi mot cong ty phat trién, n6 c6 thé gidm thiéu chi phi
thong tin va chi phi giao dich bang cach noi hién héa nhitng hoat dong ma né co
thé xi ly hiéu qua hon va ngoai hién hoa nhitng hoat dong ma né khong thé.
Cach nay dan dén lgi thé kinh té nhd quy mo cuc ky 16n.

Khai niém “lgi thé kinh t€ nhd quy m6” (economies of scale) noi tiéng nho
Bruce Henderson, ngwoi sang 1ap Boston Consulting Group. Henderson da lay y
twéng tr mot chién lwge quan sy — tong tan cong dé tran ap ké thu — va ap dung
vao kinh doanh. Quan séat cua 6ng kha don gian: Anh sdn xuat mot thi gi d6 cang
nhiéu thi lgi ich anh thu vé tir n6 cang 16n. Nhung y twdng 1gi thé kinh té nho quy
mo va “duwong cong kinh nghiém” (experience curve) cia Henderson da cho phép
cac nha quan ly dién giai khai niém vé moi quan hé gitta quy mo va hiéu qua
(xem Hinh 2.2).
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THI TRUONG HOAN HAO NEN KINH TE CUA COASE

KE HOACH HOA TAP TRUNG

Hinh 2.1. Ba ly thuyét vé cdch t6 chitc hoat dong kinh té
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Theo Henderson, cit moi lan cong ty tang gap doi san lwgng thi hiéu qua trén
moi don vi san xudt gia tang khoang 25%. Henderson xem 16-gic nay nhw mot
cach dé cac cong ty dat dugc 1oi thé canh tranh (competitive advantage). Y twéng
ctia ong la, cong ty nao c6 thi phan 16n nhat thi cting c6 1gi thé rat 1én vé gia so
v0i cac doi tha canh tranh.
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CHI PHI

SANLUONG

Hinh 2.2. BPuong cong quy mo cua Bruce Henderson.
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Vai nam sau, Micheal Porter, gido su cta treong Harvard, b6 sung mot y
twong quan trong nita vao nhitng quan sat ctia Henderson — khai niém chuoi gia
tri (value chain). Vé co ban, Porter dong y vdi nhitng y kién ctia Henderson,
nhung 6ng lam ro thém rang cac cong ty khong phai la nhitng cht thé don nhat.
Mot cong ty dugc tao thanh bédi rat nhiéu thanh phan, va né dat dugc 1gi thé trong
mot s6 linh vire va bi bat 1gi & mot s6 linh viee khac. Sy két hgp ctia nhitng thanh
phan khac nhau nay tao nén cai ma Porter goi la chudi gia tri. Puwgc gidi thiéu
trong tac pham Competitive Advantage (Lgi thé canh tranh) ma Porter viét, chudi
gia tri la mot cong cu phuc vu muc dich phan tich canh tranh. Chudi gia tri cho
phép cong ty chia nhé mot cach c6 hé thong té chitc cia minh thanh mét loat cac
hoat dong cot 16i, tv d6 hiéu dugce cach ching hoa hgp vdi nhau trong mot hé
thong chat ché, hé thong nay thu nap dau vao va tao ra dau ra c6 gia tri cao hon
(xem Hinh 2.3). Y twéng nay hoan toan phu hgp véi 1y thuyét ciia Coase vé cach
cac cong ty van hanh. Muc dich ctda viéc phan tich chuoi gia tri 1a dé thiét ké nén
cach két hop t6i wu cac mat xich trong chuo6i nham tao ra nhiéu gia tri nhat vdi
chi phi thap nhat. Néi cho cung, chi phi giao dich la chat keo gan két toan bo
chuodi gia tri. Cac cong ty két hgp nhitng hoat dong khac nhau trong chubi gia tri
vi viéc ngoai hién hoa cac hoat dong mat chi phi sé hiéu qua hon khi dugc thyc
hién trong noi bo. Bang cach tim ra phwong an t6i wu dé phoi hgp cac hoat dong,
ban c6 thé hinh thanh nén mot hé thong lién két chat ché vdi nhau — mot chuoi
gia tri — cho phép ban tao ra va duy tri mét lgi thé canh tranh so véi cac doi tha
cung nganh.

Chuoi gia tri cta Porter va lgi thé kinh té nhd quy m6 cua Henderson la hai
tru cot chinh ctia chién Iwgc kinh doanh trong sudt 30 nam qua. Cung véi nhau,
ching tré thanh nén tang chién lwgc cta nhitng cong ty 16n, lién két theo chiéu
doc & cudi thé ky 20.

https://thuviensach.vn



Hinh 2.3. Cdc chuoi gid tri dinh hinh cdch mét cong ty dugc té chire.
Tuy nhién, ngay ca trong nhitng cong ty 16n nay, rac r6i mang tén “kién thitc
dia phvong” cia Hayek van hién dién. Nhitng van dé vé hoat dong phoi hgp lién
quan dén kién thitc dia phwong ma Hayek da mo ta la ly do hang dau khién do thi
lgi ich kinh té nhd quy mo6 cua Henderson c6 dang chit U (xem Hinh 2.4). Do chi
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phi giao dich ngay mot tang 1én, khi mot cong ty dat dén mot quy mo nhat dinh
va ti€ép tuc phat trién, n6 bat dau gap phai tinh trang gidm hiéu qud kinh té theo
quy mo, tic 1a chi phi thong tin va giao dich tang 1én thay vi gidm xudng khi
cong ty san xuat nhiéu hon.

Keét qua la, da s6 cac cong ty 16n dang d6i mat vGi sic ép canh tranh (nhitng
cong ty khong thudc dién doc quyén duédi sw bao trg cia nha nwéc) déu gidi han
quy mo6 ¢ mirc d6 nhé hon nhiéu so v&i mic t6i da c6 thé dat dugc trong thi
trvong ma ching tham gia. Khi viegt qua mot diém nhét dinh, chi phi cta tang
tredng sé 16n hon lgi ich thu vé. Sy that nay “vitra khit” v6i quan diém cia Hayek
Ve viéc tai sao cac thj truong hiéu qua. Trén quy mo nhé, ban cé thé phéi hgp cac
hoat dong kinh té mot cach hiéu qua. Nhung néu mét cong ty phat trién qua 16n,
no6 sé khong thé thu thap va phan &ng vdi tat ca nhitng théng tin né can dé dwa ra
quyét dinh dung dan. Két qua 1a, chi phi sé tang, va cong ty d6 sé khong thé md&
rong hon nita trong mot thi trwong canh tranh. Puwdong cong lgi thé kinh té€ nho
quy mo hinh chit U ma cac cong ty trdi qua chinh la mot minh chitng & mirc do vi
mo cho viéc tai sao co ché ké hoach hoa tap trung lai khong hiéu qua doéi vdi toan
bd nén kinh té.

Giong véi lgi thé kinh té€ nhd quy moé cua Henderson, chudi gia tri cua
Porter ciing bi gi6i han va dugc xac dinh béi chi phi giao dich. Nhw 1y thuyét cta
Coase dé xuat, muc tiéu cta viéc giam thiéu chi phi giao dich chinh la yéu t6 gan
két cac thanh phan cua chu6i gia tri lai v8i nhau va bién ching thanh mot thé
thong nhat. Néu chi phi giao dich thay d6i dang ké, chuoi gia tri sé bi gdy hodc
dwgc t6 chire lai theo nhitng cach hoan toan khac.

Trong sudt mot thdi gian dai, nhitng céng ty 16n dugce xay dung trén nén
tang chién lwge kinh doanh ctia thé ky 20 da théng tri nén kinh té. Nhiéu thap ky
lién, cac cong ty tuyén tinh 16n nhw GM, Ford, ExxonMobil, U.S. Steel va
General Electric ditng dau danh sach Fortune 500. Tuy nhién, khi nhitng cong
nghé mdi phat trién, chat keo gan két loai hinh cong ty truyén thong bat dau bi
bao mon.
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Hinh 2.4. Puong cong loi ich kinh té nho quy mé hinh chir U kinh dién cta
cdc cong ty tuyén tinh.
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MAY TiNH VA THI TRUONG

Trong nam 1965, nha kinh té hoc khong may tiéng tam Oskar Lange da viét
mot bai phan bién lai tiéu luan cua Hayek. Vi tiéu dé “The Computer and the
Market” (tam dich Mdy tinh va Thi truong), tiéu luan cta Lange dé xudt rang,
mac du van dé ma Hayek duwa ra cé thé ding trong nam 1945 nhung thoi thé da
thay doi. Sy xudt hién cua mdy vi tinh dong nghia véi viéc gio day, ching ta da
c6 nhitng thiét bi c6 thé gidi cac hé phwong trinh dong thoi, phitc tap vdi toc do
cuc nhanh. Hay nhé rang, chinh Hayek ciing da hinh dung hé théng gia nhuw mot
loai co ché tinh todn phi tap trung c6 thé gidi quyét duwgc nhitng viéc ma mot
nguoi lap ké hoach tap trung khong thé nao lam dwogc. Lange stt dung mot phép
an du twong tw, goi cac thi truong la “mot thiét bi tinh toan cua thdi ky tién dién
tr.” Nhung Lange khong c6 ¥ khen ngoi. Ong xem co ché thi truong 1a “c6 16 si”
va néi rang xét vé kha nang phoi hgp, hé thong gia ctia Hayek cé thé bi thay thé
bdi hang loat cac phép tinh chay trén mot chiéc mdy vi tinh.

May vi tinh c6 “lgi thé khong thé nghi ngd vé téc do,” Lange ndi, trong khi
thi treong lai “cong kénh va hoat dong cham chap.” Néu Lange dung, sy danh doi
gitta co ché tap trung va phi tap trung ma Hayek dé xuat khong phai la mot
nguyén tac kinh té khong thé thay doi. N6i ding hon, n6 chi la mot san pham cua
diéu kién cong nghé. Khi cong nghé thay doi, cach td6 chitc nén kinh té ciing thay
doi theo. Tiéu luan cua Lange dé xuat rang, may vi tinh c6 thé dan dén sy ra doi
ctia mot nén kinh té tap trung héa cao hon nhung khong vi thé ma kém hiéu qua
hon.

Tiéu luan cua Lange vao nam 1965 chwa giai quyét duwgc hai thach thic con
ton tai. Hién nhién la nhitng may tinh doi dau chwa da kha nang dé thyc hién
nhiém vu dat ra. Ching chiém hét dién tich nhitng can phong 16n va chi c6 thé
thyc hién nhitng phép tinh gigi han. Tuy nhién, cling trong nam 1965, Gordon
Moore, mot trong nhitng nguwdi sang lap nén Intel, da dé ra mot dinh luat ma sau
nay nguoi ta goi la Binh luat Moore: kha nang tinh toan tinh trén kich thuéc mot
con chip sé tang gap doi sau moi xap xi 18 thang. N6i cach khac, cit sau moi giai
doan 18 thang, kha nang x@ ly van gii* nguyén nhwng v@i con chip nho hon mét
ntta kich thwéc cli. Sudt 50 nam qua, “dinh luat” nay hau nhw khong thay doi.

Theo thoi gian, nhitng buwdc tién nhat quan va vuegt bac trong kha nang xw ly
tao ra tac dong to 16n doi véi nganh cong nghé may tinh. Sy phét trién theo ham
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mi bat dau kha cham, nhwng khi da vao guong thi n6 tang toc rat nhanh. Chi sau
vai thap ky, con chip may tinh da nhé di rat nhiéu va x ly rat nhanh so véi cac
“tién boi” cua n6 nam 1965. Chi phi sdn xuét ching ciing ré hon nhiéu. D€ ban
hinh dung rd hon, chiéc dién thoai thong minh ma ban dang dung hién tai ré hon
1 triéu lan, manh hon 1.000 Ian va nhé hon khoang 100.000 lan so v&i mét chiéc
may vi tinh @ MIT nam 1965.

Tai sao nhitng thay doi nay lai quan trong dén vay? Chi phi x ly va lvu triv
thong tin 1a yéu t6 quan trong trong chi phi giao dich. Khi nhitng chi phi nay
giam, quy mo tiém nang ctia cong ty tang 1én. Vé mat truc quan, diéu nay hop ly.
Khi c6 thé xi 1y thong tin nhanh hon va lwu tri thong tin nhiéu hon, ban c6 thé
quan ly mot lwvgng thong tin 16n hon. Nhwng khi chi phi xi ly gidm, chi phi giao
dich cling gidam theo.

Hay nhé rang, chi phi giao dich la chat keo gan két chudi gia tri ctia mot
cong ty va quyét dinh cong ty nén noi hién hoa nhitng hoat dong nao. Cudi thé ky
20, khi toc do xwr ly tang 1én nhanh chong va chi phi giao dich gidm xudng, mot
sO chudi gia tri bat dau bi dit gdy. Vi chi phi giao dich thdp hon, cac cong ty
lién két theo chiéu doc it “dat dung v6” hon. Nhitng cong ty nhé va nhanh nhen
hon bat dau phan &ng t6t va khon ngoan hon cac déi thu 16n va lau doi. Mot doi
thd nho c6 thé tdn cong vao mot mat xich trong chuoi cung ng cua mot cong ty
16n va x6a bé mot trung gian cta no, hodc cung cap chat lwgng twong duong véi
gia ré hon nhiéu (xem Hinh 2.5).
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Hinh 2.5. Khi chi phi giao dich giam, chudi gid tri bj gdy, va cdc déi thu nho
hon cé thé tdn cong mét mat xich cua céng ty ban.
Dbay chinh xac la chuyén da xdy ra vdi nganh bach khoa toan thw. Trong thoi
dai ctia nhitng cudn sach boc bia da to day, cac cong ty kinh doanh bach khoa
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toan thw phu thudc vao lyc lwgng ban hang déng ddo dé ban san pham. Mot phan
khong nhé trong gia ban ctia mot cuon bach khoa toan thw dugce danh dé tra hoa
hong cho ngudi ban. Nhung khi mdy tinh c4 nhan bat dau pho bién, cac cong
nghé mdi cho phép ngudi doc lwu triv thong tin vao mot ché dé hon va ré hon
nhiéu. Ban khong can dén mot doi ngii nhan vién ban hang that dong dén go ctra
tirng nha, chao ban nhitng bo sach khong 16 nita. Ban chi can giti cho khach hang
mot cdi dia CD qua thw. Piéu nay cé nghia la Microsoft cé thé ban tir dién bach
khoa Encyclopedia Encarta tréen CD-ROM véi gia 50 do la, trong khi mot bo
sach cta Britannica cé gia tv 1.500 do6 la dén 2.000 d6 la. Cudi cung, Britannica
cling phai gigi thieu bo CD-ROM riéng, nhung doi ngli ban hang dong dao cua
no6 — luc lwong tirng mat thoi 1a tai san thiét yéu va la bo phan c6t 16i trong chuoi
gia tri ctia cong ty — nay bong nhién tré thanh ganh nang khong 6.

NOI THAT VONG MANG TEN DOT-COM

Tuy nhién, ngay ca vG@i toan bo kha nang x Iy nay, mot minh mdy tinh van
khong thé thyc hién dy doan cta Lange vé mot nén kinh té tap trung hon. Mac du
mdy tinh c6 tiém nang gidi quyét mot trong s6 nhitng van dé ma Hayek dat ra —
dong thoi Iuwu trit va xw ly khoi lwgng 16n thong tin — nhung chiing van khong tra
10i dugc cau hoi: lam cach nao dé thu thap va gui di tat cd nhitng théng tin can
thiét trudc tién.

Internet bat dau thay déi toan bo tinh hinh. Trong nhitng nam 1900, Internet
va mang toan cau World Wide Web dwa thé gidi vao mot ky nguyén méi cia su
két ndi va giao tiép mang lwdi, phi tap trung. Day la sy thay doi mang tinh nén
tang t* mo6 thitc thong tin ctia nhitng nam cudi thé ky 20, von bi thong tri bai
nhitng dinh ché hoat dong theo co ché phan cap, tap trung héa va tr trén xudng,
cung dong thong tin cling van hanh theo diing co ché nhw vay. Mang toan cau phi
tap trung ra doi da dem lai cho tirng ca nhan quyén ti€p can thong tin & mitc do
chua tirng c6 va lam day 1én mot lan song méi cac cong ty dugce truyén cam hitng
bai nhitng thit nhw 1a co hoi vo han.

Tuy nhién, m6 thirc thong tin m&i nay doi hoi mot mo hinh kinh doanh méi,
diéu ma lic bay gio nhiéu cha doanh nghiép va nha dau tw khong hiéu dugc. Moi
trong kinh doanh sau khi Internet xuat hién vé co ban rat khac biét so vGi bat ci
thit gi trede d6. Thé nhwng nhiéu cong ty méi van suy nghi rat don gian, ho ap
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dung nhitng m6 hinh kinh doanh truyén théng va lap mét trang web lam noi phan
phoi, véi ky vong rang Internet sé khién mo hinh kinh doanh nay phat huy tac
dung trén quy mo 1én nho vao “hiéu tng mang” — mdc du ho cling khong ro
nhitng hiéu tng mang dé la gi va ching giip cdi thién cau tric chi phi ctia cong
ty nhu thé nao. Pets.com, cong ty ma chiing ta da néi dén trong chwong 1, la vi du
dang xau ho nhat. Nhung nhiéu cong ty khac, bao gom Kozmo.com, Webvan va
Garden.com, ciling dan dan di theo vét xe d6 ctia Pets.com. Nhitng ci nga dau
dén sau lan s6ng 6 at, hao hithg ban dau chinh la hé qua cua sy that bai trong tw
duy nay.

Thoi diém cling la mot van dé. Mac du nhiét huyét véi Internet dang cao
nhung mic do st dung Internet trong sudt ky nguyén dot-com thuyrc ra khéng rong
rdi nhw nhitng 10i cwdng diéu, phéng dai. Nhiéu nguwdi xem nhitng that bai noi
tiéng ngay t* sém nay nhw mot dau hiéu cho thdy rang Internet da bi thoi phong
qua mttc va chac chan sé khong thé thay doi thé gidi nhw ky vong. Vi dy, nam
1998, Paul Krugman — cay but xa luan cua t0 New York Times, chu nhan giai
Nobel Kinh té 2008 — da dwa ra nhan dinh noi tiéng rang, tac dong cta Internet
t6i nén kinh t& cling khong 16n hon ctia mot chiéc mdy fax. Ong viét, “Sw phat
trién cua Internet sé v6 cung cham chap,” vi “hién nhién [la] da s6 moi ngudi
khong c6 gi dé noi vdéi nhau! Bén khodng nam 2005, ngwoi ta sé thdy rd rang
rang tac dong cua Internet doéi v6i nén kinh té cling chang 16n hon tac dong caa
may fax la bao.” Dya trén cd sup doé ngoan muc cta nén kinh té theo sau dy doan
ctia Krugman, quan diém day hoai nghi ma 6ng dwa ra lic d6 hoan toan c6 co sé.
Nhwng bat chap sy két thiac bat ngd va chan nan cua con hung phan dot-com,
nhitng hat mam ctia mot cudc cach mang kinh té va xa hoi da dugc gieo xudng.

CUQC CACH MANG KET NOI MANG

Chi vai ndm sau, Internet da thuc sy dat dwogc buéc nhay vot, tré thanh mot
phan ctia van hoa chinh thong. Pén giita nhitng nam 2000, Internet len 16i khap
noi hét nhw khong khi (va quang cado). Sy pho bién cua bang thong rong tir cong
s@ vé dén nha da kich hoat qua trinh nay, nhung dong lwc thwe sy cia budc
chuyén minh ngoan muc la Internet di dong.

Dién thoai di dong da dwa Internet dén thing tdi cta tdt cd moi ngudi. O thoi
dai dot-com, Internet chi c6 khoang 30 triéu ngudi két ndi thong qua mét modem
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dial-up. Bat chap tac dong to 16n ctia minh, mang Web toan cau ctia nhitng nam
1990 van rat nhé va cham so vdi Internet ngay nay. Cong nghé di dong dong vai
tro nhw bé phong tén ltta cho Internet vay. Chi trong 5 nam, s6 nguoi truy cap
Internet da ting vot tir hang triéu ngudi 1én hang ty ngudi (xem Hinh 2.6). O MJ,
tr mGt khai niém la 1am, Internet da tr@ thanh mot phan khong thé thiéu trong doi
song thwong ngay.

Khi Internet di dong bung n6 vao cudi thap nién 2000, bon sy thay doi chinh
da ddo ngugc hoan toan thé gidi chién lwge kinh doanh: kha nang x 1y thong tin
dwgc dan cha hoéa, chi phi giao tiép gidam xudng, kha nang két néi moi noi va cac
b cam bién lén ngoi, va lgi nhudn theo quy mo cua viéc phan tich di liéu tang
lén. Cung nhau, bon su thay doi nay da tao nén mdot cuoc Cach mang Keét nai,
mot budc chuyén minh vé kinh t€ va xa hoi trong do nhitng dong nang von tirng
dan dat cac cong ty cua thé ky 20 gio khong thé 4p dung dugc nita. Hay xem tai
sao lai nhu vay.
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Hinh 2.6. Quy mo thj trvong duoc tinh todn trong thoi gian thuc. Nguon:
Andreessen Horowitz, “Mobile: It Changes Everything,”
http://al6z.com/2015/06/19/mobile-it-changes-everything/.

KHA NANG XU LY VA LUU TRU MAY TiNH BPUQC DAN CHU HOA

Nhitng ti€n bo trong cong nghé da bién may tinh tré thanh mét mon hang
héa thong thudng. May tinh gio day ré hon va dugc pho bién rong rai. Cac thé hé
tredc chi dém duwgc trén dau ngon tay nhitng thiét bi may tinh ma minh sé hitu,
nhung khi tré con bay gio tridng thanh, chiing sé khong thé dém noi nita. Tt nha
may t6i do choi hay thwc pham, may tinh déu nhanh chéng tré nén thiét yéu doi
v6i hau nhw moi viéc ching ta lam, tao ra va tiéu dung. Sy phat trién cta cong
nghé tham chi con dan dén cai goi la Cudc chay dua vé s6 0 (Race to Zero) trong

https://thuviensach.vn



dién toan dam may, noi nhitng tién b cdng nghé va sy canh tranh ngay cang gia
tang dang khién cho chi phi Ivu trit va x¥ ly ddm may giam nhanh chua tirng co.

Chi phi giao tiép giam xuong

Chi phi truyén phat va luu trit thong tin da gidam manh. Két qua la, nhitng
rao can doi vGi cac cong ty mai gia nhap thi trweong khong con nita, mo thitc giao
ti€p mot chiéu qua dai phat thanh va truyén hinh ctia cuoc Cach mang Cong
nghiép da nhwong cho cho truyén thong két ndi mang. Viéc tim hiéu va truyén
phat thong tin trd nén ré va dé dang. Nhitng hoat dong tridc day bi gidi han trong
noi bd mot cong ty nay co6 thé dién ra theo mot cach thirc phi tap trung héa thong
qua cac mang luwéi.

Su troi day cua kha nang két ndi moi noi va cac bé cam bién

Cung vdi sy ra doi cua dién thoai thong minh, gio day hau nhw ai cling
mang theo nguwdi nira tad b cam bién ty hon di khap moi noi. Két qua 1a, ching ta
c6 kha nang thu thap ngay cang nhiéu dang dit liéu hon bao gio hét. Phan 16n
nhitng dit liéu méi d6 déu dugc thu thap béi nhitng bd cdm bién nay va truyén
phat bang cong nghé két n6i mang. Chi méi muwdi nam trwede thoi, khong ai nghi
tG¢i viéc nhitng thong tin nay c6 thé dwgc thu thap va phat tan dé dang dén vay.
Gio day, qua mo6i nam, loai dit liéu mdi nay lai dwgc san xuat thém nhiéu hon
nira.

Lgi nhuan theo quy mo cuaa viéc phan tich dit liéu tang len

Nho nhitng buéc dot pha trong linh vyc phan tich di¥ liéu — hay con dugc
goi la di liéu 16n (big data) — ma sy giau c6 méi mé vé mat thong tin nay da dem
lai Igi nhu@n khong 16 theo quy mo caa viéc phan tich di liéu. Gio day, ngudi ta
c6 thé hiéu va hanh dong dwa trén mét lwgng dit liéu 16n ngoai sitc twéng twgng,
tat ca déu trong thai gian thuc.

Hay danh mot gidy dé gidi ma tai sao tat ca nhitng sy thay doi nay lai quan
trong dén nhw vay. Trudc hét, nho toc dd phat trién nhw vii bao trong kha nang xtw
ly thong tin cua may tinh nén ngay nay, moi ca nhan dugc tiép can véi kha nang
Xt ly va cong nghé ma trwdc day chi danh cho cac cong ty 16n. Két qua 1a, da so
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moi nguwdi déu co thé tiép can nhitng cong cu chuyén nghiép, dé sit dung ma gia
lai ré. S thay d6i nay da trao quyén dé moi ca nhan san xuat ra gia tri trén quy
mo hoan toan mai.

Thi¢ hai, chi phi giao tiép giam xudng khién cho viéc chia sé tit ca nhitng
gia tri d6 vGi nguai khac dé dang hon rat nhiéu. Gia giam va toc do truyén dit liéu
tang dong nghia vdi viéc nhitng ngwoi chua tirng gap nhau trude day gio cé thé
giao tiép v6i nhau mot cach hiéu qua va it ton kém, da dé cung hoan thanh nhitng
nhiém vu phitc tap. Ho cling c6 thé xay dung niém tin can thiét dé cong tac hodc
ho trg lan nhau.

Trai ngugc véi quan diém ma Krugman da dwa ra trong suot ky nguyén dot-
com, hoa ra trong nhitng hoan canh cu thé, moi ngwdi mudn noéi chuyén véi nhau
— rat nhiéu. Céng nghé két n6i nhanh chéng thdm nhap tir cong s& vé nha,
Internet tré thanh mot phan trung tdm ctia cach ching ta trdi nghiém thé gigi va
giao tiép v6i nhau. Cung lic d6, YouTube, Facebook va Twitter tang tredng bung
no, dan dén sy 1én ng6i cda truyén théng mang xa hoi va n6i dung do ngwoi dung
san xuat. Tap chi TIME tham chi con goi “Ban” la nhan vat cia nam 2006, y
muon nodi dén tat cd nhitng nguwdi da tao ra ndi dung trén cac nén tang két noi
mang va noi dung tryc tuyén. Cong nghé di dong tiép tuc day nhitng xu hwéng
nay di xa hon nita bang viéc bién Internet tir ch6 la mot hoat dong bi c6 lap, chi
dién ra tai nha, thanh mot céi gi d6 ma ban c6 thé mang bén minh va két ndi moi
Idc, moi noi.

Bong nhién c6 mot sy thay doi to 16n tai noi ma gia tri dwgc tao ra cho nén
kinh té. Cac cong ty khong con la nguén duy nhat tao ra gia tri. Nguoi tiéu dung
cling dang tao ra gia tri va chia sé né vdi nhau. Wikipedia la vi du tuyét voi nhat
cho sy thay do6i nay. Ban con nhé vi du treeée vé viéc kha nang xw 1y tang lén da
cho phép ngudi ta chuyén tir cuon bach khoa toan thw Encyclopaedia Britannica
day c6p sang nhitng chiéc CD-ROM ré hon va hiéu qua hon chit? Sy thay doi nay
dién ra vi khi kha nang x ly tang 1én va chi phi lvu tri* gidam xudng, chi phi phan
phoi sé thap hon rat nhiéu. Tuy nhién, Wikipedia da tién xa hon mot budc nita.
Thay vi chi gidm chi phi phan phéi, Wikipedia con st dung ndi dung do ngudi
dung tao ra thay cho noi dung dugc san xuat chuyén nghiép va thay doi triét dé
chi phi san xuat. Ngudi ta nhan ra rang, trong viéc xay dung mot bach khoa toan
thu, khi dwoc ti€p can cac cong cu va giao ti€p hiéu qua hon, mot cong dong gom
nhiéu ca nhan c6 thé thwc hién mot cong viéc (véi mot s6 tieu chuan danh gia dua
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trén 1gi ich ctia s6 lwgng va mitc do phat tan thay vi chiéu sau théng tin) tot ngang
ngtra mot cong ty lién két theo chiéu doc. Va ho c6 thé lam diéu d6 véi chi phi
thap hon rat nhiéu.

Nhw Wikipedia da chitng minh, cac cong dong bao gom nhiéu ca nhan dwgc
t0 chitc 16ng 1éo hoan toan c6 thé thay thé cho cac cong ty. Sau 244 nam, bach
khoa toan thw Encyclopaedia Britannica cudi cung cling cham diit phién ban sach
in vao nam 2012, con Microsoft dong ctta Encarta vao nam 2009. Nhiéu hoat
dong san xuat trwdc day ting gidi han trong mét cong ty duy nhat véi cau tric
phan cdp thit bac r6 rang gio day duwgc tiép quan béi cac mang lwdi phi tap trung,
hinh thanh badi nhiéu ca nhan tw quéan, nhitng ngudi ditng ngoai ranh gidi ctia bat
clt cong ty nao. Trong thyc t€, cac ca nhan khong con la khach hang ma da trg
thanh do6i thu caa nhiéu cong ty tuyén tinh 16n. Vi dy, YouTube va cac nén tang
phat video tryc tuyén khac dya trén ndi dung do ngudi dung tao ra da bat dau
canh tranh trong linh viic quang cao véi noi dung chuyén nghiép dwoc phat boi
cac mang truyén hinh va cong ty cung cap dich vu cap.
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Sy thay d6i nay cé anh hwdng sau sac dén chién Iwgce kinh doanh. Chi phi
giao dich da du thap dé chat keo két dinh cac cong ty truyén thong bat dau tan ra.
Loi ich kinh té nhd quy mo trong nhiéu cong ty truyén thong, chang han nhw bao
chi va bach khoa toan thw, bi sup d6 hoan toan. Cac chudi gia tri khong chi dirt
gdy thanh nhiéu phan riéng biét nhw da ting trong sudt thoi gian dau caa ky
nguyén may tinh. Chung thyc sy bat dau phan manh hodc tan rd hoan toan (xem
Hinh 2.7). Cac ca nhan hoat dong trong cac mang lwdi phi tap trung gio day co
thé thay thé toan bd doanh nghiép.
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Hinh 2.7. Chudi gid tri bi phdn manh khi cdc cd nhdn lam thay cong viéc
cua cong ty
Trong qua khit, cac cong ty hiéu qua vi ching céi thién dang ké cach chiing
ta t6 chitc cong viéc. Y twéng nay chinh 1a c6t 16i trong 1y thuyét cong ty cua
Coase. Cac cong ty c6 thé phoi hgp viéc st dung ngudi lao dong va nguyén vat
liéu dé tao ra san pham va dich vu md6t cach hiéu qua hon so véi thi trudng.
Trong mot s6 nganh nhat dinh, chang han nhw ché tao mady mo6c hang nang,
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nhitng gia dinh nay van ding cho dén ngay nay (mdc du diéu nay c6 thé thay doi
nhanh chong do qua trinh tieu dung hoa cia nhitng cong nghé mdi, nhu in ba
chiéu, hay 3D). Nhung trong nhiéu nganh hién nay, nguén lwc quan trong nhat
thuong khong nam bén trong bat ci mot cong ty nao ma ton tai bén ngoai no.

Trong moi treong mdéi nay, cac ly thuyét ctia Henderson va Porter khong thé
ap dung dwoc nita. Nhan t6 tap hgp va tao ra gia tri cho céng ty khéng con la
chudi cung &ng hay chuobi gia tri, thay vao dé la hé sinh thdi cia mot mang luGi.
Gia tri da chuyén tir viéc tao ra san pham va dich vu sang viéc ho trg két ndi giita
nha sdn xudt va nguoi tieu dung bén ngoai. Cong ty khong con la trung tam cta
hoat dong san xuat nita, thay vao d6 né trd thanh trung tdm cta hoat dong trao
doi. Nhitng khu vic ma tai d6 cong ty co thé tao ra va tang thém gia tri kinh té
khong con nam & giai doan san xudt nita, ma hwéng dén hoat dong giam tuyén va
quan tri mang. Tai day, cac cong ty nén tang xuat hién.

Cac mang luwéi phi tap trung khong ty hinh thanh va phét trién. Lubn phai c6
mot cong ty dong vai tro dau mdi trong mang lwéi dé phat trién va diéu phoi tat
cd moi hoat dong trén quy mo6 16n. Nhitng cong ty nén tang nay khong van hanh
theo cach cia cac cong ty truyén thong. Thay vi dau tw vao cac nguon luc ndi bo
— nhw nhan vién, nha xwéng hay kho bai — nén tang tao ra gia tri bang cach phoi
hop nhitng mang Iw6i 16n bao gom nha séan xuat va ngudi tiéu dung. Ching toi sé
giai thich van dé nay chi tiét hon trong chwong 5 va chwong 6, tat cA moi hoat
dong cot 16i ctia cong ty nén tang déu tap trung vao viéc phat trién va quan ly
nhitng mang luwGi nay.

Neén tang két hop nhitng dac tinh cta cong ty truyén thong va thi trudong.
Thue chat, m6t nén tang la sw tong hgp gitta cong ty cia Coase vai thi truong cta
Hayek. Cong ty khong con dau tw vao san xudt ma chuyén sang dau tw vao hoat
dong xay dung co sd ha tang va cong cu dé ho trg va phat trién mét noi giao dich
hay mot cong dong két ndi mang. Vé ban chat, cai ma nhitng nén tang nay dang
tao ra chinh la cac thi trudng dwgc ké hoach hoéa tap trung. Vi du, hdy xem xét
nhitng san giao dich sdn pham dugc tao ra bdi eBay hay mot cong ty nhw
Alibaba, nhitng mang noi dung dugc tao ra bai Facebook, Twitter va YouTube,
hay nhitng san giao dich thong tin va phan mém dwgc tao ra bdi Google va
Apple. Tat cd nhitng mang Iw6i nay déu cho phép hang triéu triéu cd nhan va
cong ty twong tac vdi nhau, nhung ching duge xay dung va diéu phoi bsi mot
thuc thé & trung tam.
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Tai day, ching ta dwgc chitng kién sy tréi day cung lic cua s thay doéi thi
ba va thit tw ma ching t6i da dé cap & trén: dit liéu 16n va két noi moi noi. Hayek
song trong mot thé gidi cua nhitng thong tin bi & dong. Chi phi giao tiép va kha
nang x& ly dit liéu bi giéi han trong lwgng thong tin ma diéu kién ldc bdy gid c6
thé thu thap va phat tan dugc tir xa. Pon gian la khi d6, nguoi ta khong thé nao
thu thap da thong tin dé diéu phoi sao cho hiéu qua ca mot nén kinh té quy mo
16n, va téc do thue hién nhitng cong doan nay cling con lau méi du dap ¢ng nhu
cau. Trong thé gidi cua Hayek, “ngudi dan 6ng tai hién truong” quanh quan trén
oc dao thong tin cda riéng anh ta, cach biét véi tat ca nhitng ngwoi 1ap ké hoach
tap trung va khong thé nao chuyén thong tin dia phwong ctia minh tGi ho. Bén
canh do, ngay cd néu anh ta c6 thé chuyén tin di thi kha nang x& ly dit liéu cling
khong da dé khai thac toan bo y nghia cda thong tin d6. Ngay nay, ban c6 thé dé
dang thu thap va phat tdn mot lwgng thong tin da dang va khong gidi han tir khap
moi noi trén thé gigi. Chiéc dién thoai théng minh ma ban dang cam trén tay
chinh 1a mét thiét bi tao ra dit liéu va chuyén phat dit liéu. Vé co ban, dién thoai
cua ban la nhv vay (cong them mot cuc pin cho phép né hoat dong trong mot thoi
gian ma khong phai cam dién). Nhitng bo cam tng nay chinh Ia thiét bi cho phép
ban theo d6i bwéc chay ctia minh, tim dwong trén ban do, chup anh, hodc quét
van tay. Két qua la con li thong tin ma ai cling biét. Du néi cach nao thi ciing
khong dién ta dugc hét tam quan trong cda sy thay d6i nay. Trong nam 2013,
IBM uéc tinh rang, 90% lwong thong tin caa thé gidi mdéi chi duwgc thu thap trong
vong chwa day 2 nam trd lai. Pa s6 nhitng thong tin nay dugc tao ra va tiéu thu
trye tuyén.

Trai nguwgce véi cach moi nguwdi da séng trong phan 16n lich st nhan loai,
ngay nay, tinh trang thong tin bi & dong da tr¢ thanh ngoai 1€ thay vi thong le.
Tuy nhién, sy thay doi nay chi méi bat dau. Cong ty nghién cttu thi treong IDC
wdc tinh rang, dén nam 2020, dit liéu cua thé gidi sé tang 1én téi bon muoi lan so
vOi nam 2015.

Nhung hién tai, nho vao cong nghé phan tich dit liéu 16n, cac cong ty co thé
bat dau khai thac tat ca kho thong tin mdi nay. Trong qua khit, dit liéu 1a céi gi do
ma ban phdi ra ngoai dé thu thap. Ban phdi nghi ra nhitng phwong phap khac biét
dé do lwong va thu thap thong tin vé mét cong ty. Trong moi trieong hgp, thong
thwong ban c6 m6t nhom doéi twgng da dwge xac dinh ro rang cung véi mot cau
héi don gidan ma ban dang c6 gang tim cau trd 101, va di¢ liéu ma ban thu thap
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dwgc sé nam vira in trén mot bang tinh. Ngay nay, di¥ liéu khong con la thit ma
ban phdi ra ngoai méi c6. Nhw Ming Zeng, giam doc chién lwgc cua Alibaba, da
noi, “Dit liéu dugc thu thap tyw dong nhw mot san pham phu caa chinh cong ty
dé6.” Nho sy thay doi nay nén tir dang don gian, c6 cau trac ro rang trong ky
nguyén cong nghiép, dit liéu da bién doi thanh dang phitc tap hon, phong phti hon
va khéng tuan theo ciu tric nao ca trong ky nguyén Internet. Cac bang tinh
khong con dua dung. Phan tich dit liéu 16n cho phép cac cong ty khai thac nhitng
tap hgp dit liéu khong 16, hon loan trong thoi gian thuc. Cac cong ty cling c6 thé
hiéu dugc toan bo cac loai dit lifu méi, bao gom tép tin am thanh, anh va video,
cling nhu cac dit liéu phi cau tric nhu tai liéu van ban, hinh mau hanh vi va ngén
nglt ty nhien.

Kha nang t6 chitc va khai thac nhitng khdi lwgng dit liéu 16n trong thoi gian
thue da “dap tan” ly 1€ phan bac cudi cung cia Hayek doi véi co ché tap trung
héa. Vé lau dai, Oskar Lange da ding. Cac thuat toan chay trén may tinh va dugc
thi'e hanh trén nhitng khoi lwgng dit liéu ma trwdc day von khong thé quéan ly
duwgce. Gig day ching con c6 thé diéu phoi rat nhiéu hoat dong kinh té€ quy mo
16n, ding nhuw Lange dv doan. Kha nang diéu phoi hoat dong kinh té hiéu qua da
vuot ra khéi nhitng ranh gidi ctia cong ty truyén thong. Hay nhé rang, ban than
gia la mot diém dit liéu dugc st dung dé diéu phoi hoat dong kinh té — n6 chi tinh
co la diém dir liéu dé thu thap nhat ma thoi. Ngay nay, cong nghé cho phép cac
cong ty thu thap va theo doi nhiéu dir liéu dang hat (granular data) cta nhiéu loai
hoat dong hon bao gio hét. Két qua 1a, cic nén tang c6 thé tao ra va quan ly
nhitng mang lwdi ho trg cho cac danh muc hoat dong kinh té va xa hoi hoan toan
mai. Vidy, vao ngay 27 thang 8 nam 2015, Facebook phuc vu 1 triéu ngwoi dung
chi trong mot ngay — con s6 cao chua tirng c6 trong lich stt. Twong tu, tir thang 3
nam 2014 dén thang 3 nam 2015, cac san giao dich cua Alibaba da ho trg so
lwgng hoat dong kinh té 16n dén mitc trudc day han la nguwoi ta khong thé hiéu
noi: 350 triéu nguoi tieu dung va gan 10 triéu ngwdi ban. Mai dén gan day, nhitng
loai hinh kinh doanh nay méi tré nén kha thi vé mat kinh té va cong nghé.

LENIN YEU GOOGLE
Cudc Cach mang Két n6i mang da xéa tan phan nao nhitng gia dinh chinh
dong vai tro nén moéng cho khai niém lgi ich kinh t€ nhd quy md cta Bruce
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Henderson va chuoi gia tri cia Michael Porter. Bén ngoai lanh dia cda chién lwgc
kinh doanh, nhitng thay do6i nay ciing bién d6i dén tan goc ré cach thitc nén kinh
té van hanh. Két hgp v6i nhau, ching vo hiéu hoa khang dinh ctia Hayek rang
mot co ché ké hoach hoa tap trung khong thé t6 chitc hoat dong kinh té trén quy
mo 16n. Gid day, do chinh xac la chuyén dang xdy ra do6i vGi nhiéu khu vire ngay
cang m@ rong cda nén kinh té. Biém khac biét duy nhat 1a, nguai lap ké hoach tap
trung khong phai 1a mot co quan nha nuwdc. N6 la mot hé thong cac thudt toan va
cong cu phan mém dwgc van hanh bdi mot nén tang dé quan ly va phat trién mot
mang lwai phi tap trung.

S that 1a, nhitng y twdng cot 16i hinh thanh nén cach ching ta nghi vé chién
lwge kinh doanh va nén kinh té 1a dya trén nhitng gia dinh vé chi phi giao dich va
diéu kién cong nghé. Vi cong nghé da thay doi nén nén kinh té cling thay doi,
theo nhitng cdch ma da s6 moi nguwdi khong nhan ra. Nhitng khéai niém tung la
nén mong cua ly thuyét kinh té€ va chién lwgc kinh doanh trong thé ky 20 héa ra
lai khong phai 1a dinh luat bat bién, ma la mét hé thong 1éng léo cac ly thuyét
duoc xay dung trén nhitng gia dinh da trd nén 16i thoi khi cong nghé thay doi
(nhw hau hét cac “dinh luat” kinh té no6i chung).

Mot 1y do khién sy thay doi nay khong duwgce quan tdm nhiéu chinh la: nhitng
cong ty méi nay khéng giong véi nhan thitc ctia ching ta vé cach cac cong ty tao
ra gia tri. Khi nhin vao cac cong ty truyén thong, chiing ta luon do lwong tai san
hitu hinh va nhitng thit ma cong ty c6 thé kiém soat truc tiép, du it hay nhiéu.
Nhitng nhan t6 nay lai khong do lwong gia tri thuc cia nén tang. Vi dy, vdi Uber,
thyre té 1a tat ca gia tri ma no tao ra déu dén tir cac giao dich ma n6 ho trg cho
nhitng ngudi bén ngoai cong ty. Mang lwdi ctia né chinh la yéu t6 khién cong ty
dang gia. Diéu nay cling ding vdi tat ca cac nén tang khac. Bang cach xay dung
va diéu phoéi cac mang lwdi rong 16n, nén tang dang khai pha nhitng gia tri kinh
té, xa hoi hoan toan méi ma trwdc day chwa ai tiép can. Nhitng thi trudng va cong
dong nay sé khong ty dwng ma c6é — nén tang phai xay dung va quan ly chiing. Vé
ban chat, nén tang dang sira chita nhitng that bai cta thi truong. Hién twgng nay
khong c6 gi m@i mé. Trong khu vuc tai chinh, cac san giao dich kinh té€ nhw San
giao dich C6 phiéu New York da thyc hién nhiém vu nay su6t may thé ky qua.
Cai méi & day la, cac nén tang gio day dang khong ngitng ma& rong sy ton tai cta
chiing ta, trén mot quy mo ma tredc day khong mot ai cé thé mo dén.

https://thuviensach.vn



Két qua la, nhitng cong ty c6 gia tri 16n nhat hién nay da tré thanh cai ma
Hayek ttrng cho la khong thé: t6 chitc dugc tap trung hoa nhung cé thé hiéu va
phan &ng trong thoi gian thyc véi nhitng gi dang dién ra trong nén kinh té phi tap
trung, quy mo 16n. Kién thitc dia phwong khéng con “dia phwong” nita. Vi du,
Google Search la gi néu khong phai la mot nén kinh té ké hoach hoa tap trung cta
ndi dung va thong tin? N6i cach khac, Google dang tao nén mot “cong dong chu
nghia xa hoi khong twédng” ma nwdc Nga Xo6-Viét c6 doc toan lyce cling chwa lam
dwgc. Vé co ban, viéc ban khong nghi vé Goolge theo cach nay chinh la mét van
dé ctia marketing va hé tu twdng. Google lam ban cdm thdy minh duwgc trao
quyeén, ngay ca khi n6 dang bao rang ban muén gi. Uber lam ban hanh phtic, ngay
ca khi n6 ty chon xe cho ban va ti chon dwong ma tai xé ctia ban nén di. Toan bo
hoat dong kinh té nay dang duwgc ké hoach héa tap trung va diéu phdi bdi nhitng
chiéc may tinh chay thuat toan — va c6 vé nhu diéu nay chang khién ai ban tam.
Va moi nguodi cling chang can ban tdm lam gi. Héa ra, vé nguyén tac, nguodi ta
khong cé bat cit van dé gi vGi co ché ké hoach hoa tap trung — ho chi khéng thich
mot co ché ké hoach hoéa tap trung t6i. Cong nghé hién dai cho phép cac cong ty
nén tang tham gia vao va tao ra nhitng thi tredng dwgc diéu phoi tap trung tai noi
ma “thi treong tv do” khong lam dwoc diéu do6. Két qua la, ching tao ra thi
treong hoan toan m@i, hodc mé rong t6i da nhitng thi treong cdi.

Hién tai, Google khong hoan hdo du xét trén phuwong dién nao di nita —
nhitng gi n6 “dé xuat” khong phai ltic nao ciling ding — n6 ciling khéng bao quat
dugc toan b nén kinh té. Vién canh cua Lange vé mét nén kinh té tap trung hoan
hdo van chuwa tré thanh hién thyc. Nhung con lac van dang dao dong manh ti co
ché phi tap trung hda sang nhitng cong ty 16n — nhitng nén tdng — va thit ma
ching tao ra: thwc chat chinh la céac thi truong 16n duwge ké hoach héa tap trung.
Vi xu huwéng nay van dang tiép dién nén ching ta sé con thay nhiéu treong hgp
nén kinh té dugc diéu phdi thong qua nhitng mang lwdi phi tap trung héa nhung
lai duwgc tao ra va quan ly mot cach tap trung.

CHU NGHIA TU BAN # SU CANH TRANH
Ngay nay, thanh céng ctia nhitng nén tdng nay chitng minh rdng, thuc ra,
chu nghia tw ban phu hgp véi co ché tap trung héa. Tuy vay, rat it ngwdi nhan ra
diéu nay. Théai d6 chong doi phan I6n la tan tich cua tw duy tw thoi Chién tranh
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Lanh va nhitng hé tu twéng 16i thoi. Peter Thiel — nha sang lap kiém cyu CEO
ctia PayPal da mo ta hién twgng nay trong cuén sach duwgc xuat ban nam 2014 cta
ong c6 twa dé Zero to One: Notes on Startups, or How to Build the Future (Ttr O
dén 1: Bai hoc vé khéi nghiép, hay cdch xdy dung twong lai). Ong noi, “Ngudi
My da than thoai héa sy canh tranh va cho rang chinh n6 da citu ching ta khéi
tinh canh doi ngheo. Trén tat ca, sy canh tranh la mot hé tw twéng — cai hé tw
twong da lan tran khap xa hoi cia ching ta va bop méo tw duy cua ching ta.”
Thuc ra, 6ng con néi rang, “chti nghia tv ban va sy canh tranh 1a hai khai niém
doi lap.” Nhitng cong ty dang léo 14i nén kinh té ctia chiing ta ngay nay va trong
twong lai chinh la dang “tw ban doc quyén” ma Thiel da néi dén trong cudn sach
cua minh.

Thyc ra, phan 16n nhitng cong ty ma 6ng mod td — bao gom ca Google,
Twitter va PayPal — déu la cong ty nén tang. Cac cong ty doc quyén nay “dem lai
cho khach hang nhiéu lya chon hon bang cach bd sung cho thé gidi nhitng danh
muc phong pht va hoan toan mai,” Thiel noi.

Pay chinh xac la diéu ma nén tdng dang lam. Cac cong ty tuyén tinh c6 thé
van tao ra gia tri, nhung ngay nay cac nén tang tao ra nhiéu hon. Ching tao ra
nhitng mang lwdi hoat dong kinh t€ va xa hdi hoan toan mdi, ma néu khong c6
mang lwdi nay thi hoat dong dé sé khong ton tai. Két qua la, rat nhiéu hoat dong
kinh té€ m@&i dugc ching diéu phoi theo co ché tap trung. Mang xa hoi da ton tai
khong chinh thitc tr trdc khi Facebook xuat hién. Nhung Facebook tap trung tat
ca nhitng mang lwdi nay thanh mét nén tang nham ho trg trién khai thém nhiéu
két noi va twong tac gitta moi ngwoi. Ve ban chat, Facebook da xay ding mot san
giao dich cho hoat dong twong tac xa hoi. Két qua la, hién nay, hang ty nguoi
dang két noi vdi nhitng ngudi ma néu khong c6 Facebook thi ho sé khong bao gio
biét nhau. Mac du c6 thé mot s6 nguwdi khong thich cach Facebook kiém soat di
lieu ngwoi dung, nhung khong ai nghi ngo gi chuyén cong ty nay da tao ra gia tri
kinh té va xa hoi khong 16, vuot ra khéi 1gi nhuan ma né thu dugc.

Cac nuéc co6 ha tang kinh té kém phat trién sé cdm nhan rd hon nita sw tac
dong cua cac cong ty nén tang. Vi du, Alibaba da dong gép rat nhiéu vao sy phat
trién cda nén kinh té k¥ thuat s6 & Trung Quoc. Theo wéc tinh, cac san giao dich
cta n6 dong gop t6i 70% tong hoat dong van tai noi dia. Thém vao do, nén tang
thanh toan ctia Alibaba la Alipay thuyc hién t&i 50% tong s6 giao dich & nuwdc nay.
N6 xt ly khoi lwgng giao dich tri gia hon 500 ty d6 la moi nam, nhiéu gap 20 lan
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tong gia tri giao dich dwgc thyc hién bdi China UnionPay - cong ty nha nuwéc
dwgc chinh phua cho phép doc quyén doi vai hé thong xac nhan thé ngan hang cua
Trung Quoc. Cac san giao dich thwong mai dién ti va nén tang thanh toan cua
Alibaba da cho phép ngwoi mua hang, ngay ca nguwdi & nhitng ving sau vung xa
nhat cta Trung Quoc, c6 thé tiép can vdi hang hda twr rat lau treede khi cac thuong
hiéu c6 thé md chubi ctra hang thue ¢ do.

Cai cach chiing ta dang nghi vé cac cong ty va nén kinh té ngay nay da 16i
thoi. Phan 16n nhitng kién thitc cua thé ky 20 gio day khong con phu hgp nira.
Cac khéi niém nhuw chuoi gia tri va 1gi ich kinh té nhd quy mo da tirng budc cai
tién mo hinh tuyén tinh cii. Nhung sy thay doi tir cac cong ty tuyén tinh sang nén
tang ma ching ta dang chitng kién hién nay khong dién ra titng buwdc. N6 dién ra
ngay tirc thoi trén quy mo 16n.

Bat chap tat cd nhitng y kién tranh cai xung quanh Uber va cai goi 1a nén
kinh té chia sé, tam quan trong cta sw thay doi ma cac nén tdng da mang dén cho
xa hoi cua ching ta da bi thd 0 qua mic. Thuc ra, sy thay déi nay rong 16n hon
nén kinh té chia sé rat nhiéu, vi cac nén tang bao quat rat nhiéu khu virc cta hoat
dong kinh té. Va trong twong lai, né sé khong ngirng phat trién khi ngay cang cé
nhiéu nganh &ng dung cong nghé két noi. Phan con lai ctia cudn sach nay sé gitp
ban hiéu dugc ly do va cach thitc cac cong ty nén tang hoat dong, va khi nao thi
ching khong hoat dong, diéu nay ciing quan trong khong kém. Vi néu ban mudn
hiéu dwoc nén kinh té ¢ hién tai va trong twong lai, ban phdi bat dau véi cac nén
tang.
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3
Cong ty c6 chi phi bién bang 0

Bdn thdn phdn meém la mét logi hang héa.

- Fred Wilson, nha dau tv mao hiém, ngwdi sang 1ap Union Square Ventures

Fred Wilson, ngudi sang 1ap Union Square Ventures (USV), 1a mét nha dau tw
va dau tw mao hiém noi tiéng. Cong ty ctia 6ng da rot von vao nhiéu cong ty nén
tang, trong do co Twitter, Etsy, Lending Club, Tumblr, Foursquare, SoundCloud
va Kickstarter. D€ gidi thich cho nguyén tac dau tw cua cong ty minh, 6ng thuwong
ké “cau chuyén vé phan mém phong kham nha khoa.” Pay la “mot cau chuyén
ngu ngoén thoi hién dai vé kha nang phong tha trong linh vic kinh doanh phan
meém,” bat dau véi mot nha khdi nghiép da qua mét moi véi nhitng hang nguoi
dai cho doi & phong kham ctia vi nha si. Vi vay, theo ding tinh than cta gi6i khai
nghiép, nguoi nay quyét dinh xdy dung mot phan mém quan ly cho cac phong
kham nha khoa. Anh tung né6 ra thi truong va ban véi gia 25.000 do la/ nam/
phong kham. Mac du dat la vay nhung “cac nha si nhan thay ho tiét kiém duogc
chi phi dang ké sau khi lap dat hé thong. Dentasoft, nhanh chéng 16n manh thanh
mot cong ty c6 doanh thu hang nam dat 10 triéu do la, c6 phan hoa ra cong ching
va dat gia tri giao dich 1 ty d6 la.”

Nhung cdu chuyén khong dirng lai & dé. Tiép theo, hai nha khéi nghiép tré
tim dén “vuon wom start-up” Y Combinator va sang 1dp nén mot phién ban gia ré
cta Dentasoft. San pham cua ho, Dent.io, bao gom phan mém hién dai hon va
mot &ng dung di dong cho phép cac nha si quan ly phong kham ctia minh ttr xa.
Dent.io nhanh chéng tung sdn pham ra thi trwong véi mic gia la 5.000 do la/
nam. Nhiéu nha si chuyén sang cong ty m@i hon va ré hon nay. Dentasoft khong
dat duwgc dy bao doanh thu hang quy, co6 phiéu cua né lao doc. Cung ldc do,
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“Dent.io huy dong dwgc mot vong tang treong tir Sequoia va thué mot CEO.”
Tiép theo, mdt dw &n phan mém ma nguén ma tén la DentOps ra doi. DentHub —
phién ban van hanh trén mang (hosted version) cua dy an nay tré nén pho bién.
Dentasoft dé don xin pha san. Dent.io gap kho khan, vi CEO bi sa thai.

Wilson gidi thich y nghia cta cau chuyén nay la, “ban than phan mém la mét
loai hang héa. Ai ciling c6 thé sao chép cac tinh nang, khién né t6t hon, ré hon va
nhanh hon.” Pay chinh la nguén con ctia nguyén tac dau tw ma USV dat ra. USV
nhan thay rang, né khong muén dau tw vao phan mém hang hoa, vi vay Wilson va
cac cong su dat ra cau hoi: “Cai gi dem lai kha nang phong thu?” Cau tra 10i la:
“Mang luwdi nguwdi dung, giao dich hodc dit liéu,” Wilson gidi thich. “Diéu dé dan
ching t6i t6i truyén thong xa hoi, téi Delicious, Tumblr va Twitter. Va cac san
giao dich nhv Etsy, Lending Club va Kickstarter.”

Mot trong cac cong sy cua USV, Albert Wenger, da nghi ra mot cai két khac
cho cau chuyén. Trong phién ban nay, mot nha si tén la Hoff Reidman “quyét
dinh rang anh ta mu6n xay dyng mang lw6i véi cac nha si khac.” Anh ta thanh lap
mot trang tén la Dentistry.com, xoay s& dé budc dau thu hit ngudi dung va ra
mét website. O vong goi von dau tién, USV dau tw 1 triéu do la. Reidman xay
dywng mot ban do san pham “cho phép bénh nhan tao ho so trén Dentistry.com,
noi ho cé thé lvu trir thong tin nha khoa cia minh, dat lich hen va theo doi sic
khoe rang miéng. N6 cling bao gom cac &ng dung di dong danh cho bénh nhan dé
nhac ho danh rang va lam sach mang bam it nhat hai lan moéi ngay.” Bat c ai
cling c6 thé st dung nén tang nay mién phi va tién dugc kiém thong qua viéc
quang cao va duwgc giam gia trén moi giao dich ma né ho trg.

Keét qua la, “Dentistry.com 16n manh thanh mét cong ty cé doanh thu 1 ty do
la va c6 phan héa ra cong chung [va] giao dich tai m&c von héa thi truong la 7,5
ty do la. Cac chuyén gia phan tich ctia Phé Wall yéu thich c6ng ty nay vi stic
manh thi truong va hiéu ttng mang c6 kha nang phong vé cao ma no tao ra.”

SU PHAT TRIEN CUA PHAN MEM DOANH NGHIEP
Madc du cau chuyén cta Fred chi la hw cdu nhung né thye sy phadn anh ding
lich stt ctia nganh phan mém va IT danh cho doanh nghiép. Phan mém quan tri
moi quan hé khach hang la mot vi du tuyét voi. Oracle va SAP da khéi nghiép
vdi viéc ban dich vu cai dat phan mém doanh nghiép 16n va dat tién cho cac cong
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ty. Tuy nhién, nhiéu nam sau, vao dau thap nién 2000, Salesforce.com ra doi va
“qua mat” hai cong ty nay vé gia bang cach phan phoi phan mém trén Internet.
Luc bay gio, Marc Benioff, CEO ctia Salesforce goi day la “dau chdm hét cua
phan mém.” PBiéu ma ong thuc sy mudn ndi ¢ day la ddu chdm hét cho loai phan
meém dat dé truyén thong va sy khéi dau ctia phan mém cé chitc nang nhu dich
vu (SaaS) — vé ban chat chinh la phan mém dam may c6 thé truy cap qua Internet
v@i chi phi ré hon. Tuy nhién, dan dan, cac dé6i tha 16n hon ctia Salesforce bat dau
dwa ra cac goi san pham SaaS, va Salesforce can phai tiép tuc ti lam minh khac
biét hon nita. Cau trd 10i cta Benioff 1a gi? Xay dung mot nén tang phat trién.
Salesforce tao ra nén tang phat trién Force.com va kho tng dung AppExchange,
chinh thitc tung ra thi treong vao nam 2006. Cong ty da manh tay dau tuw vao viéc
trién khai mét hé sinh thai phan mém bén thit ba xoay quanh cac &ng dung cot 16i
ctia n6. Ngay nay, kho &ng dung nay c6 hang triéu luwot tai vé va la mot phan
quan trong trong tuyén bo gia tri cia Salesforce. Cac linh virc phan mém dam
may khac ciing phat trién theo cach twong tw, chang han nhw kho lwu triv di liéu
dam may va cai goi la cac cong ty ha tang c6 chitc nang nhu dich vu
(infrastructure-as-a-service — laaS). Ca Google App Engine va Amazon Web
Services déu s& hitu nhitng nén tdng phat trién 1én manh véi hang nghin ng
dung va tich hgp san cé.

Phan mém y té cting la mot vi du dién hinh cho xu hwéng nay. Lan séng dau
tién ctia phan mém y té mdi xuat hién trong sudt ky nguyén dot-com. Gidéng nhw
Dentasoft ctia Wilson va da s6 phan mém doanh nghiép ltc bay gid, nhitng san
pham nay dugc ban véi gia rat dat va phai thanh toan triwdc. Nhitng cong ty ra doi
trong giai doan nay gom c6 Epic Systems Corp., athenahealth va eClinicalWorks.
Girish Navani, nha dong sang lap kiém CEO cua eClinicalWorks, trd 19i trong
mot cudc phong van vao nam 2014, “Y té nam 1999 khong dugc ty dong hda. N6
rat c6 10 si.” Céac hé thng ma nhitng cong ty phan mém phu trg ké trén ban ra bat
dau s6 héa bénh an cung phan 1én cac hoat dong giao tiép va cong viéc giay tQ
ma mot phong kham phéi x@ ly. Mt trong nhitng san pham phan mém doanh
nghiép ma eClincalWorks ban cho cac bac si 1a hé thong lwu trit bénh an dién t
(electronic medical record — EMR). “Néu ban loai bé duwgc gidy to thi hiéu qua sé
phai tang 1én, nganh nao ciing vay,” Navani néi. Nhung ltic bay gio, dé 1a mitc toi
da ma cong nghé s6 hoéa c6 thé dat dugc. Bénh nhan van ditng ngoai quy trinh
nay. Khi cong nghé va toan nganh phat trién, thé hé tiép theo cia phan mém nay
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duwgc Iwu trit bang dién toan dam may. Phan mém trd nén ré hon va dé tiép can
hon. Gig day, nganh nay da bao hoa dang ké vdi khodng 5 cong ty 16n thong tri
thi treong, trong khi mitc do tham nhdp thi truong danh cho hé théng EMR dang
tién dan dén 80%. Pa s6 cac phong kham hién nay déu st dung hé thong phan
meém phu trg dé theo doi bénh an va nhiéu quy trinh khac. Budc ti€p theo trong
qua trinh phat trién nay la dwa bénh nhan tham gia vao hé thong.

Nhitng dau hiéu cho thay sy chuyén doi sang nén tang ti€p xic v6i nguoi
tieu dung (consumer-facing platform) hién dién & khap moi noi. Linh vic sang
gia nhat la y hoc ttr xa (telemedicine), danh muc da thu hit dugc gan 500 triéu do
la von dau tw mao hiém trong nhitng ndm gan day va van dang tiép tuc md rong.
Tinh dén cu6i nam 2015, nhitng nén tang dan dau trong linh vic nay géom co
American Well (huy dong dugc 128 triéu do la), Doctor on Demand (87 triéu do
la), Teladoc (249 trieu do la) va MDLIVE (73 triéu do la). Ngay ca Google cling
da thtt nghiém vd&i y hoc tv xa. Theo Navani, “Cac cong ty dang tap trung vao
giai phap dam may va st dung y twdng két n6i ngwdi tiéu dung véi nha cung ¢ng,
roi cac nha cung tng vdi nhau, pha v& khuén mau cta hé théng y té dya trén
ngwoi chi trd truyén thong sé tao nén sy khac biét to 16n va manh mé.” Nhitng
cong ty nay khong chi két ndi bac si véi bénh nhan, ma con két noi cac bac si véi
nhau. Chung lam cho hoat dong kham chita bénh thwong ngay trd nén deé tiép can
hon, hiéu qua hon va vira tui tién bénh nhan hon. Tuy nhién, y hoc tit xa méi chi
la nhitng thanh qua dé gat hai nhat cia nén tang y té. Chung ta hdy cho dgi thém
nhiéu sy thay doi hon nita trong nhitng nam sap tdi, khi cong nghé k¥ thuat so tra
thanh hinh mau cta y té hién dai. Phai chang diéu nay c6 nghia la y té da san
sang cho mot cudc chuyén doi kiéu Uber? “No6 sé dién ra cham hon mét chiit so
v0i nganh taxi vi tredc day it quy dinh, luat 1€ hon,” Navani noi. “Nhung t6i nghi
la n6 sé dién ra trong khoang hai dén ba nam t&i.”

ANH SE CAN PAP CAI HAO TO HON
C6 vé nhu Wilson da diang khi cho rang ban than phan mém chinh la mot
loai hang héa. N6i theo cach ctia nha dau tw huyén thoai Warren Buffet, cac cong
ty thuan san xudt phan mém khdéng cé mot cai “hao” vitng chac dé bao vé cong
viéc kinh doanh ctia minh; qué dé dé cac doi thu xong thang t6i hang rao va ap
dao ho. Rao can gia nhap cta da s6 cac thi trrong phan mém déu twong doi thap
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— dac biét la hién nay, khi chi phi kh&i nghiép thap hon bao gio hét, va thuc té
nay dam bdo rang mot doi tha sé bat kip ban va moi chao ngudi tieu dung mot
phan mém twong ty nhung to6t hon hodc ré hon. Day la Idc ban can dén hiéu tng
mang.

No6i mot cach hét sitc don gian, mot hiéu tng mang xuat hién khi hanh vi
ctia mot ngwoi dung co tac dong true ti€p dén gia tri ma nhitng nguwoi dung khac
sé nhan dwgc tir cing mot dich vu. Hiéu (tng mang khién cho m6t nén tang cang
c6 nhiéu ngudi dung thi cang trd nén hitu ich hon va gia tri hon. Ching ta sé thao
luan ky hon vé hiéu tng mang trong chwong 4, nhung sy hién dién cta ching
dong nghia vGi viéc khi canh tranh v&i mot nén tang thanh cong, ban khong thé
chi dya vao sttc manh ctia sén pham va céc tinh nang ctia n6. Ban phdi canh tranh
v6i kha nang cta nén tang do6 trong viéc ho trg ca mot cong dong nguoi tiéu dung
va nha san xuat, cling nhu gia tri ma ho trao doi. Cong dong nay la mot phan cot
10i trong gia tri cia nén tang, diéu ma cac san pham co6 lap khong thé dem lai.

Cac mang ludgi kho bi sao chép hon cac tinh nang rat nhiéu. Nhw chiing ta da
chitng kién khi Nokia va BlackBerry thua dau tredc Apple va Google, bat ci tinh
nang nao ma dién thoai ctia ho c6 thé tao ra ciing déu kém xa gia tri ma mot
ngwoi tieu dung nhan dwgc tr mot cong dong dong dao cac nha phat trién tng
dung. Theo Bill Gurley cta cong ty dau tw mao hiém Benchmark, hiéu (tng mang
“la céi hao kinh té€ vitng chac hon hét thdy.” C6 nhiéu 10i don doan vé viéc
Facebook sé thoai trao su6t nhiéu nam qua, ddc biét la v&i sy troi day cta cac
cong ty truyén thong xa hoi méi nhu Twitter va Snapchat, ciing véi sw chuyén doi
tir mang xa hoi sang cac nén tang nhan tin trén dién thoai thong minh. Thé nhung,
tai thoi diém nhitng dong nay dwgc viét ra, Facebook da danh bai moi dy bao caa
Pho Wall trong 11/12 quy gan day, va nén tang Facebook Messenger ctia n6 dang
trén da phat trién cye thinh, thu hit hon 500 triéu nguwdi dung chi trong hai nam.
Nhitng thwong vu mua lai 16n ma né thuc hién la WhatsApp va Instagram van
tiép tuc tang trudng manh ké tw khi gia nhap Facebook. R rang, viéc s& hitu mot
mang lwdi v6i 1,5 ty nguwoi dung tich cye dich thi la mot cai hao bat kha xam
pham.

NHA PAU TU YEU NEN TANG
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Nhw cau chuyén cua Fred Wilson cho thdy, cdc nha dau tw yéu nén tang.
Nhitng nén tang thanh cong c6 hao phong vé vitng chac dudi hinh thitc cac mang
lwgi ho xdy dung duwgc va hoat dong & mdt quy mod cho phép ho théng tri thi
treong.

Khong cé gi la khi nén tang dang gia hon cac cong ty tuyén tinh. Theo
nghién cttu cua ching t6i, cdc nha dau tv dinh gid nén tang cao hon cac doi tha
tuyén tinh ngang hang. Hay nhin vao danh sach S&P 500, cac cong ty thuan nén
tang, hodc s& hitu mot nén tang dong vai tro quan trong trong hoat dong kinh
doanh, c6 bdi s6 doanh thu trung binh la 8,9. Nguwoc lai, cac cong ty tuyén tinh
chi dwgc dinh gia trong khodng 2 dén 4 lan doanh thu trung binh, tuy thudc vao
mo hinh kinh doanh. Cac nghién cttu khac ciing cho thay khodng cach twong ty
Ve gia tri gilta cong ty nén tang va cong ty tuyén tinh.

Trén thyc té€, khodng cach nay dang ngay cang gian ra qua thdgi gian, va
chuyén nay c6 ly do hoan toan hop ly. Xét trén cac chi s6 tai chinh quan trong,
cac nén tang hoat dong hiéu qua hon ca trong ngan han lan dai han. Vi du, ching
c6 toc do tang trwdng nhanh hon, ty 1€ Igi nhuan trén von cao hon va bién lgi
nhuan rong hon. Két qua 13, tir dau nhitng nam 2000 dén nay, nén tang da nhanh
chéng vugt qua cac mo6 hinh kinh doanh khac dé viron 1én dan dau nén kinh té.
Theo xu hwdng hién tai, dén nam 2020, cac nén tdng sé chiém khodng 5% trong
danh sach S&P 500. Ching ciing dang trén da chiém wu thé trong top nhitng cong
ty c6 gia tri cao nhat cua danh sach S&P 500 trong vong 5 dén 10 nam tdi.
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Hinh 3.1. Cdc céng ty nén tdng trong S&P 500 trong 40 ndm qua
Cac cong ty nén tang da co phan hoda ra cong ching c6 tiém nang gia nhap
S&P 500 trong vai nam t6i gom c6 LinkedIn, Twitter, Zillow va GrubHub. Bén
canh d6, Uber, Snapchat, Airbnb, Dropbox va Pinterest c6 thé la &ng ctt vién
trong twong lai khi ching c6 phan héa ra cong ching, vi gia tri hién tai ctia nhitng
cong ty nay da vugt qua yéu cau vé mic von hoéa thi trvong ctia S&P 500. (Xem
Hinh 3.1.) Nhiéu c6ng ty hién nay ciling sé xay dwng hodc mua lai cac nén tang dé
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dwa moé hinh kinh doanh nén tdng va hiéu *ng mang tr¢ thanh mat xich trong
chuoi gia tri cia minh. Cu6i cung, ty 1é thu nhdp cda cac nén tang trong tong thu
nhap cia S&P 500 da 16n hon ty 1€ s6 cong ty nén tang trong danh sach nay. Viéc
dv bao cho vai nam t6i thwong hoi mo ho, nhung néu xu hwdng hién tai van tiép
dién thi cac nén tang c6 thé chiém 50% thu nhap thuan ctia S&P 500 trong vong
25 nam ntta. (Xem Hinh 3.2.)

L% CONG T¥ NEN TANG TRONG 58P 500 50%

I % 06NG 66 A CONG TY NEN TANG
TRONG TONG THU NHAP THUAN ¢UA S0 500 38%

26%

g 14%

8%

2015 2020 025 2030 2035 2040

Hinh 3.2. Sau 25 ndm nita, 50% thu nhdp thudn ctia S&P 500 sé dén tir cdc
nén tdng

Nhitng con s6 dy bao nay c6 thé hoi la luing nhung ching phan anh dwoc toc
do phat trién thie t€ ma chiing ta da chitng kién suét mot thap ky qua. Lgi nhuan
thudn cta cac doanh nghiép nén tang trong S&P 500 da tang binh quan 330%
trong muoi nam qua trong khi mirc tang binh quan tinh chung cho toan bg danh
sach chi la 16% (mac du xuat phat tir nén tang nho hon nhiéu). Khi c6 thém nhiéu
nén tang gia nhap S&P, mitc déng gop cua ching cho téng 1gi nhuan thuan cda
chi s6 sé tang 1én rat nhanh.

KY LAN THE GIOI
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Khi ban nhin vao tinh hinh hién nay cta nén kinh té khdi nghiép thi nhitng
dy béo trén con hgp ly hon nita. Lan séng cong ty 16n c6 phan héa ra cong ching
tiép theo con cé sy hién dién cta nhiéu nén tdng hon lan séng truwéc. Trong so
126 “ky 1an” - c6ng ty tw nhan ty do tinh dén thang 7 nam 2015, c6 73 cong ty
kinh doanh nén tang, chiém khodng 58%. (Trong ngon ngit cong nghé, mot cong
ty ky 1an la cong ty dwgc dinh gia hon 1 ty do la.) Néu ban nhin rong ra toan thé
gidi, cac con sd tham chi con gdy bat ngd hon nita. O chau A, 31 trong s6 36 ky
lan la nén tang, tic la khodng 86%. Tai Trung Quoc, 81% trong so6 21 ky lan la
nén tang, con 6 An D9, 8 trong s6 9 ky 1an 1a nén tang (xem Hinh 3.3).

Dt liéu cho thay cac nén tang thuc sy 1a hién twgng toan cau. Trung Qudc la
vi du dién hinh cho cudc chuyén minh nay. Co s@ ha tang thwong mai ctia Trung
Quoc la ky thuat s6, dén mot mic d6 ma trede day ting khong kha thi véi ca Hoa
Ky, quoc gia da c6 san khu vie ban 1é thwong mai tai cra hang vitng manh. Két
qua la, nhitng nén tdng dang tao ra va phat trién cac thi trwong ky thuat s6 mai
chinh la cong ty lam t6t nhat trong viéc nam bat tiém nang ma sy phat trién than
toc nay mang lai. Trong s6 nhitng cong ty nén tang Trung Quoc thudc dién nay co
Alibaba va Tencent, cung nhiéu cai tén mdi gia nhap gan day nhw Xiaomi - cong
ty da xay dung dwoc nén tdng Android thanh cong nhat Trung Quéc va hién dang
la hang phan phdi dién thoai thng minh 16n th¢ ba thé gidi, sau Samsung va
Apple.
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Hinh 3.3. Dit liéu cong ty “ky lan” thang 7 ndm 2015

GIOI PAU TU PINH GIA CAC START-UP NEN TANG CAO HON
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Cac nén tang cling dugc dinh gia cao hon start-up tuyén tinh. Gia tri trung
binh cho cac ky lan nén tang la 4,5 ty do la so vé6i 2,49 ty do la cho ky lan tuyén
tinh. N6i cach khéac, tinh trung binh, ky lan tuyén tinh dién hinh chi c6 gia tri
bang gia ntta so vdi ky 1an nén tang cung linh vic. Khong c6 gi dang ngac nhién,
cac nén tang ciling huy dong duwgc nhiéu von nhat trong so nhitng start-up ky lan
nay. Cac nén tang ty do da nhan duwgc téng s6 von dau tw tri gia 46,24 ty do la,
cao gdp hai lan so véi cac doi tha tuyén tinh (21,96 ty do la). N6i tom lai, nén
tang nhan dwgc nhiéu wu ai hon tir gigi dau tw. Xét trén khoan von dau tv nhan
dugc, ky 1an nén tdng dugc dinh gid cao hon khodng 12% so véi ky lan tuyén
tinh, cho thdy rang cdc nha dau tw tin twéng hon & trién vong tang tredng cta
nhitng khodn dau tv vao nén tang.

Hién nhién, khong phai tat ca nhitng ky lan trén déu sé song sét. Nhung xu
hwéng trong ca thi trvong tw nhan lan dai ching déu cho thdy rang, cac cong ty
nén tdng dang nhanh chéng soan ngoi ctia cac cong ty tuyén tinh. Cu thé, cudc
chuyén déi trén quy mo 16n sang nén tang cua cac start-up ky lan bao hiéu rang,
nén tang sé thong tri lan séng cac cong ty 16n c6 phan hoa ra cong ching tiép
theo.

CONG TY CO CHI PHi BIEN BANG 0

Hiéu (tng mang chi 1a mot phan ly do tai sao hién nay cac mo hinh kinh
doanh nén tang lai manh dén nhw vay. Bé nhin rd bic tranh toan canh, ching ta
can xem xét k§ hon cau tric chi phi va lgi nhuan bén dwdi mé hinh kinh doanh
néen tang.

Hay bat dau vdi tinh kinh t€ ctia hang héa thong tin, vi du nhw ttng dung, am
nhac hay sach dién ti. Néu ban xdy dung mot ng dung, c6 thé ban sé mat
250.000 do la dé san xuat phién ban géc. Nhung viéc tao ra mot ban sao cua ng
dung do thi hau nhw khong tén dong nao. N6i theo ngdn ngit kinh té hoc, tng
dung nay c6 chi phi bién gan bang 0. Nho Internet va cong nghé két néi ma chi
phi bién cua hoat dong phan phoi hang hoéa thong tin ngay nay gan bang 0. Chi
phi phuc vu mét khach hang tang thém vé co ban ciing bang 0. Tuy nhién, nhw
ching ta da thay trong chwong 2, ngay ca khi da chuyén doéi sang loai hang héa
thong tin c6 chi phi bién bang 0 nay thi mdt cong ty tuyén tinh nhw
Encyclopaedia Britannica ciing van bi han ché vé quy m6 hoat dong do chi phi

https://thuviensach.vn



san xudt c6 dinh cao. Can rat nhiéu tién dé thu thap thong tin va viét lai mot cach
bai ban, r6i bién soan thanh mot cuén bach khoa toan thu.

MGt vai trong s6 nhitng cong ty dau tién chuyén sang mo hinh chi phi phan
phoi thap qua Internet la cac cong ty SaaS. Thay vi xay dung va duy tri mot may
cha hitu hinh, budc khach hang phai tra tién dé lwu trit hé thong phan mém, cac
cong ty SaaS chi phan phoi phan mém théng qua Internet véi chi phi bién bang 0.
Tuy nhién, chi phi dé tao ra tng dung ban dau van cao, va néu cong ty muén m@
rong kinh doanh, n6 can tao ra nhitng mo-dun b6 sung dé ban nham muc dich tao
thém hang lwu kho. N6i cach khac, n6 phdi phat sinh nhitng khodan chi phi 16n, tra
trugc.

Cac nén tang da tan dung co ché nay dé tién xa hon mét budc. Chiung loai
bé chi phi ¢6 dinh cao cua viéc san xuat va mé& rong chi phi bién bang 0 sang
mang cung ng cta cong ty. Dé c6 thém bai viét cho Wikipedia hodc cai thién
chat lvong nhitng bai hién tai, cong ty khong thué thém nha nghién cttu. N6 chi
can mot ngwoi dung dé tao ra mot trang mdi hodc chinh sita bai cli. Mac du viéc
xdy dung san pham phan mém van can mot khoan chi phi tra trwdc, nhuwng mot
khi da phat trién thi nén tang s& hitu mot mé hinh kinh doanh hiéu quéa hon rat
nhiéu. Thyec té 1a, cang 16n manh thi hiéu qua cua né cang tang theo cap s6 mdi.

Y nghia ctia sy thay déi nay vo cuing to 16n. Trong thé ky 20, cong ty c6 m&
rong quy mo thanh cong hay khong phu thudc vao viéc tim ra cac kénh gitp giam
t0i da chi phi tao ra nhu cau va gidam bét chi phi cung ¢ng. Ban than Internet da
han ché duwgc mdt so loai chi phi ¢6 dinh cao trong giai doan tung ra mot san
pham hodc dwa cong ty di vao hoat dong, vi n6 giup cong ty ti€p can dong dao
cong ching maot cach dé hon va ré hon. Tuy nhién, cac m6 hinh kinh doanh tuyén
tinh van d6i mat vdi thach thitc vé chi phi bién, budc ho phai tiét kiém chi phi
cung &ng dé canh tranh. Nhuw ching ta da thdo luan & chuwong 2, toan bd khai
niém chuoi gia tri cia Michael Porter dwgc xay dung xung quanh y twdng két hop
cac hoat dong dé tao ra gia tri cao nhat v6i chi phi nho nhat - néi cach khac la
giam chi phi san xuét. Gidi han nay chinh la niém cdm hitng cho nhiéu cach tan
quan trong nhat cta linh vyc kinh doanh & thé ky 20, trong dé cé day chuyén lap
rap cai thién hiéu suat. N6 cling bao gom nhitng cach tan it dwgc biét dén hon,
nhw chudi ctra hang - tao ra lgi ich kinh té€ nhd quy mo va giam chi phi; hinh thitc
kinh doanh nhugng quyén - ngoai hiéu hoa phan 16n chi phi trd treéc cta viéc
thanh 18p mot cita hang méi. Quy trinh san xuat just-in-time m@i duwgc phat minh
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gan day cling tap trung vao viéc giam hao phi va mat mat vo6 ich cda viéc luu
hang ton kho. N6i ngan gon, tat ca nhitng cach tan nay déu nham dén muc tiéu
giam chi phi san xuéat cho cac cong ty tuyén tinh.

Nhin chung, cac cong ty tuyén tinh phat trién bang cach bo sung nhan vién
hodc tai sdn hitu hinh, hodc cd hai. Vi nhitng chién thuat nay tao ra gia tri bang
cach kiém soat hoat dong san xuat, nén cac céng ty tuyén tinh phai dau tw nguon
lyc dang ké vao viéc md rong nang luc dé ban dwgc nhiéu hang tén kho hon.
Nhung tai san hitu hinh va nhan vién khong thuc sy hiéu qua trong viéc gitp
cong ty md rong quy moé. Cac mang két ndi thi cé.

Neén tang doi héi chi tiéu von it hon nhiéu dé mé rong quy mo thanh cong.
Chung ciing doi héi nguén lyc ndi bo it hon nhiéu so véi cac cong ty tuyén tinh.
Vi duy, cac cong ty nén tang can twong doi it nhan vién dé van hanh hiéu qua.
Uber, Airbnb va LinkedIn diéu hanh tdp doan toan cau chi vGi chwa dén 8.000
nhan vién. Twong ty, khi bat dau hoat dong vao nam 2015, Alibaba c6 chwa dén
35.000 nhan vién. Nguwgc lai, Walmart — chudi siéu thi c6 tong doanh s6 ban ra
twong duong vdi Alibaba c6 hon 2 triéu nhan vién.

Cac nén tang loai bo chi phi san xuat bién bang cach chi tap trung vao hoat
dong ho tro két ndi. Mang lwgi sé xtr 1y phan san xudt. Uber khong s hitu va van
hanh bat ¢t mét chiéc taxi nao, Alibaba khong s& hitu nha may san xuat nhitng
hang hoa ma no6 dang ban online, Google khong tao ra nhitng trang Web ma no
trd dén, va YouTube khong san xudt hang triéu video ma n6 luwu trit. Cac nén tang
la m6 hinh kinh doanh ty nhién cta Internet: Ching kinh doanh thong tin véi chi
phi bién bang 0. Chung st dung dir liéu dé ho trg giao dich va kich hoat hoat
dong san xudt duoc két ndi theo dang mang lwdi. Chi phi san xuat bién thap dong
nghia v@i viéc chi phi khéng tdng nhanh bdng doanh thu.

Nhitng thay do6i nay cé nhiéu y nghia quan trong doi véi cac cong ty tuyén
tinh. Nén tang c6 thé md rong quy mo dé dang va it ton kém. Ching sé ngay cang
bd xa cac doi thu tuyén tinh cia minh.

Hay nhin vao Hyatt. Khach san nay cé thé cho dat phong online thong qua
trang web ctia né va céc trang du lich trgc tuyén. Tuy nhién, dé tao ra quj phong
16n hon sttc chita hién tai ctia hé thong, cong ty can xay dwng mot khach san méi
v6i chi phi khong hé nho. Khi Airbnb mu6n tang thém phong, né chi can ai dé
dang thém mot phong cho thué trén trang web cia minh. Chi phi nay gan nhuw
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bang 0. Vi nén tang cua Airbnb khong s& hitu viéc san xudt nén n6 khéng can tat
ca nhitng nguon lyc tham gia vao viéc tao ra quy phong. Phuwong thitc san xuat
lién két mang nay dang thay doi dén tan goc ré ciu tric chi phi cia mot cong ty
cling nhw s6 lwgng ngudn lyc ndi bo ma néd can dé tao ra gia tri. Két qua la, chi
phi cung tng bién giam xuong 0 va quy mo thi tredng tiém nang tang manh (xem
Hinh 3.4).
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Hinh 3.4. M6 hinh kinh doanh nén tdng c6 chi phi bién thdap hon

Cau trac chi phi nay dong nghia v@i viéc cac nén tang nhe vé von va dem lai
ty suat hoan von dau tw (return on investment — ROI) cao hon so vdi cac cong ty
tuyén tinh. Do do, cac nén tang khong can co s& von 16n dé di vao hoat dong, va
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so v&i cong ty tuyén tinh thi chiung tham chi con can it von hon nita sau khi da
thiét 1dp mang lwdi 6n dinh. Thém vao do, chi phi cung &ng bién bang 0 c6 nghia
la nén tdng c6 thé phat trién dén mot quy mo 16n hon nhiéu so véi cac cong ty
tuyén tinh. Céac loai chi phi cia mot cong ty tuyén tinh ludn ludn tang 1én khong
ngirng song song v4i qua trinh phat trién, trong khi chi phi ctia mot nén tang c6
xu huéng gidm theo ham logarit (xem Hinh 3.5).
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Hinh 3.5. Budong cong chi phi trung binh ctia c6ng ty tuyén tinh va cong ty
nén tdang

Vé mat ly thuyét, cac chi s6 kinh té trén mot don vi nay cho phép mot cong
ty nén tang c6 thé mé rong dén quy mo toi da cua thi truong — khong giong nhw
cac cong ty tuyén tinh, nhw ching t6i da gidi thich trong chwong 2, thuong gidi
han quy mé phat trién t6i da thap hon rat nhiéu so véi tong quy mé thi truong.
Khé nang phat trién va quan ly mét mang luwgi 16n gid day da tré nén quan trong
hon viéc c6 mot co s& von 16n dé dau tw vao muc tiéu mé rong cac nguon lyc ndi
bo.

Vay tai sao tat ca moi ngudi khong chuyén sang xay dyng nén tang hét? Van
de 1a, hoat dong san xuat theo hinh thitc mang luwéi cling c6 nhitng thach thirc dac
thu. Nhv da dé cap, Airbnb khong cé quyén kiém soat tric tiép doi vGi quy
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phong, cling khong s@ hitu tai san gia tri nhat cua né: nguwdi dung. Nhitng rai ro
ma mot nén tadng phai do6i mat khong hé nhé, nhat 1a trong giai doan dau xay
dwng mang luwGi. Dé trd nén hitu ich doi véi ngudi tiéu dung, Airbnb can thuyét
phuc cac nha san xudt bén ngoai ddam bdo quy phong trong trén nén tang cua
minh. Van dé nay la mét thach thiéc dac biét khé gidi quyét khi nén tang mdi co6
rat it nguwoi dung. Ngay ca khi thanh vién cia moi nhém ngwoi dung (nguai tiéu
dung va cht nha) dwgc hwdng lgi tir viéc tham gia nén tang, ho van khong dang
ky tai khoan trén Airbnb trir khi s6 lwgng thanh vién ciia méi nhém dua nhiéu. Cac
nén tdng chi khac phuc dwoc bai todan “con ga va qua tritng” nay khi gia tri ma
moi nguwdi dung mdéi tham gia vao nén tadng nhan dwgc cao hon chi phi cta viéc
tham gia — diém nay dugc goi la khéi lwgng tGi han (critical mass). Khi quy mo
ctia mGt nén tang vugt qua khoi lwong tdi han, hiéu (tng mang sé tang dan va giup
cong ty chiém da s6 thi phan. Chuing ta sé tim hiéu k§ hon vé bai toan “con ga va
qua tring” trong chwong 8. Con bay gid, hay nhé rang, van dé phat trién mang
lwdi ctia mot nén tang thuwdng khé khan hon rat nhiéu so véi van dé maé rong va
nang cao hiéu qua cua mot quy trinh ma coéng ty tuyén tinh sé hitu va kiém soat
noi bo. Viéc thay doi mot chudi cung @ng don gian va dé dang hon nhiéu so vdi
viéc diéu phoi cd mot mang lwdi phi tap trung. Tuy nhién, néu cé thé vugt qua
thit thach nay thi quy mo tiém nang ma mot cong ty nén tang co6 thé dat dugc sé
16n hon nhiéu, vi n6 khong con bi gidi han bédi chi phi cung tng sau khi da dat
dén khoi lwong tdi han.

CAC CHI SO BIEN TANG THEO QUY MO

Cac cong ty tuyén tinh c6 thé nhin thdy doanh thu ngay lap titc, trong khi
cac nén tang thi khong thé vi vieéng phai bai toan “con ga va qua tritng.” Khi mot
nén tang c6 qua it nguwoi dung, né khong dem lai gia tri da 16n hodc khong ho trg
du s6 giao dich can thiét dé tao ra nhiéu doanh thu. Nhwng khi mang lw6i cia mot
nén tang da phat trién, doanh thu sé bat dau tang nhanh hon rat nhiéu so véi chi
phi. Lic nay, chi phi cta viéc thu hit ngudi dung méi gidam xudng va gia tri ma
nén tang tao ra bat dau tang dén khoi lwgng tdi han. Day la chuyén da dién ra doi
v6i OpenTable, mot nén tang phuc vu viéc dat cho trwdc & cac nha hang, khi n6
phat trién mang lwéi nha hang va thyc khach. Matthew Roberts, CEO cua
OpenTable cho biét: “Nguon cung ctia ban cang nhiéu thi viéc thu hit thém thyc
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khach cang dé. Va thuc khach cang nhiéu thi viéc thu hit thém nha hang cang
dé.” Két qua 1a, “Toan bg cau tric chi phi cua ching t6i giam xudng khi chiing t6i
phat trién hon trong moi thi trudng,” Roberts nai.

Tac dong quan trong nhat cda hiéu (tng mang la viéc né kich hoat nhiéu giao
dich hon. Vé&i Uber, mot mang lwdi 16n cho phép cong ty gidm cudc va thoi gian
cho. SO tién ma tai xé c6 thé kiém duwgc van gilt nguyén ngay ca khi gia cuwdc
thap hon vi nhu cau ctia nguwoi tieu dung cao hon. Véi nhiéu tai xé hon, ngudi
tiéu dung c6 thé dwgce don nhanh hon va c6 nhiéu kha nang sé st dung nén tang
hon. Két qua sau cung la nhiéu giao dich hon va doanh thu cao hon.

GIA TRI KET NOI MANG: HANDY PA CHIEN THANG SU CANH
TRANH NHU THE NAQ?

Handy la mé6t nén tang cung cap dich vu vé sinh nha ctta va céac dich vu tai
nha khéac theo yéu cau. Ké tir khi mdi ra mat vao nam 2016 dén nay, n6 da c6 mat
tai 35 thanh phé trén khap nwdc My, Viwong quoc Anh va Canada. Nén tadng nay
két nbi nguwoi tieu dung v6i nhitng nhan vién chuyén nghiép da dugc chon loc ky
luwdng, cung cdp dich vu gia dinh nhv lau don, son stta, chuyén nha,... Handy
quan ly viéc dat dich vu va thanh todn, cung cap chinh sach dam bao hoan tién
cho ca chuc nghin nguwoi tiéu dung dang st dung trang web ctia n6 hang tuan.

Ngay ttr dau, Handy da dat ra muc tiéu thiét 1ap hiéu &ng mang dé co lgi thé
canh tranh. Theo Oisin Hanrahan, nguwoi sang lap kiém CEO ctia Handy, “Chién
lwge ¢ day la khéng ngirtng nang cao ngudng ky vong cia ngudoi tiéu dung. Néu
cac doi thu cua anh noi tiéng véi viéc cung cap dich vu sau hai ngay, anh phai
gianh dugc mot 1gi thé canh tranh bang cach rat ngan khoang thoi gian che dé
xudng mot ngay hodc ngay trong ngay néu cé thé. Anh dang tao ra mot loai gia
tri mGi cho nguoi tieu dung, thit sé giup anh tang tredng va gitr chan khach hang.
Nhwng dong thoi, anh cling dang tao ra sic ép canh tranh.”
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Tuy nhién, c6 mot ly do khién cho khong mot déi tht nao ctia Handy c6 thé
thue hién dugce diéu ma Oisin n6i & trén. “Khi méi hoat dong, chiing t6i c6 thé
thye hién mot yéu cau trong thai gian nam ngay. Dé rit ngan thdi gian d6, moi thi
treong khu vire can mé rong quy mo va dat dén nhitng mic khoi lwgng t6i han
16n hon,” Oisin cho biét. Tai modi thanh phd ma Handy xuat hién, cong ty phai
thiét 1ap mot mang lwéi cac nhan vién dich vu gia dinh chuyén nghiép, nhitng
ngwoi co thé nhanh chéng thwe hién yéu cau cia khach hang. Viéc xay dung mot
mang lwgi rong khap vdi hiéu tng mang tich cyc va manh mé khong phai la
nhiém vu dé dang. Dé rit ngan thdi gian cho, Handy phai tim ra cach dé cung lic
phat trién ca cung lan cau.

Viéc chon ding thi trvong cling la mot nguyén nhan giup Handy vugt qua
thach thitc khé khan nay. Cong ty rat ky lwong trong viéc lya chon thanh phd sao
cho né 1a dich vu dau tién cé mat. Thi trudng nay phdi cé da nha san xuat dé dap
tng dugc nhu cau cta ngudi tiéu dung da nhanh, c6 nhe vay mo hinh kinh doanh
ctia Handy méi hiéu qua. Tuy nhién, chat lwgng dich vu cling quan trong ngang
vdi so lwgng. Sé vo ich néu dau tw vao viéc phuc vu khach hang nhanh chong
nhung khach hang lai khong c6 dwgc mot trai nghiém hai long. “M6 hinh kinh
doanh ctda ching t6i xoay quanh viéc thuyét phuc khach hang tiép tuc quay tr@
lai, va dén nay, ching t6i c6 thé lam diéu d6 t6t hon bat ky ai khac. 80% trong so
hon 1 triéu lwgt dat dich vu cua chung toi dugc tai thuc hién,” Oisin noi. Khi
Handy da mé& rong quy mo thanh cong, né cé thé giam thdoi gian chd va lam hai
long khach hang ctia minh. “Gi¢ day, khi ching t6i da can moc 10.000 nhan vién
chuyén nghiép doc lap tinh trén tit ca cac thi truong ctia Handy [vao dau nam
2015], chiing t6i c6 thé san sang dap @ng yéu cau ngay ngay hom sau.” Nho hiéu
t'ng mang nén chinh nhu cau ctia nguwoi tiéu dung tang 1én da thu hat thém nhiéu
nhan vién gidi, chuyén nghiép tham gia nén tang.

Keét qua 1a, cac doi tha cia Handy phai rat vat va dé theo kip. D6i thu 16n
nhat ctia nd, Homejoy, da bat ngd déng ctra vao thang 7 nam 2015. Theo nguon
tin ndi bd cia cong ty, Homejoy khong thé 16i kéo du nhiéu ngudi tiéu dung tiép
tuc st dung dich vu dé dap (tng mo hinh kinh té ctia nd. Bé theo kip cac doi thu,
Homejoy da phai chi rat nhiéu tién ho trg hoat dong thu huit nguwoi dung, dé ngudi
tiéu dung vui vé dat dich vu lau don lan dau tién vdi gia ré. Nhiéu ngudi dung bi
thu hit béi chwong trinh wu dai cho lan dat dau tién nhung hau nhw khong cé ly
do gi dé quay lai khi gia nhitng lan tiép theo tang vot. Homejoy da gap phai van
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de “cai xo6 thang” kinh dién ma né khong bao gid stra chita dwgc - né phai tiép
tuc thu hit nguwdi dung méi dé dap ¢ng nhu cau vi khach hang hién c6 lién tuc bo
di. Chién lwgc tang tridng cua no tap trung vao nhitng muc tiéu ngan han (thu
hat nguwdi dung, mé rong) ma phét 160 nhitng van dé dai han (gitt chan ngudi
dung, han ché tai trg), vi thé nén n6 khong gat hai dugc gi ngoai mot vong doi
ngan ngui. Nhitng chi s6 tang trudng sao rong, nhw toc do tang trwdng doanh thu,
khong phan anh tinh hinh thuye té cia cong ty. Homejoy dot tién va van bi cac doi
thu bo lai sau lung.

Nguoc lai, Handy da lam tot hon rat nhiéu trong viéc thu hit ngudi dung
quay trd lai va xay dung hiéu tng mang manh mé giita cac nhan vién dich vu
chat lwgng cao va nguoi tieu dung. Theo t& Forbes, cac nhan vién cii cda
Homejoy noéi rang, chi c6 khoang 15% dén 20% khach hang ctia ho quay lai dat
dich vu trong vong mot thang. Con Handy cho biét, hon 35% khach hang cta
minh quay lai st dung dich vu trong vong mot thang; & mot sé thi treong 16n hon
va c6 tinh thanh khoan cao hon, con s6 nay tang 1én mitc 45%. Theo Oisin, “Tai
nhitng thi trudng ma ching t6i da dat dén khdi lwgng téi han, chia khéa dé vira
nang cao chat lwgng vira phat trién hé sinh thai 1a duy tri mic hai l1ong cao cta ca
nhan vién dich vu lan khach hang thong qua nén tang va khong ngirng lam tot
hon murc ky vong cua cé hai phia ctia mot giao dich.”

Chién lwgc phat trién qua thoi gian nay la két qua cta gia tri mang ma cac
nén tang tao ra. San pham hay dich vu c6 gia tri ndi tai, titc la ngwdi dung nhan
dwgc gia tri bang cach tiéu dung cai ma ho da mua. Gia tri tiéu dung nay cia mot
san pham c6 thé rat 16n, nhung n6 6n dinh, khong thay doi nhiéu qua thdi gian.
Cac nén tang cong thém vao dé gia tri mang - gia tri ma ngudi dung nhan dugc tw
viéc nhitng nguwai khac st dung hé thong. Két qua 1a, gia tri ma moi ngudi dung
nhan dugc tw nhién sé tang 1én khi mang Iwdi mé rong. Cac nén tang ki€m tién
bang cach hwéng mot phan gia tri ma ho tao ra, vi vay, khi gia tri tang thi doanh
thu cling tang. (Xem Hinh 3.6.) Tuy nhién, vi cac nén tang c6 thé md rong vai chi
phi bién gan bang 0 nén chi phi ctia ching tang khéng dang ké khi ching tang
quy mo. Do do, bién lgi nhudn tang rat nhanh khi mét nén tang phat trién da
manh dé thong tri mot thi truong — khong phai vi nén tdng do tang gia hay lira
ddo nha cung ng nhu cach ma mot cong ty doc quyeén truyén théng co thé ap
dung, ma vi gia tri tong ma no tao ra tang cao.
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Hinh 3.6. Chi phi trung binh giam xudng trong khi gid tri ma moi nguoi
dung nhdn dugc tdng 1én. Két qud la, bién lgi nhudn ctia mét nén tdng tdng lén
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ddng ké khi mang lwéi ctia né phadt trién

LON MANH HAY “VE VUON”

Vi khong truc tiép s@ hitu hoat dong san xudt nén mot nén tang c6 thé thu
dwgc lgi nhuan it hon mot cong ty tuyén tinh, cho dén khi quy mé ctia né vuot
lén hdn cac doi thu tuyén tinh. Diéu nay cé nghia la, thong thuwong, sé that vo
nghia néu chi xay dung mot cong ty nén tang nho. Trong nhiéu treong hop, cong
ty tuyén tinh cé thé phuc vu nhitng thi trudng nho t6t hon so véi nén tang. Lgi ich
thuc si cia mot cong ty nén tang chi xuat hién ¢ quy mo rat 16n.

Quy mo thi treong la mot trong nhitng 1y do chinh khién nhiéu nha dau tw lo
ngai vé trién vong tang trudng cda san giao dich hang hoa nha lam Etsy khi cong
ty nay co phan hoéa ra cong ching. Thi trvdng cho hang héa nha lam 16n dén dau?
Vai nam trd lai day, toc do tang trwdng cta Etsy dang cham dan doi v4i phia nha
san xudt, mot dau hiéu khoéng t6t cho trién vong tang trwdng ctia nén tang nay
trong dai han. Néu thi trwong cta Etsy khong da 16n, c6 kha nang veé lau dai,
cong ty khong thé kinh doanh bén vitng. Va c6 thé né sé két thiic bang viéc bi
Amazon da khéi thi truong ngdch cia minh. Gan cu6i nam 2015, Amazon da
trién khai Amazon Homemade — ddi tht cia Etsy. Khong phai ctt la nén tang thi
sé thanh cong.

Tham chi, viéc chon ding thi trwong quan trong v6i nén tang hon la véi
cong ty truyén thong. BDé mo hinh kinh doanh hoat dong bén vitng, ban luén can
mot thi treong 16n. Tuy nhién, néu ban c6 thé thong tri mot thi treong da 16n thi
viéc xdy dung mot cong ty nén tang sé hoan toan xitng dang dé ban chap nhan rai
ro ndy. O quy md 16n, cac nén tang thu vé cac chi s6 bién t6t hon rat nhiéu so véi
cac cong ty tuyén tinh, va nhw Fred Wilson va Bill Gurley dé xuét, nén tang ciing
c6 kha nang phong thu vitng chac hon rat nhiéu nho vao cac mang lwdi va sirc
manh thi truong ma ching c6 duoc.

NEN TANG HAY LA CHET
Chuyén khong don gian chi la nén tdng cé thé m@ rong hon céng ty tuyén
tinh, ma ching phdi lam vay. Cac nén tang phai tan dung triét ké 1gi thé quy mo
16n. Pa s6 déu & trong hoan canh hodc 1a mé rong hodc la that bai. Viéc cac nén
tang budc phai phat trién lai la tin xau déi v6i cac cong ty tuyén tinh, vi khi mét
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nén tang dat tdi giai doan tredng thanh va bat dau “chiém déng” ca thi trwong, 1gi
nhuan ctia n6 sé vira lam lu m& vira bép nghet 1gi nhuan cta nhitng doi thu tuyén
tinh ldc 4y van con tru lai trong nganh.

Khi cac nén tang da tréd nén pho bién hon va “pha vd” ngay cang nhiéu
nganh hon, sy thong tri cia ching dong nghia vGi viéc nhiéu cong ty phi nén tang
sé bi bo lai phia sau, chién ddu dé gianh nhau mdt miéng banh ngay cang nho dan
caa thj truong. Mot cong ty phi nén tang van cé thé thanh cong bang cach gianh
lay mot lat méng trong hé sinh thai chia nén tang khac (nhw Samsung véi
Android), nhung kiém soat nén tang do6 chinh la cach bén vitng nhat — va sinh 16i
nhat.
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4
Nhirng dé ché doc quyeén thoi hién dai

Chu nghia tw ban nén tang va nén kinh té “duwgc an ca, nga vé khong”
San giao dich lam dugc diéu ma cdc nha gia kim khong thé: né tgo ra thit gi do tir khéng gi cd. N6
phuc vu bita trua thue sy mién phit, Viéc trao déi hang héa gitra moi ngudi tao ra gid tri.
- David S. Evans, tac gia cu6n sach Invisible Engines,

Gido su Truong Luat thudc Pai hoc Chicago

Vi cac chi s6 bién ctia nén tang tang khi mang lwGi ctia ching phat trién nén
chi c6 mot hodc hai nén tang chiém linh m6t nganh khi thi truong bao hoa. Két
qua la thwong xuyén dién ra nhitng cudc chién dit ddi giita cac nén tang dé gianh
quyeén thong tri. “Hoan toan khong cé chit cdi mé nao giita hai nén tang dang
canh tranh véi nhau,” theo Ming Zeng, Giam doc Chién lwgc ctia Alibaba tir nam
2002 dén nay. Ong so sanh sy’ canh tranh gifta cic nén tang v&i mot cudc chién
tranh gitta cdc qubc gia. Zeng khong xa la gi v6i cac cudc chién lién nén tang.
Ong chinh 1a mét hat nhan ctia Alibaba trong suét cudc chién giita cong ty ndy
v6i eBay hoi dau nhitng nam 2000, va cudc chién vGi Baidu — cong cu tim kiém
16n nhat Trung Quoc — vao cudi thap ky do.

Khong lau sau khi Alibaba khéi dong Taobao vao nam 2003, eBay nhay vao
thi trudng nay véi “su quyét tam khong gi ngan can dugc dé trg thanh s6 1 &
Trung Quoc,” theo tuyén bé ctia Meg Whitman, ngudi sau nay tré thanh CEO cta
eBay. eBay da dau tw may tram triéu do la vao EachNet, trang dau gia truc tuyén
hang dau Trung Quoc lic bay gio. Thwong vu mua lai nay dwa eBay tré thanh
nén tadng thwong mai tryc tuyén thong tri thi trudong dat nudce ti dan. Nhung eBay-
EachNet da pham phai mét sai 1am trong viéc ngay 1ap tic ap dung phi giao dich
do6i v6i nguai ban. Trong no luc dat dwoc 1gi nhuan tang dan nhw cac nha dau tw
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Phé Wall yéu cau, eBay mudn ap dung mo hinh trd phi cia né6 @ My sang Trung
Quoc. Jack Ma — CEO cua Alibaba — quyét dinh doc toan lyc dé danh bai eBay.
Ong c6 mot cau néi néi tiéng: “Co6 thé eBay 1a con c4 map ngoai dai dwong,
nhung t6i 1a con ca sdu ¢ song Truong Giang. Néu danh nhau ngoai bién, ching
toi thua — nhung néu danh nhau & soéng, chung to6i thang.” Alibaba cam két
Taobao sé mién phi trong ba ndam dau hoat dong. Bang cach cho phép ngudi dung
giao dich mién phi, Taobao da gianh dwoc 1gi thé cye ky to 16n & thi treong nhay
cam veé gia nhe Trung Quoc. Thém vao d6, nhd mo hinh giao dich mién phi ma
Alibaba c6 thé xay dung dwoc hiéu tng mang vitng manh hon nhiéu so véi kha
nang ctia eBay & quoc gia nay.

Vi eBay tinh phi theo phan tram trén mo6i giao dich hoan tit nén né khong
thé dé nguwdi mua va nguwoi ban trén EachNet trao doi thong tin v4i nhau tredc khi
hoan tat mot giao dich, néu khong, c6 kha nang ho sé thyc hién giao dich dé bén
ngoai nén tang. Alibaba thi khong gap phai van dé nay. Taobao giGi thiéu
Wangwang — dich vu tro chuyén tryc tuyén cyc ky thanh cong, cho phép ngudi
mua va nguwoi ban trao doi tredc khi hoan tat giao dich. Qua thyc, déi v6i nhiéu
muc rao ban, ban cé thé ngay lap tirc nhap chudt dé két néi véi ngwoi ban va bat
dau tro chuyén trec tuyén. Tinh nang nay da tao tiéng vang manh mé & Trung
Quoc, noi nguwdi dung thwdng mdc ca tredc khi déng y mua hang. Thém nita, chat
lwgng san pham & Trung Quoc da dang hon nhiéu so véi & cac nwdc phat trién, vi
vay viéc ho trg trao do6i thong tin gitta nguwdi ban va ngwdi mua chinh la mot 1gi
thé mang tinh quyét dinh cua Alibaba trwéc eBay & thi triudng dai luc. Sy khac
biét nay ciing la ly do khién Alibaba trién khai co ché xép loai uy tin chi tiét hon,
theo do, nguwdi mua cé thé danh gia ngudi ban dwa trén nhiéu yéu t6 hon & eBay.
Dé thay la cong ty Trung Quoc hiéu ro thi trudng cta né hon, thyc té nay dugc
phan anh qua diém s6 danh gia sy hai long ctia ngudi dung cuc ky cao va toc do
tang trudng thi phan nhanh chéng mat ctia Taobao.

Alibaba tung don quyét dinh vGi viéc gi6i thiéu Alipay — hé thong thanh
toadn cuda riéng n6 vao thang 1 nam 2005. Alipay dong vai tro nhw mot hé thong
uy thac gitt tién cho dén khi ngwdi mua xac nhan rang ho da nhan dugc san pham
ma ho dat hang va hai long vdi san pham do6. Vi & Trung Quoc, viéc st dung thé
tin dung khong phd bién cho lam nén Alipay thuc sy 1a cach thitc vo cung hiéu
qua dé khuyén khich ngwoi tiéu dung da nghi ¢ Trung Qudc thyc hién giao dich
trye tuyén.
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Pén cubdi nam 2006, eBay thtra nhan that bai. Cong ty Hoa Ky khong con
cach nao khac, budc phdi rit khoéi Trung Quoc va déng cita trang web tiéng Trung
ctia minh, chuyén giao toan bo hoat dong & quoc gia nay cho cong ty start-up ctia
Trung Qudc la TOM Online. “Cudc canh tranh da két thic,” Jack Ma néi, “da dén
lic tuyén bo nguwdi chién thang.”

VONG HAI: MIEN PHi KHONG PHAI LA MOT MO HiNH KINH
DOANH

Sau khi danh bai eBay, Taobao tr@ thanh san giao dich thwong mai dién t
thong tri & Trung Quoc. “Khi eBay rt lui khoi thi truong Trung Quoc, chi con lai
Alibaba Group (va san giao dich Taobao ctia n6) la ga khong 16 doc ton trén thi
treong thwong mai dien tw,” Porter Erisman noi. Erisman, ciu Pho chu tich cua
Alibaba, 1a tac gia cudn sach Alibaba’s World (Thé gi6i cua Alibaba), ngwoi ké
chuyén kiém dao dién cua b phim tai liéu da gianh nhiéu giai thwéng danh gia
Crocodile in the Yangtze (Con cé sau trén dong Dwong Ti), ké lai chi tiét sy troi
day twr rat s6m cua Alibaba ¢ Trung Qudc ciling nhw cudc chién ctia né véi eBay.

Lic nay, Taobao can kiém ra tién. Tuy nhién, vi da cam két duy tri Taobao
mién phi nén Alibaba can mét dang mo6 hinh kinh doanh khac véi mé hinh cua
eBay. Nhu nhiéu ngudi chi trich Alibaba khi dy da néi, “Mién phi khong phai la
mot mo hinh kinh doanh.” Chién lwgc ma Alibaba st dung dé danh bai eBay da
don cong ty Trung Quoc nay vao goc ket — né can tim ra cach nao dé dé kiém
tién ma khong ap dung phi giao dich. Cudi cung, Alibaba quyét dinh chon mot
moé hinh doanh thu giong véi Google Adwords hon la véi cac san giao dich
thwvong mai dién t& cia Amazon hay eBay. Thay vi dwa vao mot khodn phi tinh
theo phan tram moi giao dich, da s6 1gi nhuan cta Alibaba dén tir m6 hinh quang
cdo cta no. Vi viéc tim kiém san pham la mot trong nhitng phan khtc sinh 10i
nhiéu nhat cia mang quang cao tim kiém, nén Alibaba nhan thdy rang mo6 hinh
nay cé tiém nang tao doanh thu cyc ky 16n.
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bé xay dung duwgc mot mo hinh kinh doanh dwa trén hoat dong quang céo
san pham, tredc hét, Alibaba phai gidi quyét mot moi de doa canh tranh nghiém
trong. Baidu, thuwong dugc goi 1a Google cia Trung Quoc, dang la nén tang tim
kiém tiéng Trung thong tri thi trvong lic d6. Céc trinh thu thap thong tin Web
(Web crawler) ctia Baidu c6 thé lvu trit hang héa ciling nhv cac trang Web ctia
Alibaba, va két noi ngwdi ding ctia né véi trang san pham ctia Alibaba khi ho tim
kiém sdn pham trén Baidu. Theo nguon tin ctia ching t6i, lic bay gio, mét s
phan tram lén dén hai chit s6 trong lwu lwgng truy cap vao trang Web cua Alibaba
dén tr Baidu.

Khi Jack Ma gianh dugc quyén kiém soat hoat dong do6i v6i Yahoo Trung
Quoc, mot phan két qua tir khoan dau tu cia Yahoo vao cong ty Alibaba con non
tré nam 2005, 6ng quyét dinh rang Alibaba can vuwon 1én vi tri hang dau trén thi
treong tim kiém cta Trung Qudc. Tuy nhién, la mot cong cu tim kiém don doc,
Yahoo/Alibaba khong thé nao canh tranh dugc véi Baidu. Baidu con dap trd moi
de doa tiém tang bang cach tao ra Youa (m6t san giao dich giong eBay) dé canh
tranh vGi Taobao cua Alibaba.

Alibaba quyét rang, n6 can trd thanh trang Web phdi- truy-cap khi moi
nguwdi tim kiém sdn pham & Trung Quoéc, cht khong phdi Baidu. Ban dau,
Alibaba quéng ba quyét dinh “khda chan” Baidu (va Google) nhw mot cach dé
ngan chan sy gian lan tir nhitng nguwoi ban dang thao ting két qua tim kiém c6 tra
phi trén cac trang bén ngoai. N6 hy vong rang, khi dén vdi Alibaba, nguoi tiéu
dung sé tim thay nhiéu gia tri hon so v6i & Baidu. Nhung cubi cung, quyét dinh
nay lai chinh la mot budc di chién Iwge. Néu Alibaba dé Baidu “mo vao” céc
trang san pham cua minh, Baidu sé hoat dong nhwv trung gian giita nguoi tiéu
dung v6i Alibaba. Nhung khong, Ma muén ngudi tiéu dung dén thang Alibaba
tredc tien.

Pé hiéu dugc tam quan trong cua quyét dinh nay, hay hinh dung chuyén gi
sé xdy ra néu muoi nam tredc day, Amazon hat cang Google? Liéu ban c6 tim
dén Google ngay khi mu6n mua th gi d6? Liéu Amazon c6 thanh cong nhuw ngay
nay? That khé dé biét mot budc di quan trong nhw vay sé co6 tac dong nhu thé nao
¢ thi truong My, nhung & Trung Quoc, khong ai c6 thé pha nhan rang né chinh la
chia khoa cho thanh cong ctia Alibaba. Cong ty can thay d6i hanh vi ctia ngudi
dung doi vai viéc tim kiém mua hang, cot dé ngudi tiéu dung sé bat dau mua sam
dién tw trén trang cua Alibaba, chit khong phdi trén Baidu.
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Alibaba da thang trong vu danh cuwgc nay. Sau khi cong ty chan cac cong cu
tim kiém bén ngoai, san giao dich cta n6 thong tri vi thé diém dén dau tién cta
ngwoi mua hang trén thi treong thuwong mai dién t¥ Trung Qudc. N6 tré thanh nén
tang “phai-truy-cap” khi tim kiém san pham & Trung Qudc, m6t chién cong ma ca
Amazon lan eBay déu khong thé dat dwgc & My, noi Google luén ludn la diém
dén dau tién cta ngwoi mua hang. “Ban c6 thé twdng tuwgng rang, néu Alibaba dé
Baidu quét cac trang cua Taobao, ngudi mua hang sé dan dan chuyén sang tim
dén Baidu tredc tién moi khi muén tim kiém san pham,” Porter Erisman noi.
“Thay vi dé viéc d6 xdy ra, Alibaba phong 4n mét bitc twong xung quanh Taobao
bang cach chan Baidu. D6 1a co hdi ngan nam c6 mot da thay déi lich st thwong
mai dién t* & Trung Quoc.”

CHU NGHIA TU BAN NEN TANG: “PUQC AN CA, NGA VE KHONG”

Nhu cau chuyén cia Alibaba da cho thay, cac cudc chién nén tang thuong
theo kiéu “dugc an cd, nga vé khong.” Alibaba da chién dau quyét liét v6i eBay,
va sau dé la Baidu, ca hai lan déu danh bai d6i thu. Két qua la, Alibaba da kiém
soat tdi 90% thi treong thwong mai dién t& Trung Quoc thong qua hai nén tang
Taobao va Tmall ctia minh. (Alibaba kh&i dong Tmall, viét tat ctia Taobao Mall,
vao nam 2008. Tmall la mot san giao dich noi cac nhan hiéu toan cau cé thé ban
hang cho nguoi tiéu dung Trung Quoc.) Khi eBay thua tran, n6 khong ding & vi
tri s6 hai, ma né hoan toan rit khéi Trung Qudc. Va mac du nhitng gia tri kinh
doanh cta Baidu van xoay quanh cong cu tim kiém cua n6, nhuwng that bai trong
viéc thong tri thi truong tim kiém san pham la mot 1y do quan trong khién né kém
thanh cong hon rat nhiéu so vdi ca Alibaba lan Google, ké song tring cua Baidu
o My.

Nhitng tran chién mot mat mot con nhw vay gitta cac mang Iw6i canh tranh
da trd thanh “Itta thir vang” cia cha nghia tw ban nén tang, va ngay nay, ching
van dang dién ra.

Vao nam 2013, trén tat ca cac san giao dich cua minh, Alibaba quyét dinh
ngung st dung WeChat, mot nén tang giao tiép cyc ky pho bién thudc quyeén sé
hitu ctia cong ty doi thu Tencent. D€ dap trd, Tencent chdn nén tang thanh toan
Alipay cda Alibaba khoi WeChat. Gan day hon, Tencent da cam cac tai khoan
Uber trén WeChat khi cong ty c6 tru s& & My nay tuyén bo canh tranh véi doi tha
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Trung Quéc Didi Kuaidi, cong ty vira nhan dwgc khoan dau tw khong hé nho tw
Tencent.

Két qua cta hau hét nhitng cudc chién nay la quy luat gan nhw bat di bat
dich “dwoc an ca, nga vé khéng.” Mot vi du cua hién twgng nay la cac hé diéu
hanh dién thoai thong minh, noi ma Android va iOS s@ hitu hon 90% thi trueong.
Dai tha sat nit cta hg, Windows Phone, chi cé chwa dén 3% thi phan. Trong linh
vure tim kiéem Web, Google ciing chiém linh thi phan thong tri v6i 65% & My va
hon 90% & chau Au. Bat chdp nhiéu ndm trdi dau tw khong tiéc tay, cong cu tim
kiém Bing cta Microsoft van chi chiém khoang 20% luwu lwgng tim kiém & My,
va nhitng gi né co6 cha yéu do gianh dwoc tir tay ké chau ria tham nién Yahoo hon
la t tay Google.

Ban chat “dugc an ca, nga vé khong” cia cudc canh tranh giita cac nén tang
cling c6 mot s6 ngoai 1€. Khi ngwoi dung c6 thé tham gia vao ctung lic nhiéu hon
mot mang lwdi cia mot nén tang, sitc manh cta hiéu tng mang doi véi bat ky nén
tang nao ciling sé bi yéu di. Thong thwong, néu mot nganh cho phép nguwdi dung
c6 thé dé dang chuyén doi giita cac mang lwdi thi n6 sé ho trg dugc nhiéu nén
tang hon, ngay ca khi da bao hoa.

Tuy nhién, nhitng nén tdng to6t nhat c6 xu hwdéng gidm thiéu dong co khién
ngwoi dung chuyén doi giita cac mang lwdi canh tranh, bang cach tao ra gia tri
tang thém thong qua hai yéu t6: (1) cac cong cu phan mém gitp viéc giao dich trd
nén dé hon, va (2) hoat dong st dung dit liéu va co ché ca nhan héa. Vi du nhuw
viéc cham diém uy tin cia nguwdi ban va cha nha trén eBay, Taobao va Airbnb.
Viéc gdy dung uy tin chinh 1a mot khodn dau tw vao mdt nén tang, diém uy tin
ctia ban sé tang 1én qua thoi gian néu ban “cham st dung” nén tang dé. V6 s6
nghién cttu da cho thdy rang s6 diém uy tin cao hon sé giup nha san xuat kiém
dwgc nhiéu tién hon trén cac san giao dich, nho vao viéc ban dwgc nhiéu hon
hodc c6 kha nang dat gia cao hon. Vé phia ngudi tiéu dung, co ché ca nhan hoa
cla cac nén tang, chang han nhw nhitng tinh nang dé xuat san pham ctia Amazon,
c6 xu hwéng doéng vai tro cot 10i trong viéc tao ra gia tri tang thém. Gia tri nay
cing c6 sttc manh cda hiéu (tng mang va hinh thanh nén co ché: ban cang gan bé
vGOi nén tang thi gia tri cta né cang tang. Dac tinh nay khong phai chi cé & cac
nén tang — cac céng ty tuyén tinh nhu Netflix cling tan dung dir liéu. Nhung khi
dwgc két hgp véi hiéu ng mang ctia cac nén tang virng manh, gia tri tang thém
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nay tao nén mot dang “bd khoa” khién cho viéc canh tranh véi mot nén tang
thanh cong la thach thirc dac biét kho6 khan.

NHUNG GA KHONG LO MOI CUA NGANH

Khi cac nén tdng ngay cang chiém linh nhiéu khia canh trong doi song kinh
t€ cua ching ta, 1€ ty nhién nguwdi ta sé so sanh ching véi hinh thitc doc quyén
kiéu cli — nhitng cong ty nhw U.S Steel va Standard Oil. Google la c6ng ty nén
tang gan day nhat nhan dugc sy quan tam sau sac doi véi sitc manh thi treong ma
no so hitu, dac biét la trong Lién minh chau Au. Hién nhién, lién minh nay khong
va tang boc ai. Tuy vay, ngoai quy mo va sy thong tri thi treong, nhitng ga khong
16 ngay nay c6 rat it diém chung véi nhitng cong ty doc quyén hoi thé ky 19 va
thé ky 20. Khéng khé dé hinh dung dugc sy khac biét gitta cach cac cong ty doc
quyeén kiéu cii va cac nén tang ngay nay thiét lap vi thé thi trudng ctia minh.

Hay bat dau vGi Standard Oil. Giong nhw da s6 cac cong ty doc quyén tuyén
tinh, no thiét lap vi thé thong tri thi trwudng bang cach thon tinh s6 lwgng 16n tai
san, dat hiéu qua cao trong viéc mua lai ty 1€ 16n nang lyc san xuat trong nganh
ctia minh. Vi dy, c6 thoi diém, Standard Oil s& hitu hon 90% san lwgng dau & My
— gan nhu toan bo san lwgng san pham héa dau ctia quéc gia nay. Noi cach khac,
¢ thoi hoang kim cua Standard Oil, khong ai c6 thé lam ra mdt san pham canh
tranh, chit dirng néi dén viéc ban no.

Phwong phép thiét 1ap vi thé thong tri thi trvdng nay trai ngwgc hoan toan
v6i cach cac nén tang hoat dong ngay nay. Cac cong ty nén tang phat trién khong
phéi bang cach mua thém nhiéu nha mday, ma bang viéc két noi thém ngay cang
nhiéu nguwdi dung trong mang lwdi ctia ching. N6i cach khac, cac nén tang thong
tri thi treong khong phai vi cdi chiing sé hitu, ma vi gid tri chiing tao ra bang
cach két n6i ngwoi dung ctia minh. Ching khong s& hitu phuwong tién san xuat
nhv cac cong ty doc quyéen cong nghiép. Thay vao dé, ching sé hitu phuong tién
két n6i. Thuc té nay giai thich tai sao cac cong ty doc quyén kiéu cii bi nhiéu
nguwoi khinh ghét, trong khi cdc nén tdng ngay nay thi khéng. Cong ty nao cling
c6 vai nguoi ghét bo (tat ca ching ta déu c6 mot nguwsi ban nhat dinh khong dung
Facebook), nhung nhin chung, ngwoi tiéu dung van yéu thich Facebook, Alibaba
va Google.
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Thém vao do, mdc du nhitng céng ty nén tang nay s@ hitu sitfc manh thi
truong dang ké trong nganh ctia minh, nhung ching khong kiém soat nguwdi dung
theo cach ma Standard Oil kiém soat cac nguon lyc san xuat. Alibaba khong thé
chi don gian la bat tat cong tac va thay déi san lwgng dau ra ctia ngwoi ban. N6
kiém soat thi trrong cta minh, nhwng né chi lam nhw vay mot cach gian tiép
thdng qua viéc cung cap gia tri cho ngudi ban va ngudi tiéu dung. Cac cong ty
nén tang doc quyén chi phoi cA mot nganh cong nghiép, nhung chiing khéng dao
hao c6 tha nhw cac cong ty doc quyén thoi cong nghiép vi nén tdng ngay nay
thanh cong dwa trén sy tham gia, khong phai quyeén sé hitu. “Anh khéng thé tach
riéng mot thit gi d6 goi la nén tdng khoi hé sinh thai riéng cta chinh né,” Ming
Zeng, Giam doc chién lwgc cua Alibaba néi. Ngay nay, cac nén tang chiém wu thé
vi ngwoi dung chon ching, khong phai vi chiing cé thé mua tat ca nhitng nguon
cung san c6. Chinh chung ta, tat ca ching ta, la ngwoi tao ra nhitng ga doc quyén
thoi hién dai nay. Sy thong tri cta chiing la két qua cta sy tham gia va st dung
rong rai, chit khong phai cia quyén s@ hitu va kiém soat bi quan ly mot cach khat
khe va han ché.

Khong c6 vi du nao thé hién sy khac biét nay ré rang hon la nhitng cudc
chién cia Uber vdi cac nha 1ap phap va quan ly. Tw truéc dén nay, ngudi dung
cta Uber la tai san 16n nhit ma n6 s& hitu trong nhitng cudc chién nay. Vi du gan
day nhat la cudc chién cua cong ty vdi thi tredng thanh phé New York Bill de
Blasio kéo dai su6t mua hé nam 2015. De Blasio mudén ap dung mot mirc tran
tam thaoi cho s6 lwgng tai xé Uber duwgce lwu hanh, vién dan nguyén nhan la do cac
don thu khiéu nai vé van dé giao thong xuat phat tir nganh taxi. Muc tiéu cta
chwong trinh nay la tam ditng sy tang trwéng ctia Uber dé thanh pho c6 thé
nghién citu tdc dong ma nhitng nén tang nhw Uber gay ra doi vdéi tinh trang un
tac. Nhung Uber von da 1én két hoach b6 sung 10.000 tai xé mdi trong sudt
khoang thoi gian dugc dé xuat, nén n6 sé khong dé gi bo cude. BEé dap lai, Uber
da gidi thiéu mot “ché do de Blasio” cho nguwdi dung dinh vi trong pham vi thanh
pho. Tinh ndng nay cho ngudi di xe thdy thai gian cho dy tinh dai dang dang ma
ho phai chap nhan néu dé xuat ctia Blasio dugc théng qua. Man hinh ciing mai
nguwoi dung gwti email cho thi trudng va hdi dong thanh phd dé yéu cau ho bo
phiéu “khong” do6i vdi du luat nay. Theo Wall Street Journal, thi trwéng da nhan
dwgc email tir 40.000 ngwoi va tin nhan Twitter tir 20.000 ngwoi. Khong lau sau
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do, thi trwdng lui bwdc, dong y thue hién mét nghién citu tinh trang un tac kéo dai
trong bon thang ma khong 4p dung mic tran doi véi sy tang tredng cua Uber.

Pé chac an, Uber ciling st dung cac cong cu quan hé cong ching truyén
thong trong cudc chién chinh tri cia minh, nhw quang cdo trén truyén hinh, dai
dién thwong hiéu la nguwdi ndi tiéng va cac chuyén gia van dong hanh lang. Tuy
nhién, nhv mot bai bao trén t0 New York Times binh luan sau sy nhugng bo cua
de Blasio, “cong ty st dung khach hang cua minh dé ganh vac phan 16n ganh
nang chinh tri cia n6.” Chién thang ctia Uber truéc Blasio khong phai la lan dau
tién cong ty nay vién dén sy tung ho tap thé cua nguwoi dung. Chuyén nay da nam
trong DNA cua céng ty ngay ti* dau. Mot trong nhitng tran chién phéap ly sém
nhat ctia no la tai tha do chinh tri caa nwdc My, Washington, D.C. Ba nam truéec,
mua hé nam 2012, Uber da san sang dé khai dong dich vu UberX tai thi truong
D.C. Nhung vai ngay trudce thoi diém dy kién ra mat dich vu nay, hoi dong thanh
pho D.C. da théng qua mot stra doi doi véi dy luat quan ly taxi dugc thiét ké dé
ngan khong cho Uber hoat dong trong thanh pho (Stta doi nay dugc dat tén la
“Stra doi Uber.”) CEO ctia Uber, 6ng Travis Kalanick ké lai, hoi dong da hoi thic
thong qua dv luat nay bang cach dé trinh n6 lic 4 gio chiéu ngay thit Hai va tién
hanh bo phiéu vao 11 gio sang ngay hom sau. Uber dap trd bang cach kéu goi
ngwoi dung cta minh chong lai dy luat. “Trong vong 18 tiéng dong ho, 50.000
email cung véi 37.000 tweet da dwoc ngwoi di xe giri dén hoi dong thanh pho,”
Kalanick n6i. Bén troa ngay hém sau, hoi dong thanh pho rt lai ban stra doi.

That khé ma twéng tuwgng dugc su ung ho tap thé twong tw danh cho cac
cong ty doc quyén kiéu cii nhw Standard Oil, hay tham chi 1a nhitng cai tén gan
day hon nhv Comcast hay Time Warner Cable. Giong nhuw Uber, hau hét cac nén
tang déu nhan dugc sy ho trg rong rai tir ngwoi dung ctia ching. Nhitng cong ty
nay khong phai kiéu doc quyén truyén thong, hoat dong tir trén xuéng trong qua
khit. Cac nén tang la céng ty doc quyén bdi sy tw nguyén, dugc xay dung tir dudi
lén. Sy phat trién ctia Uber la két qua cta viéc ngay cang c6 nhiéu nguwdi dung
thdy rang nén tang nay co6 gia tri. Twong tw nhw vay véi Facebook, Google,
Alibaba va Airbnb. Néu khéng c6 suw ing hd ctia ngudi dung, nhitng nén tdng nay
khong bao gio c6 thé duy tri sy thanh cong va kha nang chi phéi thi trudng nhw
vay.
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LQI NHUAN RONG: CAC NEN TANG MO RONG THI TRUONG

Mot ly do nira khién cac nén tang khac vGi cong ty doc quyeén kiéu cii la:
hiéu tng mang hoat dong khac vdi 1gi thé kinh té theo quy mo, nhan t6 thic day
cac thé hé cong ty doc quyeén trwdc day. Cac cong ty tuyén tinh trd nén doc quyén
chu yéu vi ching hinh thanh lgi thé kinh té theo quy mo6 cia nguén cung. Diéu
nay cho phép cong ty gidm chi phi khi phat trién. Cac nén tang thong tri thi
treong vi khi mang lw6i chiing xay dung phat trién, chiing sé mang lai nhiéu gia
tri hon cho nguoi dung cua minh.

boc quyéen thwong duwgc xem la két qua cta viéc cac lyc lwgng thi treong
hoat dong khong hiéu qua — cung va cau khong con kha nang kiém soat sttc manh
thi trrong ctia mot cong ty, va cong ty dé tim ra cach dé chiém linh thi phan 16n
bat thuwong. Tuy nhién, cach nhin nay khéng ap dung cho cac mang lwdi, noi quy
mo rong hon, mang lai gia tri cao hon, hiéu qua 16n hon va nhiéu tién ich tuyét
voi hon cho ngudi dung. Nén tang doc quyén khéng phai la két qua cta viéc cac
lyc Iwgng thi trvong sup do. N6 la két qua cua viéc cac thi trwong hoat dong
chinh xac, mot hién twgng ma cac nha kinh té hoc goi la “doc quyén ty nhién”
(natural monopoly).

Chinh bagi thyc té nay nén niém tin rang canh tranh nhiéu hon lu6n luén t6t
hon khong con ding trong cac thi trvong nén tang. Nhuw cau chuyén cia Alibaba
cho thay, su canh tranh giita cac nén tang co6 thé hinh thanh cac mang loai trir lan
nhau cho dén khi mot nén tang gianh chién thang tuyét doi. D6i vGi nguoi tiéu
dung, sy phan manh nay thwong la mot két qua khéng hiéu qua. Trong céc thi
trwong bi phan manh, gia tri tifm nang von di c6 thé dugc tao ra thong qua hiéu
Uing mang gio day khong thé ton tai. Mot cudc chién khong nging nghi gitra
nhiéu nén tang co6 thé tao ra tdc dong giong hét nhu tinh trang ngung tré giao
thwong gitta cac quoc gia dang giao chién: it hoat dong kinh té hon va it gia tri
hon. Trén thyc t€, viéc cac nén tdng canh tranh gay gat hon c6 thé tré nén té hon
do6i v6i ngudi tiéu dung, khién cho gia ca cao hon va giao dich it hon. Chi phi cia
st phan manh qua mic trong cac nén tang co6 thé cao hon nhiéu so véi chi phi cta
viéc dé cho mot hodc hai nén tang chiém linh thi truong.

Thém vao dé, bang cach xay dwng cac mang luwdi va san giao dich ma néu
khong c6 nén tang thi chiing sé khéng ton tai, cdc nén tang tao ra mét hiéu 1rng
md& rong lén hoat dong kinh té, trdi ngugc véi cong ty doc quyéen dién hinh,
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thuong kiém 10i bang cach st dung vi thé thong tri cia minh dé vat kiét gia tri t
mot nganh ma khéng hé kich thich hoat dong kinh té€ mdéi. Vi du, Uber da gay
dwng mot doanh nghiép hang ty do la khong phai bang cach ty cat cho minh mot
miéng banh that 16n trong chiéc banh kinh té hién tai, nhw cach nhiéu ngudi chi
trich Uber van néi, ma bang cach tang kich thwéc cua chiéc banh 1én vai lan. Bat
ké ban cam thdy thé nao vé Uber thi cling khong thé nghi ngd gi chuyén né da
md& rong thi treong taxi ¢ nhiéu thanh pho. N6 da lam diéu nay bang cach tan
dung hiéu *'ng mang gitta cac tai xé va hanh khach. Nén tdng nay da thu hut hon
mot triéu tai xé trén toan thé gidi — hau hét trong s6 ho trwdc day chwa tirng 1ai xe
vi tién — cung v6i hang triéu hanh khach, nhiéu ngudi trong s6 do trudc day rat
hiém khi di taxi.

Hinh thitc tang trwdng kinh té nay la dac trung cua cac nganh cong nghiép
nén tang — nén tang thanh cong bang cach phat trién nganh cia minh mot cach
manh mé. Trong nganh phét trién phan mém, Apple cho rang nén kinh té€ ng
dung ma n6 xay dyng xoay quanh nén tdng iOS da gitp tao ra hon 600.000 cong
viéc cho cac nha phat trién. Airbnb ciing tao ra hiéu tng md rong twong ty doi
v6i hoat dong kinh té. Thyc vay, mot nghién citu gan day tham chi con goi y
rang, si thanh céng ctia Airbnb dang c6 tac dong dén viéc dat phong khach san,
ngay ca khi né da xay dung nén mot san giao dich véi hon mét triéu bat dong san
cho thué. Airbnb khong phat trién bang cach lay di lgi nhuan cia cac khach san,
ma bang céach tao ra nhitng nguén hoat dong kinh té hoan toan mdi.

Mac du khong phat minh ra san giao dich thwong mai dién t* dau tién &
Trung Qubc, nhung Alibaba da thanh cong bang cach xay dung co sé ha tang ho
trg dai da so giao dich cuda thi truong thwong mai dién ti phat trién nhanh nhat
thé gigi. Ngay nay, cac san giao dich ctia Alibaba c6 gan 10 triéu ngwoi ban hang
dang hoat dong. La m6t phan cua chwong trinh khuyén mai hang nam (“ngay Ddc
than”), nam 2015, né da ho tro 14,3 ty do la giao dich chi trong mo6t ngay. Tham
chi, cong ty con truyén cam hitng cho mét hién twgng & Trung Quoc - duwgc goi la
cac lang Taobao - noi hang tram thi tran trwdc kia tirng la lang nong nghiép nay
chuyén sang dinh huéng hoat dong kinh t€ xoay quanh viéc ban san pham thong
qua Taobao cta Alibaba.

Nhuw Peter Thiel dé xudt trong cudn Zero to One ctia minh, cac nén tang
“mang lai cho khach hang nhiéu sy lwa chon hon bang cach bé sung nhitng danh
muc da dang, phong pht, hoan toan md&i cho thé gi¢i.” Noéi cach khac, nén tang
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thue hién mot kiéu ma thuat kinh t€, lam cai viéc ma cac nha gia kim thoi trung
c6 khong thé lam dwgc. Bang cach ho trg hoat dong trao doi, chiing tao ra mét cai
gi d6 tir khong gi ca. Ching tao ra bita triva thwe sy mién phi. Hién twgng kinh té
nay dugc cac nha kinh t€ hoc goi 1a 1gi ich tiv thwong mai, da dwgc biét dén tw
nhiéu thé ky qua. Rat hiém khi khai niém nay 4p dung dwoc cho cac céng ty don
l1é. Nhung chac chan ngay nay thi diéu do6 hoan toan cé thé, khi thi trong nén
tang c6 thé 16n hon tong san pham quoc ndi cta hau hét cac quoc gia trén thé
gioi.

CAC CONG TY POC QUYEN NGAY NAY CO TiNH CANH TRANH
CAO

Mac du hinh anh cta cac cong ty doc quyén khong l1dy gi lam tot dep, nhung
khong phai ldc nao ching ciling xau. Trong thoi gian ngan, cac cong ty doc quyén
hién dai thwong c6 1gi cho ngwoi tiéu dung. Ching mang dén nhitng phat minh
mdi dang gia cho thi truong, va trong treong hop clia cac nén tang, chiing xay
dwng nhitng cong dong va thi truong mdéi von di sé khong ton tai néu khong cé
néen tang. Phai rat 1au sau mdt trdi mdi 16 ra, cac cong ty doc quyén gia di va bat
dau thu hut nhiéu déi thu tiém nang méi nhung lai khong tao ra gia tri méi. Nhuw
chuyén gia phap ly kiém tac gia noi tiéng Tim Wu da néi, cac cong ty doc quyén
“c6 khuynh hwéng tot dén tuyét voi trong thoi gian ngan va té dén khung khiép
trong dai han.”

Tuy nhién, khong giong nhu cac cong ty doc quyén kiéu cii, nén tang ngay
nay c6 tinh canh tranh cao. Sy khac biét nay bat nguén ttr nhitng co ché khac
nhau ctia thi trudng nén tang so vaGi cac thi trvong truyén thong. Nén tdng khong
canh tranh dya trén tai san cua minh, ma dya trén mang lwGi ngwoi dung ma
chung thiét 1ap dwoc. Ngwoi dung ngay nay cé thé chuyén doi nén tang nhanh
hon nhiéu so véi nang lyc san xuat ¢ thé ky 19 va 20, vi ho bi thu hit bai gia tri
ma mot nén tdng mang lai, chit khong phai bdi tai sdn ma nén tang do s& hitu.
Két qua la, mét nén tang dang thong tri mot nganh cong nghiép van c6 thé “bi
thwong” bdi don tan cong tir cac nén tang c6 co sd ngwoi dung twong tw. Qua
trinh canh tranh gitta cac nén tang nay pho bién dén mic dang ngac nhién trong
nhiéu thi truong. Vi du, Amazon da rat thanh cong trong viéc tao ra thi truong
sach dién tit @ Hoa Ky. Tuy nhién, sau khi Amazon chitng minh dvgc thi truong
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nay béo bd, ca Google va Apple da di chuyén tir cac nganh lan can vao day va tré
thanh d6i tha canh tranh. Hay, nhu ching t6i titng dé cap & trén, Alibaba da st
dung san giao dich san pham dang phat trién nhanh chéng ctia minh dé tan céng
vi thé thong tri cua Baidu trong linh vire tim kiém san pham.

Ngoai ra, toc d6 thay doi vé mat cong nghé ngay nay dong nghia véi viéc
khi khong c6 sy cudng ché cua nha nwdc, cac cong ty doc quyén hién dai khong
c6 kha nang ton tai lau bang céc tién bdi cua ching. Rao cén cta viéc gia nhap &
hau hét cac nganh thap hon nhiéu so v&i mot thé ky trudc, trong khi ranh gidi
gitta cac nganh lai linh hoat hon nhiéu so véi tredc day. Mac du cac mang luGi
ngay nay thyc sy xay nén nhitng ham hao manh nhat va c6 kha nang phong thu
vitng chac nhat, nhung ching khong tao ra dwgc nhitng rao can gia nhap giong
nhw cac cong ty doc quyeén trong qua khi, loai rao can doi héi von dau tw khong
16 vao co s& ha tang vat chat dé thanh cong. Sy thong tri cia AT&T trong thi
truong dién thoai kéo dai tir dau thé ky 20 cho dén tan nam 1984. Khong c6 gi
dang ngac nhién, trong nhitng nam sau do, cong ty da tri hodn hodc giét chét
nhiéu sy cach tan quan trong hong hat cang cac céng ty mdi ra khéi thi truong.
Tuy nhién, ngay nay khong md6t nén tang nao c6 kha nang théng tri mot nganh
lau dwgce bang mot phan nho khoang thoi gian dé. Chi phi khéi nghiép hién tai
dang & mc thap nhat moi thoi dai (cé thé néi rang, hiéu ng cua viéc co nhiéu
cong ty nén tang da gép phan khong hé nho vao thyc t€ nay). Va cac cong ty méi
ngay nay c6 thé phat trién nhanh hon bao gio hét. Nhitng sy thay doi nay dong
nghia vGi viéc: ¢ bat ky thoi diém nao, ngay ca khi mot nganh dwgc cling co
quanh mot nén tang thong tri duy nhat, van luon ton tai mot moi de doa mo ho vé
s xuat hién ctia mot cong ty maGi hodac nguy co bi thay thé bdi mot nén tang
thanh cong khac. Vi chi phi gia nhap thi truong thap nén moi de doa nay luén
ludn ton tai va dang so theo cai caAch ma mot tram nam trwdc khong hé cé.

Su canh tranh gitta cac nén tang da c6 cho ditng vitng chac va cac nén tang
m&i tham gia chinh x4c la chuyén da xdy ra v6i Microsoft. Trong phan 16n thoi
gian cda hai thap ky qua, ngwoi ta lo lang vé sy doc quyén ctia Microsoft nhiéu
hon la vé Google hién nay. Vao dau nhitng nam 2000, hau hét cac chuyén gia
trong nganh déu chd dgi mot cudc canh tranh div doi gitta Microsoft va Nokia
xem ai sé la ngwoi s@ hitu hé diéu hanh dién thoai thong minh thong tri thi
trrong. Thue ra, Google tao ra Android nhi mot cach dé phan tng véi noi sg hai
trwdc sy thong tri cia Microsoft trén thi trwong thiét bi di dong. Ngay nay,

https://thuviensach.vn



Microsoft van la nén tang chiém wu thé trong cac hé diéu hanh PC. Tuy nhién,
héa ra lanh thé ma n6 xay dwng dwgc lai nho hon nhiéu so véi moi ngudi tirng
nghi. Dong lwc cha sy canh tranh gitta cac nén tang da lam dugc viéc ma vu kién
chong déc quyén cua chinh pht M¥ vao cuéi nhitng nam 1990 khong thé lam
dwgc. Chuwa day mét thap ky sau, Microsoft tré thanh mét d6i thu khiém ton trong
thi treong dién thoai di dong. Apple va Google da lan at sy thong tri ctia n6 khi
cac cong nghé mdi phat trién, dong thoi maé rong thi truong theo nhitng cach ma
nguoi ta khong ngo toi.

Gan day hon, Google da thu hiat ngay cang nhiéu anh mat do xét tir cac nha
quan ly chéng doc quyén vi sy thong tri ctia né trong thi truong tim kiém Web,
dic biét 1a & chau Au. Nhung chi vai nim nita, c6 thé sy théng tri cia Google
trong linh vic tim kiém sé it quan trong hon nhiéu so véi hién tai. C6 nhitng dau
hiéu cho thdy s thay doi nay hién dang dién ra. Méc du tir 1au Google da thong
tri thi truong quang cao ky thuat s6, nhung n6 dang phai canh tranh ngay cang vat
va hon véi cac nén tang nhw Facebook, Twitter va Pinterest dé lay dwoc tién tw
cac nha quang cdo. Mai de doa canh tranh nay dac biét manh trén thiét bi di dong,
vi phan 16n doanh thu cua Google dén tir hoat dong tim kiém trén mady tinh dé
ban. Nhiéu nha phéan tich cho rang, tinh trang doanh thu quang cao tr hoat dong
tim kiém cua Google tang tredng chdm xuat phat tit viéc ngudi tieu dung chuyén
tr may tinh dé ban sang thiét bi di dong. Nhitng ci bam trén dién thoai thong
minh khong thé sinh 10i nhiéu bang nhitng cti nhap chudt trén may tinh ca nhan.
Thém nita, cdc cong ty mdi dén tir Trung Quodc, nhitng ké dang xay dung nhitng
san pham hién dai nhat trén Android nguén md, co6 thé de doa sy théng tri cia
Google doi vdi nén tdang Android trong twong lai gan. Trong khi dé, Facebook
gio day cuc ky pho bién trén thiét bi di dong, va lan t6i, khi thé hé cac nén tang
tiép theo 1én thdng tri, Google dang cé nguy co sé bi lu mo. Néu ga khong 16 nay
khong thé mé réng cong cu sinh ra doanh thu ctia minh sang thiét bi di dong —
noi ma cudi cung thi thi trudng quang cao tiém nang sé 16n hon nhiéu so véi thi
trrong tim ki€ém trén may tinh ban — né sé phai doi mat véi nguy co rat 16n 1a bi
day xudng vi tri thit hai trong vong mot thap ky nita. Lic nao Google ciing c6 thé
c6 mua lai cac doi thu canh tranh mdi, nhw Facebook da lam véi Instagram va
WhatsApp. Tuy nhién, nhitng thwong vu mua lai 16n va ldp lai nhiéu lan sé chi
kich thich qua trinh hinh thanh nhiéu start- up mdi, nhitng cong ty sé tr@ thanh
d6i tha canh tranh trong twong lai. Co6 thé hém nay, dwong nhuw khéng ai qua mat
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dwgc vi thé cia Google trén thi tredng, nhung nhiéu kha nang moi chuyén sé thay
doi khi Internet di dong md rong va doanh thu quang céo trén thiét bi di dong
“nudt chitng” doanh thu quang cdo tryc tuyén trén may tinh ban.

Chinh phu nén phan ng nhw thé nao trudc vdi sy thong tri ngay cang tang
clia cac cong ty nén tang doc quyen? O day, goc nhin lich st rat quan trong.
Chinh viéc phdi chiu dung nhitng cong ty doc quyén nhw Standard Oil va AT&T
trong thoi gian dai la ly do mang lai tiéng xau cho thuat ngi* nay. Tuy nhién, khi
khong c6 s bao ho cta chinh pha, khong mot cong ty nao hién nay cé kha nang
thong tri thi treong lau dén nhw vay. Nhu ching ta da thdy chuyén xdy ra véi
Microsoft trong thap nién 2000, va rat c6 thé la ca chuyén xdy dén vGi Google
trong thap nién tGi, sy thong tri ctia mot cong ty doc quyeén hién dai trong bat ky
nganh nao ciing phai doi mat v6i moi de doa canh tranh tir cac doi thu sat swon va
su tdn cong lién tuc tir cac cong ty mdi. Chinh pha nén lo lang vé twong lai lau
dai sau d6. Nhw nha kinh té hoc néi tiéng John Maynard Keynes da noéi, “Veé lau
dai, tat ca ching ta déu chét.” Cau tra 16i ding ludn la hdy dé nguoi tiéu dung
dwgc hudng nhitng loi ich kinh t€ va xa hoi ma cac nén tang mdi dang tao ra.
Phan 16n nhitng cong ty doc quyén hién dai nay sé khong thong tri da lau dé mat
trai cua chung “phat tac.”

Can phai n6i ro rang, viéc cac cong ty doc quyén hién dai c6 tudi tho khong
cao khong c6 nghia la chinh pha va nha quan ly khong nén lo lang vé ching.
Trong mot s6 van dé, dong co ctia nguwdi dung néi chung khac xa dong co caa
mot nén tang. Vi dy, cdch ma nhiéu nén tdng xr ly di¥ liéu cd nhan cua ngudi
dung va gidi quyét nhitng lo ngai vé quyén riéng tw ca nhan la nhitng van dé dang
dwgc quan tam. Tuy nhién, nhitng lo ngai ngay khong chi ton tai déi vGi nén tang,
ma con hién hitu & tat ca cac cong ty Internet néi chung, cling nhu bat ky cong ty
nao thu thap théng tin nhan dang ca nhan thay mat cho bén thi¢ ba. Nhiéu cong ty
tuyén tinh cling gidi quyét van dé quyeén riéng tw cia ngwoi dung khong kém gi
Facebook hodc Google. Trong khi d6, mét so nén tang, nhw Apple va WhatsApp,
da chitng minh dugc sy ting ho manh mé hon nhiéu déi v6i quyén riéng tuv cta
nguwoi dung. Phuwong an dua ra ¢ day khong phai la gi6i han sitc manh thi trvong
ctia nhitng cong ty nén tdng nay — mot dong thai c6 kha nang lam gidm tong phtic
lgi cia nguoi tiéu dung — ma la gidi quyét hanh vi cta chiing trong tirng méi lo
ngai cu thé.
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5
Thiéet ké mot cong ty ty do

Giao dich cot 16i giai thich cho thanh cong cta Tinder nhw thé nao
Bi kip & ddy khong phdi la nhét thém vdo. Ma la bé bét di.

- Mark Zuckerberg, nha sang lap kiém CEO ctia Facebook

Bﬁy gio, khi ban da hiéu diéu gi khién mot nén tang thanh cong, chiing ta sé
xem Xét cach xay dywng mot nén tang.

Do6i vdi cac cong ty tuyén tinh, viéc thiét k€ mo hinh kinh doanh twong doi
dé dang. Khong chi quy trinh thiét ké don gian hon nhiéu, ma ching con c6 cac
khung cong viéc da dugc thiét 1ap san cho ban dwa vao dé trién khai. Mot so
ngwoi da tim ra cach “got gitia” cac cong cu von dugc thiét ké cho cong ty tuyén
tinh dé ap dung né vao nén tang. Vi duy, Airbnb st dung bang phan canh
(storyboard) dé gitip cong ty hiéu cach can bang nhu cau ctia nguwdi tiéu dung va
nha san xuat. “Chang t6i xay dung cot truyén dién cuong,” Joe Gebbia, nguoi
sang 1ap kiém Giam doc san pham cda Airbnb néi. “Ching t6i da bat tay vao mot
dy an day tham vong, do6 la 1ap biéu do dia hinh cua toan bo khach thué lan cha
nha cta Airbnb, va ching t6i lam diéu d6 thong qua hinh minh hoa. Ching t6i
nhin vao nhitng khoadnh khdc cdm xic quan trong ctia cudc hanh trinh va vé
ching. Chung t6i thé hién ching bang hinh anh tri'c quan. N6 cho phép toan bo
cong ty ching t6i dong cam ¢ mot mitc do hoan toan mdi v6i khach hang ctua
minh.” Dang quy trinh nay rat quan trong. N6 gitip ban nhan dién ngudi tiéu
dung va nha san xuat cia minh, hiéu dugc ho danh gia cao diéu gi trén phwong
dién ca nhan ciing nhu cach ho twong tac v4i nhau. Sy phu thudc lan nhau nay la
chia khoa dé ban xac dinh dwgc phwong thitc tao ra gia tri cho ca hai nhom bang
cach dwa ho lai vGi nhau.
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Tuy nhién, quy trinh nay chi la khéi dau. Do hau hét cAic m6 hinh khung déu
dwgc thiét ké riéng cho cong ty tuyén tinh nén ching khong gitip ban xay dung
cau tric va thiét ké nhitng quy trinh c6 thé thu hut nhiéu giao dich lap di lap lai
cho céac nén tdng. Vé co bén, cdc nha kinh doanh nén tdng cdn m¢t bo cong cu
hoan toan mdi dé thiét ké mo hinh kinh doanh.

Vi dy, chubi gi tri ma ching t6i da dé cap trong chwong 2 la mot cong cu
quan trong dé hiéu cac cong ty tuyén tinh. Michael Porter da tao nén chuoi gia tri
nhw mot phuwong thite dé hinh dung va hiéu cach cac céng ty tuyén tinh tao ra gia
tri (xem Hinh 5.1).
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Hoat dang chinh

Hinh 5.1. Chuoi gid tri dugc thiét ké béi Micheal Porter
Chuoi gia tri la tap hop cac hoat dong ma mot cong ty da thyc hién nham
muc dich cung cap mot san pham hoac dich vu c6 gia tri cho khach hang caa
minh. Porter da chia nhé nhitng hoat dong nay thanh hai loai va goi chiing la hoat
dong chinh va cac hoat dong ho trg. Hoat dong chinh lién quan dén viéc tao ra va
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phan phoi gia tri trong thuc té, con hoat dong ho tro la nhitng hanh dong can thiét
dé kich hoat cac chitc nang chinh. Khi dugc két hgp v6i nhau, nhitng hoat dong
nay hinh thanh nén mot chudi, chudi nay xac dinh cach mét cong ty c6 dwgc dau
vao va chuyén doéi ching thanh dau ra, cling nhw cach né chuyén giao dau ra do6
cho nguoi tieu dung.

Tuy nhién, mot cong ty nén tdng khong c6 dau vao hodc dau ra don gian.
Cac yéu t0 dau vao chinh ctia mét cong ty tuyén tinh thudc vé ndi bd — n6 mua tai
nguyén va bién nhitng dau vao do6 thanh dau ra. Nhung tai nguyén 16n nhat cia
mot nén tang la mang lwéi ma né xay dyng. Phan nhiéu gia tri dwgc tiéu dung
khong phai do nén tang truc tiép tao ra. Thay vao do, no tao diéu kién cho hoat
dong trao doi gia tri hai chiéu gitta nguwdi dung. Két qua 1a, cac nén tang khong s&
hitu chudi gia tri theo nghia truyén théng. Va tit “chuoi,” von dugc st dung nhw
mot hinh anh an du cho cach gia tri di chuyén trong mot cong ty tuyén tinh, lai
khong dai dién cho cach gia tri di chuyén trong mot mang phan phoi. Vay twr
twong wng danh cho nén tang la gi?

Ciing giong nhw cac cong ty tuyén tinh, mot nén tang c6 mot tap hop cac
hoat dong chinh tryc tiép tao ra gia tri cho nguwoi dung, va mdt tap hop cac hoat
dong phu ho trg cho hoat dong tao gia tri d6. Két hgp vdi nhau, nhitng hoat dong
nay tao thanh mot hé sinh thdi gia tri (xem Hinh 5.2).
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Hinh 5.2. Hé sinh thdi gid tri
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Hoat dong chinh trong hé sinh thai nay la giao dich c6t 16i. Giao dich c6t 16i
la quy trinh tao diéu kién cho hoat dong trao doi gia tri gitta nhitng ngwoi dung
ctia mot nén tang. Cac hoat dong ho trg la bon chirc nang cot 16i da dugc mo ta
ngan gon trong chwong 1. Ching ta sé tim hiéu chi tiét vé bon chitc nang cot 16i
nay trong chwong 6. Phan con lai ctia chwong nay tap trung vao thiét ké cia giao
dich 16i.

PHUONG TIEN KET NOI

Trong hai thé ky qua, cac cong ty tuyén tinh tao ra gia tri bang cach s& hitu
phuong tién san xuat. Ching tap trung vao viéc tao ra gia tri ti* co s von cua
cong ty, cho du do6 la nha xwdng, von nhan lyc hay tai san tri tué. Chung tap hgp
cac nguon luc ndi bé va quy trinh dugc thiét ké san dé bién co s von thanh san
pham va dich vu c6 gia tri cho khach hang. Pay la mot quy trinh tuyén tinh, trong
dé cong ty thu nhan dau vao va bién ching thanh san pham dau ra c6 gia tri cao
hon, cho du sdn pham d6 la mét chiéc xe tai Ford, dich vu tw van dau tw hay phan
meém thué.

Do6i v6i mot cong ty tuyén tinh, phwong tién san xuat 1a hoat dong chinh
trong chudi gia tri cta Porter. N6i cach khac, hoat dong chinh chi phéi cach mot
cong ty tuyén tinh san xuat san pham. Quy trinh nay bat dau vdi viéc thu thap
nguyén liéu tho (logistics dau vao), chuyén doi n6 thanh sdn pham dau ra cé gia
tri cao hon (hoat dong van hanh), r6i sau dé dwa n6 vao tay khach hang (logistics
dau ra, ban hang va tiép thi, dich vu).

Ngugc lai, mot nén tang tao va quan ly cac mang 16n va ho trg hoat dong
trao doi gia tri gitta nhitng ngwoi dung. Khong giong nhw Ford, Uber khong s&
hitu bat ky phan nao trong gia tri dang dwgc sdn xuat va tiéu thu. Thay vao do,
Uber s& hitu cach nguwdi dung ctia n6 két néi — khéng phai phwong tién san xuat
ma la phwong tién két noi.

Cac cong ty tuyén tinh tao ra gia tri bang cach san xuat san pham hoac dich
vy; nén tang tao ra gia tri bang cach hinh thanh sy két noi va st dung ching dé
“sdn xuat” cac giao dich. Giao dich co6t 16i 1a cach nén tang thuc hién diéu nay, la
cach né st dung nang lwgng tiém nang tir mang lwéi ctia minh va chuyén doi
nhitng két n6i dé thanh dong nang cta cac giao dich. Néu khong cé giao dich
chinh, ngay cd mot mang 16n ciing khong thé tao ra gia tri. D6 1a ly do tai sao
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viéc xac dinh va tiép can ding giao dich co6t 16i 1a khia canh quan trong nhat cta
qua trinh thiét ké nén tang. DEé tao ra va trao doi gia tri, mot nén tang can nguoi
dung lap di 1dp lai qua trinh nay.

Giao dich c6t 16i 1a gi? Giao dich c6t 16i la tdp hgp cdc hanh dong ma nguoi
tiéu dung va nha sdn xudt phdi hoan thanh dé trao doi gid tri. Moi nén tang déu
6 giao dich c6t 16i. Trén Uber, céc tai xé cho biét minh dang san sang phuc vu va
nguwoi tiéu dung guri yéu cau chuyén di. Trén YouTube, nha san xuat tai video lén,
nguoi tieu dung xem, xép hang va chia sé chiing. Trén LendingClub, moi ngudi
hodc cac cong ty nho yéu cau cac khoan vay, nhitng nguwdi khac va céng ty khac
dap tng nhitng yéu cau dé. Nhitng vi du vé giao dich c6t 16i nay lam n6i bat muc
dich cua né: xay dung mot tap hgp cac hanh dong don gian, ldap lai ma nha san
xudt va ngwoi tiéu dung thue hién dé tao ra va tiéu thu gia tri thong qua mot nén
tang.

O mot cap do cao hon, giao dich c6t 16i trén moi nén tang déu bao gdbm mot
tap hop bon hanh dong co ban giong nhau. Nhitng hanh dong nay la:

1. Tao ra: Mot nha san xuat tao ra gia tri hodac lam cho n6 san cé dé duoc
tiéu thu thong qua nén tang.

2. Két ndi: Trong moi giao dich, mot nguwdi dung thyc hién mot hanh dong
kich hoat qua trinh trao d6i bang cach két noi vdi doi phuwong.

3. Tiéu thu: Khi nguoi tiéu dung da tim thdy doi twgng két noi phu hgp, ho
c6 thé tiéu thu gia tri do nha san xuat tao ra.

4. Bu dap: Nguoi tiéu dung tao ra gia tri cho nha san xuat dé doi 1ay nhirng
gi ho da tiéu thu.

Tat ca bon hanh dong trén déu rat can thiét dé nén tang ho trg giao dich
thanh cong. Qua trinh nay chinh l1a “nha may” cua nén tang, la cach né lién tuc
san xudt gia tri cho khach hang ctia minh. Tuy nhién, nhw da dé cap trudc day,
khong giong nhv mot nha mdy, mot nén tang khong tao ra gia tri dya trén nhitng
gi cong ty s@ hitu. Tai san quy gia nhat cia né — nhitng nguwoi trong mang lwdi né
xdy dyng — nam bén ngoai cong ty.

Viéc ho trg cho giao dich c6t 16i la cach ma nén tang tao ra gia tri. Ban chat
da chiéu cua giao dich nay c6é nghia la gia tri khong chi di chuyén theo mot
huwéng, tit nha san xuat dén ngudi tiéu dung. Ca nha san xudt va nguwdi tiéu dung
déu tao ra gia tri trén mot nén tang, nhw ching ta sé thay sau day. Kha nang tao ra
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gia tri trén ca hai phia ctia giao dich chinh la dong co kich thich sy tham gia lién
tuc tw ca hai nhom nguoi dung.

GIAO DICH COT LOI

Tao ra

Nén tang khong tao ra ton kho cua riéng ching, vi vay chiing can khuyén
khich cac nha san xudt bén ngoai lam diéu d6 cho minh. Nhitng gi ma nha san
xuat tao ra chinh la ton kho cia nén tang, don vi co ban ctia gia tri trong mét nén
tang. Mdc du ton kho chi 1a mdt trong cac dau ra ctia quy trinh san xudt ¢ mot
cong ty tuyén tinh, nhung né lai la diém khéi dau cho mot nén tang. Vi du, doi
vdi Airbnb, mot tin cho thué phong la “nguyén liéu th6” ban dau ma nén tang
chuyén doi thanh giao dich. Néu cht nha khong dang tin trén Airbnb va nhap tinh
trang trong phong ctia ching, khach du lich sé khong thé dat trudc. Twong tw, néu
ngwoi ban khong liét ké ton kho ctia ho trén cac san giao dich cia Taobao hodc
Amazon, sé khong c6 gi dé ngudi tiéu dung mua. Va néu nha san xuat khong tai
video l1én YouTube, sé khong c6 gi dé nhitng nguwdi dung khac xem.

Néu cac nha san xudt ngirng tao ra ton kho, nén tang sé khong cé bat ky
nguyén liéu tho nao dé chuyén doi thanh cac giao dich hoan tat, giong nhw mot
nha mdy san xuat vi mach sé khong thé tao ra san pham néu khéng co silicon.

Két noi

Ban can mot ngwoi dung thye hién mot hanh dong déng vai tro 1a chat xuc
tac cho hoat dong trao doi. Tuy thudc vao moi nén tang ma nhom ngudi dung
khai dong giao dich sé khac nhau, nhung thong thwong, nhiém vu nay thuong
duwgc giao cho mot bén nhat dinh. Trén Kickstarter, nguwdi xay dung dy an sé tiép
thi du 4n ctia ho dén ngudi tiéu dung dé thu hut sw chid y (va déng gop) cho chién
dich. Trén Skype va Snapchat, nha san xuat la ngwdi bat dau qua trinh giao tiép.

Trong cac nén tdng khac, chat xuic tac la ngwoi tiéu dung. Vi dy, trén Uber,
ngwoi tiéu dung nhap thong tin vi tri dé bat dau yéu cau dat xe. Trén Amazon,
ngwoi mua sam tim kiém san pham. Con trén Tinder, ngudi tiéu dung lwét qua ho
so cua cac doi twogng tiém nang. Trong moi tredng hgp, mot nguwdi dung la “tia
ltra” dé kich hoat qua trinh giao dich.

Tiéu thu
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Khi nguoi tiéu dung da két noi véi hang ton kho cia mét nén tdng, ho cé thé
trich xuat gia tri tr nén tang dé. Tuy thudc vao viéc hang ton kho ctia nén tang la
gl ma budc nay sé dién ra dwdi nhitng hinh thitc khac nhau. Néu hang ton kho la
k¥ thuat s6 thi ngudi tiéu dung thwong cé thé tiéu thu trie tiép thong qua nén
tang. Vi du, trén YouTube, nguoi tieu dung xem video. Trén Instagram va
Snapchat, ho xem mot birc anh. Trén Lending Club, ho cho vay. Nhung doi véi
cac nén tang bao gom cac san pham hoac dich vu hitu hinh, viéc tiéu thu dién ra
bén ngoai nén tang.

Trén Uber, nén tang khong cung cdp cho ban mdt chuyén di; trén Airbnb,
nén tdng khong cho ban & trong nhitng can hd ciia n6. Trong boi canh nhitng san
giao dich nay, “su tiéu thu” dién ra d6i vdi cac muc rao ban trén nén tang, chi
khong phai vdi ban than san pham hay dich vu. Trén Etsy va Taobao cua Alibaba,
ngwoi dung tiéu thu mot muc rao ban san pham bang cach nhdp vao nit mua.
Trén Airbnb va Uber, ho tiéu thu tin cho thué phong hodc chuyén di bang cach
nhap thong tin yéu cau mot noi lvu tri hodc mot chuyén xe.

Nén tang ludn luén wu tién viéc to6i wu héa stc tiéu thu hang ton kho bén
trong hé théng cua né. Nhw ching t6i sé noi trong chwong 6, cac nén tang cé
thanh phan san pham hodc dich vu hitu hinh phat sinh bén ngoai sé thiét 1ap cong
cu va dich vu dé ho trg viéc phan phoéi san pham hodc thwe hién dich vu do,
nhung ching khong tryc tiép x 1y phan twong tac. D6 la ly do tai sao cong doan
hoan thanh giao dich bén ngoai nay khong phai la mét phan cua giao dich cot 16i.

Bu dap

Cudi cung, nguoi tiéu dung tao ra gia tri cho nha san xuat dé hoan tat cudc
trao d6i. Loai gia tri dé thay nhat la thanh toan bang tién. Trén Uber, ban tra tién
cho tai xé da chd ban. Hoac trén Amazon, ban tra tién khi mua mot moén hang.
Nhung dé khong phai 1a cach duy nhat ma ngwdoi tiéu dung c6 thé bu dap cho nha
san xuat. Trén ca Uber va Amazon, ban ciling c6 thé xép hang va danh gia dich vu
hodc san pham. Trén YouTube, ban c6 thé nhan xét vé mot video va bam “thich”
hodc “khong thich.” Cho du phan ho6i cta ban tich cuwc hay khong thi né van la
thong tin dang gid cho nha san xudt va nén tdng. Thém vao dé, chi riéng hanh
dong xem mot video da la phan thuwédng cho ngudi tai 1én — mot lwgt xem trén
YouTube. Nhw trong vi du nay, sy bu dap c6 thé 1a mot san pham phu cua viéc
tieu thu.
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Loai gia tri phi tién té nay la mot phan quan trong trong cach ban khen
thudng va gitt chan cac nha san xudt chat lvgng qua thoi gian. Trong bdi canh
cia mot nén tang, gia tri tién té chi mang tinh tam thoi — né di qua va ra khéi nén
tang mot cach nhanh chéng. Nguogc lai, nhitng 10i danh gia, xép hang, lugt thich,
lwgt chia sé, nhan xét, theo doi va cac hinh thitc bu dap khac tao ra nhitng gia tri
dugc lru lai trong nén tang va c6 thé gitp nha san xudt tang kha nang nhan dugc
gia tri tr nén tang do6 trong twong lai. Gia tri dugc lwu trit nay lam gidm kha nang
cac nha san xuat ngirng st dung nén tang, vi n6 mang dén cho ho co hoi nang cao
uy tin va phat trién cong viéc lam an thong qua nén tang.

Nhitng phan thwdng phi tién té nay goép phan giup ngudi san xuat trong mot
giao dich nhan dugc gia tri xitng dang, nham duy tri chat lvgng trong pham vi
mang luwGi ctia nén tang, dong thoi dong vai tro nhw mot cach thirc thu thap di
liéu dé kich hoat cac giao dich tiép theo. Nhu da néi tredc day, nhiéu nghién citu
chi ra rang: nguwdi ban cé nhiéu luwgt danh gia (review) trén eBay sé budn ban
thudn lgi hon nguwoi chi c6 mot vai nhan xét. Biéu nay cling dung v6i Airbnb.
Con thuat toan két n6i twong thich ctua Uber thi ting ho cac tai xé cé nhiéu danh
gia tich cyc. Trén cac nén tang khac, chang han nhv Handy, s6 lwgng danh gia
tich cyc c6 thé anh huwéng dén mirc bu dap ma nha san xuat nhan dugc tir nén
tang.

Trén cac nén tang ndi dung nhw YouTube va Medium, lwgt thich va nhan xét
gop phan cai thién cach thitrc xép hang nodi dung trong danh sach tim kiém, danh
muc dé xudt va bang thanh tich. Twong tw, lwgt chia sé cho phép noi dung do tiép
can dén nguoi tiéu dung madi. Va mot lwgt theo déi cho phép nha san xuat hién thi
noi dung trong twong lai truc tiép dén ngwdi dung. Nhw ban c6 thé thdy, c6 nhiéu
cach khac nhau dé bu dap cho nha san xuat, va doi v4i nén tang, viéc thanh toan
trire tiép bang tién khong phai ltic nao ciing c6 gia tri nhat.

NHA MAY SAN XUAT GIAO DICH
Tao ra. Két ndi. Tiéu thu. Bu dap. Day la bon budc tao nén giao dich cot
16i. Néu xem mdt nén tang la nha may san xudt giao dich thi bon bwéc nay chinh
la day chuyén lap rap ctia n6. Ching la cach dé mot nén tang tiép nhan cac két
noi tiém nang trong mang lwdi ctia minh va bién ching thanh céac giao dich. Cac
nén tang thiét ké qua trinh bién do6i nhitng két noi tiém nang nay thanh giao dich,
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sau do 1ap di 1ap lai qua trinh nay. Viéc thiét ké quy trinh nay la mot trong nhitng
buéc dau tien dé xdy dung bat ky nén tdng nao, gidng nhuw cach ban chi c6 thé
xdy dyng mot nha may sau khi da thiét ké quy trinh san xuat.

Tuy nhién, “day chuyén lap rap” ctia mot nén tang khong hoat dong giong
nhw cac cong ty tuyén tinh. Mot nén tang lién tuc thay doi va phat trién, trong khi
mot day chuyén lap rap twong doi la mét qua trinh kha “tinh.” Dong thdi, bon
buwdc cua giao dich c6t 16i khong nhat thiét phai dién ra trinh tu titng budc mot
nhu cac budce trong day chuyén lap rap — thuwong ching dién ra khong dong bo.
Néu hom nay t6i tadi mot video 1én YouTube thi mot nam sau, video dé van c6 thé
duoc tiéu thu.

Tuy nhién, néu bat ky mét bwdc nao trong giao dich cot 16i khong hoat dong
hiéu qua, luéng giao dich sé bi pha v& - giong nhu khi mot qua trinh trong mot
day chuyén lap rap nging hoat dong, toan bd hoat dong san xuat sé tr ti¢ dirng
lai.

Mot nha mdy tap trung vao hiéu qua chuyén doéi tir dau vao thanh dau ra.
Chu sé hitu cia né muén lam sao dé quy trinh tit nguyén liéu thé dén sdn pham
nay hiéu qua nhat c6 thé. Bat ky su dinh tré nao trong quy trinh ciing sé han ché
nang lyc tao ra san pham ctia nha mdy. Twong ty nhw vay, mot nén tdng nham
dén muc tiéu t6i da hoa hiéu qua cua giao dich c6t 16i. Nhiém vu nay khong don
gian nhu viéc t6i wu hda cac cong ty tuyén tinh, vi nén tang dang diéu chinh cac
hanh dong ctia nguwoi dung bén ngoai chit khong phai tai nguyén ndi bo hoan toan
thudc quyén kiém sodat cia n6. Néu mot cong ty nén tdng muon tang san lwgng
dau ra ctia minh (téng s6 giao dich dwgc hoan thanh), né khéng thé chi don gidn
chon s6 lwgng ton kho va xac dinh nhitng loai san pham khac nhau ma né can tao
ra. Cac nén tang phu thudc hoan toan vao nha san xudt bén ngoai dé c6 ton kho.
Mot nén tang co thé khuyén khich cac nha san xudt cia minh tao thém nhiéu ton
kho, hodc tap trung vao nhitng loai ton kho cu thé, nhung n6 khong thé kiém soat
nhitng quy trinh nay theo cach ma mdt cong ty tuyén tinh c6 thé lam.

Thém vao do6, mot nén tdng khong thé t6i wu hoa titng budce trong quy trinh
bang céach tinh chinh titng bwéc mot. Hay nhé rang, do hiéu (tng mang nén hai
nhém nguoi dung cia mot nén tang phu thudc lan nhau. Nhitng gi xdy ra trong
mot nhom nguoi dung sé dnh hwdng dén trdi nghiém cia nhom kia. Vi vay, viéc
ban thay doi diéu gi d6 dé t6i wu hdéa phia san xuat ctia cong ty thuwdng gy ra tac
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dong khong mong mudn doi véi ngwoi tieu dung. Vi duy, viéc nang cao hiéu qua
sang tao c6 thé lam giam chat Iwgng tiéu dung. Vi moi thay doi ma ban thuc
hién, ban can xem xét dén chuyén dugc-mat va hiéu tng day chuyén gian tiép
(knock-on effect).

Mac du vay, muc tiéu cudi cung ctia ca cong ty tuyén tinh va cong ty nén
tang déu nhw nhau: thiét ké duwgc mdt quy trinh cé kha nang ldp di 1ap lai va sé
tao ra gia tri. Quy trinh nay ciing can khuyén khich hoat dong san xuat hiéu qua,
chat luvgng cao & tat cd cac buwdc. Vi dy, trén mot nén tang, néu nha san xuat
khong lam ra ding loai ton kho — titc 1a, néu tén kho cé chat lvgng thap — thi ban
sé lang phi cac két ndi tiém nang vao nhitng giao dich kém chat lwgng. Mat khac,
néu ban khong két noéi duwgc ngwoi tiéu dung vdi ding ton kho phu hgp, mot s6
gia tri ma nha san xuat tao ra sé bi lang phi. Twong tw véi hai budc tiéu thu va bu
dap. Mot nén tang cang lam t6t cong viéc ho trg titng budc cta giao dich cot 16i
sé cang thanh cong.

GIAO DICH COT LOI: NEN TANG TAO LAP VA NEN TANG TRAO
POI

Suw khac nhau gitta cac chi tiét cua giao dich cot 16i cia m6t nén tang trao
do6i va nén tang tao 1ap (ching ta da tim hiéu hai khai niém nay trong chwong 1)
rat quan trong. O' cap do cao hon, bén buéc ctia giao dich c6t 16i van giit nguyén,
nhung ban chat cua giao dich thay doi tuy thudc vao viéc ching ta dang néi vé
nén tang trao doi hay nén tang tao lap.

Giao dich cot 16i ctia nén tang trao doi

Trén mot nén tang trao doi, mod thitc cta giao dich cot 16i 1a mét sy trao doi
— mot hanh dong ma trong do6 hai bén lién quan tich cwc cho va nhan qua lai. B&i
vi day la hinh thitc trao doi 1:1 vGi ca hai bén tryc ti€p tham gia, nén giao dich
cOt 16i cta nén tang trao d6i hau nhw lu6n dién ra theo co ché xac nhan kép
(double opt-in). Ca hai bén phéi dong y vdi viéc trao doi tai thoi diém do dé giao
dich dién ra. Diéu nay dung vdi cac san giao dich nhw Uber, noi ca tai xé va hanh
khach chon tham gia giao dich; v&i cac mang xa hoi nhuv Facebook va LinkedIn,
noi ca hai bén dong y két ndéi vdi nhau. N6 cling ding vGi mdt nén tang giao tiép
nhw WhatsApp, noi ngudi dung tryc tiép gii va nhan tin nhan v6i nhitng nguoi
trong danh ba ctia minh. M6t s6 giao dich nay cé thé lién quan dén nhiéu nhom
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ngwoi chit khong chi mot ngwoi tiéu dung va mot nha san xuat; tuy nhién, trong
cac nén tang trao doi, bat ky giao dich nao ciing chi lién quan dén mot s6 lwgng
nguwoi tiéu dung va/hodc nha san xuat hitu han.

Giao dich cot 16i ctia nén tang tao lap

Do6i v6i mot nén tang tao 1ap, giao dich cot 16i c6 mo thikc truyén phat — mot
nha san xudt tao ra thit gi dé va gii né dén nhiéu ngwoi. Hinh thitc twong tac 1:
nhiéu nay dién ra theo co ché xdc nhdn don (single opt-in). Mot bén truyén phat
noi dung va phia bén kia tiéu thu né. Khi mot nha san xuat tao ra gia tri va truyén
phat nd, anh ta hodc c6 ta khong phai twong tac true ti€p vGi ngwoi tiéu dung dé
ho tiéu thu nd. Khi ban tweet, bat ci¥ ai cling cé thé doc tweet d6. Sau khi ban tai
video 1én YouTube, bat ci# ai ciling c6 thé xem video d6. Néu ban phat truc tiép
trén Periscope, bat ctt ai cling c6 thé xem no.

Pay la 1y do tai sao hau nhw tat ca cac nén tang tao lap c6 twong tac xa hoi
déu st dung mo6 hinh “theo doi” (follow). Twitter, Instagram va YouTube la
nhitng vi du dién hinh. Vé ban chat, mo6 hinh twong tac theo doi hoat dong theo
co ché xac nhan don. Khi ban theo doi ai dé, ban dang ky nhan tin ti* ngudi dung
d6 dé xem moi thit ho tweet, tdi 1én hodc dang lén trong twong lai. Nhung ngudi
dung nay khong phai phé duyét (hodc két ban vdi ban) dé ban theo doi ho. Hay
do6i chiéu m6 hinh theo d6i ciia mot nén tang tao 1ap nhuw Twitter véi moé hinh két
ban ctia mot nén tang trao d6i mang xa hdi nhu Facebook, ban sé thiy rd sy khac
biét nay.

VUOT SANG PHAI PE TANG TRUONG: CACH GIAO DICH COT LOI
GIAI THICH SU THANH CONG CUA TINDER

Hay xem xét mot vi du vé viéc xac dinh va tiép can giao dich cot 16i mot
cach ding dan c6 thé tao nén sy khac biét 16n lao nhw thé nao. Twong tac xac
nhan kép la nguyén tac co ban cta giao dich cot 16i trén mang xa hoi, trong do
cac nén tang hen ho la mot bo phan quan trong. Hay nhin Tinder, noi ca hai bén
phai xac nhan bang cach vubt sang phai dé duwgc két nbi. Biém xudt sac cta
Tinder l1a no hiéu chinh xdc vé bdan chat xdc nhdn kép cua cdc hoat déng tuong
tdac hen ho va xay dung duwgc mot nén tang lam cho giao dich c6t 16i d6 tré nén dé
dang va thuan lgi nhat c6 thé. Thay vi phdi soan tin nhan r6i doc tin nhan truéc

https://thuviensach.vn



khi dugc két n6i véi nguwdi minh thich, & day hai ngudi dang quan tdm dén nhau
chi can cung “vudt qua phai,” sau d6 mdi dén budc trao doi tin nhan.

Cac nén tang hen ho cii hon, chang han nhv OkCupid va Match.com, thua
xa Tinder trong viéc ho trg giao dich c6t 16i — hai nguwdi cing quan tdm dén nhau
két n6i v4i nhau. Trén nhitng nén tang nay, mot ngwdi thuong phai giti mot tin
nhan cho nguwoi kia tredc khi ho c6 thé giao tiép vGi nhau. Két qua 1a, dan ong
thwong gui di rat nhiéu tin nhan nhwng nhan lai rat it hodc khong nhan dwgc phan
hoi nao. O phe kia, vai phu nit bi ngdp trong tin nhan, chi yéu dén tir nhitng
ngwoi dan 6ng ma ho khong quan tam. Sau d6, ho phai tim ra ngudi ma ho mudn
trd 10i nhw tim kim day bé. Trén thuyc t€, hinh thitc twong tac qua tin nhan nay la
hinh thitc xac nhan kép — ca hai bén phai xac nhan tham gia twong tac dé tao nén
mot “cdp doi phu hgp” — nhung nén tang lai x Iy nhw thé ching 1a hinh thitc xac
nhan don. Khong c6 gi ngac nhién, nhitng nén tang hen ho cii nay két thic véi
viéc rat nhiéu ngudi dung bat man va rat nhiéu chwéng ngai vat khong can thiét
xuat hién trong hoat dong trao doi cot 16i. Biéu dé dong nghia véi viéc nhitng nén
tang nay ho trg dugc it giao dich hon va tao ra it gia tri hon. Nhuw ching t6i da
noi, viéc xac dinh va tiép can giao dich c6t 16i sao cho ding chinh la phan quan
trong nhat ctia cong doan thiét ké nén tang.

Tinder dd nam bat chinh xac giao dich c6t 16i cia minh va nhanh chéng tré
thanh nén tang hen ho pho bién nhat tai Hoa Ky. Qua thuc, giao dich cot 16i cta
Tinder thanh cong dén mitc c6 rat nhiéu ng dung twong tuw sao chép giao dién
cta né. Nhitng tng dung nhai nay nhan nhan t6i n6i c6 han mot thuat ngitr danh
cho cac thiét ké sit dung giao dién kiéu Tinder: Tinderfaces. Ban c6 thé tim thay
cac wng dung st dung Tinderfaces hong c6 gang xay dung nén tdng trong rat
nhiéu linh vic da dang nhu thoi trang, ing dung tim viéc va bat dong san. Tuy
nhién, hau hét nhitng ban sao nay sé khong thanh cong, vi giao dich c6t 16i cta
Tinder khong phai lic nao ciling phu hgp v6i moi loai nén tang hay moi linh vurc.
Viéc sao chép giao dich cot 16i cia nén tdng khac va 4p dung né mot cach mu
quang vao nhitng béi canh khac nhau la mot cong thitc dé that bai. Sy cach tan
cta Tinder khong chi nam & giao dién ctia nd, ma & ca cach thiét ké cia n6 phu
hgp tuyét voi v6i giao dich cot 16i cua cac nén tang hen ho.
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Tinder — nén tdng mang xd hoi
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TU 0 PEN 1: TIM KIEM SAN PHAM/THI TRUONG PHU HQP

Mot trong nhitng sai lam 16n nhat ma ching t6i tirng thay nhiéu nha sang lap
cla céc start-up nén tang pham phai la c6 gang lam qua nhiéu thit cing mot lic.
Tomasz Tungus, mot d6i tac tai Redpoint Ventures — céng ty von mao hiém
thudong xuyén dau tw vao cac nén tang — goi tinh trang nay la cung ltic dudi theo
hai con thé. D6i v6i cac nén tang, sai lam nay dién ra thuong xuyén nhat dudi
hinh thitc ¢6 gang xay dwng nhiéu giao dich cot 16i ngay tir dau. Cac nha sang lap
sé nhin vao nhitng nén tang thanh céng nhuw LinkedIn, Uber hodc Facebook roi
nghi rang néu mudn thanh céng, ho phai dem lai trdi nghiém twong ty cho nguoi
dung ctia minh. Nhung viéc tao ra nhiéu giao dich ngay 1ap tirc luén la mot sai
lam 16n, vi né khién nguwoi dung bai roi, dong thoi lam cho viéc phat trién mang
va t0i wu héa giao dich c6t 16i tré nén khé khan hon. “Néu ban dudi theo hai con
thd, ca hai sé chay thoat. Hay chon mot con va tém lay n6,” Tungus néi. Vé lau
dai, sé hop ly khi bat dau xay dwng nhiéu giao dich dé mé rong mang lwdi, nhung
giao dich dau tién luon la giao dich kho ti€p can ding nhat. Trong hau hét moi
treong hgp, cac nén tdng mdi & giai doan dau chi nén bat dau véi mot giao dich.
Viéc c6 gang phan phoi nhiéu hon mot giao dich c6t 16i cung lic thuwdng la ban
an tir hinh cho cac nén tang nhw vay.

Trén thyc t€, trong s6 nhitng nén tang 16n manh ma ching t6i da dé cap tw
trudc dén gio, khong c6 nén tang nao bat dau v4i mang lwéi phic tap, da nhiém
nhu ching dang c6 hién nay. Khi dugc ra mat vao nam 2002, LinkedIn bat dau
v&i nhitng ho so don gian cho phép ngudi dung két noi vdi nhau.

Chi sau khi mang da phat trién v&i gan 2 triéu nguoi dung thi LinkedIn méi
bat dau xay dung cac giao dich tang thém. Vao thang 1 nam 2005, n6 khdi dong
LinkedIn Jobs, mot san tuyén dung truc tuyén. Khong chi la mét giao dich cot 16i
m&i, day con la mot loai nén tang hoan toan khac — mot san giao dich dich vu
dwgc xay dyng trén mot mang xa hoi. Tiép dén, LinkedIn b6 sung cac tinh nang
nhan tin nang cao, va sau mot vai thwong vu mua lai, cudi cing né mdi xay dung
mot nén tdng ndi dung vdi LinkedIn Publishing Platform. (Applico la mot trong
nhitng don vi st dung nén tang nay tr rat sém, ching t6i dwgc maoi tham gia vao
chwong trinh thi diém ctia né.) Tuy nhién, viéc theo dudi nhiéu loai nén tdng ngay
tir dau la con dwong chac chan dan dén that bai.
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Chuyén thiét 1ap tinh thanh khodn & mot thi truong da da kho khan. Lam
diéu dé & ca hai thi truong cung mdt lic gan 1a khong thé. Cung lam, ban cling
chi c6 dugc mot nén tdng c6 kha nang xam nhdp yéu 6t & cd hai thi truong.
Nhitng cong ty da nén tang v&i kha nang tham nhap thi trwong thap sé dugc dinh
gia thap hon nhiéu so v4i m6t nén tang thong tri thi truong né tham gia. “Cac nha
sang 1ap nén dat cau hdi rang, liéu kha nang thong tri va tang tredng nhanh hon
trong mot phan khuc thi trvong cé tao nén mot cong ty co gia tri hon so vdi viéc
mitc do tham nhap thap hon va tang trwéng cham hon & hai thi truong hay
khong,” Tungus néi. “Trong hau hét cac treong hop, va dac biét 1a trong cac thi
treong & giai doan dau, mot sy khdi dong tap trung dya trén nhan thitc rang minh
dang di trén con duwong dan dén vi tri doc quyén cia mat thi treong sé dang gia
hon.”

Qua trinh phat trién cua LinkedIn tir mang xa hdi don gidn dén mot tap doan
nén tang vai nhiéu loai hinh nén tang la mot qua trinh dién hinh. Uber bat dau véi
xe taxi cao cdp, sau d6 md&i mé rong thanh cai goi la dich vu chia sé chuyén di
vdi UberX, va dén bay gio la dich vu phé bién nhét ctia né. Va chi sau khi né da
khang dinh vi thé la mang luwéi taxi thong tri @ My, bo xa doi tha canh tranh Lyft,
Uber mé6i bat dau thit nghiém véi cac loai giao dich khac, chang han nhw
UberRUSH (dich vu chuyén phéat nhanh) va UberEATS (giao do an).

SU PON GIAN CO Y PO

Nén tang cta Facebook ciing di theo mot quy dao twong tw. Khi Facebook
m&i hoat dong, n6 chi c6 ho so hét sitc don giadn, va ngudi dung chi c6 thé nhin
thdy nhitng ngudi dén tir cung mot ngdi treong.

Nguwoi dung khong thé “chia sé” lién két, tin nhan hay anh véi ban be, nguai
dung ciing khong thé “thich” bat ¢t thit gi. Khéng c6 tng dung bén thit ba, khong
c6 Newsfeed. Tham chi khéng cé “twong” trén ho so cia ban bé noi ngwoi dung
c6 thé viét tin nhan cho ho. Tat cd nhitng tinh nang nay vé sau mdi dwgc phat
trién, khi nén tang da 16n manh qua thoi gian. Luc dau, Facebook chi 1a mot bo
swu tap cac ho so co6 thé két néi véi nhau thong qua hinh thite twong tac xac nhan
kép cua viéc “két ban.”

Suw don gian nay la c6 y. Nhiéu déi tha canh tranh trdc dé ctia Facebook c6
nhiéu tinh nang hon. Pugc khdéi tao vao mua thu nam 2001 béi Orkut
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Biiytikkiikten, vé sau la cha dé cia Orkut thu6c Google, Club Nexus la mang xa
héi dau tién danh riéng cho dan dai hoc. (Mai dén nam 2004, Facebook m&i xuat
hién) Ra mat tai Stanford, noi Biiyiikkiikten la sinh vién, Club Nexus cho phép
sinh vién néi chuyén, giri email, dang tai sy kién va cac quang cdo ca nhan, mua
ban hang héa da qua st dung, dang hinh anh va bai viét. La mét lap trinh vién tai
nang, Biiyiikkiikten nhoi nhét vao Club Nexus moi tinh nang thti vi ma cau c6 thé
nghi ra. Tuy nhién, sy thira ma tinh nang nay khién cho nén tang rat kho st
dung va lam suy yéu sttc manh ctia mang lwéi. Ngudi dung khong hiéu dugce rang
c6 nhiéu ngwdi khac trén nén tang, vi ho bi phan tan trong nhiéu loai giao dich
khac nhau. Két qua la, Club Nexus chwa bao gio thyc sy pho bién. N6 thu hat
dwgc 1.500 thanh vién trong tong s6 15.000 sinh vién cta trweong trong vong sau
tuan ké tir khi ra mat tai Stanford, nhung sau khi c6 khodang 2.500 nguwdi dung,
mitc do st dung gidm dan. Pon gian la nén tang nay qua phic tap, sy phitc tap do
lam giam hiéu 'ng mang cua no.

Mot trong nhitng doi thu canh tranh khac ctia Facebook thud ban dau la
houseSYSTEM, mang xa hoi dugc tao bdi mot cuyu sinh vien Harvard vao thang
9 nam 2003, vai thang trudc khi Facebook ra doi. houseSYSTEM cho phép sinh
vién Harvard mua ban sach va danh gia cac khoa hoc, cting nhiéu tinh nang khac.
NO cting cho phép ho tai hinh anh 1én mot noi goi la “Universal Face Book.” Sam
Lessin, ban cung 16p cia Mark Zuckerberg, ngwdi sau nay ditng dau bo phan phat
trién san pham tai Facebook, nhé rang minh da tirng st dung houseSYSTEM.
Ong goi n6 1a “mot hé théng khong 16 va banh trudng, cé thé 1am tat ca moi thi.”
Vai tram sinh vien da dang ky, nhung sic hiat ctia houseSYSTEM khong du 16n.
Sau khi Facebook ra mat, Aaron Greenspan, tac gid ctia houseSYSTEM, da gap
Zuckerberg & Harvard va moi anh két hgp houseSYSTEM vao Facebook, nhung
Zuckerberg da tir choi. Anh n6i n6 “qua hitu ich,” Greenspan ké lai. “Pon gian la
né lam qua nhiéu thit,” Zuckerberg tiép tuc. “Kiéu nhw, sy hitu ich cia né khién
ngwoi ta gan nhw bi choang ngop vay.”

Nguwoc lai, Facebook “gan nhu la téi gidn dén mitc am anh,” Lessin noi.
“DPiéu duy nhat ban cé thé lam ngay lap titc la mgi thém ban bé. Chinh sy don
gian d6 da thic day no phat trién.” Zuckerberg dong y. “Bi kip ¢ day khong phai
la nhét thém vao,” anh noéi, “ma la bé bét di.” So vdi cac doi tha canh tranh,
Facebook tap trung vao viéc tao ra mot giao dich cot 16i twong doi don gian. Chi
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sau khi da t6i wu hoéa giao dich ban dau cia minh — két ban va xem ho so cua
nguoi khac — Facebook mdi bat dau bo sung cac giao dich mdi va tinh nang mai.
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6
Ban tay hiru hinh

Bén chitc nang cot 16i ciia mt nén tang
Nhitng mang luGi duoc thiét ké tét sé han ché tré ngai va giup ngudi dung tim ra ndi dung hitu ich.
- Ev Williams, ngwoi sang 1ap kiém CEO ctia Medium,

nguoi sang 1ap kiém cyu CEO cta Twitter

Béy gi0, sau khi da nam dwgc giao dich cot 16i, buéce tiép theo cua chiing ta la

xem xét k¥ hon bon chitc nang ctia mot nén tang da dwgc dé cap so lugc &
chuong 1.

Cac nha kinh té hoc thich néi vé ban tay vo hinh nhw mot thé Iwc ma thuat
hwéng dan thi treong hoat dong hiéu qua. Tuy nhién, trong treong hgp cua nén
tang, ban tay nay lai rat dé nhin ra. Mang lugi cia mot nén tang khong ty nhién
ma c6. Nén tang nay phdi tao ra né va kich hoat giao dich c6t 16i bién n6 thanh
gia tri. Dé lam dugc diéu nay, mot nén tang can tham gia vao bon hoat dong ho
trg chinh. Hay nghi vé mdt nén tdng nhw mot ban tay hitu hinh, vGi giao dich cot
16i 1a ngén cai va bon hoat dong ho trg la b6n ngén con lai. Néu thiéu ngoén cai,
cac ngoén tay khac khong hitu dung lam. Nhung néu ban mat di mot ngon tay, ca
ban tay ciling khéng hoat dong binh thwong. Bang cach két hgp bon hoat dong
nay véi giao dich cot 16i, nén tdng nay cé thé tao ra cac mang lwdi, thi truong va
cong dong khong ton tai trdc do va sé khong ton tai néu khong c6 nén tang.

Bon chitc nang ho trg nay la gi? Trudc tién, mot nén tang can phai thu hut
ngwoi dung tham gia vao mang lwdi cta né. Tiép dén, né can c6é kha nang két noi
nhitng nguwoi dung do6 vdi nhau dé ho cé thé trao doi gia tri. Cudi cung, né can
phai c6 cong cu va dich vu phu hgp dé ho trg ngusi dung, cé nhitng quy tac va
tiéu chuan phu hgp dé ho trg giao dich va duy tri chat lvgng trong mang 1wdi.
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Pay la bon chitc nang c6t 16i cia mot nén tang:

1. Thu hiat nguoi dung: Xay dyng mot san giao dich c6 tinh thanh khoéan
bang cach thu hiut mot s6 lwgng 16n ngwoi tiéu dung va nha san xuat.

2. Két noi twong thich: Két n6i ding nguoi tiéu dung v6i ding nha san
xuat dé tao thuan Igi cho cac giao dich va twong tac.

3. Cung cap cac cong cu va dich vu cot 16i: Thiét lap cac cong cu va dich
vu ho trg giao dich c6t 16i bang cach giam chi phi giao dich, loai bé cac rao can
do6i vGi viéc tham gia va lam cho nén tdng c6 gia tri hon qua thdoi gian thong qua
dir liéu.

4. Pat ra cac quy tac va tiéu chuan: Pva ra cac hwdng dan quy dinh hanh
vi nao dwgc cho phép va dwgce khuyén khich, hanh vi bi cdm hoac khéng dugc
khuyén khich.

Cac nén tang khac nhau thyc hién nhitng chitc nang néi trén theo nhiéu cach
khac nhau, nhung moi nén tang thanh céng déu hoan thanh tat ca bon chitc nang
nay. Ching la co sd ha tang ho trg mang lwgi va cho phép cac giao dich dién ra
dé dang, hiéu qua. Cac nén tang tao ra nhitng mang lwdi vira cdi mé vira c6 tinh
khuyén khich tham gia cao, nhung dong thai van dwgc quan ly va diéu chinh. Ca
nha san xudt va nguoi tiéu dung déu phai dé dang truy cdp nén tang va hoan tat
giao dich. Cung lic d6, nén tang nay can ngan chan hanh vi khong mong mudn
va dam bdo rang ngwoi dung cé thé tim thay nhitng gi ho muon. Nhitng yéu cau
wu tién nay xung dot thuwong xuyén dén mitc dang ngac nhién. Hay xem cac nén
tang thanh cong da giai quyét nhitng thach thitc nay nhuw thé nao, va tao nén ban
tay hitu hinh dé quan ly mang lugi va lam cho cac giao dich tré nén kha thi ra
sao. Chung t6i sé 1ay Uber lam vi du minh hoa trong titng chitc nang dé ban cé
dugc bic tranh twong doi hoan chinh vé cach mot nén tadng hoat dong. Ching to6i
cling sé dwa ra nhitng cau chuyén khac tir nhiéu nén tang (va loai nén tang) khac
nhau dé cung cdp mot tam nhin rong hon.

THU HUT NGUOI DUNG
Chttc nang dau tién trong bon chitc nang cot 16i 1a thu hut nguoi dung. Vi
mot nén tang khong c6 quyén kiém soat truc tiép doi véi ton kho ctia minh nén
né can thu hut cac nha san xuat bén ngoai, nhitng nguwdi sé tao ra ton kho bén
trong nén tang. Dong thdi, n6 can thu hat nguwdi tiéu dung, nhitng nguwdi sé hoan
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thanh viéc trao doi gia tri. Toan b qua trinh thu hat ngwdi dung déu nham phat
trién mang lwdi, va tao ra nang lwgng tiém nang cia nhitng két ndi sau dé cé thé
dwgc chuyén hoa thanh giao dich. Néu khong cé cad ngudi tiéu dung va nha san
xuat, mot nén tang sé that bai. Nhw chiing t6i sé trinh bay sau day, cac nén tang
6 thé tré nén kha sang tao khi néi dén viéc tao ra tang truwéng.

OPERATION SLOG

Tai cac thanh pho 16n trén khap nwéc My, ban cé thé tham gia mot nhém
tham t& bi mat danh cd ngay dé tuan tra cac dwong pho. Lic nay ban sé dugc cap
mot chiéc dién thoai dung mot lan va mot ma thé tin dung méi dé tranh bi phat
hién. Nhiém vu cta ban? Thu thap thong tin tinh bao vé sy canh tranh va c6 gang
thuyét phuc nguwdi hitu dung — va ddm bao ban khong bi bat.

La mot tham t&, ban dwgc cap mot cudn s6 tay ghi rd nhitng hwdéng dan
nghiém ngat vé cach thitrc tranh bi phat hién trong ldc tim kiém dau vét. Cudn so
tay nay cho ban biét lam thé nao dé ti€p can mot nguwdi hitu dung. Ban st dung
mot s6 cau hoi mé dé bat dau cudce tro chuyén va xay dywng moi quan hé. Sau khi
danh gia dugc mirc do cdi ma& ctia ngwdi do, ban cé vai cach dé khai thac chu de
can do tham. Cudi cung, ban c6 mot ké hoach nam diém dé thuyét phuc. Néu
thanh cong, ban dwgc thwdng bang tién mat nhanh gon, dit diém. Néu bi bat,
ngwoi thué sé phu nhan sy ton tai cta ban.

Khong, day khong phdi la cot truyén ctia mot bo phim vé tinh bdo doanh
nghiép day mao hiém. Pay la Operation SLOG, m6t chwong trinh ngam, map mo
vé mat dao ditc va c6 thé la bat hgp phap cia Uber dé “san” tai xé tir Lyft, dich
vu goi xe doi thu. SLOG la viét tat cia Supplying Long-term Operations Growth
(Cung cap Tang truéng Hoat dong Dai han), mdt cai tén ngam tiét 16 1y do tai sao
Uber lai thuc hién nhitng no6 Iyc to 16n dén nhw vay dé tuyén dung tai xé. Uber
hiéu rang, mét trong nhitng chitc nang cot 16i cta no la phat trién mang lwdi cta
nen tang.

Marketing quyét liét 1a khong c6 gi md&i mé, nhung doi véi mét nén tang
nhu Uber, nhiém vu nay vugt ra ngoai pham vi d6. Uber phai thu hit hai nhém
nguwoi dung riéng biét — tai xé va hanh khach — va né phai can bang sé lwgng cia
moi nhom dé duy tri thé can bang giita cung va cau.
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Khi méi xuat hién tai San Francisco vao nam 2009, Uber can tao ra cai ma
trong tai chinh goi la mogt san giao dich “c6 tinh thanh khodn.” Mdt san giao dich
dwgc xem la c6 tinh thanh khodn khi c6 du lwgng goi dau trong cung va cau dé
hau hét cac giao dich c6 thé dwgc hoan tat nhanh chong. Nhuwng mot nén tang
cling can phai duy tri sw can bang gitta cd hai bén. i v6i Uber, viéc dat dugc
thé can bang nay sao cho diing rat can thiét. Néu qua nhiéu lai xe tham gia, mot
sO sé ngbi khong chd khach. Khi tai xé ngoi khong, ho mat tién. Va néu ho mat
tién, ho sé bo Uber. Ngugc lai, néu khong c6 da tai xé, hanh khach sé phai cho
lau ma&i c6 xe, hodac khong bat dugce xe. Nguwoi tiéu dung nao khong thé tréong cho
vao Uber dé bat xe sé it cd kha nang st dung né trong twong lai.

Nhiéu phwong phap gay tranh cai cia Uber dwoc trién khai nham gidi quyét
thach thitc nay. Vi duy, “phwong phéap biéu gia linh dong” ctia Uber — co ché gia
cude tang khi nhu cau cao — la mot no luc trye tiép dé can bang cung, cau. Biéu
gia linh dong duwgc thiét ké dé tang s6 luwgng cac tai x€ san co trén Uber, ngay ca
khi n6 lam gidm s6 lwgng hanh khach c6 thé chi trd cho dich vu. Thay vi gitt gia
cuwdc khong doi dé roi phai doi mat véi vien canh thoi gian chd xe dai va co
khach khéng goi dugc xe, Uber tang gia dé can bang tot hon gitta s6 lwgng tai xé
v6i sO lwgng ngwoi dat xe. Nhiéu ngwoi tiéu dung cam thay ling ting trudc
phwong phap nay, nhung biéu gia linh dong cé thé rat hitu ich trong viéc tao ra sy
tang trudng can bang ma mot nén tang can.
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Uber — nén tdng giao dich dich vu
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Trong hoan canh nay, phwong phap “chién thang bang moi gia” cia Uber dé
thu hat tai xé cling hop 1y hon. Cong ty da gianh dugc rat nhiéu thanh cong trong
viéc day manh nhu cau doi vGi dich vu ctia minh, nhung tai xé lai kho tim hon
nhiéu. Dya trén cac dit liéu tai chinh bj ro ri, ty 1€ tai xé/ hanh khach & cac thanh
pho 16n thuong & mirc 1/10. Pay la ty 1€ nha san xuat/nguoi tiéu dung kha pho
bién do6i v&i cac san giao dich dich vy, chinh vi vay, nha san xuat thwong la nhom
ngwoi dung ma cac cong ty “gianh giat” nhiéu nhat. Néu Uber khong thé thu hut
thém tai x€, n6 sé khong thé ho trg s lwgng ngudi tiéu dung mudn st dung dich
vu ngay cang dong. Viéc thu hat thém tai x€é l1a chia khéa dé Uber tang truedng dai
han, day la 1y do tai sao cong ty luén quyét liét trong viéc dam bao nguon tai xé
bd sung.

Xam nhap trai phép vao cac mang lwoi dé tang trwéng: Cach Airbnb
xay dyng nén tang cia minh tiv Craigslist va Hoi nghi dang Dan cha My

Mac du Uber da nhan dwgc nhiéu tiéng xdu nhung n6 khong phai 1a nén tang
duy nhat cho tay nhing cham dé phat trién mang lwdi ctia minh. Airbnb, mét san
giao dich cho thué nha ngan han, c6 danh tiéng sach hon nhiéu so véi Uber.
Airbnb xay dung thwong hiéu ctia minh xung quanh y twéng “cam giac duogc
thudc vé,” bat ké ban ¢ dau. Tinh dén nam 2015, trang web ctia Airbnb tuyén bo
rang n6 dem lai “cam giac dwgc thudc vé ¢ bat ct noi nao trén thé gigi” va dong
chit trén dau trang chu cia né la “Chao mirng ban vé nha” (Welcome Home).
Nhung dé c6 duge ngay hom nay — véi gia tri 25,5 ty do la va s6 von huy dong
dat gan 2,4 ty do6 la — cong ty da 4p dung nhitng ngén don khong may trong sach.

Quay vé nam 2010, Airbnb chi la mot cong ty start-up ti hon vira méi hoan
thanh vong Series A, vong huy dong von quan trong dau tién ctia mét cong ty. N6
van la mot cai tén khiém t6n trong thi trudng cho thué nha ngan han tryc tuyén,
dac biét la so vGi cong ty dan dau la Craigslist. Craigslist c6 lwu Iwgng truy cap
16n hon va s6 nha cho thué nhiéu hon Airbnb, nhung trang web ctia Airbnb lai
cung cap nha cho thué chat lwvgng cao hon va ho trg khach hang tot hon. Trong no
lyc phat trién mang lwéi cia minh, Airbnb da tao ra mot “tinh nang tich hgp”
khong chinh thic v6i Craigslist.

Tinh nang nay dugc goi la “Pang lén Craigslist” (Post to Craigslist), cho
phép bat ky chu nha nao da dang tin cho thué trén Airbnb déu c6 thé hién thi tin
dé6 1én muc lién quan trén Craigslist chi vGi vai ci nhap chudt. Nhung thay vi dé
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nguwoi xem phan hoéi thong qua Craigslist, tin cho thué trén trang nay sé dua ho
trd lai Airbnb dé dat phong. Két qua la Airbnb da chuyén hwéng rat nhiéu nguoi
tieu dung tu Craigslist sang dat phong trén Airbnb.

Pong thoi, cong ty mdéi néi Airbnb cling 1ay lvu lwgng truy cap tir Craigslist,
tiép can mang lwdi chu nha cta Craigslist. N6 bi cdo budc st dung nhiéu tai
khoan Gmail dé spam ngudi dang bai trén Craigslist. Cac email khong c6 vé gi la
dén tir Airbnb, ma t* mot ca nhan dang mudén chia sé v6i ngudi dang vé mot
trang web cho thué nha nghi dudng khac ma ho nén “kiém tra.”

Ngoai trtr tén ctia thanh pho noi c6 nha dang dwgc rao cho thué, phan noi
dung ctia nhitng email nay gan nhu gidong hét nhau. Dave Gooden, CEO cua
LakePlace.com, ngudi diéu tra chién thuat tang trwedng cua Airbnb, da nhan dwgc
bonemail nhu vay khi ong dang tin cho thué nha dé nghi mat 1én Craigslist trong
khoang thgi gian ba tuan. Mo6i email déu c6 ndi dung nhu thé nay:

Hey,

Toi gtri email cho ban vi ban dang s& hitu mot trong nhirng cdn nha dep
nhdt trén Craigslist & [dia danh], va t6i nghi la ban nén gidi thiéu né (mién
phi) trén mét trong nhitng trang cho thué nha tai [dia danh] Ién nhat
Internet, Airbnb. Trang nay co6 3.000.000 lugt xem mot thang. Hdy xem qua
0 day va dang tin cho thué ngay.

Sau nay, khi néi vé nhitng hanh dong nay, Airbnb d6 16i cho mét ddi kinh
doanh bén ngoai ma cong ty ky hop dong da “choi chiéu” dé c6 duwgc nha cho
thué théng qua hinh thitc ban hang tryc ti€ép. Mac du nhitng chién thuit nay
khong trai phap luat nhung chiing vi pham cac nguyén tac cia Craigslist. Bat
chap tam phu soéng twong doéi hep trén truyén thong xa hoi va hiéu qua téi wu hoa
cong cu tim kiém chi & mitc tam dwgce, Airbnb da khai thac mang lwdi san c6 cua
Craigslist dé tao tinh thanh khodan trén san giao dich riéng ctia minh. Giong nhw
Uber, Airbnb biét rang néu khong cé kha nang thanh khoan thi tit cd nhitng th
khac khong con quan trong, vi vay cong ty san sang choi ban dé nén tang cia no
c6 thé di vao hoat dong. Tuy nhién, chién Iwgc nay khong phai la 1y do duy nhat
cho sy phét trién ngoan muc ngay ti rat sém ctia Airbnb.

Khi H6i nghi dang Dan chu My 2008 thong bao sé t6i Denver, ngudi dong
sang lap kiém CEO cua Airbnb Brian Chesky da nhin thdy mot co hdi. Pang Dan
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chu dwa ra quyét dinh vao phtt chét 1a sé doi dia diém cta budi néi chuyén cta
ong Barack Obama, tng ct vién tiém nang cho chitc tong thong, tir Pepsi Center
(sttc chira 18.007 nguoi) sang dia diém ngoai troi rong hon ctia san van dong
Invesco Field, vé sau déi tén thanh Sports Authority Field (s@c chita 76.125
nguwoi). Nhung thanh phé khéng da choé ¢ cho 80.000 nguwdi tham dy tir noi khac
dén. Chi c6 28.000 phong khach san con ché. Van dé qua hién nhién. Va khong
ai c6 bat ct hanh dong gi dé gidi quyét n6. Nhung Chesky biét phai tim gi.
“Chung t6i tim dén cac sy kién 16n va noi, “Ching t6i sé dwa ra mot gidi phap
chuyén nghiép cho mét van dé quan trong,” Chesky ké lai. Cong ty start-up cta
anh da di vao hoat dong mot cach hoan toan tinh co vao nam 2007, khi mot hoi
nghi thiét ké quoc té dién ra & San Francisco va khong c6 da phong cho nguoi
tham dy. Lic d6, do dang phaéi vat va kiém song nén Brian va Joe Gebbia — ban
cung phong ctia anh, cling la nguwdi dong sang lap Airbnb — quyét dinh cho thué
cho ngu trén ba tdm ném khi cting v§Gi bita sang mién phi trong can ho cta ho. Ho
tao mot trang web don gian, va ba ngwoi khach tham dy hoi nghi da dong y thué
v&i gia 80 do la/dém. Airbnb ra doi. Brian va Joe kiém dwogc tién.

Khi hoi nghi dén Denver, Airbnb da san sang tdn dung co héi nay. “Vao mua
hé nam 2008, tat ca moi nguwdi déu noi vé Barack Obama. Hoi nghi BPang Dan
cha My sap dién ra va ho da chuyén ong ay tir Pepsi Center 20.000 cho ngoi dén
san van dong bong da 80.000 cho, noi doi Denver Broncos choi,” Chesky nai.
“Pot nhién, tit ca cac phuong tién truyén thong chinh théng déu hoi, “Ching ta
s& ¢ dau?” Y twéng lée 1én trong dau, va ching t6i kiéu “Ho sé& & Airbnb! Nhitng
ngwoi ung ho Obama c6 thé cho nhitng nguwdi ting hd Obama khac trén toan thé
gigi thué phong. Pay sé la mot cau chuyén tuyét voi.” Sy no lyc hét minh da
dugc dén dap khi truyén thong ca nwdc déu ndi vé Airbnb va gidi phap méi la cho
cudc khung hoang noi lvu tru.

Nhu ching t6i sé néi trong chwong 8, viéc tim kiém cac mang lwdi khac dé
khai thac, cho du ching ton tai & dang k¥ thuat s6 hay trong thé gidi thyc, 1a mot
chién lwgce then chot dé thu hat ngwdi dung. Sau sy kién Hoi nghi dang Dan cha
My, Airbnb bat dau cé sirc hit. Chi hai nam sau do6, vao nam 2010, nén tang cé
khoang 125.000 khach ddt phong qua dém.

Ro-bot tir thién cua PayPal
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Kha lau treée khi Airbnb tim ra cach dé khai thac mang lwgi cua Craigslist,
PayPal da gidi quyét mot thach thirc twong tw. Nam 1999, PayPal phéi doi mat
vGi s canh tranh khoc liét tir cac doi tha dwgc rét von nhiéu hon nhw X.com va
dotBank. Ai ciing chd xem céi tén nao sé chién thang va gianh dugc thi truong
thanh toan true tuyén. Sau khi that bai v&i y twédng ban dau vé mot hé thong thanh
toan ngang hang (peer-to-peer) cho PalmPilots, thiét bi PC cam tay (con dugc goi
la PDA) pho bién vao cu6i nhitng nam 1990 va dau nhitng nam 2000, PayPal da
quay qua ho trg thanh todn dau gia tryc tuyén. Chién lwge nay dong nghia véi
viéc PayPal phai chay theo nguwdi ban trén eBay, san giao dich sdn pham dya trén
hinh thitc dau gia 16n nhat Internet Iic bay gio. Luke Nosek, mot trong s6 nhitng
nguwoi dong sang 1ap ctia PayPal, Pho chu tich phu trach marketing va chién lwgc
ctia cong ty, da ndy ra mot y twéng. “Nhitng gi chiing t6i can lam la di ra ngoai,
bat dau mua cac th trén eBay va khang khang doi dung Paypal dé thanh toan,”
ong noi. “Chung toi khong can phai mua moi dot dau gia. Nhiéu ngudi dang ban
nhiéu mén hang mot lic. Tat ca nhitng gi ching t6i can lam dé gidi thiéu ho vGi
PayPal chi la mua mdt mén.” Tuy nhién, Luke van can mot cach nao d6 dé thuyét
phuc ngudi ban mudn chdp nhan PayPal. Cau trad 10i 1a “r6-bot tir thién” cda
PayPal.
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PayPal da xay dung mot con bot®, mot kich ban may tinh tw dong quét cac
phién dau gia cta eBay. Trwdc khi dat gia, con bot sé tw gidi thiéu minh véi
ngwoi ban bang cach gti m6t email noéi rang né dang thu gom hang héa dé quyén
gop tr thién. Nhung, con bot sé no6i, né chi co thé tra tién qua PayPal. Néu nguoi
ban dong y, con bot sé ty dong dat gia. Tuy nhién, ngay ca khi con bot khong
thang cudc dau gia do thi it nhat nguwdi ban cling da biét dén PayPal. Theo Eric
M. Jackson, ciru nhan vién marketing ctia PayPal, ro-bot ti thién nay da tré thanh
“vii khi bi mat” cia cong ty. Tham chi, cong ty con bdo dam rang hoi Chit Thap
Do c6 tham gia va sé chdp nhan hang héa ma r6-bét tir thién cua PayPal mua. B
phan marketing cia PayPal bat dau gtri thw gidi thiéu dich vu t6i ngudi ban bang
dia chi email cta r6-bot tr thién robot@paypal.com. Khong cé gi ngac nhién khi
dai da so nhitng nguwdi ma r6-bot lién lac déu rat vui 1ong chap nhan PayPal.

Lam hay chét

Ngoai nhitng chién thuat gay tranh cai n6i trén, nhiéu nén tang ciing str dung
nhitng kénh tiép thi truyén thong hon.

Thoa thuan mua lwu lwgng gitta eBay véi AOL — cong ty veé sau thong tri thi
treong dich vu Internet & My — la mot phan trong yéu trong thanh céng cia eBay
trwdc nhitng doi tha khac cling ban hang theo hinh thitc dau gia nhv Amazon va
Yahoo!

Cho du mot nén tang st dung manh khée, chiéu tro hay phwong phép it gay
tranh cai hon thi diém c6t 16i ¢ day van la, d6i v&i cac nén tang, viéc xdy dung
kha nang thanh khoan la mot ké hoach mang tinh song con. Diéu nay dac biét
ding trong nhitng giai doan dau ctia mot nén tang, khi mang lw6i cia né van chwa
dat dwgc mitc thanh khoan téi thiéu, va vong hoi tiép tich cuc cua hiéu tng mang
van chva dwge khéi dong. Néu khong c6 mét mang lwgi 16n, nén tang khong
cung cap dugc nhiéu gia tri. Khong c6 diém thudng cho viéc choi dep.

KET NOI TUONG THiCH
Khi da c6 nhiéu nguoi dung trén mot nén tang, ban can biét minh sé két noi
ho nhu thé nao. Pay la budc két n6i twong thich. Ban can c6 kha nang két noi
ding nha san xuat vGi ding nguoi tiéu dung dé tao diéu kién cho cac hoat dong
trao d6i. Diéu nay rat dé néu ban chi cé vai tram hodc vai nghin ngudi dung.
Nhung khi mang lwéi phat trién, nhiém vu tré nén phitc tap hon theo cap s6 nhan.

https://thuviensach.vn



Néu hé thong khong c6 kha nang ma rong va két noi twong thich, mot nén tang sé
khong thé két ndi ngwoi tiéu dung va nha san xuat mét cach hiéu qua. Nén tang
cang hiéu qua trong viéc két noi ding doi twong nguoi dung vdi nhau thi hiéu
U'ng mang cang manh va né cang kich hoat dwgc nhiéu giao dich — diéu nay tat
nhién sé mang lai nhiéu gia tri va nhiéu lgi nhuan hon.

Thong thuong, budc xay dwng mot hé thong két ndi twong thich lién quan
dén viéc st dung dir liéu dé xac dinh dac diém chinh nao ctia sdn pham sé quan
trong véi tirng nhém nguwoi dung. Sau do, ban phai xdy dung hé thong két noi
twong thich phu hgp dé thu thap va st dung dit liéu nay, lam sao dé két ndi ngudi
dung hiéu qua nhat c6 thé. Nhu ching t6i sé trinh bay & phan tiép theo, viéc nay
bao gom moi tht, tir xay dwng hé thong két noi twong thich ty dong bang thuat
toan cho dén thiét ké cac kha nang tim kiém va kham pha than thién véi nguoi
dung.

Nhan vién ban hang di dong

Mac du nguoi ta da ton rat nhiéu gidy muc cho nhitng chién thuat marketing
va co ché biéu gia linh dong gay tranh cai ctia Uber, nhung ma thuat thye sy nam
¢ trung tam ctia nén tang thi lai bi bé qua. Thi bui than ky & day chinh la thuat
toan két ndi twong thich ty dong cua Uber.

Co6 mot 1y do chinh dang giai thich cho viéc ngwoi ta khong quan tam nhiéu
dén phan quan trong nay ctia nén tang. Poi véi ca tai xé va hanh khach, né gan
nhw v6 hinh. La ngudi tiéu dung, ban chi can nhan ntt va vai gidy sau, ban dugc
thong bado rang tai xé dang trén dwong dén dén ban. Néu ban la tai xé, qua trinh
nay ciing dién ra ty dong twong tu.

Hé théng gtti cho ban mot yéu cau chuyén di, va khi ban chap nhan n6, ban
sé phai dén dén mot hanh khach. Uber lam gi diang sau hau treong khong quan
trong doi v6i nguoi dung & hai phia cua giao dich, nhwng do lai la chia kh6a mé
ra ca vwong quéc. Bay la mot dau hiéu phd bién ctia viéc két noi twong thich hiéu
qud. Néu n6 hoat dong tot, ngwoi dung sé thdy chuyén dé la duwong nhién do qua
trinh dién ra qua sudn sé va khong doi héi ho phai suy nghi nhiéu.

Uber lam diéu d6 nhu thé nao? Trwdc tién, ching ta can xem xét mot van dé
lién quan. Hay twdong twgng mot to gidy vai 10.000 cham nam rai rac trén bé mat
ctia n6. Néu ban vé mot dudng thang di qua moi dau cham, thi con dwdng ngan
nhat cé thé dé két ndi tat ca cac dau cham la gi? Pay la bai todn nhan vién ban
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hang di dong, mot trong nhitng bai toan t6i wu hoa dwoc nghién citu nhiéu nhat
trong toan hoc, va né cé rat nhiéu tng dung. Nhung trong bdi canh cia mét mang
lwéi van tai, Travis Kalanick, ngudi sang lap kiem CEO cua Uber, da s6ém nhin ra
tinh hitu dung cua né. Kalanick néi, “Chung t6i c6 100 chiéc xe ngoai kia va
nguwdi can di xe thi rai rac khap thanh ph6. Mo6i chiéc xe déu phai giai bai toan
nhan vién ban hang di dong cua riéng no6.” Thuat toan cua Uber st dung trinh
theo doi vi tri dé c6 gang chon ding tai xé hiéu qua nhat va gii yéu cau.

Pay la mot van dé da xuat hién ttr 1au trong nganh taxi. Piéu phoi vién duwgc
giao nhiém vu c6 gang st dung hiéu qua nhat cac tai nguyén han ché cta cong ty.
Nhwng doi véi Uber, van dé nay tham chi con cdp thiét hon. Néu mot cong ty taxi
khong st dung tai nguyén cia minh mot cach t6i wu, né cé thé bi 16 & vai chuyén
tang cwong va mat di mot it doanh thu, nhuwng tai xé ctia né khong thé tw choi
nhitng 16 trinh khong t6i wu. Tuy nhién, néu Uber khong két néi twong thich gitta
tai xé vai hanh khach cua né mot cach hiéu qua, cong ty khong chi mat tién ma
tai xé con c6 kha nang roi bé nén tang, rat cé thé la dé chuyén sang mang lugi
cua mot doi tha khac.

Quy mo cia Uber chi cang lam van dé nay nghiém trong hon. Mot diéu phoi
vién taxi lam viéc khong hiéu qua chi gay ra tdc dong han ché. Nhung néu ban
dang c6 gang quan ly hang nghin hodc thdm chi hang triéu giao dich dong thoi &
hang tram thanh pho, thi chi can mét chit kém hiéu qua trong viéc két noi twong
thich gitra tai xé va hanh khach ciing cé thé trd thanh ranh gigi gitta viéc hoan
toan thong tri thi trudng va viéc bi vang khoi nganh.

Chon lgc cong tac

Uber khong phai la cong ty duy nhat doi mat véi thach thivc két noi twong
thich day kho6 khan. Amazon ciing gap van dé hoc bda twong tu: lam thé nao dé
két hgp nguwoi dung véi cac san pham ma cé thé ho muén mua gitta hang tram
nghin mdt hang. Bai toan nay tham chi con kh6 hon do c6 Amazon Marketplace,
mot nén tang cho phép cac bén thit ba ban hang trén Amazon. Nhitng ngudi ban
tw bén thit ba nay tao tin rao ban cac mdt hang cta ho, c6 nghia la Amazon khong
thé xac dinh trwdc cac mat hang co lién quan dya trén ton kho cia né. Thay vao
do6, Amazon da ap dung phuong phap chon lgc cong tac, mot quy trinh xem xét
hanh vi ca nhan cua cdc nhom dong nguwdi dé xac dinh cadc mau pho bién. Quy
trinh nay la nguon géc cuda tinh nang “Khach hang mua san pham nay cling mua”
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noi tiéng cia Amazon. Thudt toan dang sau tinh nang nay st dung dit liéu vé cac
san pham ma khach hang thwong mua cung nhau (nhw hai cuén sach ctia cung
mot tac gia hoac pin kém theo thiét bi diéu khién tir xa) dé thiét lap mot danh
sach cac san pham c6 lién quan.

Ca tinh nang san pham lién quan cia Amazon va két noi twong thich ty dong
ctia Uber déu st dung dir liéu dé dam bao ding ngudi tiéu dung co6 thé tim thay
ding nha san xuat. Ca hai nén tdng déu c6 lugng ngwdi dung rat 16n, nghia la ho
da thanh cong trong viéc tao kha nang thanh khoan. Nhung tat ca kha nang thanh
khoan trén thé gidi cling sé khong quan trong néu ban khong thé két noéi ding
nguwoi tieu dung véi diung nha san xuat. Néu khong c6 két noi twong thich, nguoi
dung cta ban sé phdi mo kim day bé. Mot phan céng viéc ctia nén tang la dam
bao khach hang c6 thé dé dang tim thay cay kim dé6. D€ lam diéu nay trén quy mo6
16n, ban phai biét str dung dit liéu thong minh.

Tai sao YouTube thay doi phwong phap do lwong mirc do thanh cong

Do6i véi YouTube, thang 3 nam 2012 la mot trong nhitng thang dau thwong
nhat trong lich stt. Ciing giong nhw Google Search la mot dé ché dwgc xay dung
trén cac lién két (link), YouTube dugc xay dung trén nhitng ct nhap chudt (click).
Trong mdt thoi gian dai, YouTube coi trong lan nhap chudt (“s6 lwgt xem™) hon
tat cd nhitng chi s6 khac, xem n6 la dai dién cho tinh pho bién va chat lugng.
Twong tw, nguwdi dung YouTube khong xem s6 lan nhap chudt nhw mot chi so éao.
Vi s6 lwgt xem dugc st dung dé xac dinh ty 1€ quang cdo nén né chinh la tién.
Nhung vao ngay 15 thang 3 nam 2012, s6 lwgt xem cia YouTube gidam 20%
trong mot ngay — c6 chu y. Chuyén gi da xdy ra? YouTube da quyét dinh thay doi
phuong phap do lwong mitc do thanh cong. N6 khong st dung s6 lan nhap chudt
nita, thay vao do la mirc do tuwong tac.
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Doi vdi YouTube, lam thé nao dé két noi twong thich ngwoi xem véi video la
mot bai toan quan trong. Mo6i phit, ngudi dung tai 1én YouTube hon 300 gio
video. Nén tang nay lwu trit hang ty video. Noi dung ctia n6 bao gom tat tan tat
moi th, tir video vé meéo va cac bai hat nhai lai cho dén toan bo cac khoéa hoc dai
hoc, cac cudc tranh luan chinh tri hodc (quan trong nhat) video méi nhat cta
Justin Bieber. Khoi lvgng ndi dung trén YouTube nhiéu hon tat ca nhitng gi ban
ti'ng xem ti* bé dén gid, nhung chi c6 mot phan nhé trong dé phu hgp vdi ban.
“Chung toi tin rang doi vdi tat ca moi nguoi trén trai dat, s6 thit ho muén xem
trén YouTube tong cong chi khoang 100 gig,” Cristos Goodrow, Giam doc ky
thudt tim kiém va kham pha ctia YouTube cho biét. “Bi quyét ¢ day la gitip ban
tim ra no.”

Trudce khi sy thay doi néi trén duwgc thye hién, thuat toan két noi twong thich
ctia YouTube da dwoc t6i wu hoa dé kich thich ban nhap chuot nhiéu hon. Mot bai
dang trén trang blog chinh thitrc ctia cong ty viét, “Cac tinh nang kham pha video
ctia ching t6i trudc day dugce thiét ké dé thu hut lwgt xem. Cach nay nham khen
thuéng nhitng video thanh cong trong viéc thu hut s6 lan nhdp chudt, thay vi
nhitng video thyc sy khién nguwdi xem tham gia twong tac. (Hinh dai dién la khe
nguc phu nit, cé ai tirng gap chwa?).” Hé thong nay thwong dan dén viéc nguoi
dung nhap chudt vao vai video r6i mdi tim thdy cai ho dang tim. Nguwdi dung
thuong xuyeén luwét tir video nay sang video khac ma khong xem hét bat ky video
nao. Theo Goodrow, s6 lan nhap chudt khong phai la thuwéc do t6t cho chat lwgng
cta mot lan két n6i twong thich. “Ching t6i nhan ra rang néu chung t6i khién
nguwoi xem nhap chudt nhiéu lan nhw vay thi dwong nhw dé khong phai la con s6
wgc tinh t6t cho s6 tién ma ho kiém dwoc tir YouTube.” Vi vay, YouTube da quyét
dinh chuyén sy wu tién tiv s6 lan nhap chudt sang thoi lwgng xem video. Theo
cong ty, muc tiéu la “tang thoi gian ma ngwoi xem sé danh dé xem video trén
YouTube, khong chi & lan xem tiép theo, ma céd nhitng lan xem sau do.”

Vi vay, vao ngay 15 thang 3 nam 2012, YouTube thay doi thuat toan. Gig
day, thoi gian xem — chi® khong chi s6 luwgt xem — 1a yéu to6 quyét dinh cho hé
thong két ndi twong thich ctia n6. Khong c6 gi bat ngo, diéu nay lam cho nhiéu
ngwoi san xuat noi dung that vong, vi ho von da quen vdi viéc toi wu héa video
ctia minh dé tan dung hé thong cii, noi ho sé duwgc tra tién dwa trén s6 lan nhap
chudt ngay ca khi nguoi dung khéng & lai 1au. Hé thong nay khién nhiéu nguoi
san xudt noi dung “choi chiéu,” chang han nhw dat hinh dai dién cta video thanh
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hinh dnh cuia sy kién ma c6 thé ngudi diung dang tim kiém (vi du mot sy kién thé
thao md@i dién ra). Nhung khi ngudi dung nhap chudt vao video, ndi dung lai la ai
dé dang ndi vé sy kién thay vi nhitng canh quay tai su kién d6. La nguwoi dung
thwong xuyén ctia YouTube trong nhitng ngay dau, ching t6i c6 thé ching thuc
cam giac v6 cung buc boi khi gap phdai chuyén nay. May man thay, YouTube ciing
nhan thay nhu vay. Trong hé thong méi, nhitng video gay hiéu lam nay sé bi chon
vui trong nui két qua tim kiém, vi ngwdi dung thuong khong xem chiing 1au. Cudi
cung, nguwdi xem c6 dugce trai nghiém tét hon, con nguwdi san xuat noi dung dugc
khuyén khich tai 1én noi dung chat lwgng hon.

Pat ra nguyén tac va tiéu chuan

Twitter 1a noi ndi tiéng 6n ao. VGi hon 300 triéu ngwoi dung dang hoat dong
va hang tram triéu ngudi xem tweet moi thang, khong ai c6 thé theo kip moi thit
dang dién ra trén nén tang. C6 mat ly do chinh dang cho diéu nay: Twitter mudn
nén tang la noi cap nhat moi thong tin cua thé gigi trong thoi gian thyc. Nhw
trang chd ctia né tuyén bo, ban truy cap Twitter dé “xem diéu gi dang xdy ra ngay
lic nay.”

Tinh dén thang 11 nam 2015, c6 hon 600 triéu tweet dwgc gii di moi ngay.
Tic la gan 10.000 tweet moi gidy. Va con s6 nay dang tang lén tirng ngay. Trong
khoang thoi gian ban doc cau nay, hang chuc nghin tweet méi sé dugc dang.
Nguon cap dir liéu (data feed) tho cta Twitter doi khi dugce vi von (mdt cach hgp
ly) 1a tram cttu hoa thong tin. Khong ai c6 thé theo kip toan bd hoat dong do.
Nhuwng néu ban 1a Twitter, ban phai theo kip. Giong nhw moi nén tang khac,
Twitter phai quan ly hanh vi ctia ngudi dung. Nhuwng lam thé nao dé ban kiém
soat hanh vi cda hang tram triéu nguoi, trong dé dai da s6 ban sé khong bao gio
gap tryc tiep? Cha, ban khong thé dau. Nhung ban c6 thé thiét 1ap cac nguyén tac
va tiéu chuan, hau hét ngudi dung sé ty nguyén tuan thi. Ban ciing c6 thé tao ra
cac hé thong phat hién va hinh phat dé ngan chan nhitng ai khong tuan thu. Cac
nguyén tac va tiéu chuan nay la mot phan thiét yéu dé cac nén tang co6 thé quan ly
nhitng cong dong ngwoi dung 16n va vé ban chat l1a khong thé quan ly dugc.
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Trong s6 nhitng tiéu chuan nay, c6 mot s6 do cong ty dwa ra, nhw cac dé xuat
cta Twitter vé nhitng phwong phép toi wu ndi dung tweet, bao gom huwéng dan vé
cach st dung chirc nang @reply ctia n6 va cach theo doi (follow) nguoi dung
khac sao cho ding. Cac tiéu chuan khac mang tinh ngam hiéu hon va do cong
dong dat ra, chang han nhw khong tai tweet vd&i hashtag, hodc y twdng rang ban
nén dang cac tweet hitu ich cho nguoi xem chit khong chi cho minh ban.

Mot s6 nguyén tac cling ré rang va duwgc ma hoa citng vao phan mém, bao
gom gidi han 140 ky tuw noi tiéng doi véi do dai cua tweet. Han ché nay bat nguon
tir do dai t6i da 160 ky tu cta tin nhan SMS - cach ban tao tweet khi Twitter mé&i
ra mat vao nam 2006. Tuy nhién, ngay cd khi cong nghé ctia nén tdng phat trién
vuot qua gidi han do, Twitter van chon giit lai gidi han 140 ky tw. Tai sao? Vi
nhitng tin nhan ngan da tré thanh mot phan ban sdc ctia nén tang nay. Tweet dé
soan va dé doc dé hiéu hon, tin nhan ngan hon gitip phan biét Twitter v4i cac nén
tang tiéu blog (microblogging) khac. Néu mudn néi dai hon, ban c6 thé viét & cho
khac. Nguoi dung Twitter khong co thoi gian cho diéu do. Twitter sinh ra dé danh
cho nhitng gi dang xdy ra ngay bay gio.

Viéc 4p dat gidi han ky ty cia tweet nay la mot phan quan trong trong cach
cong ty xay dung va thwc hién tuyén bo gia tri cia minh. Thyc ra giéi han da
dwgc néi ra doi chit qua thoi gian. Cac ky tw trong lién két HTTP khong con bi
tinh vao tong s6 140 ky tu va nén tang da thém nhiéu tinh nang khac, chang han
nhu kha nang trich dan tweet khac ma khong phai hy sinh nhitng ky tw quy gia.
Ban ciing c6 thé thém tat ca cac loai ndi dung da phuwong tién vao tweet, viéc ma
ban khong thé lam khi mé&i c6 Twitter. Nhuwng bat chap tat ca nhitng thay doi nay,
nguyén tac nén tang van giit nguyén. Tweet nén ngan gon va di thang vao van dé.
Chung nén cho ban biét nhitng gi dang xdy ra ngay bay gio.

Thi truéng cia Twitter

Dé quan ly cong dong khong 16 nay, Twitter c6 mot loat cac quy tac khac chi
pho6i moi thi, tir nhitng van dé hién nhién nhu spam dén nhitng van dé it khi xay
ra hon nhv dau co tén nguwoi dung (username squatting - chiém gitt mot tén nguoi
dung c6 tiém nang tré nén phd bién dé ban lai nham truc lgi) hodc mao danh.
Danh tinh la mot van dé quan trong trén Twitter. Trong mot nén tang noi nguoi ta
chi chd xem moi ngudi c6 gi dé noi khong, thi viéc ban c6 thé noi gi va ai c6 thé
ndi la nhitng van dé quan trong ma Twitter phdi can nhac.
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Nhw bo hwéng dan cta Twitter da néi, nhitng nguyén tac nay khong phai la
bat di bat dich. Ching thay doi va phat trién theo thoi gian, giong nhw nén tang.
Cong dong cac nha phat trién cua Twitter la khu vire chiu énh huwéng 16n tir sy
thay doi nay. Tt 1au, cadc nha phat trién da c6 mot moi quan hé khong thodi mai
voi Twitter — mdc du, cong bang ma noi thi tinh trang nay cling xady ra véi
Facebook, doi thu cia n6. Tuy nhién, Twitter da c6 rat nhiéu thanh cong trong
viéc phat trién cong dong nha phat trién cua minh. Hién nay, moi ngay Twitter x@
ly hang triéu yéu cau tir cadc tng dung bén ngoai thong qua API (Application
Programming Interface — giao dién lap trinh tng dung) ctia n6. Nhitng luwgt goi
API (API call) nay lay thong tin tir Twitter ma ngwoi dung ctia ¢ng dung khac da
cap cho n6 quyén truy cap, bao gom thong tin dang nhap, danh sach lién hé va
tweet.

Viéc xtt 1y tat ca cac cudc goi API mién phi nay déu ton tién cia Twitter, vi
vay cong ty can phdi chac chan rang cac ttng dung bén ngoai nay hoat dong theo
cach khong gay bat lgi cho nén tang. Viéc thiét 1ap hé thong nguyén tac va tiéu
chuan cho cong dong nay la mét nhiém vu doc nhat v6 nhi, Ryan Sarver hiéu rat
ro diéu do6. Sarver hién dang la doi tac tai cong ty von mao hiém Redpoint
Ventures. Trudc day, ong tirng la Giam doc nén tdng tai Twitter, quan ly cong
dong phét trién dang 16n manh nhanh chéng cta né. “Trén Twitter, ching tdi lam
viéc vGi ba hay bon triéu trang web khac nhau, va c6 thé la mot triéu nha phat
trién khac nhau,” Sarver néi. “N6 la mot hé sinh thai khong 16 noi ban chi gap
mot phan rat nhé nhitng nguwdi ¢ do. Vi vay, cong viéc cua ching t6i 1a thiét 1ap
mot chinh sach dé moi ngwoi biét gigi han nam & dau va ho dwgc ky vong sé
hanh x® nhu thé nao.”

Sarver lam viéc tai Twitter tir 2009 dén 2013, mot giai doan then chét trong
qué trinh phat trién cta cong ty. Ong da & d6 ngay khi Twitter tién ra thi truong
chinh théng va roi di ngay trudc khi cong ty cd6 phan hoa ra cong ching. “Cai
cach toi thwong dung dé ndéi vé chuyén dé vGi nhém cua ching toi tai Twitter 1a,
ching ta la thi trudng cua mot thi trdn,” Sarver ké. “Cong viéc cua ching ta la
thiét 1ap ca dong co lan rao can dé tao ra hanh vi t6t nhat, két qua tot nhat, tir maot
nhom nguoi ma ban sé khong bao gio gdap.” Qua thuc, ong da xay dung chinh
sach cong khai cho cong dong cac nha phat trién ctia Twitter.

Thai do nay pho bién dén mitc dang ngac nhién gitta nhitng ngudi ting c6
thoi gian lanh dao céac nén tdng. Trén thyuc t€, dé chinh la mot 1y do then chot
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khién Mark Zuckerberg thué Sheryl Sandberg lam Giam doc diéu hanh cta
Facebook. Zuckerberg noi: “Ching t6i da danh rat nhiéu thoi gian dé néi vé kinh
nghiém cua ba ay trong chinh pht.Theo nhiéu cach, Facebook giéng nhu mot
chinh phu hon 1a mot céng ty truyén thong. Ching t6i c6 mot cong dong rat dong
dao, va hon cac cong ty cong nghé khac & cho ching t6i dang thue su xay dung
cac chinh sach.”

Sarver dong tinh véi quan diém trén. “T6i bat tay vao viéc ma chuva tirng c6
kinh nghiém x4y dwng bat cit chinh sach thuc té nao truedc do, va toi chwa bao gio
nhan ra chinh sach quan trong dén mitc nao. N6 da trd thanh mot phan cé tac
dong cuc ky to 16n trong thoi dai cha ching ta.” Trén thyc té, cong viéc cta
Sarver chinh la lam thi treéng cong dong cac nha phat trién ciua Twitter. Va nhw &
bat ky thi tran nao, cac chi thi cda thi trwdng c6 thé thay doi khi thi trdn doi thay
va phat trién.

Twitter da tré thanh mot cong ty kinh doanh nhu thé nao

Cai cong ty Twitter dang xtr ly hang triéu lwot goi API hién nay khong phai
la nén tdng Twitter ctia nhitng ngay dau thanh 1ap. Trong nhiéu nam, Twitter tham
chi con khong c6 mot tng dung di dong chinh thitc nao, do do, cac tng dung cua
bén thi ba déng vai tro quan trong trong thanh cong ban dau cta Twitter. “Nén
tang phat trién la thit cho phép moi ngudi phat trién khach hang cho dién thoai di
dong, may tinh dé ban va Linux. Ho da tao ra cac phién ban web khac nhau va vo
s0 cach khac dé moi nguoi c6 thé két noi véi Twitter,” Sarver giai thich. “Né cho
phép Twitter hién dién gan giii hon trong cudc song cta nguwdi dung, bdi vi gio
day ho & dau, Twitter & d6. Vi vay, néu thiét bi di dong dang phat trién manh mé
ma Twitter khong c6 tai nguyén dé xay dung mot ng dung di dong thi da c6 cac
nha phat trién bén thit ba khac xay dung nhitng tng dung di dong nay. Con néu
Twitter khong hién dién trén mot loai thiét bi di dong nao do6 vao thoi diém do, toi
nghi ching t6i sé mat rat nhiéu ngwdi dung trong nhitng ngay dau.”

Trong nhitng ngay dau hoat dong, Twitter da ap dung quan diém “hay dé
tram hoa dua né” doi vdi cong dong cac nha phat trién cua n6. Nhitng nha phat
trién nay co6 thé cung cap nhiéu tinh nang ma ban than Twitter khong cé tai
nguyén dé xay dung. Tuy nhién, khi nén tang phat trién va nguoén lyc ctia cong ty
mé& rong, phvong phap nay boc 16 & mdt nhuwge diém: Twitter cé rat it quyén
kiém soat doi vdi cach ngudi dung ctia no trai nghiém nén tang. Khi Sarver bat
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dau nhan chic ¢ Twitter, d6i v6i da so6 nguwoi dung thi cong dong cac nha phat
trién chinh la Twitter. “Néu ban con nhé nhitng ngay dau cta nén tdng Twitter, no
chu yéu phuc vu ting dung cta bén thit ba,” Sarver noi. “Twitter chi 1a mot trang
web va tin nhan SMS, né hau nhw khong thé cap nhat moéi ngay.” Nhung khi nén
tang phat trién, Twitter bat dau kiém soat cong dong phat trién ctia minh nhiéu
hon, dac biét 1a doi vGi cac tng dung Twitter khdng chinh thitc. Pay 1a nhitng
tng dung két ndi ban vGi Twitter nhwng khong dugce tao béi nén tang.

Thyc té, Twitter nhitng ngay dau cht yéu cung cap cong nghé co ban ma cac
nha phat trién khac st dung dé xay dung trdi nghiém nguwoi dung. Nhu Fred
Wilson, nha dau tu cua Twitter, dong thoi la nha dau tw mao hiém xuat ching da
noi, “Ban dau, phan 16n cong viéc trén nén tang Twitter la khac phuc nhitng 16
héng trong san pham Twitter.” Thay vi xay dung hoat dong kinh doanh mdi, bo
sung trén Twitter, cac nha phat trién nay chi don gian la bit cac 16 hong trong trai
nghiém cot 16i ma Twitter chwa khac phuc duge. Mac du co ché nay giup Twitter
phat trién nhung né cling ngan can nén tang phat trién thanh mot céng ty kinh
doanh thurc su.

Cac nha phat trién lam viéc trén API cta Twitter kiém tién bang cach ban
phan mém — cac @ng dung Twitter pho bién thwong dugc ban vai gia vai do la
trén App Store. Nhuwng ban than Twitter van mién phi. N6 khong tinh phi khi cac
nha phat trién truy cap vao API cia minh va khong tinh phi khi ngudi dung dang
hodc xem tweet.

Khéng c6 quyén kiém soat tradi nghiém Twitter cot 16i, cong ty hau nhw
khong thé lam gi dé cai thién nén tang, kha nang kiém tién tham chi con it hon
nita. N6 cling phai do6i mat véi moi de doa tir cac cong ty dang cd gang chiém lay
trai nghiém Twitter c6t 10i, nhw UberMedia cua Bill Gross. Gross da mua mot so
tng dung Twitter hang dau va hop nhat ching vé mot nha, c6 Iic da kiém soat tGi
20% s0 lwgng tweet moi ngay. Trudc nguy co mat quyén kiém soat mang cua
minh va nhu cau phdi kiém tién, Twitter da tang cuwong kiém soat ng dung
Twitter cia bén tht ba. Pau tién, vao nam 2010, n6 mua Tweetie, mot trong
nhitng ng dung Twitter pho bién nhat tai thoi diém do, va gidi thiéu lai Tweetie
nhuv Twitter danh cho iPhone. N6 cling phat hanh mot ng dung Twitter cho
BlackBerry. Twitter khong con 1a mot trang web don gidn — gio' day, nén tdng
hién da s& hitu nhitng (tng dung di dong chinh thitc dau tién.
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Khong lau sau do, Twitter siét chat viéc quan ly cong dong cac nha phat
trién ctia minh. Viét trén dién dan nha phat trién cua Twitter vao thang 3 nam
2011, Sarver ddc biét thang than vé dinh hwéng mai Twitter, “Cac nha phat trién
noi v@i ching t6i rang, ho mudn chiing t6i hwéng dan thém vé nhitng co hdi tot
nhat dé xay dung trén Twitter. Cu thé hon, cac nha phat trién héi chiing t6i xem
ho c6 nén xay dung cac ng dung bat chuwdc hodc tai tao trdi nghiém ngudi dung
cta Twitter chinh thong hay khong. Cau tra 10i 1a khong.” Thong bao nay dugc
dwa ra mot thang sau khi vai @ng dung Twitter thudc quyén s& hitu cua
UberMedia tam thoi ngirng hoat dong. Tai sao? Bai vi Twitter khong cho ching
truy cap vao API Twitter nita. Thong diép gwi t&i cong dong cac nha phat trién rat
ro rang: Cam on sy gitip d& cta ban, nhung ching t6i sé tiép quan tw day.

Cac nha phat trién van dugc hoan nghénh xay dung tng dung trén API cua
Twitter, nhung chi khi ho lam diéu d6 dé boé sung cho trdi nghiém cot 16i cta
Twitter. Nhw Dick Costolo, nguwdi sau nay tré thanh CEO ctia Twitter, tuyén bd
“Cac ban sé thay rang, vdi tw cach la mot nén tang, viéc ching t6i tich cyc lam
ngay cang nhiéu hon do la cho phép cac bén thit ba xay dung cho Twitter [in
nghiéng dé nhan manh thém].” Thay vi c6 gang xay dung cac wng dung Twitter
bén thit ba, thue chét cling chinh la Twitter va s@ hitu trdi nghiém cot 16i cia nén
tang, cac nha phat trién chi dwgc phép tang thém gia tri cho nén tang bang cach
tao ra nhitng trai nghiém mgi va khong thue sy thiét yéu. Qua do, Twitter da lam
1o rang, chi minh né c6 quyeén sd hitu giao dich c6t 16i trén nén tang ctia minh, va
n6é da thiét l1ap nhitng nguyén tac va tiéu chuan xung quanh trdi nghiém nguoi
dung trong nén tang.

Tuwong lai cua Twitter

Nhitng quyét dinh nay tuy khé khan nhung rat can thiét dé gitip Twitter m&
rong quy mo va kiém tién tir nén tdng. Viéc can bang céc 1gi ich ctia nha san xuét,
nguoi tiéu dung va nén tang luén la moét nhiém vu khong dé dang. Dai khi, nén
tang can dwa ra nhitng quyét dinh ma mot s6 ngwdi dung ctia né khong heé biét.
Trong thuc té, Twitter da lam nhw vdy vao nam 2015. Bat chap doanh thu ngay
cang tang, mang lugi cua Twitter da bi 1 tré ¢ mirc 300 triéu nguwoi dung hang
thang. Nhiéu nguoi bat dau dat cau héi vé gia tri cia Twitter va cong ty da that
bai ndng né trén Phé Wall. Méc du tw lau dén nay, Twitter phuc vu nhitng nguoi
dung trung thanh nhuwng nén tang nay van rat kho hiéu doi véi hau hét nguoi
dung.
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Twitter c6 thé la mot noi lanh 1€o. Tin rac chiém da s6 va chon vui nhitng tin
c6 ich. Ban c6 thé tweet nhitng ngwdi c6 dnh hwéng, nhwng nhiéu kha nang ho
khong bao gio trd 16i vi ho bi ngap trong vo sb tweet. Nguoi ta cd thé theo doi
ban r6i bo theo d6i ngay sau do chi vi ho dang “cau follower.” Nhiéu ngudi sé noi
rang ho khong “hiéu” Twitter. “Tai sao t0i can tweet?” Hau hét nguwoi dung mdi
déu hoi cau nay. Viéc mot ngudi chi thir dung Twitter cho biét rat pho bién, ho
nhat thdi khong hiéu minh dang lam gi trén nén tdng nay va sé khong bao gio
quay lai. Khéng cé gi bat ngo, Twitter da va dang gap van dé véi viéc gitt chan
nguwodi dung. Theo mdt bao céo cia Wall Street Journal vao thang 5 nam 2014, s6
nguoi dung dang ky vao nam 2012 van dang st dung nén tang nay chi chuwa dén
11%. Tw d6é dén nay, nhitng con s6 nay khong kha hon chit nao; tong s6 ngudi
dung cta Twitter van gitt nguyén hodc tham chi c6 kha nang giam xudng, tuy
thudc vao cach ban do lwong s6 nguwoi dung dang hoat dong.

Mot phan nguyén nhan cta tinh trang nay xudt phat t* mét cudc khing
hoang danh tinh ma mai dén gan day, ban than Twitter md&i gidi quyét dugc. Mot
sO nguoi sang 1ap cta Twitter, trong d6 c6 CEO Jack Dorsey méi duwgc thué lai
cach day khong lau, da xem Twitter nhw mot cach dé két ndi vdi ban bé. Theo
quan diém nay thi cling giong nhw Facebook, vé co ban Twitter la m6t mang xa
hoi. Ev Williams, mot dong sang 1ap va gid la cou CEO, lai nghi khac: Twitter la
dé tim hiéu diéu gi dang xdy ra ngay bay gio. Nha bao cong nghé Nick Bilton, tac
gia cuon sach Hatching Twitter (Thai nghén Twitter ) n6i chi tiét vé nguén goc va
si phat trién nhw vii bdo ctia céng ty, Dorsey xem Twitter nhw “mdt cach dé néi
vé nhitng gi dang xay ra vdi anh ta.” Nhung Williams lai thady n6é nhu “mot cach
dé xem nhitng gi dang xay ra trén thé gi6i.”

Phai mat mot thoi gian dai Twitter méi giai quyét duwgc xung dot nay, vai két
qua la nén tang di theo tam nhin ctia Williams. Twitter khong phdi 1a mang xa hoi
nhw Facebook. N6 1a mot nén tang noi dung. Bill Gurley, déi tac tai cong ty dau
tw mao hiém hang dau Benchmark, dong y vdi quan diém nay. “Facebook la mot
mang truyén thong két ndi gitra vai nguwdi dung véi nhau, né dugc thiét ké dé chia
sé thong tin va cac sy kién trong cudc song v4i ban be. Trong khi do, Twitter la
mot mang truyén phat thong tin két n6i mdt nguwdi vGi nhiéu nguoi. Cach duy
nhat dé phép thudt xdy ra trén Facebook la thong qua sy c6 di c6 lai: t6i két ban
v6i ban va ban két ban véi t6i — sau d6 thong tin méi lwu thong. Nhung trén
Twitter, t6i c6 thé nhan dugc gi do tir viéc theo déi Shaquille O’Neal, nguoi
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khong c6 nghia vu xa hoi phai theo doi lai t6i.” Thém vao do, néu Twitter la dé
tim hiéu nhitng gi dang xay ra, ban khong can phéi tweet dé st dung né. “Stc
manh ctia nén tdng kham pha nay khéng chi nam & ban than cac tweet, ciing
khong don gidn nam & viéc tat ca tirng ngwoi dung déu c6 kha nang tweet,”
Gurley noéi. No6i cach khac, Twitter giong Twitch hay YouTube hon Facebook.
Ban dén do dé xem noi dung thay vi giao ti€p hodc cap nhat tin titc ctia ban be.
Co nguoi khong tweet cling khong sao.

Tat nhién, Twitter cling gap cung mot van dé lién quan dén nhan xét cia
nguoi dung ma ca YouTube lan Twitch déu chwa giai quyét dwgc. Trén ca ba nén
tang, tin rac va nan qudy r6i dién ra tran lan. Dick Costolo, CEO ctia Twitter,
tham chi da thtra nhan tinh trang nay vao thang 6 nam 2015 truwdc khi ong tw
chitc. “Chung ta rat té hai trong cong tac gidi quyét tinh trang lam dung va lwa
dao trén nén tang, va ching ta van té hai nhw thé su6t nhiéu nam troi. Chuyén nay
khong c6 gi bi mat va phan con lai cta thé gigi ndi vé né moi ngay,” Costolo viét
trong mot 14 the ndi bd bi ro ri ra ngoai. “Chung ta mat hét nguoi dung cot 16i
nay dén nguoi dung cot 16i khac vi khong gidi quyét dugc nhitng tro livta don gidn
ma ho gap hang ngay.”

Tuy nhién, tinh trang lam dung tran lan khong phai la van dé duy nhét cta
Twitter. Dén tan gan day, nén tdng hau nhw khong c6 dong thai gi dé cdi thién kha
nang twong tac va kham pha trén Twitter cho ngwoi dung méi. Nhitng budc cai
tién sdn pham gan day, chang han nhw Moments, While You Were Away, video
goc va nhom Direct Messages (tin nhan tryc ti€p) déu t6t, nhung mo hinh tuwong
tac nhiéu thiéu sét cia Twitter thi van con d6. M6 hinh nay chi phuc vu mot tap
con nhé nhung rat tich cuce trong so tit ca nguwoi dung tiém nang, nhitng nguai
tich cuc sang loc doi twgng minh theo déi va tham chi con 1ap “danh sach” cho
tirng chu deé cu thé.

Vi tat ca sy chi y tiéu circ ma Twitter dang nhan dwgc tir Pho Wall, c6 vé
nhw cong ty dang & trong giai doan cang thang nghiém trong. C6 ly do dé hy
vong Twitter sé ty xoay chuyén tinh thé dwgc, nhung dé lam diéu do, no sé phai
lam t6t hon nhiéu trong viéc thiét 1ap cac nguyén tac cho cong dong ctia minh
trong twong lai.

Ngan chan nhitng hau qua ngoeai du tinh
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Nhin nhitng van dé ma Twitter dang gap phai nhw nan quay r6i va mirc do
tham gia cta nguwdi dung cho thdy, viéc quan ly s6 lwgng 16n ngwoi dung khong
phai lIa nhiém vu dé dang. Nhitng nén tang trd nén i tré khi bat dau phat trién —
nhw Friendster va MySpace ma ching ta sé tim hiéu chi tiét hon trong chwong 7 —
thuong vi cong tac quan tri cong dong khong tot. Két qua 1a, chat lwvgng giam dan
khi mang lwgi phat trién. Moi nén tang déu phai déi mat véi thir thach nay, va dé
vuot qua no6 thi viéc thiét 1ap dung nguyén tac va tiéu chuan phu hgp la mot phan
quan trong.

Mot so kiéu lam dung c6 thé dugce gidi quyét bang cac thuat toan phat hién
hanh vi lam dung, nhung thong thuwong, nhitng phwong phap nay khong da chinh
xac. Twong ty, phwong phap kiém soat thong qua cong tac bién tap tap trung hoa
c6 thé gitp giadi quyét nhitng thach thitc vé mat quan tri. Twitter da thi nghiém
cach nay trong tinh ndang mé&i Moments, nhung nhiéu nén tang con st dung loai
hinh kiém duyét nay tr sém hon rat nhiéu. Vi duy, vi tri dau tién ma Instagram
tuyén dung la quan ly cong dong Josh Riedel. Tuy nhién, viéc kiém soat bién tap
khong hiéu qua khi mang lwgi phat trién. Két qua la nhiéu nén tang cting st dung
hé thong xép hang do ngwoi dung quyét dinh dé gitp giai quyét van dé. Cac hé
thong xép hang va danh gid uy tin dac biét phd bién & Airbnb, eBay va Uber.
Viéc khuyén khich ngudi tiéu dung tham gia sang loc chat lwgng ctia nha san xuat
(va ngugce lai) c6 thé giam dang ké nhitng khé khan ctia cong tac quan tri cong
dong. Vi du, Uber st dung hé thong xép hang tai xé dé xac dinh nha san xudt nao
c6 mic gia tot nhat va thdm chi nha san xuat nao dwgc phép tham gia vao mang
lwgi. Tai x€ dugc it hon 4,6/5 sao sé bi loai khoi nén tang nay.

Tuy nhién, ciing giong nhuw phwong phap sang loc bang thuat toan va bién
tap vién khong gidi quyét dwgc van dé, hé thong xép hang uy tin khong phai la
liéu thudc chita bach bénh. Cac nén tdng can phdi can trong trong viéc cung cap
cho nguwoi dung nhitng chi s6 r6 rang vé chat lwgng, vi diéu nay thudng xuyén
dan dén viéc nguoi dung “chai chiéu” trén hé thong. Vi du, Alibaba da gap van
dé véi nhitng nguwdi ban tao giao dich gid mao (thyc té khéng c6 hang héa nao
dwgc trao doi) dé lam gia xép hang uy tin tich cyc. M6i lo ngai nay cling la mot
1y do quan trong khién ca Google va Facebook déu giit bi mat cac thuat toan Page
Rank va Newsfeed ctia minh. Néu ngudi tao noi dung biét chinh xac ho dugc xép
hang nhu thé nao thi viéc lira ddo sé dé nhw an keo.

https://thuviensach.vn



Ngoai ra, tinh hiéu qua trong thuyc tién ctia cach tinh diém uy tin k¥ thuat s6
cling bi han ché. Do chi c6 thé bao quat mot lwgng thong tin han ché nén ching la
cong cu cun thi ding hon la sac. Uy tin phu thudc rat nhiéu vao bdi canh.

Mac du nhiéu nguaoi da chi trich Uber va Airbnb vi ho khong cho phép ban
xudt dit liéu uy tin ciia minh dé nhap sang cac mang khac, nhung hai nén tang nay
c6 ly do chinh dang dé bao vé dit liéu ctia ho, va nhitng 1y do nay khong chi goi
gon trong moi lo ngai canh tranh hién nhién. Khi bi dwa ra khéi béi canh, nhitng
danh gia nay c6 it hodac khong c6 y nghia. Banh gia 4,8 sao trén Uber néi gi vé
kha nang tré thanh mot cht nha dang mén trén Airbnb? Hay ban do phong trén
Amazon? SO nguoi dang ky theo doi ban trén YouTube cho biét gi vé kha nang
cta ban trong viéc stta mot cai nha vé sinh trén Handy? Giong nhu danh tinh, uy
tin khong bat di bat dich. N6 tuy thudc vao boi canh. Viéc cho phép ban trich lay
két qua xép hang tir trang nay nhap sang trang khac sé dem lai cho ban rat it 1gi
ich thuc té, dong thdi con c6 tiém nang gay hai cho nén tang ban ldy dir liéu. Viéc
cho phép ban nhap diém uy tin ctia ban ti* cdc nguon khac thdm chi con nguy
hiém hon nita, vi n6 sé lam 6 nhiém ngudn dit liéu uy tin cta nén tang bang
nhitng thong tin khéng lién quan. Uber da gay ra nhiéu tranh cai vi khéng cung
cap cho hanh khach du boi canh dé giai thich y nghia ctia diém uy tin ma tai xé
nhan dwgc. (Nhu thé nao thi xitng dang dugc xép hang 4 sao hodc 5 sao tir mot
hanh khach? Uber khong cho ban biét. Hanh khach phai ti quyét dinh.) Viéc bo
sung thém nhiéu di liéu khong lién quan vé mat ngit canh sé lam tinh hinh tr¢
nén toi té hon.

Cudi cung, hé thong xép hang uy tin phan 16n mang tinh phan ng. Ho ké
cho ban nghe vé diéu gi d6 da xay ra. Viéc quan trong hon la cha dong va danh
thoi gian dé tao ra cac nguyén tac va tiéu chuan nham thic day ngwoi dung cta
ban thuc hién nhitng hanh dong cu thé ma ban mu6n ho thwc hién. Diéu nay sé
khuyén khich hanh vi t6t va ngan can hanh vi xau. “Loi khuyén cta t6i ¢ day cho
bat ct ai dang c6 gang phat trién mot nén tang la hay suy nghi thau ddo xem ban
muon két qua dat duoc la gi,” Sarver n6i. “Hay c6 gang tim ra cach rd rang nhat
dé soan thao chinh sach nham tao ra hanh vi d6. Néu ban tré nén luwdi biéng hoac
qua dé dai véi chinh sach cta minh, ban sé gay ra nhiéu hau qua ngoai y mudn,
thuong la theo huwdng tieu cuc, tire la ban sé ngan can nhitng hanh vi dang 1€ c6
thé rat tich cwc cho nén tdng ctia minh.”
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Nhitng nén tang tot nhat st dung mot cach can bang gitta cac phwong phap
thuat toan, bién tap va trao quyén cho ngwoi dung dé thyc thi cac nguyén tac va
quan ly hanh vi ctia nguwdi dung. Tuy nhién, diéu quan trong la phai chu y dén
nhitng diém manh va diém yéu cta tirtng phwong phéap khi thiét ké cau tric quan
tri cho mot nén tang. Muc dich t6i thugng la dé ca ngudi tiéu dung va nha san
xuat tin twdng nhiéu hon vao nén tang dé. Néu cac nguyén tac va tiéu chuan cta
nén tang hoat dong du tot, nguwoi dung sé khong phai lo lang vé viéc tin tudng
ngwoi ma ho dang giao dich. Ho biét va tin twdng nén tang ma ngwoi dé dang sw
dung, nhu vay la da. Daéi véi bat ky ai dang xay dung mot cong ty kinh doanh
nén tang, mirc do tin cdy ma nguwoi dung dat vao nén tang cta ban luon la mot thir
nghiém tot dé biét ban quan tri mang hiéu qua dén dau. Néu mot nén tang thiét
1ap nhitng nguyén tac kém co6i cho mang lwéi cia minh, nhw Twitter da lam gan
day, n6 sé khong c6 dugc long tin tir ngudi dung. Sy thiéu tin twdng nay ludn la
mot ddu hiéu xau. Kha nang thay thé 1ong tin vao cd nhan bang long vao nén tang
la mo6t phan quan trong trong viéc loai bé nhitng kho khan, chuwéng ngai khoi giao
dich cot 16i.

CUNG CAP CONG CU VA DICH VU COT LOI

Cu6i cung, nhung chac chan khong kém phan quan trong, mot nén tang phai
cung cap nhitng cong cu va dich vu dé ho trg giao dich c6t 16i.

Su khac biét gitta cong cu va dich vu lién quan dén yéu t6 ma mdot nén tang
chon dé tap trung hoa. Cong cu nham muc dich ty phuc vu va phi tap trung. Bat
ky ai cling c6 thé st dung ching, va ching khong yéu cau su tham gia hodc ho
trg lién tuc tir nén tang nay. Cong cu thwong bao gom phan 16n cac san pham
cong nghé va phan mém gitup ngwoi dung tao ra gia tri két noi véi nhau. Vi du
nhw cong cu tdi video 1én YouTube, cac bo loc (filter) ma Instagram cung cap dé
nguwoi dung chinh sra dnh, cong cu lén lich trinh ma Airbnb cung cap cho chu
nha, va cong cu diéu hwéng ma Uber cung cdp cho tai xé. Hau hét cac cong cu
déu hoat dong theo co ché “cam va chay” dé ngudi tiéu dung va nha san xuat cé
thé giao dich v6i nhau mot cach dé dang.

Nguoc lai, cac dich vu dugc tap trung héa va yéu cau su tham gia lién tuc twr
nén tang. Trung tam ho trg khach hang la vi du phé bién nhat, vi né la moét dich
vu ma hau hét cac nén tadng phai cung cap. Cac dich vu cé thé déng vai tro quan
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trong trong su hai long cia khach hang, vi ching nhv mét bd gidm x6c cho cac
ngwoi dung cta ban khi xdy ra sy c6. Vi duy, doi ngli bAo dam an toan khach hang
cta Airbnb goép cong rat 16n trong viéc gitip nén tang gitt cho ngwoi dung cta
minh hai long.

Moi cong cu hoac dich vu ma nén tang cung cdp nén dwgc huwdng dén mot
budc cu thé trong giao dich cot 16i. Cac bo loc cua Instagram tap trung vao viéc
kich hoat sy sang tao, trong khi doi ngti ddm bao an toan khach hang ctia Airbnb
tap trung vao viéc kich hoat sy tieu thu. Cong cu hodc dich vu khong phu hop véi
mot trong bon budc cua giao dich c6t 16i thwong khong can thiét. Mot 16i pho
bién ma cac nha kinh doanh nén tdng hay mac phai la ngay tir dau da c6 gang tao
thém moi cong cu ma ho nghi la nguwdi dung c6 thé mudn. Nhung hdy nhé 16i
khuyén ctia Mark Zuckerberg trong chuwong 5 “Bi kip ¢ day khong phai la nhét
thém vao. Ma la bo bét ra.” Pac biét trong nhitng giai doan dau, mot nén tang
nén tap trung vao viéc xay dung cong cu kich hoat giao dich c6t 16i thay vi tao ra
cong cu cung cap cac loai gia tri mgi. Ban khong muon tao mét nén tang “qua
hitu ich,” nhw Zuckerberg da néi vé houseSYSTEM. Pon gian va hiéu qua chinh
la chia khoa.

Instacart da di tir start-up dén mot cong ty tri gia 2 ty do la chi trong 3
nam nhu thé nao

Khi cac cong ty Uber-cho-X méi tiép tuc tham gia vao nén kinh té€ dap ng
theo yéu cau, chuyén noi bat gitta ddm dong dwong nhuw la khong thé. Nhung
Instacart, duwgc thanh 1ap vao thang 7 nam 2012, da lam dugc diéu d6. Nén tang
giao hang tap hoa theo yéu cau da huy dong dugc tong s6 von dau tw gan 300
triéu do la tai mic gia tri hon 2 ty do la — tat ca chi trong ba nam. Mot phan quan
trong trong thanh cong nay la mic do hiéu qua cua Instacart trong viéc gilip cac
nha sdn xudt ctia né hoan thanh giao dich mot cach hiéu qud. Instacart biét rang
doi ngli nguoi mua hang cua minh cyc ky quan trong, vi ho tao ra gia tri — khong
c6 nhitng nguwoi mua hang nay, Instacart sé khong c6 gi dé ban cho nguoi tiéu
dung®, cling giong nhw Uber sé khong c6 gi dé ban néu khong c6 tai xé. Nhung
chinh mitc do cong viéc ma Instacart da thuc hién dé hoan thién tng dung di
dong danh riéng cho ngwdi mua hang méi thue sy la ly do dwa cong ty phat trién.
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“Phan mém cua ching t6i — va nhitng kha nang ma ching t6i xay dung trong
tng dung danh cho ngwoi mua hang — dugc thiét ké dé ho trg toi da nguwdi mua
hang di qua titng budc cta quy trinh mua hang, vi vay chiing t6i c6 thé t6i wu hoa
do chinh xac va hiéu qua,” Apoorva Mehta, nguoi sang lap kiem CEO cua
Instacart cho biét. Ong khong ngdi mot chd doan mo, doi cia dng ciing khong.
“T6i di mua sam hang tuan dé tw minh trai nghiém né,” Mehta néi. “Va nhom ky
st cua chung toi thwong xuyén danh thoi gian trong cac cira hang véi ngudi mua
hang dé di hét quy trinh va xac dinh xem @ng dung nhv thé nao thi hiéu qua
nhat.”

Co 1é, diéu khong thé tin no6i nhat vé sy phat trién cda Instacart la: mdéi ba
nam trudc thoi, cong ty chi c6 dung mot nguwoi mua hang: chinh la Mehta. “Khi
toi khéi dong Instacart, toi bat dau viét ma cho phién ban dau tién cta tng dung
va khi n6 da san sang, t6i dat don hang dau tién. Sau do, t6i da di dén ctra hang
tap hoa dod, 1ay hang cua minh va giao cho chinh minh,” 6ng nh¢ lai. “Vi vay, vé
mat ky thuat ma noéi, ching t6i bat dau véi mot nguwdi mua hang vao mua hé nam
2012 va gid day c6 khoang 7.000 khach trén toan quoc.”

Dé cai thién hiéu sudt cia ngwdi mua hang, Instacart da trién khai mot s6
tinh ndng céach tan trong &ng dung cho ho. Mot trong s6 dé la tinh nang diéu
huwéng 16i di, cho phép ho biét chinh xac vi tri cia cac madt hang cu thé trong ctra
hang. Mot tinh nang khac cho phép ho nhanh chéng diéu chinh khi m6t san pham
cu thé khong c6 san. “Ching t6i da tich hgp cac tuy chon thay thé vao ng dung
— tir viéc dat tén san pham thyc té cho dén viéc xac dinh cac dac diém phu hop
nhat véi yéu cau ban dau. Nguwoi mua sam c6 thé truy cap hon bon triéu danh
muc trong thdi gian thyc va thém cac mat hang thay thé tuy chinh,” Mehta giai
thich.

Do6i vGi nguwdi dung cta minh, Instacart da tao ra cac cong cu dé thu hep
khodng cach gitta vi tri cia ho va trdi nghiém mua sam tai ctta hang. Cong ty
trang bi cho nguwdi mua hang nhitng thong tin va cong cu dé ho co6 thé dva ra
quyét dinh nhw thé chinh khach hang dang & trong ctta hang. Ung dung mua hang
thong minh nay c6 cac tinh nang nhw tro chuyén, cho phép ngudi mua hang giao
tiép dé dang vdi khach hang. Bang cach nay, khach hang sé biét ngay néu cé bat
ky thay déi hodc van dé nao va phan héi néu can thiét. Ung dung tham chi con cé
mot so tinh nang nang cao cho phép nguwdi mua hang chac chan rang minh dang
chon ding san pham. “Ching t6i da tich hgp cong nghé quét ma vach vao tng
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dung dé [ngwdi mua hang] cé thé xac minh ngay rang mat hang da chon la mat
hang chinh xac dugc yéu cau,” Mehta néi.

Theo Mehta, viéc xay dung nhitng cong cu nay khong hé dé dang. “Khong
co ai lam nhitng viéc chung toi dang lam — nhitng thach thitc ma ching t6i dang
tim cach gidi quyét, va quy m6 ma chung t6i dang trién khai, tit tredc dén nay
chwa tirng duwgc thyce hién. Két qua 1a, ching toi da phai phat minh ra cong nghé
nay tt* con s6 0.” Mehta cho rang, nhitng buwéc cdi thién ma ng dung cé dwgc la
nho vao téc d6 va sy linh hoat cia nhom. “Doi ngii ctia chiing t6i thyc s nhanh
nhen trong viéc thir nghiém nhitng thit méi mé va diéu chinh cach thitc chiing t6i
dang hoat dong.” Va doi Instacart, tir cac ky sw dén ban giam doc, khong ngirng
tim kiém nhiéu cach khac nhau dé cai thién *ng dung mua hang va mang lai trai
nghiém tot hon cho khach hang.

Hién tai, tam nhin cda Instacart dang vugt qua ng dung va hwéng dén tan
ctta hang dé t6i wu hoa hiéu qua mua sam. Gan day, né dang lién két tng dung
mua hang vGi cong nghé tai cita hang, va cong ty tham chi con c6 khu vuc van
hanh riéng trong mot s6 ctta hang, mot khu hoan chinh véi kho hang, ta lanh va
mady in ciing nhw quay thanh todn danh riéng cho ngwdi mua hang cta Instacart.
“Nhitng ctra hang nay ban dau von khong dugc thiét ké cho dich vu ctaa ching
t0i, nhung nhd moi quan hé doi tac véi cac nha ban 1é, chung t6i c6 thé lam viéc
vGi ho dé trang bi thém cho ho, qua d6 dap tng nhu cau ctia minh,” Mehta giai
thich.

Trong truwong hgp khan cap

Doi véi hau hét cac nén tang, cac cong cu t dong co thé ho trg giao dich cot
16i nhiéu hon hay it hon tuy y, trong khi hé thong nguyén tac va tiéu chuan cta
nén tang sé khong ché va ngan chan nhitng hanh vi cé hai nhat. Nén tang chi can
trire ti€p nhung tay vao mot so truong hgp hiém hoi, khi ¢6 bang chitng r6 rang
cta tinh trang lam dung. Cung v&i nhau, nhitng cong cu va tiéu chuan nay hoat
dong giong nhw dén giao thong. Chung gidp qua trinh phéi hgp trd nén dé dang
va don gian, mién la tat ca moi ngwdi tudn theo cung mot hé thong nguyén tac.

Tuy nhién, doi véi mot sé6 mang lwdi, giao dich tiém an rat nhiéu rui ro. Biéu
nay c6 nghia la nén tang phai tham gia tich cyc hon. Vi du nhw cac nén tang lién
quan dén tai san c6 gia tri cao — ro rang nhat la tién. Truwdc day, PayPal da gap
khé khan trong viéc phat hién gian 1an tir sém. Gitta nhitng nam 2000, c6 mot vu
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da tiéu ton ctia cong ty 5,7 triéu do la chi trong bon thang. Nhung PayPal khong
phai la treong hgp duy nhét. Tinh trang vat 16n véi rui ro giao dich rat pho bién
doi véi nhitng nén tdng dang & giai doan dau, dac biét la nén tang cho phép cac
bén twong tac tryc tiép vdi nhau bén ngoai nén tang. Vi dy, khi da dat xe trén
Uber titc 1a ban phai 1én xe ctia mot ngwdi la. Ban can phai tin twdng rang tai xé
do6 (a) sé khong bat coc ban hodc giét ban va (b) sé khong gay tai nan, ngoai ra
con c6 nhiéu noi lo tiem an khac. Twong tw nhw vay, khi yéu cau mot nhan vién
don nha chuyén nghiép tir Handy, ban phai tin twéng ngudoi d6 da dé cho ho vao
nha cua minh. Va khi ddt mot can ho trén Airbnb, ban thuwong phai gap chu nha
dé lay chia khoa, néu khong c6 chuyén gi khac can thiét. Ngay ca khi ban khong
gap chd nha, ban van dang & nha cua nguwdoi khac va phai tin twéng rang nha ho
khong c6 rép, hodc, vi du, 10 swdi khong bi hong va khéng phat n6 khi ban c6
gang bat n6 1én. Chung t6i hoi néi qua mot chit nhung ban c6 thé nhin ra van dé
¢ day la gi roi day.

Rui ro giao dich thwong cao khi tinh dén kha nang gay ton hai dén ca nhan.
Trén YouTube hodc Facebook, ai d6 c6 thé dé lai nhan xét khé chiu vé mot trong
cac video cta ban, nhitng 16i 1é khién ban bi ton thuwong sau sac. Mac du moi lo
ngai vé nan bat nat trén mang (cyber bullying) la c6 that va dang ngay mot
nghiém trong hon, dac biét l1a & tré em, nhung kha nang phai ganh chiu nhitng ton
hai vé thé chat khi st dung cac nén tang nay twong doi thap. Tuy nhién, khi lién
quan dén viéc twong tac tryc tiép, nguy co xay ra ton hai vé thé chat hodc té hon
nita thyc sy dang lo ngai. “V6i Airbnb, moi nguoi dang ngu trong nha ctia nguoi
khac va trén givong cua nguoi khac,” Brian Chesky, CEO cta Airbnb néi. “Vi
vay, dé tham gia [giao dich], [nguwdi dung] can phai c6 mot mirc do tin cdy can
thiét, khac v6i mét giao dich trén eBay hay Facebook.”

Nhw ching t6i da dé cap trong chwong 5, nhitng twong tac trie tiép nay nam
bén ngoai giao dich c6t 16i. Giao dich 16i chi bao gom hoat dong trao doi gia tri
dién ra bén trong nén tang. May man la, hau hét cac nén tang déu c6 kha nang
bao quét toan bo hoat dong trao doéi trong giao dich 16i. Tuy nhién, khi chiing
khong thé (nhw trwong hop ctia nhiéu san giao dich dich vu), cac twong tac bén
ngoai nay van c6 tac dong hitu hinh dén cach ma ca nguai tiéu dung lan nha san
xuat trdi nghiém nén tdng. Néu khach hang c6 trdi nghiém t6i v6i mot nhan vién
lau don trén Handy, ho sé d6 16i cho Handy, khong chi cho ngudi vo tinh bién
chiéc 4o len trang yéu thich cta ho thanh mau hong (vi du vay). Trong nhitng
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treong hgp nay, nén tang can cung cap cac dich vu bo sung dé khac phuc khoang
cach tryc tuyén nay.

Cach t6t nhat dé dam bao an toan cho ngudi dung la dam bao cac phan tw
xau khong lot vao nén tdng nay ngay tir dau. Cach pho bién nhat dé doi pho véi
van dé nay la thu thdp nhitng théng tin ca nhan gitip sang loc nguwdi dung khong
mong muon. Vi du, nén tdng mat-xa theo yéu cau Zeel doi hoi nguwoi tiéu dung
m&i phai nhap bon chit s6 cudi trong so6 an sinh xa hoi cta ho. Sau dd, nén tang
stt dung dich vu xac minh ID Experian dé x4ac nhan rang ngudi dé cé that truedc
khi xac nhan cudc hen va ctt mot chuyén gia tri liéu xoa bop dén nha. (Muc dich
la dé dam bédo an toan cho nha san xudt cta nén tdng.) Hau hét cac nén tang
khong di xa dén mitc nay v6i ngudi tiéu dung — thong thwong, ching sé yéu cau
mot thé tin dung, vi du nhw dé cho phép thu thap thong tin ca nhan t6i thiéu va
chi it 1a xac nhan rang ban c6 kha nang tra tién va c6 mét tai khodn ngan hang —
nhung vé phia nha san xuat, loai hinh xac minh nay rat phé bién. (Trén thyc té la
qua pho bién dén mitc c6 mot cong ty chuyén cung cap dich vu kiém tra ly lich —
tén la Checkr — da huy dong von dwogc 30 triéu do la tai mitc gia tri 250 do la vao
thang 10 nam 2015.) Tat ca céac tai xé Uber déu trdi qua cai ma cong ty goi la
“cudc kiém tra ly lich nghiém ngat,” va trong nam 2014, Airbnb khd&i dong
chwong trinh Verified ID (ID da dugc xac minh) dé xac nhan danh tinh cta cha
nha thdng qua viéc két hop tai khoan truyén thong xa hoi ctia ho va can cudc do
chinh phu cap. Twong tw nhw vay, tat cd cac nhan vién lau don ctia Handy phai
trdi qua vong kiém tra ly lich, nhitng ngudi du tiéu chuan sé buwdc vao vong sang
loc tryc tiép.

Tuy nhién, khi ban dang giao dich vGi hang tram nghin nha san xuat, nhitng
dich vu sang loc tredc nay khong thé bao quat dugc tat cd moi nguwdi. Chuyén
nay ciing twong tw nhw treong hgp ctia phwong phap dwa vao phan hoi cta khach
hang hay hé thong xép hang ma ching t6i da noi trudc day.

Thi thodng, cac phan t xau van lot Iwgi, nhuw nhiéu san giao dich dich vu da
nhan ra sau khi ném trai dang. Uber da gap phai nhitng vu viéc day tai tiéng,
chang han nhw vu mot tai xé bi kich dong dung bua dau tron danh vao dau mot
hanh khach. Vao thang 4 nam 2014, Uber da thém 1 d6 la “Phi di chuyén an
toan” (Safe Rides Fee) cho moi chuyén di UberX dé tai trg cho hoat dong cai tién
quy trinh ddm bdo an toan cia né. Mot phan cua khoan phi nay duwgc dung dé chi
trd cho cong doan kiém tra ly lich cling nhw bao hiém trach nhiém thuwong mai ma
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Uber ap dung véi cac tai xé. Sau khi thém phi an toan, Uber tang mic phi bdo
hiém tai x€ 1én 1 triéu do la khi ban dang ch@ khach va t6i da 100.000 do la néu
ban m@ tng dung nhung khong c6 hanh khach. N6 cling hgp tac véi cac cong ty
bao hiém dé cung cap nhiéu goi bao hiém toan dién hon nhung gia ca phai chang,
dwgc thiét ké riéng cho cac tai xé€ Uber. Nhitng dich vu nay sé khong ngan dugc
tat ca moi sy co, nhung ching sé lam dwoc rat nhiéu trong viéc trang trdi chi phi
cho ngudi dung khi c6 su c6 xay ra.

Airbnb cling phai d6i mat véi nhiéu van dé khong kém. Truwong hop dau tién
dwgc cong ching biét dén xay ra vao thang 6 nam 2011, khi mot khach thué pha
hoai nha va lay trom tai san ciia mot chu nha. Airbnb t6 ra cham tré trong viéc
phan tng, cho dén khi nhitng bai dang trén blog ctia nan nhan dwoc lan truyén
(nho hashtag #RansackGate trén Twitter ) va tr@ thanh tin ttc quéc gia. Airbnb
voi va bu dap cho sai lam cua minh va quyét dinh chi tiéu manh tay cho sy an
toan ctua khach hang.

Sau vu viéc, Airbnb tang mitc bao hiém danh cho chd nha (Host Guarante)
1én dén 1 triéu do la tién boi thuwong thiét hai. M6t s6 nguwdi dung c6 gang lam
dung hé thng nay — mot nhan vién dam bédo an toan khach hang cho biét, co ay
da qua quen v@i nhitng hinh dnh nha cita ngén ngang ma Google Image Search
tra vé. Nhung cong ty cling thué Phil Cardenas — curu si quan tinh bao quan s va
Anna Steel — cyru diéu tra vién chinh phu dé diéu hanh doi bao dam an toan va su
tin cdy md rong ma nén tang 1ap ra. Muc dich 1a ngan chdn hiéu qua hon dé
khong xay ra thém mdt vu #RansackGate nao nita, dong thoi phan ng tét hon va
nhanh hon néu né xay ra. Boi nay da tré thanh mot phan trong yéu cia Airbnb —
hién tai, nhan sy ctia d6i gom hon 100 nguoi trong s6 300 nguwdi lam viéc tai
trung tam dich vu khach hang cta Airbnb tai Dublin, Ireland. Doi dam bdo an
toan khach hang da gitip gidm thiéu dang ké so truong hgp gian 1an va thiét hai,
cho ca chu nha lan khéach du lich. Airbnb ciing nghién cttu dé cai thién hé thong
x® ly tranh chdp cta khach hang. Mdt nam sau vu #RansackGate, Steel ctia
Airbnb Iwu y rang, chi c6 khodng 400 trong s6 3 triéu giao dich trén Airbnb dugc
dwa vao dién Host Guarantee. Quy trinh dam bao an toan cta Airbnb van la muc
tiéu caa nhitng 10i chi trich, dac biét 1a tr nganh khach san von dwgc quén 1y hét
strc chdt ché, nhung cong ty da di dwgc mot chang dwong dai.
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Airbnb — nén tdng giao dich dich vu
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N6 con song!

Bay gid, sau khi ching t6i da gidi thiéu tirng phan cta hé sinh thai gia tri,
ban c6 thé hiéu ro diéu gi lam nén mot cong ty nén tang thanh céng. Ciing giong
nhw nhitng gi chuoi gia tri da lam cho cac cong ty tuyén tinh, hé sinh thai gia tri
cung cap bitc tranh toan cdnh ctia mot nén tadng va hiéu qua hoat dong ma nén
tang do dang dat dwgc. N6 cling c6 thé dugce st dung nhw mot phiéu danh gia dé
danh gia lgi thé canh tranh bang cach so sanh mitc do hiéu qua ctia mot s6 nén
tang nhat dinh trong viéc x& ly titng phan hé sinh thai ctia ching. Nhw ching toi
da dé cap trong chuwong 5, cach gidi quyét mang tinh dot pha ma Tinder 4p dung
doi véi giao dich cot 16i ctia cac nén tang hen ho chinh la yéu t6 then chét trong
si phat trién bung n6 cua n6. Cac nén tang cti hon st dung mo hinh giao dich c6t
16i kém hiéu qua hon dang tut lai phia sau, mac du mot s6 nén tang thong minh
nhat da bat dau sao chép Tinder va gi6i thiéu cac tinh nang két ndi twong thich
bang cach vu6t man hinh va xac nhan kép. Twong tw nhu vay, thanh cong cua
Uber trong budc thu hit nguwdi dung va két noi twong thich 1a nhitng yéu to then
chét gitp né vwon 1én vi tri dan dau, bo xa nén tang doi thu Lyft. Ngoai ra, khi
ban dang tim cach xay dung mot cong ty nén tang — hodc néu ban dang c6 gang
bao vé cong ty hién tai trdc mot tac nhan pha hoai nén tdng — hé sinh thai gia tri
sé cung cap cong cu dé ban lam noi bat diém yéu cua doi tha, tap trung vao diém
ma ban nén khac biét héa hodc diém ma ban c6 thé tan cong.

Tuy nhién, mot khi ban da st dung hé sinh thai gia tri dé thiét ké hoac 1én so
h6 cho cong ty cia minh, thi hay nhé rang n6 khong phai la mot cong cu 1ap ra
r6i bé quén. Khong giong nhu day chuyén lap rdp hodc nha may, hé sinh thai gia
tri khong phai la th ban thiét ké xong r6i bo mdc n6 dén khi san sang dai tu.
Chung t6i da chon tir “hé sinh thai” mot cach cé chu y. Phép an du sinh thai rat
phu hgp trong treong hgp nay. Giong nhw mot hé sinh thai trong ty nhién, mot
nén tdng lién tuc phat trién cung véi cac thanh phan cia n6. Hau hét cac hoat
dong chinh cua nén tang lién quan dén nhitng ngwoi tham gia & bén ngoai nén
tang do, vi vay n6é khong kiém soat tai san chinh cia minh theo cach ma maét
cong ty tuyén tinh thyc hién. Mot nén tang phai luén nghe ngéng nhitng chuyén
dang xdy ra va thich &ng v&i mang luGi ctia n6 — mét hé thong song dong y nhw
nhitng con ngwoi tham gia vao nd. Vi nhitng ly do nay, viéc thiét ké mot nén tang
ham chita it yéu t6 thiét ké quy trinh cong nghiép, ma thién vé viéc thiét ké hanh
vi lién tuc va kién thitrc chuyén sau vé xa hdi hoc.
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Vi duy, thiét ké cua giao dich c6t 16i trong mot nén tang sé thay doi theo thoi
gian. Khi mang lwdi ctia n6 phat trién va sitc manh cda hiéu tng mang tang lén,
né c6 thé bat dau gidi thiéu cac giao dich thit cap. Uber da bat dau vdi Uber
BLACK (dich vu xe dwa dén c4a nhan cao cap) trwdc khi mé rong véi UberX,
dich vu pho bién nhat hién nay cta n6. Tuy nhién, cong ty da khong dirng lai &
dé. Véi thanh cong cta UberX va sttc manh ctia mang lwdi khong 16, né da bo
sung UberPOOL, mot dich vu di chung xe cho phép tai xé don nhiéu hanh khach
trén cung mot tuyén duwong, dong thoi cho phép hanh khach cé duwgc chuyén di ré
hon va biét trwdc gia cwde. (Hanh khach UberX chi biét gia cwdc khi chuyén di
hoan tdt) Gan day hon, Uber da bat dau m& rong sang dich vu chuyén phat, chang
han UberRUSH (dich vu chuyén phat nhanh) va UberEATS (dich vu giao do an).
Mac du nhitng dich vu méi nay con lau méi thanh cong bang UberX, dich vu cot
16i ctia cong ty, nhung chiing cho thay cach cac nén ting cé thé st dung thanh
cong cua giao dich c6t 16i va mang lwdi dang phat trién dé mé rong cac tang dich
vu m@i va cac loai giao dich mai.

Trén thyc t€, viéc bo sung giao dich thit cap la mét chién lwge co ban dé md
rong quy mo cda nén tdng. Hau nhv tit cd cac nén tang thanh cong déu bat dau
v@i mot giao dich cot 16i don gidn. Nhung giong nhw Uber, qua thoi gian, hau hét
déu mé& rong sang nhiéu giao dich thi cdp. Vi du, nhuw ching t6i da noi trong
chwong 5, Facebook bat dau nhw mot mang xa hoi don gian cho phép moi ngudi
két ndi v6i ban cung 16p va ban bé. Khong cé bai dang trén twong va khong cé
Newsfeed. Dan dan, Facebook thém nhitng tinh nang nay dé ho trg¢ moé hinh két
ban xac nhan kép co6t 16i ctia né. Tuy nhién, khi da cé di nguwdi tham gia, n6 mé
rong sang khong chi mot ma la nhiéu giao dich mdi v6i Facebook Pages, va bay
gio la Instant Articles. N6 ciing mé& rong thanh mot loai nén tang hoan toan mdi:
mot nén tdng nodi dung. Mo hinh giao dich cho Pages va Instant Articles khac véi
mo hinh twong tac ban bé cot 16i, né bao gom nhitng nhom ngwdi tham gia mai
trong mang luwGi cia Facebook, cu thé la cac cong ty, té6 chitc tin titc, nhac si va
ngwoi noi tiéng. Bang cach bo sung nhitng giao dich mdi nay (va sau dé la xay
dung cac tinh nang quang cdo trén do), Facebook da mé rong dang ké pham vi
tiép can ctia nén tdng. Veé sau, Facebook dwa cd nhom cac nha phat trién phan
meém vao danh sach trén, dong thai nay ciing c6 hiéu ng tuwong ty va la tdc nhan
chinh trong sy tang trudng an tuwgng ctia nd, dan dén IPO vao nam 2012, nhw
ching t6i sé dé cap trong phan két luan.
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Hau hét cac nén tdng thanh cong déu di mét quy dao gan giong nhau.
Twitter bat dau nhw mot phwong thitc chia sé tin nhan van ban don gian, sau do
mai thém tinh nang hoé trg cho cac lién két, video, hinh anh va tham chi la mua
hang vGi chi mot ct nhap chudt. Twong tw, Google bat dau vGi Google Search va
Adwords truge khi them Android va sau do 1a Google Play; trong khi Amazon
khgi dong san giao dich ctia minh v6i mat hang trong tam la sach treée khi mo
rong nén tang sang thoi trang, thwe pham, do gia dung, dién ti, ndi dung ky thuat
s0, ng dung va nhiéu mat hang khac nita. Cudi cung, & Trung Quoc, QQ va
WeChat cia Tencent déu bat dau nhw mét nén tang nhan tin don gian trudc khi
m& rong (nhw ching t6i sé ndi & phan két luan) ra gan nhu tat ca moi thit.

Giong nhu giao dich co6t 16i, bon chitc nang phat trién khi mot nén tang mé
rong. Dé thay nhat, ca bon déu phai diéu chinh dé phu hgp véi cac giao dich mdi
va céc loai nén tang dwgc tich hgp vao hé sinh thai cta nén tang. Nhung moi
chitc nang ciing can phdi thay doi khi mang lwéi phat trién, hanh vi ctia ngudoi
dung thay doi va cac wu tién canh tranh thay doi.

Co ché quan ly dva trén uy tin va trao quyén cho nguwoi dung c6 thé bi pha
v0 khi nén tdng c6 thém nhiéu nguwoi dung. Cac cong cu dugce thiét ké dé hoat
dong trén quy mo nhé c6 thé can dwoc thiét ké lai dé xi ly mot mang lwéi co6 quy
mo 16n hon. Chitc nang két noi twong thich can phai cai thién, b6 sung cac bo loc
tinh vi va cadc phwong phap ca nhan héa phitc tap hon bao gio hét dé gitip nguoi
dung tim ding cai kim gitta ddy dai dwong dang mé& rong va phat trién nhanh
choéng. Cac quy tac c6 thé quan 1y hiéu qua mot cong dong hang nghin ngwai phai
duogc thiét ké lai dé diéu phoi mot mang lwdi hang triéu nguoi.

Khi quy m6 nén tdng con nhé va dem lai it gia tri, thwong sé hgp 1y hon khi
ma& rong ctta cho moi ngwoi tham gia. Viéc thu hit ngwdi dung can duge wu tién
hon viéc thiét 1ap nhitng nguyén tac nghiém ngat. Nhung khi nén tang phat trién,
no6 c6 thé chon lgc hon trong van dé cho phép ai tham gia va ngudi dung twong
tac nhw thé nao. R6 rang Twitter c6 thé céi thién trong van dé nay. Nhitng gi hiéu
qua cho viéc diéu hanh mot cong dong it 6i cac nha dau tw mao hiém va chuyén
gia cong nghé trong nhitng ngay dau cua Twitter hién nhién la khong con hiéu
qua trong hién tai. Diéu nay da dwoc khang dinh qua nhiéu van dé véi day ray
chitng ¢t vé hanh vi lam dung va Iita ddo trén nén tang. Nhitng cudc vat 1on nhw
cua Twitter khéng phai 1a hiém. Vi du, Facebook va LinkedIn da rat vat va vdi
cac van dé vé quyén riéng tw khi hai nén tang nay phat trién, con Uber va Airbnb
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thi phdi chién dau vdi cac van dé vé an toan ctia khach hang. Tai Trung Quoc,
Alibaba da phai kha vat va trong cudc chién chong hang gia trén cac san giao
dich ctia minh. Chuyén bat thwong & day la Twitter van chwa phat trién nén tang
ctia minh dé thich ¢ng vGi thyc t€ méi ma n6 dang déi mat — mang lwéi cta
Twitter da thay doi, nhung né thi khong. Viéc né c6 thé lam dugc diéu nay hay
khong sé la mot yéu t6 quan trong trong viéc xac dinh trién vong dai han cta
cong ty.

Cudi cung, mac du nhu cau phai khong ngirng phat trién la mot thach thiec
thue sy, nhwng nhin chung, nén xem day la mot diém manh ctia cac mé hinh kinh
doanh nén tang chit khong phai la diém yéu. Nén tang lién tuc thay doi, va ching
cling c6 dit lieu cho phép quan sat nhitng gi dang xdy ra trong mang cua minh tai
thoi gian thuc va tim cach thich nghi. Tri thong minh trong thoi gian thyc nay la
mot 1gi thé canh tranh rat 16n, vi né cho phép cac nén tdng ngoai hién héa hoat
dong cach tan va dé hanh vi ctia ngudi dung tré thanh chi ddu cho nhitng noi cé
thé ap dung tinh ndang mé&i hodc giao dich méi. Thong thudng, ngwoi dung sé ty
quyét dinh chuyén nay, nhw ho da lam vdi Twitter.

Hai trong s6 nhitng tinh nang dac trung cua Twitter la ky hiéu @ cho tén
ngwoi dung (vi du: tén ngwoi dung cua hai tadc gid cudn sach nay trén Twitter 1an
lugt la @AlexMoazed va @NLJ_1) va hashtag (#), ky hiéu dwgc st dung dé két
noi cac bai dang lién quan dén nhau va lam noéi bat cac chu dé hoac xu hwéng thu
vi. Tuy nhién, ca hai y twéng nay déu khong phai do Twitter hay nhan vién ctia né
nghi ra. Viéc st dung ky hiéu @ dé tra 16i bat nguon tir nha thiét ké Apple Robert
Andersen, nguoi st dung n6 lan dau tién vao ngay 2 thang 11 nam 2006 khi trd
16i mot tweet tir anh trai minh bang cach dat mét ky hiéu @ trwdc tén nguwdoi nay.
Lic bady gio, @ thuwdng duwgc cac ky su stt dung dé néi chuyén v6i nhitng nguoi
khac trén may chu. Vi vay, tv nhién né cling phu hgp cho ngudi dung thé hé dau
cta Twitter, von ciing toan dan céng nghé. Ngay sau khi dugc Andersen gigi
thiéu trén Twitter, ky hiéu @ da tr¢ thanh tinh nang c6 dinh dé giao ti€p gitta
nguwoi dung trén tweet. Twong tw, viéc st dung hashtag xuat phat ttv mot ngudi
dung Twitter khac la Chris Messina. Vao thdi diém do, hashtag da dugc st dung
pho bién trén nén tang chia sé anh Flickr dé nhom cac hinh dnh twong ty hodc cé
lien quan v6i nhau. Khi Messina st dung hashtag trén Twitter, n6 nhanh chong
dwgc hwdng tng nhiét tinh. Khong 1au sau, ca ky hiéu @ lan hashtag # déu trg
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thanh tinh nang chinh thitc ctia Twitter. Ngay nay, ching dugc st dung thwong
xuyén dén mirc gan nhw dong nghia vdi nén tang.

Lap mo6 hinh nén tang

Hinh thitc cach tan do nguwoi dung dan dat nay rat pho bién doi vdi cac cong
ty nén tang. Vi du, cd iOS va Android déu theo doi sat sao cac xu huwéng ting
dung dé quyét dinh nén dwa tinh nang nao vao cac ban cap nhat trong twong lai,
c6 thé 1a tich hgp cac &ng dung hién c6 vao hé tinh nang cot 16i hodc tang cwong
ho trg cho nhitng tinh nang gitp nha phat trién bén thit ba xay dyng cac loai tng
dung méi. Qua trinh phat trién cua Airbnb da trdi qua hanh trinh twong ty nhw
vay. Ban dau, cac nha sang lap hinh dung né nhw mot cach dé khach du lich &
cung nhitng ngwoi c6 phong trong trong can hd cia minh. Tuy nhién, sau khi néi
chuyén vGi mot so6 chi nha dau tién tham gia nén tang, ho phat hién ra rang, hinh
thitc Iwru trd pho bién hon la thué cho & khi cha nha khong c6 ¢ dé. Loai hoat
dong nay nhanh chéng tré nén rat pho bién trén Airbnb, va ngay nay, n6 chiém
phan 16n s6 lwgng giao dich ctia nén tdng. Ching t6i ¢6 thé néu ra v6 so cac vi du
khac, nhung chirng do 1a da dé ban hiéu dugc van dé roi.

Tam quan trong cta su cach tan do nguoi dung dan dat doi vdi cac cong ty
nén tang dong nghia vGi viéc cong ty phan mém truyén thong xay dung mot san
pham phitc tap, day du tinh nang trwdc khi ra thi truong da khong con phu hop.
Thong thwong, sé hay hon nhiéu néu 1ap mo hinh giao dich c6t 16i va gia tri mang
tiém nang ngay tir dau dé hiéu nén tang sé hoat dong nhu thé nao (va né c6 hoat
dong hay khong) trong thé gigi thuc. Ca Handy va Glamsquad déu la nhitng cong
ty nén tang thanh cong bat dau bang cach thuc hién quy trinh nay. D6 dé cta dang
th? nghiém nay tuy thudc vao loai nén tang — vi dy, cac nén tang phat trién cé xu
huwéng phire tap va khé chay thit hon — nhwng hau hét nén tang nén bat dau véi hé
thong don gidn nhat c6 thé va tir dé xay dung tiép.

Tat cd moi ngwoi déu nghi rang can phai xay dung phan mém thi méi c6 thé
bat tay vao xay dung mdt cong ty cong nghé. Tuy nhién, trong nhiéu treong hop,
diéu nay khong con dung nita. Trén thyc t€, viéc khai dong start-up nén tdng ma
khong can dén phan mém tuy chinh nao hoan toan kha thi. Ban c6 thé dé dang
“xao nau” nhanh vai céng cu “cam va chay” mién phi (hodc rat ré) cho phép ban
tht nghiém y twéng ctia minh. Néu ban danh nhiéu hon vai tuan dé tham dinh y
twdng vé start-up nén tang cua minh thi titc 1a ban dang lang phi nhiéu tai nguyén
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quy gid. Théng qua dich vu Lap mé hinh Nén tdng (Platform Modeling) cta
minh, ching t6i da trdi qua qua trinh x4c thyc nay cung nhiéu khach hang nén
tang giai doan dau. Muc dich caa dich vu nay la xay dyng cho ho mét mé hinh
don gidn cang nhanh cang t6t va sit dung né dé kiém tra y twdng cling nhuw thu
thap y kién phan hoi. Sau khi da tim ra céi gi hiéu qua, cai gi khong thi ban cé thé
nghi vé chuyén xay dyng phan mém day du tinh nang va c6 kha nang mé rong
can thiét dé van hanh nén tang lau dai. Loi khuyén ctia ching t6i danh cho cac
nha kinh doanh nén tdng tiém nang la hdy tham dinh y twéng nhanh chéng trudc
khi bat dau xay dung phan mém. Hay dé nguwoi dung cua ban dan dwong.
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7
Hay dé mang ludi lam viéc ctia né

Viéc sdp xép trinh tu thj trudng sao cho dung dang bj ddnh gid khong diing mitc.

- Peter Thiel, ngudi sang 1ap kiém cyu CEO cta PayPal

11 e e s o Len
Khﬁng gi c6 thé thyc sy gitp ban chuan bi san sang trudc hién twong truc

tuyén mé&i nhat.” D6 1a cach Nick Bilton ctaa to New York Times md& dau bai bao
dang hoi thang 2 nam 2010 vé hién twgng Internet chdp nhoang Chatroulette.
Tiép theo phan m& dau la birc dnh chup mot nguwdi dan 6ng trong bd do con bao
toan than.

Cung thang do6, trén trang nhat tap chi New York dang bai “Phdi chang
Chatroulette la twong lai cuia Internet?” (Is Chatroulette the future of the
Internet?) Bai viét phong cho Chatroulette 1a nén tang “phan Facebook” (anti-
Facebook). Bai viét ctia Bilton két thic vdi y kién cho rang nén tang nay c6 thé la
khai dau cia “mot loai trire tuyén méi.”

Chatroulette 1 gi? Y twdong ¢ day don gian dén mitc dang kinh ngac. D6 1a
mot trang web tho so tao ra két ndi truc tiép qua webcam gitta nguwdi dung va
nguwoi la ngau nhién trén nén tang. BEé st dung nd, ban khong can phai dang ky
hay c6 phan mém dac biét nao. Dich vu nay hoan toan an danh. Mdi khi nguoi
dung bam vao “Tiép theo” (Next), ho dugc két ndi véi mot nguwdi la mdi, cé thé
la & bén kia Trai dat. Pay la noi duy nhat trén Internet ma nguwdi dung c6 thé “tan
gau vé thé thao, xem mot anh chang choi ghi-ta tryre tiép va tham gia mot bita tiéc
tai nha & Vuwong qudoc Anh — tat cd chi trong vong nam phit,” nhu Michelle
Kessler da viét trén USA Today. Trai nghiém trong 5 phtit nay cwc ky phéan khich.
“Tham gia Chatroulette giong nhuw hen ho t6c do véi hang chuc nghin ngudi la
hoan hao vay,” Bilton viét. Bugc tao ra bdi mot anh chang nguwdi Nga 17 tudi tén
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la Andrey Ternovskiy chi vai thang truéc do, Chatroulette nhanh chéng lan
truyén va trd thanh mot meme ctia van héa dai ching. Jon Stewart néi dua vé n6
trén chuwong trinh Daily Show. South Park nhai lai n6. Trong giGi cong nghé, no
cling gdy dugc tiéng vang 16n. Nguwoi sang lap tré tudi cia trang web da goi
Shawn Fanning, ngudi sang 1ap Napster, 1a c¢6 van. Tham chi, Ternovskiy con bay
dén Thung liing Silicon va thuyét trinh trwdc Shervin Pishevar, nhan vat sau nay
trd thanh nha dau tw cia Uber va Airbnb. Lic bay gio, mot nha dau tw tiém nang
khac da khen nggi tiem nang “khong gidi han” cua Chatroulette la diém dén
twong lai cta viéc hen ho tryc tuyén.

bén cudi thang 2, Ivu lwgng truy cap cua trang web da tang 400%, dat 4
triéu nguoi dung trén toan thé gidi, vdi gan 1 triéu nguwdi dén tv My. Pinh diém,
Chatroulette c6 hang tram ngan nguwoi dung trgc tuyén cung lic. N6 cé strc hut
dac biét trong gidi sinh vién dai hoc, thanh phan chiém khoang 40% tong so
ngwoi dung cia nén tang. Nhuwng chi mot vai thang sau, Chatroulette hap hoi. Luu
lwgng gidm manh, hao quang mao dan.

NGUYEN TAC CHATROULETTE CUA INTERNET

biéu gi da xay ra véi Chatroulette? Mac du méi nhin qua thi sy phat trién
blung ndé ctia n6 c6 vé tuyét voi that, nhung chat lwgng mang Iwéi cta né lai
khong tuyét cho lam khi ban quan sat qua gan. Va néu st dung Chatroulette sau
khi né tré nén noi tiéng thi cé thé ban sé hoi han vi da quan sat né qua gan nhw
vay. Van dé la khong phai tat cd nguwdi dung déu ngang nhau. Khi trang web phat
trién, chat lvgng nguwdi dung cia n6 giam dang ké. Khdi dau, Chatroulette 1a mot
cach cuc ky hay ho dé tim kiém su ngac nhién va gap g& nguwoi dung méi, nhung
n6 nhanh chéng danh mat di 4nh hao quang cia minh. Chi sau vai thang, nhiéu
ngwoi dung da st dung trang web dé khoe than mot cach khiém nha hodc té hon
nita. Khong c6 gi dang ngac nhién khi nhitng hanh dong khiéu dam nay lam cho
hau hét nguwoi dung khac sg hai, va Chatroulette nhanh chéng mang tiéng xau.
Ngudi dung ctia nén tdng nay léch han vé nam gidi — theo mot nghién citu wéc
tinh, ty 1& nam gigi chiém dén 89%. Khodng 15% trong s6 nay “bi xép hang R
hodc té hon.” Nhitng ngudi dung nay bi nghién cttu trén dan nhan “hw hong,”
thuong khéa than va cé nhitng “hanh dong khiéu dam.” Tat nhién, nit gidi chi
chiém chwa dén 10% trong nhom ngudi dung nay. Trang web da co gang trién
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khai tinh nang quét nhanh nguon cdp dir liéu video va phat hién anh khéa than,
nhung dén lic do thi hau hét nguwdi dung ctia n6 da bo cia chay lay nguwdi. Tinh
nang nay cudi cung da trd thanh mot chién lwgc kiém tién, vi né bat dau gidi
thiéu ngwoi dung tham gia vao cac hoat dong khong phu hgp dén nhitng trang
web ngudi 16n. Nhe mot nha bao da viét trén td Salon, “Tat ca nhitng gi con lai
ctia mGt nén van minh tirng mot thoi rye rd 1a bau khong khi chét chéc va mot
dam nhitng ga trai ngoi khong véi cai quan tut dé.”

Vi Chatroulette an danh va khong yéu cau dang ky nén rat khé dé giam sat
ngwoi dung caa noé. T cho tich cuc, hang rao cuc ky thap nay da bién thanh tiéu
cuc vi qua dé dé nhitng ngwoi dung khong phu hgp tham gia. Diéu dé dan chiing
ta dén nguyén tdc Chatroulette ctia Internet: Khi khong bi kim ham, mot mang
lwGi c6 quy mo vira du sé ty nhién bi giam chat lwgng nguwdi dung va chat lwgng
stt dung (vi du: nhitng nguwoi dan 6ng khoa than ngoi tredc may quay).

CACH GIET CHET MOT Y TUONG TY PO

Chatroulette khong phai la nén tdng xa hdi dau tién phai vat 1on dé kiém soat
sy tang trwedng cua chinh minh. Nhiéu nam trwéc do, Friendster 1a mang xa hoi
thanh cong, quy m6 16n dau tién. Mang xa hoi nay ra mat vao nam 2002 va phat
trién nhanh chéng. Nguwoi sang lap cia no, Jonathan Abrams, nghi rang hen ho
tric tuyén 1a “qua an danh va dang sg.” Ong da phat trién Friendster dé ngudi
dung co6 thé két noi vdi ban be ctia ho va xem két ndi mirc do hai (ban bé cua ban
bé). Abrams cho biét, “Ching t6i dang c6 gang lam cho quy trinh nay cé tinh
trach nhiém cao hon.” Vao mua thu nam 2003, trang web da c6 3 triéu nguoi
dung.

Tuy nhién, vi Friendster mé& ctra cho tat cd moi ngwdi nén nén tang nay da
phai vat vd mé réng quy mé cong nghé dé theo kip téc d6 tang tredng ctia minh.
Moi khi mot trang dugc tai, may cha cua Friendster sé tinh toan két n6i ctia mot
nguwoi dung véi nhitng nguwdi dung khac trong pham vi bon mic do cach biét
(degree of separation)“Z. Phép tinh nay c6 thé bao gom hang tram nghin nguoi
dung. Va bdi vi mang lwdi lién tuc thay déi khi ngudi dung méi tham gia va két
noi v4i nhau, nén nhitng tinh toan nay phai lién tuc dién ra. Khi mang xa hoi phat
trién, viéc mua da may chu dé theo kip toc do tang trwdng la mot thach thic.
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Cong sudt trén cac may chu cua Friendster tré nén i ach dén noi trang web ctia né
c6 thé mat tdi 40 gidy dé tai mot trang.

Mot van dé khac la Friendster khong c6 cach nao hiéu quéa dé xac thwc danh
tinh nguwoi dung. H6 so gid nhanh chong tré nén pho bién. Nhitng ho so nay duoc
goi la “Fakester,” bao gom cac trang cho “ngudi ndi tiéng, nhan vat hw cau, doéi
twgng, dia diém, dau hiéu nhan dang, khai niém, dong vat va céng dong.”
Friendster nhan thay rang, nhitng ho so gia nay sé gay hai cho chat lwong cta
mang lwéi. Mac du dugc nhiéu ngwoi tham gia wa thich nhung cac Fakester lai
gay kho chiu cho nhitng ngwdi muoén st dung nén tang nay dé giao lwu, két ban
mot cach nghiém tic. Fakester cling tao thém sitc ép cho mday cha khi ho so cta
ho thi thoang duwgc lan truyén va thu hit rat nhiéu Iwu lwgng truy cap tam thoi.
Trong b6i canh céng ty phai vat 16n dé phuc vu nguwoi dung cot 16i, sttc ép tang
thém nay khong phai la thit ma né cé thé chdp nhan dwgc. Friendster da quyét
dinh thanh loc nguwoi dung gia, két qua la toc do tang tredng ctia nén tang nay
cham di dang ke.

Tuy nhién, day chwa phai la van dé cudi cung cua Friendster. Nén tang nay
con mot van dé thi ba it ai biét dén, va da qua mudn dé gidi quyét. Pau nam
2004, Chris Lunt, Giam doc k¥ thuat cua Friendster, nhan thay rang luwu lwgng
truy cap cta nén tang sé tang dot bién vao lic 2 gid sang. Nhin vao dit liéu, ong
nhan ra rang toan b6 s6 nguwdi dung nay déu dén ti Philippines. Nén tang da lan
truyén ¢ Pong Nam A ma cac cht s& hitu cia né khong hé hay biét. Friendster
dang hy vong sé thu hut dugc cac nha quang cao & MY, vay nén phat hién nay
cuc ky ¢6 hai cho cong viéc kinh doanh ctia cong ty. Tuy nhién, doi véi mang
lwdi cua no, két qua tham chi con té hon. Béi vi nhitng nguwdi dung cta Friendster
& My trong giai doan dau c6 it két noi ty nhién & Philippines nén hau hét bon ho
deéu khong hitng thu két ban vdi nhitng nguwdi bén kia Trai dat. Nghiém trong hon,
nhitng ngudi dung & nwdc ngoai nay tham chi con thich tao hé so gia hon ca
ngwoi dung ¢ My. Tat ca nhitng nguwdi dung quoc té nay cling chat thém cang
thang cho cac may chu dang gap kho khan ctia cong ty, nhuwng lai khong tao thém
nhiéu gia tri cho hoat dong kinh doanh cot 16i, xét trén ca phuwong dién hiéu tng
mang lan kha nang kiém tién. Pén cudi nam 2004, cong nghé cot 16i cia nén tang
that bai va hiéu (tng mang ctia n6 yéu dan, nhitng nguwdi My st dung Friendster tir
dau da gan nhu ti bé dich vu khi ma cac Iya chon thay thé twong tu dan né ro.
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11 GIO ROI. BAN CO BIET CON MiNH PANG VAO TRANG WEB NAO
KHONG?

Nguwdi ké nhiém 16n nhat cta Friendster la Myspace, mot cong ty dugc
thanh 13p vao thang 9 nam 2003, ngay khi Friendster dang thoai trao. Myspace
thudc tap doan eUniverse. Tap doan c6 hai mang kinh doanh chinh. Thit nhat la
mot cong ty thwong mai dién ti tuyén tinh ban hang héa chat lwgng map mo,
chang han nhr “xe tay ga va thé swu tdm cta Iraq” cling nhw thu6c gidm can va
mdy bay tryc thang diéu khién ti¥ xa. Theo bdo cdo, ty 1€ khach hang quay lai rat
cao. Nhung cac hoat dong mo am ctia eUniverse chwa két thuc ¢ d6. Mang kinh
doanh tht hai cia né la bi mat cai dat phan mém gian diép trén may tinh cda
nguoi dung dé kiém tién tir quang cdo. Hay nhd lai tat ca nhitng ctra s6 ngau
nhién nhdy ra ma ban titng gap phai khi lwét web? D6 la cach eUniverse kiém
tién tredc khi c6 Myspace.

Myspace bat dau nhv mét mang xa hdi dé cac nhac si két noi v6i ngudi ham
mo. Hai nguwoi dong sang 1ap cua no, Chris DeWolfe va Thomas Anderson
(“Myspace Tom” noi tiéng), da tirng lwgn 16 khap cac cau lac bo ¢ Los Angeles
dé moi chao cac nhac si stt dung nén tang nay nhw mot cong cu tiép thi. Va khong
c6 gi dang ngac nhién, v4i nguon goc cua cong ty me, hai ngudi dong sang lap da
ap dung phwong thitc hét sirc thodi mai dé quan ly hanh vi ngwdi dung. Ho nhanh
chéng mé rong ra ngoai nhom ngudi dung ban dau dé thu hat thém bat ky ai c
thé. Nhin vao bai hoc vé tinh trang long 1éo ma Friendster phai doi madt khi tritng
tri Fakester, Myspace ¢6 gang dinh vi minh nht mot nén tang phan-Friendster.
N6 cho phép nguoi dung dang ky véi tén that hodc tén gia va thé hién minh theo
bat cit cach nao ho muén. Myspace ciing c6 quan diém thodi mai hon nhiéu doi
v&i nhitng loai hanh vi ma ngudi dung c6 thé 1am trén nén tang nay.

Dé céi thién hiéu nang ctia may chu, Myspace bé qua ma mang ma
Friendster da st dung dé tinh todn mitc do hitu nghi. Thay vao d6, Myspace mac
dinh Tom la ngwoi ban dau tién cua tat cA moi nguwoi. Diéu nay c6 nghia la khi
mot nguoi dung méi dang ky, Tom da két noi nguwoi do véi tat ca nhitng nguoi
khac trén mang. Két qua la, Myspace rat rong mé — bat ky ai cling c6 thé xem bat
ky nguoi nao khac hodc thém ho lam “ban.” Vao thang 4 nam 2004, Myspace
tham chi con bo ca quy dinh nguwoi dung can phai dang nhap méi dwgc xem ho
so, anh va noi dung khac cua ngudi dung. SO lwgt xem trang tang vot, vi xem anh
khiéu dam tré thanh mét phan c6t 16i cta trdi nghiém Myspace.
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Méi treong tw do thodi mai nay thu hit nhiéu ngwdi dung Friendster quen
thudc, nhw Tila Tequila, m6t trong nhitng nhan vat noi tiéng trén mang dau tién
cta thoi dai Internet, da bi Friendster cdm vai lan vi dang anh khiéu khich. Co
tiép tuc trd thanh nguwdi dung ndi tiéng nhat cia Myspace.

Tuy nhién, cach quan tri kiéu budng léng nay c6 nhiéu nhwgc diém nghiém
trong. Nhv mot bai hoc ma Myspace da hoc dugc, khong phdi moi loai tang
tredng déu tot. Myspace ngap trong dit liéu rac vi ngudi dung co6 thé thém ma tuy
chinh vao ho so ca nhan, titc 1a ho c6 thé nhing tryc ti€p quang cdo rac vao trang
ctia minh. Nhitng ngudi dung noi bat cling bat dau spam nhiéu “ban bé” cta ho
vdi cac ndi dung sdac mui quang cdo cé tra tién. Ngoai ra, do khong yéu cau ngudi
dung cung cap théng tin ca nhan dang tin cdy nén Myspace da thu hut ca t6i
pham tinh duc tré em cling nhu tré vi thanh nién khai man tu6i that. Mot lan nita,
phuwong phap quan ly buong 16ng ctia MySpace da day nén tang vao tinh thé tién
thodi lwdng nan vdi day ray nhitng thanh phan té nan nhw Chatroulette sau nay.

Khong cé gi bat ngo, van dé nay thu hut rat nhiéu sy chu y tiéu cyc. Vao
thang 2 nam 2006, Richard Blumenthal, téng chwdng 1y bang Connecticut, tuyén
bo tién hanh cudc diéu tra vé viéc tré vi thanh nién tiép xic vGi ndi dung khiéu
dam trén Myspace. Thong bao cia Blumenthal khoi mao cho hang loat cudc diéu
tra & cac tiéu bang khac va thu hit lan séng quan tam tiéu cyc tir giGi truyén
thong. Nam 2006, CBS News da canh bao khan gia cia minh “Néu ban c6 con
chau dang ¢ tudi thiéu nién, nhiéu kha nang la ching da truy cap vao trang blog
myspace.com. Va nguoi ta dang lo ngai rang, trang web mang xa hoi pho bién
nay cung véi nhiéu trang khac giong nd, da tré thanh noi ma toi pham tinh duc dé
dang san moi tré em.” Tiéng xdu ctia Myspace bat dau khién nguwdi dung cua né
bé di, giong hét nhuv Chatroulette vai nam sau do6. Trang web dat dinh diém véi
75 triéu nguwoi dung vao cu6i nam 2008, nhung héa ra, tat ca sw tang tredng do
chi sém nd t6i tan. Bén nam 2011, nén tang nay c6é chwa dén 35 triéu ngwoi dung,
sau hon 2 nam mat trung binh 1 triéu ngwdi dung moi thang.

FACEBOOK TIEP QUAN THE GIOI
Mot nén tang mang xa hoi khac, ra doi vao thang 2 nam 2004, da chon mot
cach tiép can khac xa Friendster hay Myspace. Khong giong nhu hai nén tang nay
ma& ctta cho ai vao cling dwoc, thefacebook xac dinh rat rd vé viéc no sinh ra dé

https://thuviensach.vn



lam gi va dé cho ai. Ban dau, trang chu ctia né néi véi ngwoi dung rang ho cé thé
“Tim ki€m moi ngwoi & treong ban; Tim ra ai hoc cung 16p véi ban; Tim hiéu
ban bé cua ban be; C6 duwgc hinh dung vé mang lwéi xa hoi ctia ban.” Va
thefacebook, ngay nay dwgc tat ca moi ngwoi biét dén vai cai tén Facebook, da
rat can than trong viéc lya chon ngwoi dwgc phép tham gia nén tang.

Neén tdng nay dugc gidi thiéu vao dau hoc ky mua xuan tai Harvard. N6 chi
danh cho sinh vién c6 dia chi email Harvard.edu va ban phai st dung tén that cua
minh. Thoi diém ra mat dugc tinh toan k§ lwdng. Lic do, sinh vién Harvard dang
¢ gitta “tuan mua sam,” khodng thoi gian sinh vién c6 thé thir cac 16p khac nhau
va dé dang thém hodc bo ching trwedc khi quyét dinh lich hoc cia ky cu6i. Hoc ky
trwéc do, Mark Zuckerberg, ngwoi sang 1ap Facebook, da tao ra mot phan mém
co tén la Course Match, giup sinh vién chon 16p dya trén nhitng nguwoi dang hoc
16p d6. Ban co6 thé thay ai da dang ky mot 16p hoc hodc xem tat ca cac khoéa hoc
ma mot nguwoi nao do dang theo. Zuckerberg da dwa mot tinh nang twong ty vao
Facebook, giip mang xa hoi nay ngay lap tirc tré nén hitu ich véi sinh vién. Dén
cudi tuan dé, khodng mot nira s6 sinh vién dai hoc Harvard da dang ky tai khoan
trén Facebook, va dén cudi thang 2, con s6 nay la gan 75%.
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NGUCI TAC
NOI DUNG

Facebook - nén tdang két n6i mang xda hoi
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Facebook tinh toan ting duong di nwéc buwdc trong qua trinh tang treong.
Zuckerberg da nhin thdy nhitng rac roi cta Friendster khi n6 mé& rong, bi that
vong hoan toan bdi Myspace — mién Vién Tay cta Internet. Bang cach yéu cau
mot dia chi email .edu va budc ngwoi dung phai dang ky duwéi tén that, Facebook
da ap dung mot cach tiép can rat khac dé xay dyng mang lwdi: wu tién chat lwgng
ctia nguoi dung va chat Iwgng st dung hon la nhitng con s6 tuyét doi. Quy dinh
chadt ché cia nén tang do6i véi viéc ai cé thé trd thanh thanh vién da dat né & vi tri
gan nhw doi 1ap vdi cac déi tha canh tranh von di dé ai thich vao cling duoc.

Dan dan, Facebook m@& réng sang cac truong Ivy League™® khac, bao gom
Columbia, MIT, Princeton va Stanford. Nhitng truong nay la noi ma mang xa hoi
trong thé gidi thuwe cia ngwdi dung Harvard da dwgc thiét 1ap san, va day la ly do
chinh cho s Iia chon cia Facebook. Nguwoi dung Harvard cé thé két noi véi ban
cli thoi trung hoc nay dang theo hoc tai cac trwong dai hoc “wu ta” khac. Tuy
nhién, viéc thém ngudi dung tir cac mang khac cling gy ra van dé, do vao thoi
diém do, Facebook gi¢i han mang lwdi ban bé chi cho céac sinh vién khac ctng
treong. Nguwoi dung thi muén c6 cach nao do6 dé két noéi véi ban minh & treong
khac. Zuckerberg quyét dinh rang, nhitng mai lién két nay c6 thé dwgc thiét 1ap
khi ca hai bén cung dong thuan — ly do ra doi cta tinh nang “két ban” xac nhan
kép. Cac lién két lién treong nay da dugc chitng minh la mot yéu t6 quan trong
thic day sy tang trudng cua Facebook, vi ngudi dung sé mdi ban bé cta ho tw
trwong khac, nhitng ngudi ma ho muoén két ndi triwe tuyén, tham gia vao mang xa
hoi nay.

Viéc tan dung don bay tw cac lién két lién trudng nay trd thanh mot phan cot
16i trong chién lwgc cta Facebook. Cai cach mang xa hoi nay tdng tredng mdi
thuc sy thién tai. Facebook khong phdi 1a mang xa hoi dau tién nham vao sinh
vién dai hoc, cling khong phdi la mang xa hoi duy nhat phat trién nhanh chéng
vao thoi diém do6. Vi vay, thay vi chay theo nhithg mang d6, Facebook lai st
dung cai goi la “chién lwgc bao quanh.” Néu mot doi thu da c6 cho ditng trong
mot treong nao do, Facebook sé khong chi trién khai & truong d6 ma & cang
nhiéu treong gan do cang tot. Muc tiéu la tan dung hiéu *ng mang ti* cac treong
khac dé tao sic ép 1én treong muc tieu. Két qua 13, sinh vién & trwong muc tiéu
c6 ban beé & trwong lan can dang dung Facebook sé c6 xu hwéng chon Facebook
thay vi cac doi thu ctia né. Chién lwgc nay hiéu qua mot cach ngoan muc va giip
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Facebook vigt mat nhitng nén tang mang xa hoi vitng manh khac & nhiéu khu
vure khac nhau trén khap nuwéc My.

Khi Facebook m¢ rong dén nhiéu treong hon, sinh vién & nhitng treong bi
“bé roi” ram ro doi tham gia. Zuckerberg chéng lai ap lyc tir cdc nha quang cdo,
nhitng nguwdi lu6n mudn nén tadng ngay lap tirc phdi mé rong dén cac truong 1én
hon. Thay vao dd, anh van tap trung vao cac treong c6 nhiéu sinh vién yéu cau
duoc truy cap Facebook. Nhung, ngay ca vGi nhitng nguoi dung ma&i dang dap
cong doi vao, Facebook ciing khong dé tat ca vao mot cach dé dang. Dgi cho dén
khi s6 Iwgng sinh vién trong danh sach chd tai mot trudng viegt qua khoang 20%
tong sO sinh vién cda treong doé, Zuckerberg mé&i mé quyén truy cap. Chién lugc
nay dam bao rang Facebook sé khong thiéu ngwoi dung ban dau khi n6 mé ¢ mot
treong mdi, va n6 cé thé st dung sinh vién tit truong khac dé xay dung nhu cau
tai cac treong lan can. Két qua 1a, bat c khi nao Facebook m@ quyén truy cap
cho mot tredng dai hoc méi, mic do st dung thwdng bung no.

St dung chién lwgc tiép can cé hé thong nay, Facebook da bao phu thi
treong dai hoc. Dén cudi nam 2005, cong ty da thu hit duge khoang 85% tong so
sinh vién dai hoc & Hoa Ky, 60% trong s6 d6 stt dung Facebook hang ngay.

Lé tw nhién, budc tiép theo la md& ctra nén tang cho hoc sinh trung hoc. Tuy
nhién, viéc thém cac tredng trung hoc cling c6 rac réi. Hau hét hoc sinh trung hoc
khong cé dia chi email .edu, do dd, nén tang khong thé xac thyc nhitng ngudi
dung do theo cach twong ty nhu v6i sinh vién dai hoc. Chinh sach xac thye danh
tinh cda Facebook da trd thanh mot phan c6t 16i cia nén tang nay, nén né phai
tim ra cach m& ctra cho nhitng nhom ngudi dung méi ma khong lam anh huwéng
dén chat lwgng. Mot 1an nita, cau tra 10i 1a xay dung trén cac mang xa hoi hién c6
cta nguoi dung. Facebook quyét dinh cho phép sinh vién dai hoc mai ban bé van
con hoc trung hoc. Chi nguwdi nao dwgc moi méi cé thé dang ky. Sau do, nhitng
ngwoi dung nay c6 thé moi ban be cta ho. Ban dau, ngwoi dung trung hoc khong
thé nhin thdy h6 so cia ngudi dung dai hoc, c6 nghia la Facebook trung hoc bi co
lap khéi mang chinh. Chién Iwgc nay dong nghia véi viéc toc do tang trwdng &
cac truvong trung hoc méi sé cham hon, nhung n6 khong anh hwéng dén cam két
cta Facebook vé viéc st dung danh tinh thyc, dong thoi bao vé chat lwgng cua
mang. Sau khi chac chan rang c6 thé thém nguwdi dung trung hoc ma khong anh
huwéng dén mang lwdi cua minh, Facebook da g& bo bitrc twong phan chia gitta
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mang dai hoc va mang trung hoc. Gid day, ngudi dung c6 thé két ban va nhan tin
cho bat ct ai ¢ bat ¢t trudng nao.

Vao thang 4 nam 2006, nén tdng nay da vugt moc 1 triéu nguwoi dung trung
hoc, va tir dé, téc do tang trudng ctia né tham chi con nhanh hon nita. Ngay 26
thang 9 nam 2006, Facebook m& ctra cho bat ky ai tir 13 tudi trd 1én c6 dia chi
email hgp 1é. Dén cudi nam, n6 da c6 12 triéu ngudi dung hoat dong. Hon 1 nam
sau do, vao ngay 6 thang 11 nam 2007, Facebook chinh thitc mé& ctra cho cac
cong ty véi viéc ra mat Facebook Pages cung véi hé thong quang cdo mdi. Dén
cu6i nam 2008, nén tang nay da c6 150 triéu ngwoi dung. Hién nay, tic la sau
chwa dén 10 nam, con s6 nay la 1,54 ty nguwoi dung. Nhwng, nhv Mark
Zuckerberg da nhiéu lan thita nhan, Facebook sé khong thé dat duwgc mot thanh
cong nao néu khong cé chién lwge tang trwdng va ra mat tai cac thi treong mai
dwgc tinh todn mot cach ti mi ngay tir dau. Bang cach can than phoi hop va lén ké
hoach cho nhitng bwéc tang trwéng ban dau, Facebook dd thanh cong khi
Friendster va Myspace (va sau nay la Chatroulette) that bai: N6 da tim ra cach dé
duy tri chat lwgng mang lwgi cia minh ngay ca khi co s& ngwoi dung khuéch dai
1én gdp nhiéu lan chi sau vai nam.

BAI HQC TU CAC CUQC CHIEN MANG XA HOI: TAI SAO QUAN
PIEM PHO BIEN VE MANG LUGI LAI SAI

Trong chuwong 3, chiing t6i da dua ra mot dinh nghia don gian vé hiéu tng
mang: hiéu ng mang la mot 1gi ich khién cho cang nhiéu ngwoi st dung mot nén
tang thi n6 cang tr@ nén hitu ich va c6 gia tri hon. Mot dich vu c6 hiéu (tng mang
khi hanh vi ctia nhitng ngudi dung khac tac dong truc tiép 1én gia tri ma ban sé
nhan dwoc tir cung mot dich vu do.

Vi du kinh dién vé loai hiéu tng nay la mang dién thoai, gia tri ctia n6 doi
v6Oi moi nguoi dung tang 1én khi ¢6 nhiéu ngwdoi hon tham gia vao mang lwdi cta
n6é (xem Hinh 7.1). Pinh luat Metcalfe, dugc dat theo tén cia Robert Metcalfe,
mot trong nhitng nha phat minh ra Ethernet, phat biéu rang: gia tri cia mot mang
lwdi ty 1é v6i binh phwong ctia s6 lwgng nguwoi diung dwgc két ndi trong mot hé
thong (gia tri mang = n(*)).
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Hinh 7.1. Hiéu tr/ng mang trong mot mang luoi dién thogi: Gid tri tang khi

s6 lugng két noi tdng

Khi nhiéu nguwoi dung tham gia vao mot mang 1wéi, s6 lwgng két néi duy
nhat kha thi trong pham vi mang lwé6i tang theo ham: (n(*) — n)/2, trong do6 n la so6
lwgng nguwdi dung. Vi s6 lugng két ndi kha thi cé thé rat 16n, nén ham toan hoc
nay dat dén gidi han n(*), day la dinh nghia toan hoc cia Pinh luat Metcalfe.

Nén tang ciling c6 mot dong lyc twong tir. Mot bén ctia mang lwéi cang cé
nhiéu ngudi tham gia thi gia tri ma nén tdng mang lai cho bén kia cang 16n. Vi
duy, cang c6 nhiéu nha phat trién tao ra tng dung cho nén tang iOS cua Apple, thi
nén tang cang c6 gia tri hon doi v4i nguoi tiéu dung. Moi quan hé nay van dong
hai chiéu, titc la cang c6 nhiéu ngudi tiéu dung trén mét nén tang, thi nén tang dé
cang c6 gia tri hon doi vdi nha san xuat (nha phat trién tng dung).

Loai hiéu *'ng mang nay dugc goi la hiéu tng mang gian ti€p hodc hiéu ting
mang chéo bén, trong dé gia tri ma moi ngwoi dung trong mot nhom (vi du nhw
nguoi tieu dung) nhan duwgc sé tang 1én khi s6 lwgng nguwdi dung trong nhém
nguwoi dung phu thudoc khac (nha san xuat) tang 1én. (Xem Hinh 7.2) Do do, c6
mot hiéu ng mang chéo gitra hai nhém ngudi dung riéng biét. Hiéu tng nay tao
ra mot vong hoi tiép tich cuc gitta hai phia cia mang lwgi. Cang c6 nhiéu nha san

xudt, nén tang cang trd nén c6 gia tri d6i véi moi nguwdi tiéu dung va ngugc lai.
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Két qua 1a, khi mang lwéi dat dén quy mo dua 16n, hiéu ¢ng mang sé gitip nén tang
dé dang thu hit nguwoi dung mdéi cho m6i nhéom va tang s6 lwgng giao dich. Tang
trvdng dan dén nhiéu tang trwdng hon.

https://thuviensach.vn



Number of producers: S6 lvgng nha san xuat
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Value to each consumer: Gia tri cho moi ngwoi tiéu dung
Number of consumers: S6 lwgng nguoi tiéu dung
Value to each producer: Gia tri cho moi nha san xuat
Hinh 7.2. Cdch hiéu ttng mang gidn tiép tao ra gid tri cho cdc cong ty kinh
doanh nén tdng

Tuy nhién, theo dinh nghia thong thuwong nay, viéc xay dung mot mang luwéi
manh chi don gidn la mot tro choi cta nhitng con s6. Cang nhiéu nguwdi dung
tham gia vao mot mang lwgi thi mang lwdi do cang co gia tri. Vi dy, hdy lvu y
rang két qua ctia phwong trinh Dinh luat Metcalfe khong thé am. Bat ky nguai
dung mdi nao ciing tot nhw nhau. Pinh nghia vé hiéu tng mang nay gia dinh rang
tat ca tang tredng déu co gia tri ngang nhau va cé tac dong tich cyc dén nguoi
dung khac. Thé nhung, nhitng cau chuyén vé Chatroulette, Friendster va Myspace
lai cho thay diéu ngugc lai.

HAU HET CAC HIEU UNG MANG PEU MANG TiNH DIA PHUONG

Tai sao nhirng kién thitc pho bién tir tredc dén nay vé hiéu (rng mang lai sai?
Cha, khong phai moi két ndi tiém nang trong mot mang lwdi déu phu hgp. Diéu
nay c6 vé hién nhién, nhung quan diém vé cac mang lwéi cia Dinh luat Metcalfe
lai bao ham y twéng cho rang, tat ca cac hiéu (tng mang déu mang tinh toan cau —
moi ngwoi déu danh gia cao viéc c6 thé két noi véi moi ngwoi khac trong mang
lwGi. Theo quan diém nay, moi ca nhan tham gia m6t mang lwéi déu cé gia tri
nhw nhau, bat ké ho két n6i véi ban & mitc do nao. Hay xem vi du kinh dién vé
mang dién thoai dugc mo ta trong Hinh 7.1. Bat ky nguoi dung nao tham gia
mang ciling dwoc gia dinh la sé dem lai cung mdt gia tri tifm nang nhw bat c
ngwoi dung nao khac, cho du ho & dau. Trén thyc té, quan diém nay khoéng cé y
nghia cho lam. Mot s6 ngwoi dung c6 gia tri vGi ban hon so vd&i nhitng nguoi
khac. Va tai mot thoi diém nhat dinh, gia tri bién cia m6t ngudi dung tang thém
bat dau gidm. Vi du, trén Facebook, hau hét moi nguwdi déu quan tam dén viéc
giao tiép vdi chi mot phan rat nho trong s6 1,5 ty ngwdi dung ctia nén tang nay.
Trong thuc té, ban cé lgi khi nhiéu thanh vién trong mang xa hoi ctia ban tham
gia nén tang, nhwng ban lai khong nhan dwgc lgi ich tryc ti€p nao khi ngudi la
tham gia v&i ngwdi ma ban khéng c6 mong mudn giao tiép. Mac du gia tri tong
thé ctia mang sé ti€p tuc tang, nhung doi vGi ban, xac suat cao la ban sé nhan
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dwgc cung mot mic gia tri cho du nén tang cé 1,4 ty hay 1,5 ty nguwoi dung. Mot
tram triéu ngwoi dung la rat nhiéu, nhung hau hét trong s6 ho déu khong dwgc két
n6i chdt ché véi ban.

Ban danh gia cao mot so két n6i hon so khac dua trén sy gan giii cia chiing
v&i ban trong mang lwdi. Ban cang xa cach mdt nguwoi dung mdéi thi kha nang két
noi vdi ho cang it co gia tri. Gia tri cia mot ngwoi dung mdi tham gia vao mang
lwGi doi véi ban khong phai bang 0, nhung tai mot thoi diém nhat dinh, gia tri
bién ctia moéi nguwdi dung mdi tré nén khong dang ké. Uber c6 thé phat trién mang
lwGi toan cau ctia minh tr 1 triéu tai xé hién tai, nhung néu tat ca nhitng nguoi lai
xe tang thém d6 & mot thanh phd ma ban khéng bao gio ghé tham, gia tri cta
mang lw6i danh cho ban khong thay doi nhiéu. N6i cach khac, hau hét cac hiéu
'ng mang mang tinh djia phvong, khong phdi toan cau.

Doi vdi cac nén tang nhw Uber, noi vi tri la mot yéu t6 quan trong, thuat ngi
“dia phuong” cé thé dugc hiéu theo nghia den. La mot nguwdi tiéu dung, ban danh
gia cao nhitng tai xé tiém nang gan giii véi ban vé mat dia ly. Nhung hiéu tng
mang dia phwong khong chi dé cap dén khodng cach hodc vi tri theo nghia den.
Thay vao do, ching ta dang néi dén khoang cach mang tinh an du trong mot
mang lwéi. Yéu to thyc sy quyét dinh sy gan giii trong mang la tan suat va mat do
twong tac gitra cac nguoi dung.

Tuy nhién, vé mat tri'c quan, thuat ngit “dia phwong” thé hién dwgc y ching
toi muon noéi: Trong pham vi mang lwdi, mic do ban két noi chat ché hodc khong
chét ché vdi nguwai khac rat quan trong. Moi ngudi dung thwong danh gia cao viéc
duwgc chap nhan bdi mot tdp con, hay mot cum nguwdi dung riéng biét, do d6 moi
ngwoi dung c6 mot “mang dia phwong” ma doi véi ho la quan trong. Cac bién
lién quan nhat v6i mitc d6 gan giii trong mdt mang lwdi sé thay doi tuy ting loai
nén tang. Poi vai Facebook, su gan giii vé dia ly khong phai Itic nao ciing la mot
chi béo t6t cho sitc manh ctia mot két ndi. Nhitng ngudi dung dugce két noi chat
ché lai c6 thé sinh song & cac thanh phd khac nhau hoac tham chi cac quoc gia
khac nhau. D6i vdi nhiéu mang Iwéi khac, vi tri dia ly c6 thé it hodc khong lién
quan. Hau hét moi nguwoi khong quan tdm lam dén chuyén ban song & Des
Moines, Iowa, khi ban tai video m&i nhat cia con méo nha minh 1én YouTube.
Ho ciing khong can phéi & gan ban dé thich doc tweet méi nhat ma ban dang tai.
Trong ca hai treong hgp nay, chu dé quan trong hon rat nhiéu so véi vi tri.
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Ban chat dia phvong cua hiéu (tng mang gitp chiing ta hiéu tai sao d6i vai
cac nén tang, mat dé6 mang cling quan trong ngang vdi quy mo mang. M4t mang
lwGi cang day dac, thi cAc mang dia phwong trong dé lai cang chong chéo 1én
nhau. Diéu nay dong nghia vdi viéc sé c6 nhiéu két noi tiém nang trd thanh giao
dich thyc té hon, vi nhitng ngwoi dung nay cé nhiéu kha nang twong tac vdéi nhau
hon. Chinh giao dich, chit khong phai cac két noi tiém nang, la noi ma nén tang
tao ra gia tri thyc. Két qua la, mot mang lwdi nhé nhung day dac va nang dong
thwong co gia tri hon va httu ich hon mot mang lwgi 16n nhung phan tan. Mang
nho hon sé tao ra nhiéu giao dich hon va nhiéu gia tri hon.

bé dat dugc hiéu ng mang tir mat do cao hon, khi mé&i hoat dong, hau hét
cac nén tang déu nham dén mot thi trong ngach nhé hon véi mot tinh huéng st
dung mang vo cung don gian, tredc khi mé rong véi nhom doéi twgng 16n hon. Vi
du, day la 1y do tai sao hau hét cac san giao dich dich vu, nhw Uber, déu bat dau &
mot thanh pho, thwong la New York hodc San Francisco. (Uber ra mat lan dau
tien tai San Francisco) Ho tap trung xdy dung mang lwgi day dac tai mot thanh
pho tridc khi chuyén sang mot thanh phé mdi, noi ho sé phai xay dwng lai mang
lwdi tir dau. Tuy nhién, chién lwgc nay khong gidi han & cac san giao dich. Yelp
bat dau & San Francisco va xdy dung mang luwdi nhitng ngwoi danh gia trede khi
md& rong dén cac thanh pho khac. Twong tw, nén tang hoi dap Quora, dugc thanh
1ap bdi hai nhén vién cii ctia Facebook, bat dau véi viéc tap trung vao cac linh
vuc von mao hiém, cong nghé va khdi nghiép. Bang cach gi¢i han ngudi dung
ban dau cua minh (chi nhitng nguwdi dwgc moi méi c6 thé tham gia nén tang) la
nhitng nguwoi cé thé trd 10i cau hoi vé nhitng chu dé rat hep nay, Quora da phat
trién cum ngwoi dung c6t 16i dé vé sau md rong sang cac chu dé va linh vye khac.

Khung chién lwgc trén gitp ching ta hiéu dwgc ly do thanh cong cua
Facebook. N6 ciing gidi thich sy sup do tir tir cia Myspace va ly do tai sao nhiéu
no luc cia Google trong viéc xdy dung cac mang xa hoi déu that bai. Facebook
bat dau & vi tri mot mang xa hdi rat hep, chi danh cho sinh vién dai hoc. Pai hoc
la khi mang xa hdi ciia moi ngwoi dong duc nhat va la thoi diém moi ngudi tich
cuc giao tiép xa hdi hon so véi bat ky giai doan nao khac trong cudc doi ho.
Dustin Moskovitz, mot trong nhitng ngudi dong sang lap cia Facebook, da st
dung dit liéu ban dau tir nén tang nay dé nghién ctitu mot 16p ma minh dang theo
hoc. Anh thay rang, trung binh, trong pham vi mot tredng dai hoc, hai sinh vién
bat ky ludon cach nhau nhiéu nhat la hai m&c do cach biét. “b6 1a ly do tai sao
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thefacebook rat phat trién & treong dai hoc,” Moskovitz noi. Facebook dugc xay
duwng trén mang lwdi day dac cac moi quan hé dang cé trong thuc t€. Nén tang
nay chi don gidan m& rong nhitng moi quan hé sang thé gigi Web. N6 c6 cong
dung hét sttc cu thé cho mot cum ngudi dung cu thé. N6 chi tdp trung vao viéc
tao ra cac cong cu cho phép nhitng sinh vién do6 twong tac tryc tuyén véi nhau.
Cac quy tac cta né co y han ché thong tin ban c6 thé xem dya trén tredng ma ban
theo hoc va nhitng ngudi ma ban dwoc két noi.

Twong tw, Myspace bat dau bang cach xay dung mang lwdi xung quanh
nhitng két noi gitta cac nhac si va nguwdi ham mo cta ho. Tuy nhién, khi nén tang
phat trién, Myspace nhanh chéng m@& cita cho nhiéu loai nguwdi dung khac ma
khong chu trong dén viéc ho sé st dung nén tang nay nhw thé nao. Thai do nay
dwgc thé hién qua cach thitc phat trién tinh nang theo kiéu ph6 mdac may ruai cta
Myspace. Tom Anderson, ngudi dong sang 1ap cia nén tang, c6 théi quen lwgn 16
trén Internet dé tim kiém nhitng tinh nang thu vi trén cac trang web khac roi yéu
cau cac nha phat trién cia Myspace sao chép ching. Vi du, tinh nang cho phép
nguwdi dung xép hang anh cua nhau dva trén sitc hap dan theo thang diém tr 1 dén
10 cia né dugc an cap trang trgn tir hién twong Internet Hot or Not. Khong c6 gi
ngac nhién, viec Myspace “nhan ban” trang web ctia Hot or Not da khién CEO
ctia Hot or Not ndi gian, yéu cau Myspace phai thay doi tinh nang nay, va n6 phai
lam theo. Trang blog Xanga cting kién Myspace sau khi bi n6 sao chép nhiéu tinh
nang pho bién. Cubi cung, Myspace dan xép vu nay vai so tién 40.000 do la va
dong y nging st dung nhitng cai tén tinh nang da dwgc dang ky nhan hiéu
thwong mai cua Xanga.

Mac du chién Iwge nay gitip Myspace phat trién rat nhanh nhung n6 ciing
gay ra nhiéu on ao, phién toai cho mang lwdi. Sy tang trwdng nay goép phan lam
tang cac chi s6 4o, chang han nhv s6 lwvgng nguwdi dung, nhung lai khong tao nén
mot mang lwdi bén vitng. Nhiéu ngudi dung maéi khong danh gia cao rat nhiéu
nguwoi dung khac — ho 6 it diém chung va khong hé c6 khuon khoé nhat quan quy
dinh cach ho nén két ndi va twong tac trén nén tang. Cang ngay, Myspace cang
trd thanh noi dé két noi véi nhitng ngwoi ma ban khong biét.

“Y twéng ctia Myspace rat hay, noi ma mét ban nhac s& c6 téi 900.000 ban
be,” Kent Lindstrom, citu CEO cua Friendster nhan xét. “Do6 la thit sau nay da tr@
thanh Twitter.” Tuy nhién, khi Myspace mé& rong, n6 roi xa khoi mang luwéi cot 16i
ctia minh va lam lodng gia tri ma né cung cap cho nguwdi dung. Cudi cung, no6
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bién thanh mot noi ngwdi dung thi nhiéu nhwng gia tri twong tac gitta ho thi it —
noéi cach khac, mot mang lwéi 16n nhuwng khong cé hiéu (tng mang dia phuong.
Myspace khong phai la nén tang duy nhat két thiic cudc doi minh bang thanh
qua la mot thi tran ma rong 16n. Google rat quen thudc vdi chuyén nay. No6 luc
dau tién ctia n6 trong viéc xay dung mot nén tdng mang xa hdi la Orkut. Nén tang
nay dugc dat ten theo mot trong nhitng ky su cua Google, Orkut Biiyiikkokten,
ngwoi da tao ra Cau lac bo Nexus, mot mang xa hoi that bai ma anh da xay dung
khi con hoc & Stanford. (Ching t6i da néi qua vé that bai cia Club Nexus trong
chwong 5.) Google khéi chay Orkut vao thang 1 ndam 2004, chi hai tuan trwdc khi
Facebook ra mat tai Harvard. Ban dau, Orkut phat trién manh & Hoa Ky va cé
thoi ky dwgc xem la doi tha canh tranh tiém nang cua Myspace, nén tang vé sau
phat trién than téc. Nhuwng dén cu6i nam 2004, Orkut pho bién & Brazil hon &
Hoa Ky rat nhiéu. Mét chién dich cong dong & Brazil (khong phdi do Google
trién khai) da dwgc thwe hién véi muc tiéu lam cho nén tang pho bién hon & Hoa
Ky. Chién dich thanh cong va nén tdng mang ban sac r6 rang cua cong dong
ngwoi Brazil va ngudi noéi tifng Bo Dao Nha. Khong c6 gi bat ngd, nhiéu nguoi
dung @ My — hau hét trong s6 ho khéng hitng thd lam véi viéc két noi trén mang
xa hoi vGi nguoi dung n6i ngdn nglt khac — bat dau roi khoi nén tdng nay. Orkut
tiép tuc tré thanh nén tdng mang xa hoi 16n nhat & Brazil, va nam 2008, tham chi
Google con chuyén tru s& ctia nén tang sang qudc gia nay. Tuy nhién, nén tang
khong bao gio thanh cong tai Hoa Ky, va chi trong vai nam, Google gan nhuw tw
bd no lyc phat trién mang lwdi nay. Dy an xdy dwng mang xa hoi 16n tiép theo
cta Google (khong tinh Google Buzz hodac Wave da chét tir trong tritng nuwéce) la
Google+ (phat am la “Google Plus”), dwgc cong bd vao thang 6 nam 2011.
Google+ tu dinh vi 1a nén tang phan-Facebook. So v6i Facebook, Google+ cho
phép nguai dung kiém soat cai dat bao mat chat ché hon. Google+ ciing dé dang
thu hit hang triéu nguwoi dung, vi Google da két ndi Google+ vGi nhiéu nén tang
hién c6é cia minh, nhw Gmail va YouTube, dé gitip n6 khdi dau suén sé hon. Tuy
nhién, do khong xac dinh dwgc mét muc dich ro rang nén Google+ khong bao gio
kich thich dwgc ngwoi dung twong tac. Mot nhan vién cii ctia cong ty cho biét “Ro
rang la néu nhin vao cac chi s6 trén moi nguwoi dung, ban sé thdy moi ngudi
khong dang bai, khong quay lai va khéng thuc sy twong tac vGi san pham. Sau
thang sau, ngudi ta bat dau c6 cam giac la thyce ra né khéng hé hoat dong.” Gidi
nha bdo cong nghé con noi dua rang, nhitng nguwdi duy nhat st dung Google+ la
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nhan vién cua Google. Rat dé thdy tai sao Google can Google+ ton tai — n6 sg
moi de doa canh tranh ti* Facebook — nhung vi khong bao gio c6 thé tim ra cach
dung co6t 16i va nhom nguwoi dung c6t 16i nén Google+ trd thanh thi trdn ma véi s6
lwgng ngwoi dung 16n nhung thue ra khong hé hoat dong, giong nhw Myspace.

HIEU UNG MANG PAO NGUQC VA CAI CHET CUA LOI THE NGUOI
PI PAU

Khai niém Dinh luat Moore vé hiéu tng mang con mot van dé nghiém trong
khac. Khéng phadi tat cd cac hiéu tng mang déu tich cyc. Mot s6 ngwdi dung cé
thé hanh dong theo nhitng cach gy anh huwéng tiéu cwc dén nguwdi khac. Hoac,
noi thang ra, mot s6 ngwoi dung lam hai ngwdi khac. Nhitng ngwoi dung “xau”
nay tao ra cac hiéu *‘ng mang dao nguwgc — cang xuat hién nhiéu hoat dong c6 hai
nay, gia tri ma nguwoi dung nhan dwgc tv mot mang lwdi cang it di. Hay nhin
chuyén xdy ra véi Chatroulette. Hau hét nguwoi dung tim dén Chatroulette vi
mudn néi chuyén véi mot ngwdi la ngau nhién. Piéu ma ho khong muén tim la
nhin thdy can canh mot ga trai khéa than ram rap. Tan suat ban gap phai trai
nghiém khong mong muoén nay cang cao thi khd nang ban tiép tuc st dung
Chatroulette cang thap. Vi du khéc la tinh trang “choi kham” trong céac binh luan
va thong diép trén Internet, trong d6 mot ngudi dung cd y choc tirc hodc xtc
pham nguoi khac. Hay cac Fakester da “danh chiém” Friendster, nhitng ngudoi
chuyén spam va san moi da gay nén tai tiéng cho Myspace. Tat ca déu la vi du vé
hiéu *ng mang dao nguwgc. Thay vi dem lai 1gi ich cho mang lwéi bang cach tao
ra gia tri cho nhitng ngwoi dung khac, thi bo phan ngwdi dung xau nay lai gay hai
hodc tao ra chi phi tiém an cho ho. Néu khong dwoc kiém soat, nhitng nguwdi dung
x4u nay co6 thé xam chiém mang lwéi va day ngudi dung khac di. Giong nhu van
dé “qua chanh” trong céc thi truong tiéu dung khac, nguwoi dung cé chat lwgng
kém c6 thé dudi hang hoa tot di. Khi cé nhiéu ngudi dung xau tham gia, ho tao ra
mot hiéu *'ng mang dao ngugc thic day ngwoi dung khac roi bé nén tang. Vi vay,
mac du moi nén tang déu danh nhiéu nguon lyc dé c6 gang phat trién nhanh nhat
c6 thé nhwng déi khi ban nén can than vdi diéu wdc ctia minh.

Khai niém hiéu tt’ng mang ddo ngugc nay quan trong vi n6 thay doi rat nhiéu
hiéu biét cua chiing ta vé cach xay dung mang 1w6i ding din. Y twong vé hiéu
’ng mang va sy rap noi ctia ching thong qua Dinh ludt Metcalfe bat dau duogc
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nhiéu nguwoi biét dén vao nhitng nam 1990, khi Internet ngay cang pho bién. Dya
trén co s¢ la mot y niém gian lwgce thai qua vé cach mang lwéi tao ra gia tri, quan
diém chung vé hiéu *ng mang xem su canh tranh giita cac nén tang chi don gian
la chuyén lam sao dé trd nén 16n nhat trong thoi gian nhanh nhat. Khai niém nay
con duge goi 1a 1oi thé ngudi di dau (first- mover advantage). Y twéng 10i thé ké
di dau c6 sitc manh dén nodi “no co6 thé ngay lap tirc gitip mot start-up thu vé hang
triéu do la von tai trg, xuat hién khap noi va chinh phuc dwgc cac thanh vién ban
giam doc, nhitng nguwdi cé vé quan trong, du chi trong choc 1at,” cay but cong
nghé Kevin Maney ctia t0 USA Today n6i. Hay la nguwoi dau tién “danh chiém”
bat ky danh muc kinh doanh m&i nao trén Web va n6 sé la danh muc cta ban,
hodc ngudi ta nghi nhv vay. Y twdng vé 1oi thé ngudi di dau bi anh hwéng ning
né sau cu phat né cua bong bong dot-com, nhung né van song sét cho dén ngay
nay. Steve Blank, mot doanh nhan thanh 13p hang loat cac cong ty va la mot trong
nhitng nguoi sang lap phong trao Khai nghiép Tinh gon (Lean Startup), da goi 1gi
thé ngwoi di dau la “mot y twdng khong thé chét.” Trong qua khit, mot phan ctia
van dé ma khai niém nay gap phai la né dwoc ap dung cho cac cong ty khéng céd
bat ky hiéu 'ng mang thuc sy nao, véi rat it 1gi thé bén vitng, ngay ca khi ching
thanh cong. Pets.com va Kozmo.com la hai vi du to ky nguyén dot-com. Tuy
nhién, sy nhan manh vao 1gi thé nguwdi di dau con gay ra mét van de khac, do la
né gieo vao dau ban nhitng suy nghi sai lam vé chién lwgc ban nén chon khi
muon m@ rong mot mang lwdi. Hé tw duy tang trudng-bang-moi-gia la mot 1y do
quan trong khién nhiéu nén tang ban dau c6 sitc hit rat 1é6n nhung vé sau lai
thuong that bai trong viéc dat dwgc quy mo ky vong. Ca Friendster va Myspace
déu 16n rat nhanh. Nhung ching dwoc nhw vay cha yéu la nho vao viéc phét 1o
nhitng anh hwdng ma sy tang tredng nay gay ra doi vGi chat lwgng ctia nén tang.
Trong trwong hop cua Friendster, n6 khong thé tao ra mot hé thong manh mé dé
t xac dinh cho minh mot danh tinh that ngay tir dau. Két qua la, phan 16n sy tang
treéng cdia no dén tir ho so gia, nhitng hé so khién nhiéu ngwoi dung cot 16i khé
chiu. Khi Friendster c6 gang dé loai bo nhitng ngwoi dung gid nay, nhiéu nguoi
trong s6 ho bé di, va tang trwdng gidm manh. Myspace cling gdap phai van dé
twong tw. V6i nguon goc ty do phong khoang hon, khong dang ngac nhién lam
khi Myspace thiéu sy tap trung vao chat lwgng ctia co sé nguwdi dung. Mot cong
ty ki€ém tién bang cach cai dat phan mém gian diép trén may tinh ctaa ban thi it c6
kha nang coi trong may chuyén nhw quan tri cong dong hay chat lwgng nguoi
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dung. Myspace c6 tinh tao ra mot hé thong quan tri rat han ché va chi bat dau ap
dat mot so bién phap kiém soat sau khi hitng chiu sy 1én an ctia gigi truyén thong
va stic ép tir chinh quyén. Vi dy, mot phan ké hoach tang trudng ban dau ctia
cong ty la mét tour tiéc tung hop dém qua mudi bay thanh pho, véi chiéu tro st
dung nhitng c6 gai an mac thiéu vai dé thu hit ngwdi dung méi. Khéng c6 gi bat
ngo, vé sau Myspace da gap phai van dé 16n khi cac hinh anh khiéu dam xuat
hién trén ho so ngwoi dung. Trong céd hai trwong hgp nay, cong ty déu wu tién
tang trudng hon tat cd nhitng yéu t6 khac, va da c6 lic né la mang xa hdi 16n nhat
trén thé gidi. Nhung vi hiéu tng mang ddo nguwgc ma sy tang tredng nay la chi
sém nd toi tan.

Nguwoi dung gia da gitp Friendster phat trién nhanh chéng, nhung thanh
cong cua né chi nhw mot lau dai cat. Mang Iw6i ctia né sup do ciing nhanh nhw
lic phét trién. Twong ty nhw vay, khi Myspace 16n manh thi tai tiéng ctia né cling
16n theo. Trai nghiém ngwdi dung ctia n6 xuéng cap vi nhiéu hé so nguwoi dung
day ray cac loai tin rac va quang cdo ma ban hay thay trong hop thu rac ctia minh.
Tinh trang thiéu chat lwvgng nay da dudi nhiéu nguwdi dung cot 16i cia Myspace va
ngan chdan mot cach hiéu qua bat ky tiém nang tang tredng nao trong twong lai
bang cach doa ngudi dung mdi sg chét khiép. Nhw cd hai vi du nay déu cho thay,
viéc la nguoi dau tién tham gia thi treong véi nhitng con s6 an twgng khong phai
la tat ca. Mot mang lwéi 16n khong phai 1a mot dwong hao tét néu n6é qua 6
nhiém.

Trong mot phan tich da chiéu hon vé hiéu tng mang, tam quan trong cua lgi
thé nguoi di dau gan nhw bién mat. Ping, tang tredng rat quan trong, nhat la khi
nhiéu nén tang dang ganh dua nhau dé gianh quyén kiém soat. Do ap luc canh
tranh nén hau hét cac nén tang déu cam thdy can phai tich liiy ngwoi dung nhanh
nhat c6 thé. Sy khan treong nay c6 ly. Tuy nhién, tang tredng khong phai la con
ran ty can dudi ctia chinh minh. M6t mang lwéi 16n, 1an at thi trwong sé hitu lgi
thé so v6i nhitng cong ty mdi tham gia va do6i tha canh tranh nhé hon, nhung lgi
thé do chi quan trong néu n6 bén virng.

Khong phai tat ca cac kiéu tang trwdng déu tot. Tang trwedng hitu ich khi né
tao ra nhiéu gia tri hon cho ngudi dung cta ban. Tang trudng ciing la yéu t6 cho
phép mot nén tang kiém du tién dé xay dung mot cong ty bén vitng va cé kha
nang phong thu. Nhung dé bién nhitng 1gi thé nay thanh hién thuc, mang lwdi caa
ban phai tang trudng bén virng. Néu khong, n6 cé thé sup do bat ct Iic nao. Nhw
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chung ta da thao luan trong chwong 3, nén tang dich vu gia dinh Homejoy la nan
nhan md&i nhét cta sai lam nay. Coéng ty dudi theo ting tredng ma khong chad y
dén chat lwgng dich vu minh cung cap. Két qua la, Homejoy c6 ty 1é gitt chan
nguwoi dung rat thap so vdi cac doi tha canh tranh, va phdi dot tién dé cé dugc
nhitng nguwdi dung hau nhw khong bao gio quay lai. Cong ty déng ctra vao thang
7 nam 2015. R4 rang, chién lugc chay dua dé gianh dwgc ngwdi nao hay nguoi
ndy la mot sai lam. Hay chon loc mét cach khon ngoan.

NGUOI DUNG CUA BAN DPINH NGHIA NEN TANG CUA BAN

Nhiéu start-up nén tang & giai doan dau nghi minh la céng ty phan mém.
DPay la mot sai [am. Cac cong ty phan mém tap trung rat nhiéu vao cac tinh nang
ho tao ra va it chu trong dén cong dong dang st dung nhitng tinh nang dé. Nguai
ta thwong nghi rang, néu ban tao ra mot loat cac tinh nang “sat thu” thi nguoi
dung sé thich st dung chiing, cong ty sé tang trudng va thanh cong. Néu ban chi
stfa tinh nang nay mot chat, doi vi tri nit bam kia mot chat, tw nhién cong ty ban
sé tang trwong. Vé ban chat, quan diém nay khong sai. Viéc t6i wu hoéa thyc sy
quan trong doéi v6i bat ky cong ty phan mém nao. Nhung doéi véi mot nén tang,
ngay cd mot nén tang dugc xay dung vdi phan mém di kém, thi tinh nang “sat
tha” t6i thuwgng chinh van la gia tri ctia mang lwdi. Trén thyc t€, nén tang cang
thanh cong thi cac tinh nang ctia n6é cang it quan trong. Khi nén tang ctia ban phat
trién, ban tr bo rat nhiéu quyén kiém soat dé doi 1ay tinh hinh tai chinh t6t hon va
nhiéu gia tri hon. Nhung ban phdi can than chd y dén nguwdi ma ban sé moi tham
gia. Khi mang cta ban da dinh danh xong, viéc tai dinh hinh mang lwéi sé rat khé
khan.

Trong nam 2012, nén tdang Momo cua Trung Quoc da hoc duwgce bai hoc nay
mot cach dau thuwong. Momo la mot nén tang nhan tin tic thi dwa trén vi tri, cho
phép nguoi dung tim va nhan tin cho nhitng nguwdi la gan dé. Cé 1é ban da doan
ra y twdng nay dan dén diéu gi. Bat chap viéc cac chi sd hitu da c6 gang hét sirc
c6 thé, Momo van néi tiéng nhv mét itng dung tim ban tinh chéng vanh. Mot
video lan truyén da mo ta né nhu “mot cong cu ky diéu dé kiém tinh mot dém.”
Cong ty da chi hang triéu do la cho hoat dong marketing hong no lyc ddo ngugc
tinh thé nhung vo ich. Gan day hon, Tinder, ¢ng dung cta My giong Momo, da
gdp phai van dé twong tuy sau khi n6 tré nén ndi tiéng la wng dung tim ban tinh
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chéng vanh cta nwéc My. Vao thang 9 nam 2015, trén trang chu cua Vanity Fair
tham chi con dang tai mét bai viét c6 tiéu dé “Tinder va Binh minh ctia “Ngay tan
cho nhitng cudc hen ho” (Tinder and the Dawn of the “Dating Apocalypse”). N6
mo td ¥ng dung nay nhuw thanh phan trung tdm cta cai goi la van hoa tinh duc
budng tha. Tinder da dap tra trén Twitter, va sy viéc dugc vi nhw mot cudc khung
hoang PR trén truyén thong xa hoi nhung tir trdc dén nay, cong ty van phan doi
bang tuyén boé n6 khong chi la &ng dung danh cho nhitng cudc tinh chéng vanh.
Tinder lam nhw vay vi mét 1y do chinh dang: Néu né chi la mot ¢ng dung tim tinh
mot dém, thi thi trudng cia né sé nhé hon nhiéu. Nhwng nhitng n6 lyc cia n6 hau
nhu khong thay doi dwgc nhan thic ctia cong ching.

Néu van dé vé danh tiéng nay chi mang tinh ngan han thi né da chang phai
chuyén gi to tat doi v6i nhitng nén tdng nhv Momo va Tinder. Nhung su tang
trrdng trong mang lwdi khong phai 1a ngau nhién. N6 phu thudc vao ca qua trinh.
Dbiéu do6 co6 nghia 1a gi? Co6 nghia la nhitng loai ngudi dung ma mang ctia ban sé
thu hat trong twong lai phu thudc vao cac thanh phan va hanh vi ctia nguwoi dung
cua ban trong hién tai. Sy tang treong trong twong lai cia mang lwdi phu thudc
vao con duong ma n6 da di qua dé dén dugc do. No6i cach khéac, nguwoi dung
khong dwa ra quyét dinh ngau nhién vé viéc tham gia mot nén tang. Nhitng nguoi
dung méi tiém nang dugc thic day bdi sy quan tam (hodc ghét bd) cta ho doi voi
co s@ ngwoi dung hién tai. Khi mot nén tang da thu hit da s6 lwgng tGi han cta
mot loai nguwdi dung nhat dinh, sé c6 nhiéu nguwdi dung cung loai ting hd né hon.
Céac nén tdng hen ho 1a mot vi du hét sitc don gidn. Thong thuong, nguwdi dung cé
s@ thich rd rang v&i nhitng méi quan hé hodc la chéng vanh, hodc 1a 1au dai. Néu
mot nén tang thu hit nhiéu ngwdi dung thich tim kiém nhitng cudc tinh thoang
qua, hién nhién n6 sé duwgc xem nhw la mot nén tang phuc vu muc dich dé. Mot
khi nén tang duwgc biét dén rong rai gan lién véi mot loai ngwdi dung nhat dinh,
né gan nhu sé khong thé ty dinh vi dé thu hit cac loai ngwoi dung khac dugc nita,
bat ké no co6 tiép thi vé minh nhw thé nao hay gidi thiéu nhitng tinh nang gi di
nita.

Ban chat phu thudc vao ca qua trinh cia cac mang lwdi khién cho viéc thiét
ké nén tang tréd nén ddc biét quan trong trong giai doan dau. Nhitng ngwoi st
dung mot nén tang ngay khi né mai hoat dong c6 thé anh huwdng 16n dén quy dao
tang trudng cua nd. Khi mang lwdi cia ban van dang trong qua trinh hinh thanh,
ban c6 dugc don bay 16n nhat dé dinh hinh cong dong va van héa ctia cong dong.
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Nhu ching t6i da mo ta trede day, nhitng nguwoi sang 1ap cua Facebook dac biét
can trong trong cach xay dung mang lwéi cia n6. Khong giong nhw cac doi thu,
Facebook can nhac rat ky lwdng vé viéc né6 mudén cong dong ctia minh sé la gi.
Neén tang nay ap dung nhitng quy tac nghiém ngat dé ngan chan hanh vi xdu, mac
du nhom doi twgng dau tién ma né huwéng dén la sinh vién dai hoc (day ciing
chinh la nhitng ngudi dung dau tién ctia nén tang). Khi ké lai nhitng ngay dau cta
Facebook, Mark Zuckerberg néi rat nhiéu vé tam quan trong ctia viéc hinh thanh
van héa cong dong cho no. Facebook chu y xay dung “mot nén van hoa cia danh
tinh thuwc,” Zuckerberg n6i. Anh va Dustin Moskovit, ngwoi dong sang lap
Facebook, da c6 mot “cudc tranh ludn rat lau vé y nghia cda chat lwgng doi véi
chuing t6i va vdi cong dong ma ching td6i muon thiét 13p, va vé van hda cia no.”
Nhitng ngwoi sang lap Facebook cé tam nhin rat rd rang vé nhitng viéc ma
nén tang sé lam — ngay ca khi diéu nay c6 nghia la dan than vao mét con duong
hoan toan khac véi déi tha thanh cong nhat cia n6. “Ban dau, Myspace la dich vu
tot hon nhiéu dé gap g moi ngudi,” Zuckerberg noi. “Facebook chwa bao gio wu
tién viéc gap ban mdi. N6 phuc vu muc dich két n6i v6i nhitng nguwoi ban da biét
va hinh thanh nén mét tdim ban d6 ctia nhitng moi quan hé thyc sy hién hitu trong
thuc t€.” Biéu nay dong nghia vdi viéc moi nguwdi budc phéi st dung danh tinh
that ctia minh trén Facebook va chi c6 thé dang ky thong qua dia chi email .edu
do nha trwong cap. Bang cach nay, Facebook ngan chdn dwgc tinh trang ho so gia
tran lan (trwong hoc thwong chi cap cho moi sinh vién mot dia chi email) va hinh
thanh tién 1é cho viéc nguwoi dung hanh dong trén nén tang nhw chinh ho ngoai
doi. Theo Zuckerberg, “hau hét moi nguwdi twong tac tric tuyén mot cach an
danh. Luc bdy gio, ngwoi ta nghi rang kha dang sg khi dwa tén va danh tinh that
ctia minh 1én mang ma khong dugc kiém soat quyén riéng tw mot cach ding dan
va khéng c6 co sé ha tang cho cdng dong. Day chinh la phan 16n nhitng gi ching
toi xay dung — mot nén tang noi moi nguwdi sé thodi mai chia sé theo cach do.”
Khéac véi Friendster, nén tang da that bai trong viéc xay dung cong dong dwa trén
danh tinh thuc cua nguoi dung, Facebook tap trung tao ra cong cu va co s ha
tang dé kich hoat va phat trién mot nén van héa dya trén danh tinh thyc nhw vay.
Ngoai ra, quy dinh chi dugc dang ky bang email .edu dugc ap dung nham c6
y han ché sy phat trién ctia Facebook & cac treong dai hoc. Cong ty 6 tinh kim
ham t6c d6 tang trudng cda nén tang, Zuckerberg cho biét. Facebook mudn chac
chén rang né da san sang tredc khi m@ rong mang lwdi cua minh. “Friendster la
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dich vu tiém an rat nhiéu van dé nghiém trong. Ho phat trién nhanh va rat kho dé
ho m& rong quy mé. Viéc ching t6i c6 thé di tir truong no dén treong kia va toi
wu héa dich vu, nang cao hiéu qua cua né va gidi thiéu cac tinh nang méi ma van
dam béo chiing sé hoat dong tot, t6i nghi do6 thue sy la chia khéa then chot.” Mac
du c6 thé sé dé dang phat trién trong ngan han ma khong c6 nhitng rang budc nay,
nhung chién lwgc tap trung vao van héa cong dong da thiét 1ap mot chuan muc
dong nhat cho sy tang trudng bung nod sau nay cta Facebook khi n6 mé rong ra
ngoai pham vi treong hoc. “Khi ching t6i dat t6i vai triéu nguwdi dung va nén van
héa da dugc thiét 1ap, ching t6i c6 thé trién khai mot co ché 16n hon nhiéu dé duy
tri nén van héa dé mac du hau hét moi nguoi trén thé gigi khong c6 email dugc
cap bdi mot t6 chirc nao dé dé xac thue danh tinh cia ho.”

Gio day, ngay ca khi da c6 1,5 ty ngwoi dung, van héa danh tinh thuc cua
Facebook van la mot phan c6t 16i ctia nén tang. Trong ndam 2008, cac nhan vién
Facebook tham chi da vo hiéu hoa mot tai khoan thudc sé hitu caa nit dién vién
Lindsay Lohan sau khi phat hién ra co6 nay hoat dong trén Facebook dudi mot cai
tén khac. Van hda danh tinh thyc nay cling 1a mét ly do quan trong khién
Facebook cé thé vuegt qua Myspace — mot chién tich ma khong ai cé thé nghi dén
vao nam 2005. Thai d6 thé-nao-cling-dwgc ctia Myspace da khién nhiéu nguai
dung bo di. Nguwoc lai, Facebook “thiét 1ap chuan muc dong nhat nay, khién
Facebook c6 rat nhiéu dir liéu sach,” Zuckerberg néi. “Ban c6 thé tin twéng nd.”
Bai vi két qua cua cac mang lwéi phu thudc vao ca qua trinh hoat dong nén hiéu
tng nay duogc tich liiy dan theo thdoi gian. Trong mot nghién citu, nha nghién ctitu
danah boyd (ngwoi khong thich viét hoa tén minh) ctia Microsoft con so sanh sy
sup do cua Myspace véi hién twgng chuyén bay trang & cac thanh phé cia MJ.
boyd cho rang, Myspace da ty bién minh thanh mét “khu 6 chudt k¥ thuat so,”
tiéng xau nay khién nguwdi dung xa lanh né, nhiéu nguwai trong sé ho lao vao vong
tay rong m& cho dgi ciaa Facebook. Nguwoc lai, sy chon loc nguoi dung cuta
Facebook, dong doi Ivy League, va danh tiéng sach hon da thu hat nhom doi
twgng sinh vién dai hoc va gép phan thic day tang tredng trong giai doan dau.
“MySpace giong nhuw mot bita tiéc 16n, va roi tiéc tan,” Michael J. Wolf, cyu Cha
tich cia MTV Networks tric thudéc Viacom nhan xét. “Facebook thi tré thanh
mot phuong tién lién lac hitu ich nhiéu hon.”
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MANG LUOI VA TRINH TU NGUOI DUNG: KHONG PHAI TAT CA
NGUOI DUNG PEU PUQC TAO RA NHU NHAU

Phuwong phap tinh toan hiéu (tng mang truyén thong con ton tai mot van dé
nghiém trong khac. N6 khong chi gid dinh rdng tit cad cac hiéu ng mang déu
mang tinh toan cau, ma con gia dinh rdng tit cd nguwdi dung déu c6 gia tri ngang
nhau doi vdi toan bd mang lwdi. Tuy nhién, trong thyc té, diéu nay khong ding.
DPo6i véi mot nén tdng, mot s6 ngwdi dung cé gia tri hon so vGi nhitng ngwoi khac.
Dbiéu nay thé hién dac biét ro rang trén cac nén tang noi dung nhw YouTube hodc
Twitter, noi nguwdi dung noi tiéng c6 nhiéu ngudi dang ky hodc ngudoi theo doi
hon da s6 con lai. Khéng cé gi dang ngac nhién, cd hai nén tdng nay déu khong
tiéc cong strc dé thu hidt thanh phan néi tiéng nay, tao ra cac tinh nang dac biét va
trién khai cac sang kién marketing nham gitt lai nhitng nguwoi dung c6 gia tri nhat
ctia minh. Sina Weibo va Youku Tudou, 10i dap tra cia Trung Quoc lan lwgt cho
Twitter va YouTube, ciing theo dudi nhitng chién lwgc twong ty dé thu huat ngudoi
noi tiéng. Thé nhwng, tdm quan trong cia nhom ngwoi dung “ngdi sao” khong chi
c6 6 mot so loai nén tang nhat dinh. Tat ca nhitng san giao dich dich vu hang dau,
bao gom Uber, Lyft va Handy, déu 4p dung nhiéu chwong trinh nham khuyén
khich nha san xuat ctia ho nhan thém viéc trén nén tang. D4i vdi nhitng nén tang
nay, cac nha san xuat chat lwgng cao, phuc vu toan thdi gian dac biét c6 gia tri, vi
ho goép phan cai thién ca tinh thanh khoan lan chat lwgng ctia mang 1uéi.

Két hgp sy that nay vdi tinh chat phu thudc vao ca qua trinh cia mang lwéi,
ching ta sé thdy rat ro rang trinh tw thu hit ngwoi dung cta ban c6 thé anh hudng
manh dén sy phat trién cia mot mang lwgi. Doi v6i cac nén tang, khong chi s
lwgng nguwdi dung, ma ca trinh tw thu hat cac nhém ngudi dung ciing la yéu toé
then chot. Bay 1a mot ly do quan trong khién nhitng nén tang phat trién nhw Xbox
chi manh tay dé dam béo cho céc tro choi “dinh” doc quyén khi ra mat. Microsoft
da chi 1 ty do6 la dé dam bao 15 cai tén doc quyén cho Xbox One — hé thong choi
game m@i nhat ctia n6. Muc tiéu la sém thu hiat mét s6 it nhitng tro choi dang
“hot” vi cho rang diéu nay sé thu hiat dwgc rat nhiéu ngudi tiéu dung, tiv dé thu
hit thém nhiéu nha phat trién chat lwgng cao hon nita sang tao tro choi cho Xbox
One.

Mot cach pho bién dé cac nén tdang méi hoan thanh muc tiéu nay la khi mai
hoat dong, chi cho phép mot tap nguwoi dung cé gia tri cao tham gia mang luGi.
Nhu chiing ta da tim hiéu, Quora bat dau nhw mét mang lwéi chi danh cho nhitng
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ngwoi dwgc moi, nham dén cac nha dau tv mao hiém va nha khdéi nghiép xuat
ching trong linh vyc cong nghé. Bang cach két néi mang lwdi chuyén gia nhd,
day dac va doc quyeén nay, Quora c6 thé xay dung mot kho Iwu trit ni dung chat
lwong cao. Sau khi s@ hitu nhém ngwdoi dung gia tri cao dau tién, Quora dé dang
thu hit d6i twong khan gia rong hon. Nhiéu nguwdi dung méi muon tiép can nhitng
kién thitc va hiéu biét cia nhém nguwdi dung ban dau dé, vi vay ho sé c6 dong luc
manh mé dé tham gia Quora. Cudi cung nén tdng m@& ctta cho tat cd moi ngudi
tham gia va trd 10i cau héi. Gan day hon, Medium, mét nén tang blog pho bién do
Ev Williams, nguwoi sang l1ap kiéem cyu CEO cua Twitter, xay dung da dugc ra
mat v@i to cach mot mang Iwdi chi danh cho nguwdi dwgc maoi, gidi han trong
pham vi cac nha bdo, doanh nhan thanh dat va cac nhan vat c6 kha nang dan dat
tw twong trede khi m@ civa cho dai ching. “Triét 1y cua ching t6i 1a chat lwgng
tao ra chat lwgng, vi vay chiing t6i sé phat trién Medium mot cach khén ngoan,”
Williams chia sé vao nhitng ngay dau ra mat nén tang. Chién lwgc bat dau véi
nhitng nguwdi dung chat lwgng cao nay da gitip nén tang cé rat nhiéu ndi dung cé
chat lrvgng, nho dé thu hut rat nhiéu doc gia va cac nha san xudt khac muodn tiép
can ho. Pinterest, mot nén tang noi dung chia sé dnh dang dugc dinh gia & mic
hon 10 ty do la, cling ap dung mot chién lwge twong ty. Khi méi ra mat, Pinterest
chi danh cho nhitng nguwdi dwoc moi, tic 1a cac blogger thiét ké c6 sitc anh
huwéng. Bat cit ai cling c6 thé xem “ghim” (pin) va duyét nhitng “bang ghim” trén
Pinterest, nhung triéc khi ban cé thé tao va tuyén chon ghim ctia minh, ban phai
yéu cau mot 10i moi. Chién lwge nay da gép phan hinh thanh nhu cau, vi bat cit ai
theo doi cac blogger trén nén tang déu cé thé xem cac ghim caa blogger do.
Nhung néu ho muén ty dang ghim ctia minh, ho can phai tim dwgc mot 10i maoi.
Nhitng blogger thu hit nhiéu nguwdi dung nhat sé dugc Pinterest cdp nhiéu 16i
moi hon, tao cho cac nha san xuat ban dau ctia nén tang mot dong lwc manh mé
dé tao ndi dung va thu hut ngwoi tiéu dung. Nhitng ngwoi dung “ngbi sao” nay
déng vai tro la nam cham kiém ngwoi gac cong cho mang lwéi — mot vi tri gidp
ho c6 cam thady minh nhw ngwdi ndi tiéng va dwogc trong vong — két qua la ho rat
vui long mang doc gid ctia minh dén Pinterest.

THANG HIEU UNG MANG: KHUNG PHAT TRIEN MANG LUOGI CHAT
LUQNG CAO

https://thuviensach.vn



Bay gio, khi da c6 cai nhin da chiéu hon vé cach cac mang luwéi hoat dong,
ching ta sé ndi vé viéc xay dung hiéu *’ng mang. R0 rang, viéc tao ra mot mang
lwGi phitc tap hon la viéc chi tap hgp that nhiéu nguwdi dung, tuy nhién cho dén
bay gio' van chwa c6 mot khung thay thé dé hiéu dwgc phat trién chat lwgng mot
cach c6 hé thong khi mang mé rong la nhu thé nao. Nhung ngay lic nay thi cau
trd 10i cho van dé chinh la: Thang hiéu (tng mang (xem Hinh 7.3).

"

([ 1]

(éng dong:
" Thigt lap v ap dét nhiing quy tac nham
£% quan tri hanh vitrong hé sinh thai cta ban

Sut hap tac: e

Cac thanh vién lam viéc cho nhau va cong tac
Vi ha dé tao ra gié titing thém
q

Hoat dong gidm tuyén:
R Téchlcva phin ogithng
e trén nén ting
Hoat ddng giao tiép:
Céc hoat dang tuang tac thc su dién ra -4
qila nhiing ngudi dung trong nén tang - ., )
Sukét ndi:
56 romg hoat dong tuong tc vé mat 1y thuyt
trong cong dong

Hinh 7.3. Thang hiéu ttrng mang
Nam “nac” trén chiéc thang thé hién 5 khia canh chat lvgng trong mang lugi
cia mot nén tang: Sy két noi (Connection), Hoat dong giao ti€p
(Communication), Sy hgp tac (Collaboration), Hoat dong giam tuyén (Curation)
va Cong dong (Community). Muc tiéu cta bat ky mang lwéi nao ciing nén la nang
cao chat lwgng va mirc do tham gia cong dong khi nén tang 16n dan bang cach leo
len trng bac thang mot qua thoi gian.
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Su két noi

Sv két ndi la bwdc co ban nhat trong viéc xay dung mang lwéi. Ban can thu
hit ngudi tiéu dung va nha sdn xuat dé tang so lugng cac cap twong tac xét vé
mat 1y thuyét trong cong dong. Khi moi nguwoi tham gia, hay mot diém duwgc thém
vao do thi két noi, s6 lwgng két noi ly thuyét sé tang gap doi.

Can nhan manh day la cdc két néi ly thuyét, vi ban than két noi khong
chuyén héa thanh hoat dong twwong tac thyc té. That khong may, nhw ching ta da
thay v&i Dinh luat Metcalfe, hau hét moi nguwdi déu nghi rang, hiéu 'ng mang bat
dau va két thic & budc nay.

Hoat dong giao tiép

Hoat dong giao tiép la cach ban bién nang lwgng tiém nang cta sw két noi
thanh dong nang bang cach khuyén khich cac giao dich thyc té giita nhitng nguoi
dung cta nén tang. Cac nén tang 16n manh nhw Facebook va Kickstarter cung cap
hang loat co hoi twong tac ¢ khap noi chit khong chi don thuan gom nguwoi dung
vao mot nén tang. Twong tw, trong chuwong 3, ching ta da thdy cach kich hoat
hoat dong giao tiép gilta cdc nguwoi dung chinh la chia khoa cho sy thanh cong
cta san giao dich Taobao thudc quyén s& hitu ctia Alibaba. Muc tiéu & day la tap
trung vao viéc tao diéu kién cho nguwoi dung twong tac tot hon, dé ho thuc sy cé
thé trao doi gia tri. Néu khong cé buéc nay, gia tri ly thuyét cia mot mang lwéi sé
van chi la ly thuyét. Viéc tao ra twong tac gitta nguwdi dung la cach khéi tao quyén
nang ma thuat. Nhw ching ta da thdy véi giao dich c6t 16i, mot nén tadng can thic
day nguoi dung ctia minh tao ra va tiéu thu gia tri. Vi du, nhw da néi, Myspace
van c6 300 triéu ho so nguwoi dung, véi vo so cac két noi tiem nang, nhung né chi
nhw mot cong vién giai tri khong 16 hoang vang. Khong c6 gi té hon mot bita tiéc
thué DJ ma khong ai buon nhay. Hay khuyén khich nguwdi dung hoat dong.

Hoat dong giam tuyén

Hau hét cac nén tang déu dwa mot s6 yéu to giam tuyén vao buwdc bu dap cta
giao dich cot 16i. Pho bién nhat la hé thong danh gia va xép hang uy tin. Vi duy,
khi stt dung Uber, hé thong yéu cau ban phai xép hang tai xé ctia minh sau khi
hoan tat giao dich r6i méi co6 thé giti yéu cau khac. Nhung do khong phai la tat
ca: Tai xé cling danh gia hanh khach theo cing mét cach nhw vay. Khi ban goi xe
trén Uber, tai x€ c6 thé xem két qua danh gia hanh khach ctia ban va khi ho chap
nhan, nén tang cho ban biét két qua danh gia ctia ho. Cac hé thong xép hang uy
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tin nay khuyén khich giao dich chat Iwgng cao tir ca ngudi tiéu dung lan nha san
xuat. Bang cach moi nguwoi dung cung cap gia tri thong qua y kién phan hoéi, nén
tang kéo ho vao quy trinh duy tri chat lwgng mang lwgi ctia n6. Tuy nhién, mot
nén tang co thé di xa hon nita bang cach moi ngwoi dung tao ra gia tri tang thém
thong qua hoat dong sap xép lai cong viéc ctia nguwdi khac. Viéc cho phép chia sé
hoat dong siéu sang tao nay tao ra phan khiic nha san xuat mdi trong mang luwdi,
c6 vé nhu sé 1ap day tat ca nhitng khodng trong gia tri ma cac nha san xuat ban
dau dé lai. Nhiéu nén tdng ndi dung st dung dang hoat dong giam tuyén nay dé
kich hoat cac loai hoat dong san xuat b6 sung. Vi du, mét tweet chia sé lai tweet
khac (retweet) vira cung cap thong tin phan hoi trén tweet goc, vira dua né téi
mot nhom nguwoi doc m6i (nhitng nguwoi theo doi cia ban). Tuwong tw, ¥ng dung
phat nhac Spotify cho phép thé hién danh gia cd nhan xung quanh ndi dung
khong phai do ban tao ra, ma thong qua danh sach phat (playlist).

Khi tao mot danh sach phat, tttc la mot danh sach cac bai hat cua nguoi
khac, ban dang tao ra loai hang ton kho mé&i cho nén tadng. Nhitng nguoi dung
khac c6 thé theo d6i hodc sao chép mot danh sach phat dé nghe bo suwu tap ca
khiic da dugc ban tuyén chon. Hinh thitc sang tao thong qua hoat dong giam
tuyén nay cho phép nguoi dung tao ra mot 16p ca nhan héa khac trong nén tang
va khuyén khich viéc kién tao va kham pha hang ton kho chat lwgng cao.

Su hgp tac

Hoat dong giam tuyén lién quan dén viéc kich thich ngwoi dung dong gop
vao mang lwéi bang cach hanh dong riéng 1é. Hoat dong hgp tac nang sy tham gia
ciia ngwoi dung lén cap do cao hon bang cach maoi ho lam viéc cung nhau va vi
nhau. AngelList 1a mot nén tang dau tuw giup ban dé dang dau tw vao cac cong ty
khéi nghiép & giai doan dau. Khi mang lwéi phét trién, né da dwa co ché hgp tac
vao trung tdm ctia nén tang. Y twdng hinh thanh AngelList dén vao dau ndm 2010
khi hai nguoi sang lap, Naval Ravikant va Babak Nivi, dang mdt danh sach cac
nha dau tw thién than (angel investor) trén mét blog dau ti mao hiém pho bién dé
lam tai nguyén cho nhitng ngudi sang 1ap cong ty dang goi von & giai doan dau.
Danh sach nay nhanh chéng phét trién thanh mot nén tang két ndi twong thich
gitta nha dau tw vdi cac start-up dang tim cach huy dong von ban dau.

Pén nam 2013, AngelList d@ m& rong mang lwGi cta minh véi khodng
100.000 start-up va 18.000 nha dau tw dugc cong nhan. Vao thang 7 nam do, no
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khai chay mot tinh nang méi goi la lién hiép, cho phép cac nha dau tw hgp tac véi
nhau. Tinh nang nay hoat dong nhw thé nao? M4t nha dau tu sé tao ra mét lién
hiép, thwong xoay quanh mot chu dé hodc luan diém dau tw, nhw vay cac nha dau
tw sé biét ai dang lanh dao lién hiép nay va loai cong ty ma lién hiép sé dau tw vao
la gi. Nha dau tu 1anh dao cé quyén ti€p can ho so goi von cua cac start- up va
quyét dinh dau tw vao start-up nao. Sau do, cac nha dau tw khac c6 thé ang hd
lién hiép bang cach dong y dau tw cung nguwoi lanh dao, vdi nhitng diéu khoan
giong nhau. Khi ban ting ho mat lién hiép, ban cling c6 quyén tiép can wu tién vai
nhitng vong tai trg da c6 nhiéu nha dau tv dang ky hon mitc can thiét.
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Suw hop tac nay gitta cac nha dau tw giip cac nha dau tw nhé hon tham gia
vao nhitng giao dich ma binh thwdng ho sé khong tiép can dugc. N6 cling giup ho
tim thay nhitng d6i twong dau tw chdt lvong, vi nguwdi lanh dao lién hiép chiu
trach nhiém gidm sat hiéu suat ctia khodn dau tw va thwe hién tham dinh chi tiét.
Doi lai, ngudi nay nhan duwgc phan tram hoa hong trén bat ky khoan lgi nhuan
nao ma ngudi ung ho lién hiép kiém dugce tir khoan dau tw d6. Bang cach kich
hoat hinh thitc hgp tac nay gitta nguwdi dung, AngelList da gitp thém nhiéu start-
up nhan dugc tai trg, dong thoi mé ra co hoi dau tw khéi nghiép cho nhiéu nguoi
chua tirng lam vay tredce do.

Cong dong

O cap dd cao nhat cta hiéu qua mang, mot nén tang khuyén khich nguoi
dung ctia minh vugt ra khéi lgi ich cta ban than va bat dau tiép nhan quyén sé
hitu cong dong. Véi budc giam tuyén va hop tac, nén tang khuyén khich nguai
dung tao thém gia tri cho nhau bang viéc khién ho hanh dong mot cach ich ky.
Hoat dong giam tuyén hodc hop tac gitp cdi thién nén tang vi lgi ich cua t6i. Logi
ich ca nhan la mot dong lyc manh mé, nhung & cap dé cong dong, nguwdi dung
ctia mot nén tang trd thanh thanh vién tich cyc trong viéc quan tri va duy tri mang
lugi, chit khong lam vay chi vi muon theo du6i 1gi ich riéng. Nguon séng cta
Wikipedia la cong dong cac bién tdp vién, nhd cé ho ma nén tdng nay hoat dong
nhu mét t6 chite phi 1gi nhuan trong khi van cung cap t6i hon 36 triéu bai viét
bang 291 ngon ngit. Chi riéng phién ban tiéeng Anh cua Wikipedia ciling dua dé in
ra 7.473 cubn sach cé dé day nhu tir dién bach khoa toan thw. Ngay ca khi s@ hitu
mot cong dong 16n nhw vay thi nén tang nay van hoat dong ma khong cé bo quy
tac chinh thitc nao. Trén thyc té€, mot trong nhitng tru cot ban dau cua Wikipedia
la “Wikipedia khong c6 quy tac ¢6 dinh.” Khi nén tang phat trién, cong dong cua
n6 da tiép quan nén tang thay cho nha sang lap Jimmy Wales, ngudi khong thé tw
minh quén ly toan bd hoat dong nhv mdt “nha doc tai nhan tr” nita. Ngay nay,
cong dong trén Wikipedia tao ra va 4p dat nhitng quy tac ngam ciing nhv tap tuc
xa hoi dé quan tri mang lwdi nay. Ho cling la nguwdi thuc thi nhitng chuan muc
cong dong nay bang cach van dung cac chirc nang quan tri quan trong, chang han
nhu x6a va chan nhitng nguoi dung lién tuc chinh sita gian 1an hodc lira dao, va
bado vé cac trang khoi hanh vi chinh swa 1én lut. Nhitng nguwoi dung nay nhan
dwgc rat it 1gi ich trye tiép tir nhitng hanh dong trén, nhung ho lai cdAm thay minh
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c6 quyeén s& hitu doi véi nén tang va mang lwdi cua nén tang. N6i mot cach to tat
thi Wikipedia la cta ho, chit khéng phdi ctia riéng nguwdi s hitu nén tang.

Tuy nhién, mitc do tham gia nay khong gidi han & cac nén tang phi lgi
nhudn. Con rat nhiéu vi du khac nhw Stack Overflow (mdt nén tang hoi dap danh
cho cac nha phat trién) va Reddit, ca hai déu c6 nhitng ngudi dung tham gia & cap
do cao, tao ra va duy tri cac tap quan va tiéu chuan quan tri hanh vi cong dong.
Lyft, doi thu canh tranh 16n nhat cua Uber tai Hoa Ky, cling ap dung cach thic
quan trj twong ty doi vGi cong dong tai xé cua minh. Logan Green va Ryan
Zimmer, hai nha sang lap ctia Lyft, da s6ém quyét dinh mot trong nhitng wu tién
hang dau la tich cyc xay dung cong dong. “Co thé mot s6 ngwoi nghi rang that ky
qudc khi xay dwng han mot cong dong. Cong dong nén la mot 1€ tw nhién,” Green
néi. “Chuing t6i cam thay rang day la hanh dong ding dan, vi néu ban khong lam
vay, dich vu ctia ban cé thé bi bién thanh mot thi nhw Chatroulette. Bang cach
xdy dung cong dong, ban c6 thé tao ra vai quy chuan cong dong.” Nho viéc xay
dyng cong dong tai x€ cia nén tang, Lyft dd gép phan duy tri chat lwgng tai xé
khi n6 da mé& rong ra toan bd thi truong Hoa Ky. Tham chi, Lyft con dau tw vao
cac sy kién ngoai tuyén thuong ky cho nhitng tai xé cia minh nham gitp ho két
noi. Ryan Fujui, cyu tredng nhém san pham ké vé doi ngii phat trién cta Lyft nhw
sau, “Chung t6i t6 chitc rat nhiéu sy kién cong dong cho céac tai xé cua minh.
Thure s, né khong chi giip moi ngwdi cung nhau hinh thanh y thitc cong dong,
ma con gop phan pho bién théng tin va cac phwong phap hiéu qua nhat. Cach t6t
nhat dé hoc tré thanh mot tai xé mdi la tich cwe twong tac véi mot tai xé dang lam
viec.”

TREO LEN CHIEC THANG HIEU UNG

Nam bdc cua thang Hiéu (tng mang thé hién kha nang thu hut, kich hoat va
trao quyén cho nguwdi tham gia. Ban dau, mot nén tang chi phai thu hiat ngudi
dung dé tao két n6i. Nhuwng mudén bién gia tri tifm nang cua nhitng két noi nay
thanh gia tri thue té, nén tang phai kich hoat nhitng nguwdi dung do thong qua giao
tiép. Khi mang lwgi da dugc thiét 1ap va gia tri dang dwoc trao doi, no6 cé thé gia
tang sic manh cta hiéu &ng mang ma no6 s hitu bang cach trao quyén cho ngudi
dung. Bang cach cho phép ngudi dung giam tuyén va hgp tac, né khai thac lgi ich
ca nhan cta ho dé cai thién chat lwvgng trong mang luwdi va tao ra cac loai gia tri
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méi. Cudi cung, mot nén tang cé thé cho phép ngudi dung cia né bat dau tiép
quan quyeén sé& hitu cong dong bang cach trao quyén dé ho goép phan quan tri
mang luwéi. Bang cach leo lén tirng bac thang, nén tang xay dung cac hiéu tng
mang manh hon va tao nén mot mang lwdi chat lwgng cao hon. Ban lén dugc
cang cao, mang luwGi ctia ban cang co gia tri.
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8
Tai sao cac nén tang that bai, va lam sao
dé khong that bai

Nguai ta ci? luén miéng ndi: san phdm nay tét, dén néi ty né cling séng dugc. Piéu ndy hdu nhu
khéng bao gio diing. Nhitng ngudi dé dang noi doi, vdi chinh ho, vdi nguoi khdc hodc vdi cd hai.

- Peter Thiel

13
CL’I’ khodng 10 nam mot lan, mot cong ty, mot thi tredng, mot co hoi lai hoi

tu v&i nhau va thay doi cuc dién. Tt thoi Google dén nay, ching ta mdi lai dugc
chitng kién sy kién nay.” D6 la phan ng ctia cong ty dau tw mao hiém huyén
thoai Sequoia Capital vao nam 2011 khi n6 nhin thady Color, mot nén tang chia sé
hinh anh dwoc khai xwdng béi Bill Nguyén, mot doanh nhan da sang 1ap nhiéu
start-up. Douglas Leone, doi tdc Sequoia Capital, thi nhan xét, “Khdéng c6 ttng
dung nao két n6i moi ngwdi nhw Color.” Color la gi? Bé la “mdt mang xa hoi tic
thdi” ghi lai “trdi nghiém v&i nhitng ngudi xung quanh ban.” Nén tang nay c6
nhitng ngudi sang lap s& hitu hoé so an twong va muc tiéu day tham vong la trd
thanh “Facebook cuta thoi dai dién thoai thong minh.” Cac nha dau tw & Thung
ling Silicon gian dién nguwdi. Ho khong muén bé 1& mdt sy kién 16n nhuw thé.
Khéc vdi Facebook, Color khong yéu cau tén ngwoi dung hodc mat khau.
Trén Color khong c6 “két ban” hay “theo d6i.” Thay vao do, anh chup béi nhitng
ngwoi dung Color khac trong pham vi 150 feet sé ty dong xuat hién trong cai ma
cong ty goi la “mang dan hoi” (elastic network), vé co ban la mot luéng anh sé
thay doi tuy thudc vao noi ban 6. Muc tiéu la tao ra m6ét mang xa hdi cia nhitng
ngwoi ma ban khong biét, thay vi nhitng nguwdi ma ban da biét. Lic bay gio, Bill
Nguyén noéi, “To6i nghi Facebook da héng r6i.” Color sé lam nhitng viéc ma
Facebook khong thé. Nén tang nay “nhan dién cac dién thoai thong minh gan
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nhau mdot cach thong minh, du & cong vién dia phwong hay mot budi hoa nhac,
bang cach st dung cac thuat toan 1an can tién tién,” va ngay lap titc chia sé hinh
anh, video, nhan xét va lwgt thich véi chung. Bill Nguyén cho rang Color c6 thé
tiép nhan va phan tich khoi lwgng dit liéu 16n gap 4 lan so véi khoi lwgng dit liéu
ma Google c6 thé xit ly dugc trong nhitng ngay dau. Vi tam nhin day tham vong
nay va mot loat nhitng bang sang ché cong nghé nghe c6 vé cuc ky phitc tap dugc
thiét ké béi DJ Patil, cwu Truwdng chuyén gia khoa hoc ctia LinkedIn, Color da
huy dong dugc 41 triéu d6 la. Bill Nguyén da tiéu 350.000 d6 la cho URL
Color.com va 75.000 do la nita cho Colour.com. Cong ty da thu huit dwoc sw chu
y cuc ky 16n cta gidi truyén thong, bao gom ca USA Today va CNN. Chi c6 diéu:
Color van chwa dwgc khai chay.

That khoé hiéu khi nén tdng nay tung ra &ng dung ctia né trén iOS vao ngay
24 thang 3 nam 2011, vai ngay sau khi hoi nghi cong nghé SXSW két thic, thay
vi true@c khi sw kién nay dién ra. (Twitter da gidi thiéu nén tang cta noé tai SXSW
2007 va gat hai thanh cong vang doi.)

Mot phan nhd vao lan séng cuong diéu thai qua va sy wu ai rong rai cua gidi
truyén thong, tng dung nay da leo thang lén vi tri thit hai trén bang xép hang App
Store, trd thanh chang trang si David danh nhau v6i ga khong 16 Goliath dang
chém ché & vi tri s6 1 la Facebook. Nhung Color c6 mot van dé. “Trong vong 30
phut, t6i da nhan ra, Lay Chda t6i, n6é héng roi. Chét tiét, chiing t6i xong doi roi,”
Bill Nguyén noi.

SAI LAM TRI GIA 41 TRIEU PO LA

“Sé thé nao néu ban t6 chitc mét bita tiéc tri gia 41 triéu doé la va khong ai
dén?” Bé la cach to New York Times bat dau mot bai bao dang hoi thang 6 nam
2011 vé cac khoan dau tw day rui ro vao cic start-up cong nghé. Ung dung duoc
noi dén trong cau héi tat nhién la Color. Van dé cta Color rat don gian: Néu
nhitng ngudi khac khong st dung tng dung, nén tang sé bi coi nhw do bé. Ung
dung nhanh chong bi nhan chim béi danh gia 1 sao va 2 sao trén App Store, da s6
déu phan nan cung mot chuyén. “Trai nghiém lan dau tién that té hai: n6 hoan
toan trong rong. Khong c6 gi dé xem,” mét nguwoi dung viét. “N6 that vo nghia
ngay ca khi t6i tim ra cach dé hiéu n6 hoat dong nhw thé nao,” mot ngudi khac
néi. Boi véi hau hét nhitng nguwdi da tai tng dung vé, nén tang la mot thi tran ma.
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Tat ca cac phu thiy cong nghé & Color lan “mang lwéi dan h6i” cua né déu khong
cho ho thay bat cit bitc anh nao. Do gidi han khodng cach 1a 150 feet nén di ra
khoi nhitng thanh dwong cong nghé chen chic nhitng ngwdi la ngwoi, nén tang
nay vo dung. Dé nhan dugc bat ky gia tri nao caa Color, ban can nhiéu nguai
khac & gan ban tdi dnh 1én. Nhung véi rat it ngwdi dang anh lic dau, ngudi dung
m&i khdng c6 dong co dé & lai 1au trén nén tang va tai anh 1én. Ung dung gidi
thiéu tinh nang dnh “tam thgi” (vé sau tinh nang nay dwgc Snapchat pho bién
rong rdi), c6 nghia la moi hinh anh trén nén tang sé bién mat sau 24 tiéng dong
h6. Cong ty da co6 gang phan tng nhanh. N6 dwa ra mét canh béo trén trang chu
“Pung st dung Color mét minh!” Cudi cung, Bill Nguyén da c6 gang cap nhat
tng dung dé ma rong gidi han 150 feet & nhitng khu vue thwa dan cw, nhung vo
ich. Color tr@ thanh chuyén tiéu 1am cua nganh cong nghé. “Start-up dwgc phong
dai tot cung lai khéng thanh céng nhw 16i don,” mot cau chuyén cuwdi giat tit nhw
vay. “T6i mubén ngéd qua cai ban ké hoach kinh doanh dé,” Robert Scoble, mot
blogger cong nghé c6 sttc anh hwéng viét. “Han la né phai dugc rac bui ky lan
ma thuat.” Ung dung nhanh chéng tut hang trén cac bang xép hang ciia App Store
va chim dan vao quén lang. Sau mdt no lyc that bai trong viéc trd thanh (that trg
tréu) mot ng dung Facebook, cudi cung cong ty dong ctra, va doi phat trién cong
nghé ctia né vé véi Apple.

CAINAO PEN TRUOC?

Viéc cac nha quan ly day dan kinh nghiém cta Color khong nhin ra dugc
van dé qud la mét diéu dang kinh ngac. “Thi trdn ma” da khién Color that bai
khong phai la hiém. Tuy nhién, c6 vé nhw CEO Bill Nguyén ty tin rang chi riéng
cong nghé tinh vi ctia n6é da da khién nguwdi dung phéai “wow,” mac du cong ty
thure hién rat it thi nghiém bén ngoai va khong c6 chién lwgc ra mat rd rang. Thai
d6 néu-anh-xay-dung-no-thi- ho-sé-dén nay pho bién dén mitc kinh ngac, ngay ca
¢ nhitng nha dau tv va nha diéu hanh day dan kinh nghiém trong linh vyc cong
nghé. Do ciling la 1y do tai sao Color khong thé tim ra cach dé khéi dong mang
lwéi triéu d6 ctia minh. Chi riéng cong nghé thoi khong dad, dac biét 1a khi nén
tang co rat it gia tri néu nhitng ngwoi dung khac khong tham gia vao. Color khong
phai 1a nén tang dau tién that bai trén nhitng mat trdn nay, va chac chan n6 ciing
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khong phdi la nén tang cudi cung. Trén thyc t€, day la thach thitc ma moi nén
tang, ké ca nhitng nén tang thanh cong, déu phai vuegt qua ngay tir dau.

Tai sao? Vi, hiéu tng mang la mot con dao hai lwdi. Rat khé dé canh tranh
lai cac nén tang thanh cong, nhung chinh nhitng hiéu tng mang da thic day tang
tredng cling khién cho viéc xay dung nén tdng tréd nén kho khan hon nhiéu. Khac
v&i mot cong ty start-up tuyén tinh truyén thong, mot nén tang khong chi phdi thu
hiat mot nhom khach hang. T6i thiéu né can hai nhém 1a nguoi tiéu dung va nha
san xudt. Color can mot s6 ngwoi dung tai ndi dung 1én dé ngudi khac co thé tieu
thu ndi dung d6. Nhung khi khéng cé bat ky ndi dung nao trén nén tang nay,
ngwoi dung mdi khong cé dong co dé dang thém bat ky thit gi. Tai sao lai phai
mat cong tim céach ting dan s6 cho mot thi tran ma? Ngay cd nhitng nén tang
thanh cong nhw Uber ciing gap phai van dé nay khi méi bat dau. Nhw ching toi
da deé cap trong chwong 5, xay dung tinh thanh khoan 1a mot muc tiéu quan trong
cta viéc thu hut nguwdi dung. Vi du, Uber can ca tai xé va hanh khach dé nén tang
nay hoat dong, vi vay no phai xay dung mot san giao dich c6 tinh thanh khoan
v6i da s6 lwgng tai xé va du s6 lwgng hanh khach dé giao dich dugce hoan tat
nhanh chong. Khd nang thanh khodn mang tinh twong doi, do do, mdt so thi
treong cé tan sudt giao dich cao hon sé thanh khodn hon nhitng thi truong cé gia
tri cao nhung tan suat giao dich lai thap. Trong cé hai treong hop, khi mang lwdi
phat trién theo thoi gian, n6 sé c6 kha nang thanh khoan 16n hon va do dé tao
diéu kién cho nhiéu giao dich hon. Pay la cach cac nén tdng tao ra nhiéu gia tri
hon khi chiing phat trién: mang lwéi cua ching cang 16n thi sé lwgng giao dich
chung kich hoat cang tang.

Tuy nhién, ban dau, déi v6i hau hét ngwoi dung, chi phi cta viéc tham gia
mot nén tang cao hon gia tri ma ho c6 thé nhan dwoc tir nd. Trén thuc té, trong
giai doan dau, gia tri cia viéc tham gia nén tang thwong dm — chi phi ma nguoi
dung phai bé ra dé dang ky va nhap théng tin cao hon gia tri ho nhan dwoc khi
tham gia va tr@ thanh mét phan cta mang lwdi. Vé mat ky thuat, viéc tham gia
nén tang c6 thé mién phi, nhwng cac loai chi phi giao dich khac, chang han nhw
thoi gian va cong sitc bo ra dé dang ky, van khién nguoi dung bo di. Néu mang
lwGi da 16n, cd ngudi tieu dung va nha sdn xuat sé vui vé tham gia. Nhung khi
mang lwdi nho, da s6 nguwdi dung ¢ ca hai nhém nay sé khong san sang nhdy vao.

O day, muc tiéu 1a dat dén diém ma tai d6, gia tri ciia mang lu6i cao hon chi
phi tham gia cta hau hét ngwdi dung. Nhw ching t6i da néi trong chwong 3, diém
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nay dwoc goi la khoi lwgng t6i han. Co ché nay la 1y do tai sao hau hét cac nén
tang thanh céng déu c6 duwong cong phat trién dang gay khic con cau (xem Hinh
8.1). Su thay doi tir trudc dén sau khoi lwgng tGi han sé trd nén dé hiéu néu ban
xem mang lwdi nhw mét théi nam cham. Khi mang lwéi nho, lyc tir ctia né day lui
ngwoi dung méi. Nhung khi mang lwgi dat dén quy mo dua 16n, théi nam cham lat
ngugc va dao cye. Dot nhién, n6 bat dau hut nguwdi dung mdi lai gan va nén tang
bat dau phat trién.
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Nguon: Venturebeat

Sy vat 1on cta cac nén tang vdi tinh hinh tang trdng trong giai doan dau la
két qua cta van dé ma cac nha kinh té hoc goi la sy c6 diéu phdi (coordination
problem). Néu moi ngudi & moi bén ctia mang lwdi c6 thé diéu phdi hanh vi cua
minh, thi tit cd déu cé thé dong y tham gia vao mang lwgi va tat ca sé hudng 1gi.
Nhung trong thuc té, diéu nay hau nhu khong bao gio xdy ra. Pay la lic can dén
hoat dong quan ly mang lwéi. Sy c6 diéu phdi phai dugc gidi quyét bang cach tao
ra dong co dé ngudi dung tham gia. Cac nén tang thyc hién diéu nay cha yéu
bang cach trg cap tham gia cho mot hodc ca hai nhém ngudi dung. Nho vay, no
c6 thé sdm thu hit nguwdi dung tham gia ngay ca khi gia tri cia mang lwéi con
twong doi thap. Nén tang va cac nha dau tuw cia n6 dang dat cwge rang gia tri cudi
cung ma mang luwdi tao ra sé 16n hon chi phi xay dung n6 bang phwong phap trg
cap. Khi mang luwdi dat dén giai doan tredng thanh, ban than n6 sé cung cap da
gia tri dé sy tham gia ctia nguwoi dung khéng can trg cap nhiéu nita.

3 HINH THUC TRQ CAP GIA TRI

Co ba hinh thitc co ban dé trg cap gia tri: trg cap bang tién, trg cap bang tinh
nang san pham va sap xép trinh ty ngwoi dung.

Tro cap bang tién

Tro cap bang tién la cach dé thay nhat dé trg cdp nguwdi dung mdéi. Nhitng
khoén trg cap nay thuong lién quan dén viéc dwa tién tryc tiép cho ngudi tiéu
dung hodc nha san xuat. Vi du nhw phi gidi thiéu ma hau hét cac nén tang déu st
dung dé thu hiut ngwoi dung méi. Chang han, néu ban méi mot ngwdi ban tham
gia Uber thi ban va ngudi d6, moi ngudi sé dwgc mién phi cho mét chuyén di tiép
theo, mic cudc t6i da 30 dola. PayPal ciing xdy dwng mang lwGi ctia minh bang
chién lwgc twong ty, tang ngay 10 do la cho ca nguwdi dung mdi va nguoi gidi
thiéu. Mdc du khoén trg cap nay rat ton kém, n6 da gép phan day manh toc do
tang tredng ctia mang lwdi PayPal 1én rat cao trong dau nhitng nam 2000, vé6i
mitc tang tredng dat 7% dén 10% moi ngay.

Mot cach khac dé trg cap gia tri 1a théng qua gia. Mac du it tryc tiép hon so
vdi tién boi hoan va phi gidi thiéu, nhung viéc ha gia cho mot bén cta nén tang la
cach rat phd bién dé trg cap sy tham gia. Dién hinh nhv linh viwc may
gameconsole, noi Xbox One va Playstation 4 dugc ban véi gia bang hodc thap
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hon gia von dé thu hiat cang nhiéu ngwoi dung cang tot trén nén tang. Sau do,
nhitng nén tdng nay c6 thé st dung co sé nguoi tiéu dung déng dao ctia minh dé
thu htt cac nha phat trién tro choi va tinh phi cap phép trén nhém ngudi nay.
Nhiéu nén tang cling 4p dung chinh sach ddm béao cho nha sdn xuat dé khuyén
khich ho tham gia. Sy canh tranh khoc liét d6i véi tai x€é trén cac nén tang chia sé
chuyén di da khién ca Uber va Lyft phdi ddm bao thu nhap t6i thiéu cho nhitng tai
x€ tham gia nén tdng cia minh. Handy cling dam béao cho cdc nha san xudt tr
nhitng san giao dich dich vu theo yéu cau khac dén véi mang lwGi cta né.

Trg cap tinh nang san pham

Mot hinh thitc trg cap gia tri khac la thong qua cac tinh nang ctia san pham.
Nhiéu nén tadng xay dung chitc nang dac biét cho nhitng nguwoi dung quyén lyc dé
cing c6 long trung thanh va tan sudt st dung trong nhom ngudi dung dwgc danh
gia cao nay. Muc tiéu & day la cung cap gia tri bé sung cho cac nhém dac biét, c6
gia tri dé thuyét phuc ho tham gia mang ludi.

Vi du nhv Instagram — @ng dung chup anh tuyét voi trude khi tréd thanh
mang xa hoi nhv ngay nay. Bang cach duwa ra tién ich mét nguwdi dung nay,
Instagram c6 thé thu hit nhiéu nha san xudt dén véi nén tang, tir do thu hiat ngudi
dung va xay dung mét nén tang ndi dung xung quanh cac bitc anh.

Mot vi du khac 1a chwong trinh Nguwoi dung da dwoc xac thuc (Verified
User) cua Twitter. C6 1€ ban da dé y thdy mot dau kiém nho nho bén canh vai cai
tén nguwoi dung Twitter. Biéu twgng nay cho biét ngudi dung nay da dugc Twitter
xac thye. Nguoi dung da duge xac thyc cé thém cac tinh nang bé sung, chang
han nhu tinh nang bao mat nang cao va bao vé danh tinh. Ho ciling dugc huong
dich vu khéach hang t6t hon, c6 thé xem va tro chuyén chi v6i nhitng ngwdoi dung
da dugc xac thyc khac. Tinh nang nay thuwdng dwgc cung cap cho ngudi dung ndi
tiéng nhu cac ng6i sao va nhan vat ciua cong ching, nhitng nguwoi thu hat dong
dao ngudi theo doi. Nhém nay nam trong s nhitng nguwdi dung dang gia nhat doi
v6i Twitter, vi da s6 ngwoi dung khac sé muon theo déi va twong tac vGi ho. Nho
chuwong trinh Nguwoi dung dwgc xac thuc nay, Twitter tao ra cac tinh nang san
pham mang lai gia tri cho mot tdp con nhé nhitng ngwdi dung cé gia tri cao. Két
qua 13, né c6 thé thu hat thém nhiéu ngdi sao va nhan vat ciua cong ching. Khi
Twitter c6 thém nhiéu ngudi dung noi tiéng thi nhitng ngwoi dung khac sé mudn
dang ky tai khoan dé theo doi va n6i chuyén véi ho.
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Sap xép trinh ty nguoi dung

Ca hai hinh thitc trg cp bang tién va bang tinh nang san pham nén duwgc dan
dat bdi cac quyét dinh vé trinh ty nguwdi dung, day cling 1a hinh thitc trg cap gia
tri thit ba. Chuing ta da tim hiéu chi tiét vé chu dé nay trong chwong 7. Trinh tw
ngwoi dung lién quan dén viéc c6 y wu tién viéc thu hit mét s6 nhom nguwsi dung
c6 nhiéu ngwoi mudn twong tac hon. Sau do, nén tang c6 thé st dung nhirng
ngwoi dung cé gia tri cao nay dé thu hiit cac nhém doi twgng rong hon.

Viéc két hgp cac hinh thi¢c trg gid nay cho phép mdt nén tang cung cap du
gia tri cho nhitng ngwoi tham gia mang luwdi tir s6m dé giai quyét bai toan con ga
va qua tring, dong thoi dén duwgc diém ma tai do, hiéu (tng mang tich cyc bat dau
xuat hién va thic day tang tredng trong twong lai. Tuy nhién, nhitng phwong phap
nay sé dién ra nhw thé nao trong thiyrc tién? Dya trén kinh nghiém lam viéc véi vo
sO start-up nén tang va cac nghién cttu sau rong cua ching t6i vé nhiéu nén tang
thanh cong (cling nhw that bai), ching t6i da ghi lai 7 chién lwgc két hgp ba hinh
thitc trg cap gia tri nay dé giadi quyét bai toan con ga va qua tritng, giip mot nén
tang dat dén quy mo can thiét. Nhitng chién lwgc nay khong hoan toan loai triv 1an
nhau; mot nén tang cé thé st dung bat ky chién lwgc nao trong s6 doé hodc két hgp
nhiéu chién lwgc cung lic, tuy thudc vao nguoén lwc va muc tiéu dat ra. Tat ca
nhitng chién Iwgc nay lién quan dén cac quyét dinh trinh ty ngwoi dung, vi vay
ching t6i da phan loai ching dya trén viéc né wu tién stt dung hinh thitc trg cap
bang tién, bang tinh nang san pham hay ca hai.

7 CACH GIAI BAI TOAN CON GA VA QUA TRUNG

Tro cap bang tién

1. Cung cdp bién phdp bdo dam thong qua mét khodn ddu tw I6n, trd truéc

Viéc phai tra tredc mot khoan tién 16n trong mot nén tang cé thé la dau hiéu
cho thay rang cac nha san xuat an toan khi tham gia mang lwéi. Chién lwgc nay
dac biét pho bién vGi nén tang phat trién, noi cadc nha phat trién phai tra nhitng
chi phi dang ké dé tham gia mot nén tang va chi phi chuyén doi cao néu ho quyét
dinh roi khéi nén tang do. Poi v6i nén tang, viéc bé ra mot khoan dau tw 16n
trwdc khi di vao hoat dong thé hién rang né sé khong di dau cd, va nha san xuat
trd nén thodi mai hon khi dau tw dai han. Mot vi du dién hinh cho chién lwgc nay
la 1an Microsoft ra mat phién ban Xbox dau tién. Microsoft da thé hién nhitng
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cam két cua minh bang cach chi 500 triéu do la quang b4 nén tang nay, qua dé
cho thay rang coéng ty toan tam toan y vd&i nén tang trong dai han. Pay la mot
chién lwgc quan trong dé Microsoft thu hit cac nha phat trién tro choi ctia bén thi
ba, vé sau nhitng nguwdi nay cam thay thodi mai hon khi phat trién tro chaoi cho
Xbox tir rat sGm.

Mot vi du khac dén tir Tencent ctia Trung Qudc, cong ty mudn day manh
mic do st dung nén tang thanh todn ctia né dé canh tranh véi Alipay cta
Alibaba. Tencent khong lam diéu nay trong mot s6ém mot chiéu. N6 dat nén mong
cho hoat dong ban dau ctia nén tang thong qua rat nhiéu chién dich quang céo va
tién dau tw. Vi dy, vao nam 2014, Tencent da kh&i dong chién dich tap trung vao
Tét Am lich, trong d6 cac nha quang cdo da ting 500 triéu nhan dan té (khoang
81 triéu d6 la) tién mat mién phi cho nguoi duing WeChat Payment chi trong mot
ngay duy nhat.

2. Bdt tay vdi cdc cbng ty khdc trong nganh

Nam 2007, Google dang & vi thé rat bap bénh. Cong ty s& hitu cong cu tim
kiém trén mday tinh dé ban, nhung Internet di dong dang bat dau cat canh. Véi
nhitng thanh cong ruc rd budc dau cua iPhone, Google lo ngai rang dién thoai di
dong sé trd thanh lanh dia cta riéng Apple. May man thay, Google khéng don
doc. Cac nha san xut thiét bi cam tay va cong ty vién thong, trit AT&T, cling c6
chung noi sg dy. Thé la Google thanh 1ap ra Lién minh Thiét bi cam tay M@
(Open Handset Alliance), mot nhom danh riéng cho hoat dong cai tién hé diéu
hanh Android cua Google.

Vé bén chat, Google da 4p dung mot chién lwgc hop tac. Thay vi c6 gang
mot minh xay dyng mang luw6i, no da khai thac cac kénh ban hang hién c6 cua
cac cong ty trong Lién minh Thiét bi cam tay M& dé pho bién Android dén nguai
tiéu dung. V&i viéc Android nam gitt hon 80% thi phan danh cho cac hé diéu
hanh di dong trén toan thé gid¢i va thu hit hon 1,8 triéu &ng dung trén Play Store
vao nam 2015, chién lwgc nay da hoat dong kha hiéu qua.

Tinh nang san pham

3. Hanh déng nhv mét nha sdn xudt

Nguoi doi c6 cau, “Hay lam gid n6 cho dén khi ban lam dwgc né.” Cau ngan
nglt nay ap dung duwgc cho nhiéu cong ty nén tdng. Thay vi c¢6 gang thu htt cing
lic cd nguai tiéu dung lan nha san xudt, nén tang sé hoat dong nhuw nha san xuat
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dé thu hut mot nhom nguwoi tiéu dung ban dau. Sau do, né st dung co s& ngudoi
tiéu dung hién c6 ctia minh dé thu hit cac nha san xuat. Vé ban chat, chién lugc
nay dong nghia vGi viéc ban bat dau nhw mot cong ty tuyén tinh truyén thong,
dén khi nén tang da thu hat du nguwoi tiéu dung, ban méi mé ctra mang lwéi cta
minh cho cac nha san xuat.

Dbay la chién thuat pho bién dé khdi dong mot mang lwdi. Vi dy, Uber da bat
dau bang cach tra tién cho cac tai xé dé ho ngoi chd cudc goi. Chi dén khi da xay
dung du lwgng cau can thiét, nén tang mdéi cé thé thu hit cac nha san xuat doc
1ap. Twong tw nhw vay, cd Quora va Reddit déu khédi chay nén tang bang cach tw
minh gidm tuyén va tao ra tat ca ndi dung ban dau. Trudc khi Quora bat dau thu
hit duge cac chuyén gia cong nghé va nha dau tw mao hiém, nhitng ngudi sang
lap cong ty, Charlie Cheever, Rebekah Cox, va cwu Gidm doc cong nghé
Facebook Adam D’Angelo, da tu soan ra hau hét cau hoi va cau tré 10i trén trang
web. Néu nhin vao ho so Quora cta ho, ban c6 thé thdy hang ta cau hoi ma ho da
tao ra tir thud “khai thién lap dia.” Cac nhan vién dau tién va ngudi thit nghiém
beta ctia Quora ti€p tuc xu hwéng nay cho dén khi Iwgng ndi dung va hoat dong
trén nén tang bat dau co thé ty duy tri. D6i v6i Reddit, vé co ban, hai nha sang
lap Alexis Ohanian va Steve Huffman ciing st dung chién lwgc twong tw. Reddit
dwgc thanh 1ap vao thang 6 nam 2005, 1a mot trong nhitng cong ty start-up dau
tien do Y Combinator d& dau va ngay nay dwgc cong nhan rong rai la start-up
tang trwdng hang dau thé gigi. Hai nguwdi sang 1ap da van dung mot so chién luwgc
marketing trudng phai cii dé thu hit nhitng ngwdi dung dau tién, in sticker va dan
lén bat cit noi nao ho dén. Nhung néu trang web chang cé gi thi cling khong ai &
lai 1qu. Vi vay, Ohanian va Huffman tw dang toan bo ndi dung trén trang. Tuy
nhién, ho khong dirng lai & d6. Ho con tao nhiéu ho so gia dé dang bai, vi thé nén
nhin trang web c6 vé “xém tu” hon thyc t€. Chi sau vai thang, hai ngudi khong
phai cham thém noi dung cho trang cht nita. Ngudi dung thye bat dau theo doi va
tiép quan céng viéc san xuat.

4. Tan dung mot mang i c6 san

Thay vi c6 gang tao ra mot mang lwéi hoan toan mdi, tai sao khong st dung
ludn céi da c6? Cach tét nhat dé lam diéu nay la tdn dung mang lwéi 16n dang
hoat dong va thu hat mot tdp con nguwdi dung cua né. Bé thuyét phuc nhitng
nguwoi dung nay roi khdi mang hién c6, nén tdng ctia ban can phai cung cap gia tri
gia tang so vd&i gidi phap ho dang st dung. Vé ban chat, ban da thira nhan rang
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minh dang tao ra mot phién ban cai tién ctia mang lwéi hién cd, va ban dang nho
cdy mot phan ctia mang hién tai dé gitp ban dat nén méng cho mang lwdi cia
minh. Nhw ching t6i dé cap trong chuwong 6, Airbnb da st dung chién lvgc nay
dé phat trién hé sinh thai so khai cida minh bang cach tan dung mang lwéi cta
Craigslist. Tuy nhién, trong boi canh ngay nay, dirng nghi rang ban c6 thé diém
nhién bat chwdc nhitng tha thudt nhw vay ma khong gap van deé gi. Craigslist da
nhanh chéng chan ding thu thuat cia Airbnb ngay khi nhan thay chuyén gi dang
dién ra. N6 cam ctra bat ky hoat dong twwong ti nao trén trang web cua minh, va
nhitng ké vi pham c6 thé phai ndp phat 1én dén 25.000 do la mot ngay. Khac véi
trong chién lwge hgp tac, nhiéu kha nang mang lwdi dang bi ban bon rit ngudi
dung sé khong vui vé chap nhan nhitng hoat dong cta ban dau.

Mang k¥ thuat s6 khong phadi la hinh thitc mang 1wéi duy nhat ma ban nén
tim kiém. Tinder da kh&i dong mang lw6i cia minh bang cach xay dung trén
mang xa hoi ¢ san cda cac t6 chitc Hy Lap tai cac truong dai hoc. Joe Muiioz,
mot trong nhitng k§ sw dau tién cta Tinder cho biét, ngwdi dong sang 1ap Tinder
la Whitney Wolfe (vé sau tiép tuc 1ap ra Bumble, mot nén tang hen ho canh tranh
v6i Tinder ) da nghi ra chién lwge nay. “Chuing t6i da ctt [Wolfe] dén khap moi
mién dat nwdc,” Muioz néi. “Kha nang thuyét phuc cia c6 ay kha xuat sac. Co sé
dén gap cac hdi nit sinh, trinh bay y twéng va thuyét phuc tit ca cac co6 gai c6 mat
trong budi gap gd cai dat ¢ng dung. Sau db, c6 ay di dén hdi nam sinh cung
truong, ho sé md wng dung ra va nhin thdy tat ca nhitng c6 gai xinh xan ma ho da
quen trén d6.” Khi chuyén di ctia Wolfe méi bat dau, Tinder c6 chwa dén 5.000
ngwoi dung. Khi chuyén di hoan tat, Tinder c6 hon 15.000 ngudi dung. “Lic do,
toi nghi rang trai cau tuyét da bat dau lan déc,” Mufoz néi.

Trg cap bang tién va cac tinh nang san pham

5. Thu hiit nguoi ding cé gid tri cao hodc nguoi néi tiéng

Nguwoi dung gia tri cao sé gitip ban thu hit nhitng nguwdi ding khac mudn
twong tac vdi ho. Nhu da néi trong chuong 7, sy tham gia cia nguwoi dung “noi
tiéng” mang lai gia tri bd sung cho hé sinh thai ctia ban. D6 1a 1y do tai sao nhiéu
nén tang trién khai nhitng chwong trinh dac biét dé trg cap sy tham gia ctia nhitng
ngwoi dung gia tri cao nay. Cac trang web hen ho la mot vi du dién hinh. Thanh
vién cta ching cé khuynh hwéng nghiéng nhiéu vé nam gigi, vi vay ching
thwong cho nit gidi tham gia mién phi. Mot s6 trang, nhu Coffee Meets Bagel,
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con di xa hon nita, c6 y thiét ké nhitng trdi nghiém dac biét dé thu hut ni¥ gigi vi
biét rang, néu cac chi em tham gia thi canh may rau ciing vay.

Trong phan tredc ctia chwong nay, ching ta biét rang Twitter da no luc hét
sttc dé thu hut ngwoi ndi tiéng va nhan vat cia cong ching dén véi nén tang cta
minh. Ngoai viéc tao nhitng tinh nang danh rieng cho nhém nguwoi dung co gia tri
cao nay, n6 con soém thanh lap mot doi ngli truyén théng v6i nhiém vu xay dung
moi quan hé v@i cac ngdi sao, bao gom dién vién, van dong vién va nhac si.
Trong cong ty, nhitng nguwoi nay dugce goi la VIT, hay nhitng Twitter Cuc ky
Quan trong (Very Important Tweeter). Nhu ching toi da noéi trong chwong 7, Sina
Weibo va Youku Tudou ciling theo du6i nhitng chién lwgc twong ty dé thu hut
ngwoi noi tieng, trong khi tat ca nhitng san giao dich dich vu hang dau nhw Uber,
Lyft va Handy déu trién khai cac chwong trinh khuyén khich nha san xudt dam
nhan nhiéu cong viéc hon trén nén tang. Nhitng nha san xuat toan thgi gian chat
lwgng cao nay dac biét cé gia tri, vi ho gitp cai thién ca kha nang thanh khoan va
chat lvgng nén tang.

Tuy nhién, c6 1€ vi du t6t nhat cho chién lwge nay la Yelp. Cac déi thi canh
tranh ban dau cua Yelp la Judy’s Book va Insider Pages s& hitu lwgng khach hang
tiém nang I6n. S6 lwgng bai danh gia cua ching nhiéu hon gap 10 lan caa Yelp,
nhung ching lai c6 mot bi mat ban thiu: Ching dang tra tién cho cac danh gia
“chim moi.” Thay vi chap nhan bi bo lai phia sau, Yelp quyét dinh nhap cudc.
Tuy nhién, sau khi thit nghiém viéc tra tién dé c6 bai danh gia dich vu & vai thanh
pho, nén tang nay nhanh chéng nhan ra rang két qua sé la hang nghin danh gia
tao lao va rat it nguoi dung chuyén tam. Pay khong phai la cach bén vitng dé xay
dung mang lwdi. Sau do, nén tang xép hang va danh gia dia phuwong nay da quyét
dinh phai sang tao hon. N6 tao ra Biét doi Yelp Uu tu (Yelp Elite Squad) dé
khuyén khich nhitng ngwdi dung wu ti nhat ctia minh dang tai nhiéu bai danh gia
hon véi chat lvgng cao hon. Elite Squad dugce cau thanh tr mot nhém cac Yelper
hoat dong tich cwc ma cong ty lwa chon dwa trén nhitng danh gia thuong xuyén,
chat lugng cao cta ho. Quy trinh dang sau viéc xét duyét vao Elite Squad van con
la diéu bi an. M6i nam, mét hoi dong gom c6 cac nhan vién cap cao cua Yelp
“xttc dau thanh” cho cac thanh vién wu ti mdi va quyét dinh xem c6 duy tri danh
hiéu ctia nhitng thanh vién hién tai hay khong. Thanh vién cua hoi dong xét duyét
nay duwgc bao vé nghiém ngat. Tham chi vai nam trueée, Russel Simmons, nguoi
dong sang lap caa Yelp, con bi mat danh hiéu wu ta vi hoat dong khong da tich
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cuc trén nén tang dé xing dang dirng trong hang ngili. R6 rang, dé dugc xem xét,
ban can phai la mot trong nhitng Yelper hang dau tai thanh phé minh sinh song.
Khi duwgc chap nhan, ban sé nhan dwgc mot chiéc huy hiéu sang bong bat mat
trén ho so Yelp cua minh, va nhitng danh gia cda ban dugc danh dau dat & vi tri
noi bat dé nhitng ngudi dung khéac thdy. Thé nhung, vi thé thanh vién cua Elite
Squad con giip ban dwgc hwéng ché do déi xir VIP trong thé gidi thuc. Yelp
thwong xuyén to6 chitc cac sy kién va bita tiéc danh riéng cho thanh vién cua biét
doi. Bang cach “cung phung” nhém ngudi dung hang dau bang nhitng dac quyén
trén ca thé gidi mang lan trong thé gigi thue, Yelp khuyén khich ho lién tuc hoat
dong tich cuc trén nén tang. Thuc té 1a, Elite Squad nhanh chong tré thanh xwong
song trong chién luwgc tiép thi ban dau cua Yelp. Pay la mot vi du tuyét voi cta
mot cong ty nhanh chong leo 1én nhitng nac thang hiéu ing mang dé thiét 1ap y
thitc manh mé vé cong dong duwgc né danh gia cao nhat.
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6. Nham dén mét nhom nguoi diung dé lap day ca hai phia cta nén tdng

Y twdng ding sau chién lwgc ndy twong tw nhw s6 3: C6 géng bién thi truong
gom hai phia nguwoi dung thanh thi trudng mot phia. Muc tiéu ¢ day la tim ra mot
nhom ngudi dung c6 thé dam nhan cé vai tro cta nguwdi tieu dung lan nha san
xuat. Bang cach dé, ban khong can phai lo lang vé viéc thu hit va can bang hai
nhom ngudi dung riéng biét ngay tir dau nita. Chién lwge nay la cong thitc thanh
cong cho nén tang hang héa tha cong Etsy. Nghién citu ban dau cta Etsy cho
thdy, d6i twgng c6 nhiéu kha nang mua hang thta cong nhat chinh la nhitng nguoi
ban chiing, vi vay cong ty quyét dinh tap trung vao nhom ngwoi diung nay dé lap
day ca hai phia cua san giao dich truéc khi mé& réng cho cac do6i twgng khac.
Chién lwgc nay kha hiéu qua, vi Etsy c6 phan héa ra cong chiing vao thang 4 nam
2015 va huy dong dugc 267 triéu do la trong qua trinh nay. N6 cling phu hgp voi
hau hét cadc mang xa hoi va nén tang giao tiép; thay vi la hai nhom riéng biét,
ngwoi tiéu dung va nha san xuat co ty 1€ trung ldp rat cao. Hau hét ngudi dung
cling sé dam nhiém mot trong hai vai tro trong cac thoi diém khac nhau. Trén
Facebook, ca hai nhém déu tao ho so (nha san xuat) va xem ho so cta ban bé
(nguoi tieu dung); trong khi trén Snapchat, cung mot nguwoi dung sé gii (nha san
xuat) va nhan (ngudi tiéu dung) tin nhan.

7. Cung cdp tién ich nguoi dung don

Cuodi cung, nhung chac chan khéng kém phan quan trong, la chién lwgc cung
cap tién ich nguwdi dung don (single- user utility). Pay la mot phwong phap dén-
vi-cong cu-&-lai- vi-mang lwdi, nhw cach néi cia nha dau tw mao hiém Chris
Dixon. Ban thu hiat mét phia cia nén tdng da phia bang cach tao ra gia tri cho
nhom ngwoi dung d6 ngay ca khi phia bén kia khong bao gi¢ xuat hién.

Trong s6 nhitng nén tdng chon con dwong nay, c6 nhiéu nén tang ban dau la
tng dung cung cap cho nguwdi dung nhitng chivc nang thiét yéu ngay ca khi mang
lw6i khéng bao gid dwgc hinh thanh. Instagram nhitng ngay dau la mot vi du
tuyét voi, vi tir rat lau trede khi phat trién thanh mot nén tang mang xa hoi véi
day du nhitng tinh nang hién dai nhat, n6 da cung cdp cho ngwoi dung mot
phwong thitc dé chup anh va chinh anh dep hon.

Neén tang dat ban nha hang OpenTable da st dung chién lwgc twong tu dé thu
htt cac nha hang tham gia mang lwdi. Cong ty nhan thay rang, ngay ca nhitng nha
hang hang dau & San Francisco ciling khong c6 hé thong dat ban back-end™. Ho
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van dang dung gidy bt dé theo d&i thong tin dat ban cua khach hang. OpenTable
da xay dung mot (tng dung phan mém xt ly viéc dat ban dién t, tap trung vao
hai muoi nha hang hang dau & San Francisco, dé nghi gitp ho lap dat hé thong.
Ngay khi nhitng nha hang nay dong y tham gia, cdc nha hang khéac cling nhanh
chéng quan tdm dén mang lw6i. Khi c6 dwgc nhém nha hang cot 16i nay,
OpenTable c6 thé mé& ctra nén tang cho phép ngudi tiéu dung dat ban trye tuyén.

Tat nhién, con mot cach khac it tinh té hon dé cung cap tién ich mot nguoi
dung don, do la tim cach tra tién cho nguwdi dung. Lam nhw vay cé thé giip loai
bd moi kha nang ban dau lién quan dén viéc ngudi dung khong chac chan vé gia
tri cia nén tang, vi cho du nhitng ngudi dung khac cé xuat hién hay khong thi ho
van nhan dwgc gia tri tir viéc tham gia nén tang. Nhung hdy can than, nhitng
khodn trg cap truc tiép bang tién nay cé thé kho duy tri trong thoi gian dai. Va
mot khi tién trg cap bién mat thi cé thé ngwoi dung cta ban cling vay.

Trén day la 7 chién lwgc chinh dé dwa nén tang ctia ban “cat canh.” Mac du
trong giai doan dau, viéc thu hit khach hang sé dac biét khé khan nhung néu biét
stt dung sang tao nhitng chién lwgce nay ban sé khac phuc duge van dé con ga —
qua tritng va cé dwgc nhitng ngudi dung dau tién cho nén tang cua minh. Sau do
la Iic ban bat dau leo lén tirng bac thang hiéu ng mang dé thic day guéng tang
treong dai han.
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Keét luan
Lam thé nao dé nhan dién co hoi tuyét
voi tiép theo

Cdi cii khéng mat di, chi la né khong con phu hop nira.

- Benedict Evans, cdng su tai Andreessen Horowitz

Ban da tng nghe vé Adyen chwa? Cong ty thanh todn c6 tru s& tai

Amsterdam la mot c6 may vo6 hinh cua nén kinh té nén tang. N6 xtr ly cac khoan
thanh toan cho Airbnb, Booking.com, Dropbox, Facebook, Spotify, Yelp, Uber va
rat nhiéu nén tang khac. Bang cach tap trung hgp tac vdi cac cong ty nén tang
toan cau, Adyen da nhanh chéng phat trién. Tt nam 2013 dén nam 2014, doanh
thu cia né tang gan gdp doi, tw 95 triéu do la 1én 185 triéu do la. Trong nam
2014, cong ty da huy dong duwgc 250 triéu do la tir cac nha dau tw, dwa gia tri cta
cong ty lén 1,5 ty do la.

Uber hgp tac v6i Adyen lan dau tién vao nam 2012, khi mang lw6i van
chuyén nay ra mat tai Ha Lan. Ké tir d6 dén nay, Adyen da giup Uber mé& rong
sang hang chuc thi tredng trén sau luc dia. N6 diéu chinh gidi phap thanh toan
ctia minh dé thich nghi véi sw khac biét cta tirng noi vé luat 16, quy dinh va ha
tang thanh toan, dé cac cong ty khach hang c6 thé chdp nhan thanh toan & gan
200 quoc gia. “Trong dwong cong phat trién toc do cao va thay déi nhanh chong
ma cac cong ty ky lan trai qua, toc do tiép thi va loai bo sy phitc tap la yéu t6 t6i
quan trong,” Pieter van der Does, CEO ctia Ayden cho biét. “Lgi thé to 16n ma
chuing t6i c6 thé cung cdp cho nhitng cong ty nay la thoi gian dé tiép thi va kha
nang md rong quy mo nhanh chéng. Vi vay, khi Spotify hodc Uber ra mat & cac
quoc gia nhw Moroco hay Ba Lan, chiing t6i c6 thé ho trg ho trién khai thanh toan
tai dia phwong ngay ngay dau tién.”
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Do6i v6i m6t nén tang toan cau, qua trinh mé rong ra thi trwuong quoc té
khong hé dé dang, dac biét la trong van dé quy trinh thanh toan. Cac mo hinh
thanh toan & moi khu vire khac nhau rat nhiéu. Vi du, & Hoa Ky va Vuong quéc
Anh, ngudi dan cha yéu thanh toan bang thé tin dung. Nhung & phan con lai ctaa
thé gidi, thé tin dung lai gan nhw khong pho bién trong giao dich tryc tuyén. “Sy
da dang trong phuwong thitc thanh toan khi mua hang truc tuyén cia nguwoi tiéu
dung & cac quoc gia khac nhau that dang kinh ngac,” van der Does giéi thich.
“Nhitng gi ching t6i da lam la cach mang hoa thwong mai dién tir toan cau bang
cach cho phép cac cong ty toan cau ho trg tat ca cac phuong thirc thanh toan cha
chot & tat ca cac thi trwong trén thé gidi — chang han nhuw Alipay, Tenpay va
UnionPay & Trung Quoc, SOFORT & DBittc, QIWI ¢ Nga va Boletos ¢ Brazil.
Phuong phap nay thanh cong dén néi mot so6 khach hang ctia chiing t6i dang ap
dung chién lwgc wu tién thanh toan khi mé réng toan cau, trong d6 ho cung cap
dich vu van tai quoc té va phwong thitc thanh toan dia phwong trwde khi ho thuc
sy van hanh tai thi trvong dia phwong dé.”

Adyen ciling thu thap dit liéu vé ty 1é chap nhan thanh toan va lam viéc véi
khach hang dé giam dén mitc t6i thiéu s6 lwong thanh toan bi tir chdi. Vi vay, lan
t6i ban di Uber, hodc thué mot can ho trén Airbnb ma thé ctia ban khong bi tw
choi, thi ban da biét can cam on ai ro6i day.

Tuy nhién, Adyen ciing phdi d6i mat vGi nhitng thach thitc dac thu khi hop
tdc v6i cac nén tang. Dau tién la sy khoc liét va tdéc do tang tredng ma nhitng
cong ty nay theo dudi. Thit hai, cac nén tadng phai c6 kha nang giao dich véi
nhiéu nhém khach hang cing mot lic. “Gidi phap san giao dich cia ching téi la
vi du tot nhat cho cach thitc chiing t6i hop tac véi cac nén tang,” van der Does
noi. “Adyen MarketPay cho phép cac san giao dich ty dong chia tach khoan
thanh toan gitta ngwoi mua, ngwoi ban va tai khoan rieng cua ho.” Pay la mot giai
phap day quyén nang cho cac cong ty nén tang, vi viéc chia tach khoan thanh
toan thwong tiéu ton rat nhiéu tai nguyén noi bo, dac biét la trong linh virc thwong
mai dién t xuyén bién gidi. “V&i mot giao dich duy nhat, khach hang cé thé mua
ba mat hang do ba ngwdi ban khac nhau cung cap,” van der Does gidi thich. “Cac
giao dich nay sau dé can phai dugc chia hai lan, dé tra cho tirng nguwoi ban va tra
hoa hong cho san giao dich. Diéu nay c6 nghia rang, chi mot giao dich duy nhat
nay da dugc chia tong cong sau lan cho bon bén khac nhau — mot quy trinh cue
ky phttc tap. Chung t6i giai phéng cac san giao dich khdi sy phirc tap nay, cho
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phép chung ty dong héa quy trinh thanh toan va tap trung vao cong viéc kho khan
hon, d6 la mé rong ra thi trong quoc té.”

“pAY LA MOT CUQC SAN VANG”

Adyen khong phai l1a cong ty duy nhat tim thdy thanh cong bang viéc giai
quyét van dé cho cac cong ty nén tang. V4i su tang tredng bung no cua Airbnb,
mot loat cac nha cung cap dich vu doc lap da phat trién manh mé nhd nén tang
nay, cha yéu bang cach phuc vu cht nha. Néu ban c6 mét can hd mudn cho thué
trén Airbnb nhung khong biét lam sao dé dang tin hiéu qua thi ban gdp may roi.
AirSpruce sé két n6i ban v6i mot cay but du lich chuyén nghiép, ngudi sé tao tin
trén Airbnb cho ban. Ban khong chac nén cho thué phong véi gia bao nhiéu thi
hop ly? Beyond Pricing sé gitp ban t6i wu hoéa gia cho thué trén Airbnb bang
cach cung cap tinh nang ty dong diéu chinh gia hang ngay dwva trén dir liéu. Cac
doi thu canh tranh ctia n6 bao gom Everbooked, Price Labs va SmartHost, tat ca
déu cung cdp cac dich vu twong tw. Mot start-up c6 tén la Keycafe cung cap dich
vu gilt chia khoa tai m6t quan ca phé dia phwong. Khach cua ban c6 thé 1ay chia
khoa bat ¢t lic nao trong thoi gian quan ca phé nay mé ctta. Mot dich vu khéc 1a
Urban Bellhop sé xtr Iy quy trinh nhan phong, bao gom ca viéc giao chia khoa
cho khach. Céng ty nay cling cung cap dich vu quan ly danh sach cho thué va vé
sinh nha ctra, cha yéu tap trung vao cac chu nha Airbnb. Ngoai Beyond Stays,
GuestHop, Guesty, con cé Pillow va nhiéu start-up khac cung cap cac dich vu
trrong tu.

Uber ciling da tao ra hé sinh thai dich vu ho trg cta riéng minh. Nhiéu nguoi
c6 thé muon 14i xe Uber ban thoi gian nhung lai khong cé xe. Cha, nhd Breeze,
mot start-up & San Francisco, ma van dé nay gio khong con la van dé nita. Breeze
cho thué xe hoi véi gia 195 do la mot tuan dé thu hut céac tai xé cia Uber hodc
Lyft. Cudi nam 2013, Uber ciing bat dau hgp tac vGi cac nha cho vay bén thi ba
dé tai trg phuong tién cho cac tai xé tiém nang. Bao hiém la mot co hoi béo ba
khac. Ca Uber va Lyft déu chi trd bdo hiém trong khi tai xé dang lam viéc, nhung
khi ho khong trén dwong dén don khach hoac ché khach, ho khong dwgc bao
hiém. Tham chi té hon, nhiéu chinh sach bao hiém ca nhan sé htiy bo chinh sach
ctia ban néu ho phat hién ra ban lam viéc cho Uber (vi chinh sach cua ho khong
bao gom viéc chi trd cho hoat dong mang tinh thwong mai), trong khi cac lwa
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chon bao hiém thwong mai truyén thong lai nam ngoai kha nang ctia nhiéu tai xé
ban thoi gian.

Khodng trong nay chinh la co hdi cho cac cong ty bao hiém nhuw Metromile,
cong ty cung cdp bao hiém trén moi dam dwong. Metromile cdp cho tai xé mot
thiét bi cam vao xe cua ho dé theo doi s6 dam dwong xe chay. Tai xe chay xe
cang nhiéu thi cang dwgc tra cao hon. Tham chi, tuyét voi hon nita, Metromile cé
thé theo do6i qua trinh di chuyén va doéi chiéu vdi cac chuyén xe trén Uber, nho dé
cong ty bao hiém co6 thé biét duwgc quang duwong nao phuc vu muc dich ca nhan,
quang duwong nao phuc vu muc dich thvong mai. Metromile chi tinh phi nguoi
dung doi vGi quang dwong ca nhan, vi Uber da chi tra bado hiém cho chiéc xe khi
tai xé dang lam viéc. “M06 hinh bdo hiém hién tai da khong thé thich tng [vé6i
Uber ],” Dan Preston, CEO ctua Metromile noéi. “Chuing t6i s& hitu mot cong nghé
cdi tién san pham bao hiém.” Nhiéu céng ty bado hiém mang tinh chinh thong hon,
nhw Geico va Progressive, da hoc theo Metromile bang cach cung cap san pham
bdo hiém chia sé chuyén di dé phuc vu tai xé cua Uber va Lyft.

Hién twong cac cong ty phai sinh dugc xay dung xung quanh cac cong ty
nén tang 16n hon khong phai la mai. Trudc day, ngudoi ta da chitng kién sy nd 1o
nhw ndm sau mwa cta vo so chuyén gia téi wu héa cong cu tim kiém dé gitp cac
cong ty vat 1on véi cong cu tim kiém cta Google, cling nhw nhiéu doi quan hung
hau gom nhitng con ngwoi va cong ty ti xung la chuyén gia “quan ly truyén
thong xa hoi.” Tat ca déu kiém an dwa trén cac nén tang nhw Facebook, LinkedIn
va Twitter. Tuwong tw nhuw vay, YouTube da san sinh vO van cong ty nho xoay
quanh cac ng6i sao YouTube. Dang sau moi ng6i sao YouTube, ching han nhw
Smosh hodc PewDiePie, la rat nhiéu nguwai ho tro ho va giup ho kiém tién. Vi du
khac 1a nha phat trién tng dung va nganh cong nghiép tro choi trén dién thoai di
dong dang bung nd. Ca hai nganh nay déu dugc xay dung xung quanh cac nén
tang phat trién, nhw iOS cua Apple va Android cua Google. Trong thuyc té,
Applico, cong ty ma Alex thanh 1ap vao nam 2009, ciing bat dau véi tw cach mot
cong ty phat trién ng dung. Va dén nam 2017, chi riéng linh vyc nay sé tré
thanh thi trwong tri gia 77 ty do la.

Ngay nay, nhiéu nha dau tw da bo 1& nhitng ky 1an nhw Uber va Airbnb dang
tim dén thé hé cong ty thit hai dé khai thac mot s6 tiém nang tang trédng cta nén
tang cot 16i. “Day la mot cudc san vang,” mot nha dau tv mao hiém tuyén bo.
“Anh c6 thé khai thac vang nhu Uber hodc Airbnb, hoac ban chau, chdo va quan
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jean Levis.” Tuy nhién, cach tiép can nay khong phai la khong c6 rii ro. Nén tang
c6 thé md rong cac san pham cua riéng minh dé két hgp nhitng tinh nang duoc
trién khai bdi cac nha cung cdp dich vu doc l1ap. N6 ciing c6 thé han ché quyén
truy cdp vao nén tang néu cac bén thit ba vi pham cac quy tac va tiéu chuan cua
né. Trong ca hai truong hgp, nhitng cong ty nay co6 thé that bat chi sau mot dém.
MGt s6 cong ty da rut ra bai hoc nay trong cay dang.

PAT CUQC VAO FARMVILLE

Sau khi Facebook ra mat nén tdng danh cho nha phat trién tai hoi nghi F8
cta n6 vao ngay 24 thang 5 nam 2007, mot cudc san vang khac lai bat dau. Céc
nha phat trién do x0 dén nén tang nay, hy vong khai thac “biéu d6 xa hdi” (social
graph) ctia n6 — vé co ban la mot cdi tén hoa my cho viéc thu thap di liéu thé
hién mang lwdi cac moi lién két vé mat xa hoi gitta nhitng ngudi dung Facebook.
Mark Pincus la mét trong nhitng nguwdi dau tién nhin thay tiém nang cua biéu do
xa hoi. “Cai t6i nghi 1a, viéc tuyét voi nhat ban c6 thé lam — khi ban két noi dugc
tat cd ban bé cia minh va ban bé cia ban bé véi nhau — la choi game,” Pincus
ndi. “Toi luc nao cling mé game, nhung toi khong bao gio co thoi gian va khong
thé nao gom hét ban bé lai mot cho. Vay nén, cai y twdng day quyén nang rang
ban bé t6i da ¢ d6 va dugc két noi, roi sau dé c6 thém cac tro choi, nghe cé vé
that vi dai.” Viéc Facebook ra mat nén tang danh cho cac nha phat trién khién cho
tam nhin cta Pincus tré nén kha thi. Ong mé& mot cong ty c6 tén Presidio Media,
tap trung phat trién cac tro choi trén Facebook. Trong vong hai thang, cong ty cta
ong da phat hanh mét tro choi poker trygc tuyén trén mang xa hoi nay. Cudi nam
doé, cong ty doi tén thanh Zynga Inc., theo tén chii ché bulldog cia Pincus. Sau
do, vao thang 6 nam 2008, cong ty phat hanh Mafia Wars, dau an dau tién cta né.
Mafia Wars la game nhiéu nguwoi choi, trong d6 ngwoi choi nhap vai nhitng tén
gang-xto ty xay dung bang nhom riéng ctia minh. Ban than tro choi da mang tinh
xa hoi — ban c6 thé chién dau hodc “cudp” cia nhitng nguwoi choi khac dang truc
tuyén, hodc yéu cau trg giup dé hoan thanh nhiém vu. Tuy nhién, khong c6 gi
mién phi cad. Mafia Wars la mot trong nhitng tro choi dau tién dugc goi la
“freemium game,” c6 nghia la ban than tro choi thi mién phi tham gia, nhung
ngwoi choi c6 thé chon mua nhitng ndi dung cao cap hon hodc 1én cap nhanh hon
bang céach trda mét khodn tién nhd. (Trong mot tap phim cua South Park, m6t nhan
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vat n6i dua rang, “-mium” trong “freemium” la tiéng La-tinh, c6 nghia la “khdéng
thue su.”)

Vao thang 6 nam 2009, Zynga phat hanh FarmVille, tro choi m&i nhin da
biét la duwgc sao chép tir Farm Town, mot tro choi dang pho bién lic bay gio trén
Facebook. Bat chap chuyén d6, FarmVille van nhanh chéng tré thanh mot
hit“khung.” Chi trong vong hai thang phat hanh, né c6 hon mot triéu nguoi dung
trire tuyén moi ngay. Mot thang sau, Zynga huy dong dugce 29 triéu do la trong
mot vong tai trg do cong ty dau tw mao hiém Kleiner Perkins Caufield & Byers
chu tri.

FarmVille cling 1a mot tro choi freemium. Trong d6, ban c6 thé xay dung
trang trai va trong trot. Nhung dé tiép tuc lén cap, ban phai nhd ban bé dén tham
nong trai ctia minh va giip mot tay. Hodc, tat nhién, ban c6 thé trd tién. Bat cit ai
tham gia Facebook lic bay gio déu sé nhg tro nay. Nén tang tran ngap cac yéu
cau tir ban be dé nhd twdi cay hodc thyc hién nhiém vu do. La mdt tro choi
freemium dién hinh, chi c6 khodng 3% dén 5% ngudi dung san sang tra tién dé
lén cap. Nhitng ngwoi khong mudn tra tién thi di spam twong va Newsfeeds cta
ban bé bang 16i mdi va yéu cau trg giup.

Facebook da bi mat canh giac. N6 khong lwong trwdc duwge loai hoat dong
nay khi mé& nén tang danh cho nha phat trién. N6 da pham sai lam khi khong thiét
lap nguyén tac, luat 1é citng ran xung quanh cach cac nha phét trién c6 thé két noi
voi nguwoi dung. Zynga da tan dung lgi thé cda viéc thiéu tam nhin xa nay bang
cach budc ngwoi dung cua ho phai spam ban bé. Tuy nhién, co ché spam nay chi
hoat dong vi tin nhan ma n6 gwi dén nhitng nguwdi dung khac duge cap quyén wu
tién giong nhw bat ky tin nhan Facebook nao khac ma ngudi dung c6 thé nhan
dwgc t* mot nguwdi ban. Vao ngay 1 thang 3 nam 2010, Facebook da thay doi
chinh sach ctia minh dé gidi han cac thong bdo ma nha phat trién c6 thé giri cho
ngwoi dung, két qua la Ivu lwgng truy cap vao cac tro choi Zynga gidam manh. S
ngwoi dung ctia FarmVille gidam 26% trong vong mot thang. Ban dau, Zynga can
nhac viéc hoan toan roi khéi Facebook va chay tat ca nhitng tro choi ctia n6 trén
Zynga. com, nhung cudi cung, cong ty quyét dinh chong lai va chién ddu dén
cung. N6 phat hanh CityVille, mot tro choi m@i nhanh chong tré thanh tro choi
pho bién nhat ctia céng ty, thu hat hon 100 triéu ngwdi dung hang thang trong
vong bon muoi ba ngay.
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Trong cong cudc tim kiém cac kénh tang tredng mai sau khi gan dat dén
mitc bao hoa trén Facebook, Zynga lién tuc mua lai 11 cong ty phat trién game
trong nhiéu thang tir nam 2010 dén 2011. Nganh game tryc tuyén song duoc la
nho mot s6 tro choi thanh cong nhat (hit), nén thay vi c6 gang tiép tuc san xuat
hit mé6i, Zynga da st dung nguén von huy dong dwgc dé mua lai cac tro choi
thanh cong khac (va d6i ngii phat trién ctia n6) nhw mot 16i di tat dé tang tredng
doanh thu. Két qua 1a, trong nam 2010, Zynga bat dau c6 1ai. Nhung thanh cong
nay rat ngan ngui. Pén nam 2011, cac kénh tang trwdng truyén thong ctia Zynga
trén Facebook da bat dau can kiét. Bat chdp nhitng diu hiéu canh bao, Zynga van
c6 phan héa ra cong chiing vao ngay 16 thang 12 nam 2011. N6 két thic nam dé
v6i mitc 16 rong cao nhat tir tredc téi nay: 404 triéu do la. Nam 2012 ching kién
viéc cong ty khong ngirng di xudng khi Facebook tiép tuc that chat cac quy dinh
xung quanh nén tang phat trién ctia minh, con Zynga thi khong san xudt dugc hit
nao mdi. Cudi nam 2012, Zynga danh chia tay v6i Facebook, két thic méi quan
hé da ting rat than thiét, bén chat. Mac du wdc tinh 80% doanh thu dén tir ngudi
dung Facebook nhung cong ty da quyét dinh chuyén cac tro choi ciia minh sang
nén tang choi game riéng, dong nghia vgi viéc nguwoi choi khong thé chia sé
nhitng thanh tich ctia minh vé&i ban be thong qua Facebook duwgc nita.

Viéc chuyén sang nén tdng game di dong cling khién cong ty bi “sdc.” Cac
d6i tha canh tranh 16n nhit ctia Zynga khéng con phat trién cac tng dung
Facebook nita ma chuyén sang iOS va Android. Cac hit 16n nhw Temple Run,
Clash of Clans va Candy Crush la nhitng tita game hang dau trén thiét bi di dong,
va Zynga khong thé 1ap lai thanh cdng ma né tirng gat hai trén Facebook. Bén
thang 6 nam 2013, s6 lwgng nguwdi dung tryc tuyén hang ngay cia cong ty giam
xudng con 187 triéu, tit mic 306 triéu chi moét nam trede d6. Sau mot nam tinh
gian bién ché va thua 16, Pincus da tir chitc CEO vao nam 2013. Bita tiéc linh
dinh ma 6ng tirng hinh dung ra da két thuc.

NGAY TAN
Su troi day roi sup do ctia Zynga la minh chitng hoan hao cho rii ro (va
phan thwéng tiém nang) cta viéc xay dung hoat dong kinh doanh xung quanh
mot nén tang thong tri. Cong ty phat trién tro choi Zynga da nhanh chéng khai
thac tiém nang tr nén tang phat trién cia Facebook, nhung khi Facebook that
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chat cac quy dinh, sy tang truwdng cia Zynga boc hoi theo. Mac du gan day,
Zynga da phat hanh hang loat tro choi, bao goém mot s6 phan tiép theo cuia cac hit
ban dau, nhung cong ty khong thé vuc day duge. Cau chuyén “lén voi xudng
ch6” nay khong c6 gi bat thuwong. Ching t6i da néi vé cach Twitter kiém soat nén
tang phat trién ctia né trong chwong 6. Nhiéu nha phat trién xay dung cac tng
dung trén Twitter, nhung mot khi nén tdng quyét dinh né muén trgd thanh nha
cung cdp chinh cho khach hang thi rat nhiéu nha phat trién bén th ba trong so
nay bat dau di xuong.

Trong ca hai treong hgp, cac nha phat trién theo cha nghia co hgi tim thay
thanh cong bang cach tan dung co hodi ngan han. Zynga phat trién nhanh chong
bang cach spam ngudi dung Facebook véi 16i mai tham gia tro choi cia minh. Va
Facebook ciling dwgc hwong 1gi rat 16n tir sy phat trién ban dau ctia Zynga véi
12% doanh thu ctia nam 2011 dén tir cong ty phat trién tro chgi nay. Yéu to thoi
diém khién cho khodn dong gép doanh thu nay dac biét quan trong, vi Facebook
c6 phan héa ra céng ching vao dau nam 2012. Viéc doanh thu tang manh vao
thoi diém do6 cé nghia la gia IPO cao hon va nhiéu tién mdt hon trong ngan hang.
Tuy nhién, mdc du tadn hwéng toc do tang tredng bung noé trong ngan han nhung
thanh c6ng ctia Zynga bién mat khi Facebook that chat co ché phan phdi ctia né
(mot cach hop ly). Twong ty, Twitter duwge hwdng 1gi tir cac nha phat trién cung
cap wng dung di dong cta bén thit ba khi nén tang con long léo. Nhung doi véi
Twitter, dé kinh doanh thanh cong, né phai s& hitu trai nghiém c6t 16i. Va diéu
nay cé nghia la s hitu tng dung Twitter. Mot s6 nha phat trién da tim thay thanh
cong ngan han bang cach ban ttng dung Twitter v4i gia t 1 dén 2 do la trén cira
hang ng dung, nhung vi ban than ching khong tw thay doi dé phu hop véi muc
tiéu dai han ctia nén tang nén luéng doanh thu chi ton tai trong mot sém mot
chiéu.

Tat nhién, ngay ca cac cong ty ty diéu chinh theo tam nhin dai han ctia nén
tang thi khong phai lic nao cling thu dugc két qua nhw y mudn. Hay nhin nhitng
gi da xdy ra v&i mot s6 nha san xuat dién thoai Android hang dau. Nhw ching t6i
tirng dé cap trong phan mé dau, Google da tap hop han mdt doi quan cac nha san
xuat va nha cung cap dich vu khong day dé gitip n6 ra mat Android. Ca HTC va
Motorola déu la cong cu thiic ddy doanh s6 ban dién thoai Android khi md&i ra
mat. Trong vai nam dau tién ctia Android trén thi truong, ban chay nhat l1a dién
thoai thong minh Droid cua Motorola, cling nhv Evo va myTouch caa HTC. Tuy
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nhién, dén nam 2012 doanh s6 cua ca hai cong ty da gidam dan. Doanh thu cta
HTC giam 36% so v6i mot nam triede do. Trong khi do, Motorola von da lam an
thua 16. N6 dugc ban cho Google vao nam 2012 véi gia 12,5 ty d6 la (mdc du vu
mua lai nay bao gém ca duy trit tién mat tri gia 3 ty do la cia Motorola, c6 nghia
la gid tri s6 sach cua thuwong vu chi 1a 9,5 ty do la). Ngay ca nhu vay thi rd rang
Google chi mua lai Motorola vi danh sach bang sang ché ctia n6, thi gitip Google
bado vé Android khdi nhitng tro ltra ddo va cac doi tha canh tranh. Dén cudi nam,
Google ban bo phan Home cta Motorola véi gia 2,35 ty do la. Chi m0t nam sau
do, hang tiép tuc ban bd phan thiét bi cam tay ctia Motorola cho Lenovo véi gia
2,91 ty do la. Dé boi thém dau thwong cho s6 phan cia Motorola, Lenovo da
quyét dinh khai t¢ thwong hiéu Motorola vao cu6i nam 2016. S6 phan ctia HTC
cling khong kha hon. Trong khodng thdi gian sau thang tinh dén cudi nam 2011,
HTC da mat 27 ty do la gia tri von hoa thi trwong, mot con s6 khong thé tin dugc,
twong dwong hon 75% gia tri ctia n6 lic dinh diém. Vao thang 10 nam 2012,
HTC bao cao doanh thu quy 3 cta cong ty giam 48%, trong khi 1gi nhuan rong
giam 79% so v6i mot nam tredc d6. Vao thang 8 nam 2015, gia tri von hda thi
treong cua HTC gidm xudng chi con 5% so v6i mitc cao trong nam 2011. Trén
thure té, vao ngay 9 thang 8 nam 2015, HTC da giao dich dwéi mirc gia tri du triv
tién mat ctia n6. Cac nha dau tv dinh gia cong ty nay & mic 47 ty Dai té (twong
dwong 1,5 ty do6 la ¢ thoi diém do), thap hon mitc 47,2 ty do-la tién mat ma cong
ty dang c6. Ngoai dv trit tién mat ctia nd, HTC trang tay ding theo nghia den.
biéu gi da xdy ra véi HTC va Motorola? Cau tra 10i ngan gon la: Samsung.
Sau khi “vui vé mot chut” vdi Windows Mobile, ga khong 16 hang dién tw tiéu
dung quyét dinh di v6i Android. (Cong ty da thoang nghi dén y twdng ty xay
dung hé diéu hanh riéng cho dién thoai théng minh nhwng réi gan nhw gat bé
nhitng ké hoach do6 dé tap trung san xuat dién thoai Android.) Vao thang 6 nam
2010, Samsung giGi thiéu dién thoai thong minh Galaxy S Android. Mot nam
sau, n6 doc toan lyc cho Android. Vao thang 11 nam 2011, Samsung khéi dong
mot chién dich marketing cuc ky 16n dé quang ba dién thoai thong minh Galaxy
S II, dong thoi tan cong Apple va iPhone. Nam 2012, dién thoai thong minh
Galaxy S III Android cua Samsung chinh thitc qua mdt iPhone cua Apple voi
khoang cach kha thoai mai, viron 1én vi tri chiéc dién thoai théng minh ban chay
nhat hanh tinh. Pén cu6i nam dé, 1gi nhuan ctia Samsung tang 76%, phan 16n nho
vao sy tang truedng cta bd phan dién thoai thong minh, bd phan sinh 10i cao nhat

https://thuviensach.vn



cong ty. Trén dinh cao thanh cong cuia Samsung, vao thang 1 nam 2013, t¢ Wall
Street Journal da dang mot bai viét trén trang nhat vGi dong tit “Apple da mat
phong do vé tay Samsung?” (Has Apple Lost Its Cool to Samsung?)

Tuy nhién, gidéng nhw cac tién boi ctia nd, ngai vang ctia Samsung khong tru
dwgc lau. Mac du Android tiép tuc phat trién — hién nay n6 la hé diéu hanh di
dong duwgc st dung nhiéu nhat trén thé gidi — nhung Samsung da danh mat wu thé
vao tay cac doi tha canh tranh méi. O phan khiic gi4 thap, cdc nha san xuat Trung
Quoc da bat dau vugt qua Samsung. Sy sut gidm nay dac biét rdo rét ¢ Trung
Quoc, noi Samsung ting mot thoi 1a nha cung cap dién thoai thong minh ban
chay nhat. Tuy nhién, ké tir d6 dén nay, doanh s6 ctia n6 sut giam xuodng thap hon
ca Xiaomi lan Huawei. N6 ciling tut lai sau Apple, khi cong ty nay bat dau tan
cong vao lgi thé 16n nhadt cia Samsung trong thi treong dién thoai thong minh
bang viéc gidi thiéu iPhone 6 va iPhone 6 Plus v6i man hinh 16n hon nita vao
ngay 9 thang 9 nam 2014. Tt lau, man hinh I6n da la mét trong nhitng yéu to
chinh thiic day thanh cong ctia Samsung & phan khic gia cao cua thi trwong, va
mot khi Apple da sao chép dac diém do, n6 nhanh chéng ngoam lay thi phan cta
Samsung. Sau khi ra mat iPhone 6, Apple da trdi qua mot quy sinh 16i cao nhat
trong lich stz kinh doanh cta tat ca moi cong ty trén thé gidi.

Vé phia Samsung, 1gi nhuan cung quy cta cong ty giam 64%, va ké tr do
dén nay, né phai khong ngirng vat 1on dé phat trién. Trong thang 7 nam 2015,
cong ty bao cdo lgi nhuan gidm cho quy th bay lién tiép. Chi trong vong vai
nam, bo phan thiét bi cam tay cia Samsung dang tt vi thé di dau tut xuéng thanh
vi tri 1am nén cta cong ty. Nhiéu nha phan tich va nha dau tu cho rang, cong ty
tirng mot thoi thong tri thi treong gio day dang tién dan dén “ngay tan.”

TREN PINH KIM TU THAP

Chuyén xdy ra v6i Samsung, cling nhw v6i HTC va Motorola trueée do, chi
la nhitng vi du minh hoga. Sy phat trién ctia nganh céng nghiép dién thoai thong
minh la mot thé gidi thu nho ctia nhitng gi dang xdy ra véi biic tranh kinh té rong
16n hon. Trong thé gidi mdi nay, cac nén tang ngy trén dinh ctia nén kinh té.
Chung s& hitu sttc manh thi truong 16n nhat, 1gi nhuan cao nhat va lgi thé canh
tranh bén vitng nhat. Nhv Samsung da cho thay, viéc xay dgng mdt cong ty tuyén
tinh gia tri van kha thi, nhung 1gi thé canh tranh ctia né thwong boc hoi rat nhanh
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khi sdn pham dwogc hang héa héa va doi thu canh tranh sao chép tinh nang — bo
lai ké sang tao phai khong ngirng xoay s& dé thay thé nhitng diém manh do. Tinh
nang dé bat chudc; mang lwdi thi khéng. San pham c6 thé bi hang hoa hda; nén
tang thi khong.

Samsung, cong ty tuyén tinh suot mot thoi gian dai, da nhan ra tinh thé hiém
nghéo ctia minh tir may nam triéc va dang c6 gang chuyén doi thanh cong ty nén
tang. Vai nam trd lai day, hang san xuat do dién ti tiéu dung nay da thyc hién
nhiéu budc di c6 tinh hé thong dé xay dung Iwc lwgng ho trg cho Tizen, nén tang
phat trién riéng cta nd, dac biét la trong cac danh muc thiét bi mdi, chang han
nhuv thiét bi dién t& deo duwgc va ti-vi thong minh. Tuy nhién, né khong gat hai
duwgc nhiéu thanh cong. Ca Android va iOS ciling dang chuyén sang nhitng danh
muc nay, c6 vé nhu Google va Apple sé khong dé mat vi thé dan dau véi cac nha
phat trién vé tay mot cong ty phan citng. Nhiéu kha nang Samsung van sé tiép tuc
xuong doc. Nhu Erik Schatzker, “cha xi” cia Market Makers, da néi trong mot
cudc thao luan trén truyén hinh véi Alex vé tinh hinh kh6 khan cia Samsung,
“R0 rang, cac cong ty nén tang mdi la noi quy tu toan bo tri khon va quyén lyce.”

Néu ban dang xay dyng mot cong ty thi nén tang sé cho ban co hdi 16n nhat
va bén vitng nhat. Tuy nhién, ban khong thé chi don gian la sao chép mo hinh
kinh doanh ctia cac nén tang thanh cong nhu Facebook, Uber hodc Airbnb va hy
vong no hiéu qua. Pau nhitng nam 2000 la thdi ctia nhitng mang xa hoi rong 16n
va la thoi danh cho may tinh dé ban, vi Iic do6 hinh thitc truy cap bang thong rong
dang dan pho bién hon va Internet trén mdy tinh dé ban dang phat trién. Twong
tw, cach day vai nam la thoi ctia nhitng san giao dich van tai nhw Uber, khi dién
thoai thong minh m@i bat dau dén tay nguwoi tiéu dung chinh théng va nhiéu cong
ty ky lan cia ngay hom nay chi vira mdi cat canh. Viéc ¢6 gang canh tranh véi sy
thanh cong cia nhitng cong ty nay trong hién tai ma khong hiéu dugc boi canh
canh tranh chinh la con dwong dan dén that bai. Trong phan con lai cta chuwong
nay, chiing ta sé xem ban cé thé phat hién ra co hoi tiém nang trén nén tang nhw
thé nao, va ching ta nén hy vong nhin thdy anh huwéng 16n nhat tiép theo ctia nén
tang & dau.

TOI TiM RA LUAT, VA LUAT THANG
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Trudc khi nhdy ngay vao mat tich cyc cia cac co hoi nén tang tiém nang,
chiing t6i mudn néi vé rui ro 16n nhat gan lién v4i cac mo hinh kinh doanh nén
tang mai: phan ng vdi cac luat 1€ va quy dinh hién hanh. Vi c4c cong ty tuyén
tinh thong tri nén kinh t€ trong phan 16n thé ky XX nén hau hét luat 1é van dang
dugc dinh huéng xoay quanh cach hoat dong cta ching. Thé ché quén ly trong
da s6 cac nganh chuwa dugce diéu chinh dé kiém soat ca nén tdng. Két qua la, khi
mot cong ty nén tang thong tri noi 1én lan dau tién trong mot nganh, né thwong
hoat dong trong ving con nhap nhang cta luat phap. Nhw Simon Rothman, mot
nha tw ban dau tw mao hiém tai Greylock Partners, da néi, “Néu y twéng cua ban
khong du 16n dé dam bao rang chinh quyén sé dé mat dén, thi c6 thé né khong du
16n that.” (Rothman ciling la ngwoi sang lap kiem pho chu tich eBay Motors, noi
ong gop phan xay dung san giao dich 6 t0 ctia eBay.) Hau hét cac cong ty 16n
dang hoat dong trong nganh sé tan dung lgi thé ctia minh dé gay sttc ép lén thé
ché quan ly hién hanh, c6 gang déng ctra nén tang hoac han ché tang trudng cua
nd. Nhitng vi du n6i bat nhat hién nay la Airbnb va Uber, cd hai déu gdp phai
nhitng tré ngai 16n vé mat phap ly. Ching t6i da tom tat ngan gon nhitng thach
thitc cia Airbnb lién quan dén sy an toan cia khach hang trong chwong 6, cac rao
can phap ly cua Uber tai Washington, DC va New York trong chwong 4. Ca hai
cong ty con rat nhiéu thach thitc phap 1y dang cho gidi quyét khac — Airbnb véi
cac quy dinh ctia nganh nha hang khach san va thué; Uber véi cac quy dinh xung
quanh hinh thitc nhan vién hgp dong “1099” — ma ching t6i sap n6i dén. Nhung
hai nén tang nay khéng don doc. Hau nhw moi cong ty nén tang 1én déu phai doi
mat vGi nhitng tréd ngai khong nho vé mat phap ly khi ching phat trién thanh
cong ty doc quyén va thach thitc cac 6ng 16n trong nganh.

Xu hwéng nay bat nguon tr eBay trong ky nguyén dot- com. Vao cudi
nhitng nam 1990 va dau nhitng nam 2000, eBay do6i mat véi mot loat cac vu kién
to nhitng nguoi tieu dung mua phai hang gia trén san giao dich cua no. Nguoi
tiéu dung kién eBay, cdo budc trach nhiém thudc vé cong ty. eBay lién tuc tra 1oi
rang né chi hoat dong nhw mét san giao dich ban hang va khong thé chiu trach
nhiém veé cac giao dich gian lan. Phan 16n cac vu kién dugc phan quyét nghiéng
vé phia eBay. Gan day hon, sau khi c6 phan héa ra cong ching vao nam 2015,
Alibaba bat dau gap phai nhitng thach thitc phap ly twong tu lién quan dén hang
gia dugc ban thong qua san giao dich Taobao ctia minh. Bén chinh phu My ciing
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phai ra madt canh bao Alibaba rang n6 phai cai thién quy trinh dé loai bé hang gia
khoi cac san giao dich ctia minh.

PayPal cling roi vao mot cudc chién lién quan dén tinh trang phap ly cia no
vao dau nhitng nam 2000. PayPal khong muén dwgc phan loai la ngdn hang
thwong mai vi né khong cho vay hoac tra 1ai trén s6 dw tai khodn nhw mot ngan
hang thwong mai. Van dé ndy sinh ngay sau khi PayPal ngp don xin IPO vao
thang 1 nam 2002, va cac nha chic trach & California, Idaho, Louisiana va New
York dong loat de doa phan loai céng ty la ngan hang thwong mai. Louisiana
tham chi con de doa sé cdm PayPal hoat dong & tiéu bang nay. Nhitng dong thai
trén dugc ho trg bdi cac nhém van dong trong nganh ngan hang nhw Hiép hoi
Ngan hang My. Tuy nhién, vai thang sau d6, Uy ban Bao hiém Tién gti Lién
bang (Federal Deposit Insurance Commission — FDIC) da gui mot 1a thu, thong
bao rang PayPal khong phai tuan thu luat ngan hang lién bang. Ngay sau dd, cac
nha quan ly lién bang da Iui buéc.

YouTube ciing phai xt 1y nhiéu vu kién vé viéc ngudi dung cia né st dung
noi dung c6 ban quyén. Rui ro phap ly cua nén tang ngay cang tang la mot trong
nhitng yéu t6 thiic day YouTube ban minh cho Google vao nam 2006. Tham chi,
tai thoi diém dién ra vu mua lai, Mark Cuban, nha dau tw c6 tiéng tam kiém ngoi
sao cta chwong trinh truyén hinh néi tiéng Shark Tank, con viét mot bai trén blog
tuyén bo rang, “Google sé that dién ro néu mua YouTube” do nhitng nguy co bi
kién tung ban quyeén. “YouTube sé bi kién bdi hang ngan cha sé hitu tac quyén
muodn c6 dugc cang nhiéu tién cang tot trén moi lwot tai xudng noi dung cta ho tw
YouTube,” Cuban viét. Theo mot nghia nao do, Cuban da ding. Vao thang 3 nam
2007, Viacom da dé don kién YouTube vi pham ban quyén, doi boi thwong thiét
hai 1 ty do la. Tuy nhién, Google c6 thé stt dung diéu khodn Cang an toan trong
Pao luat Ban quyén Thién nién ky Ky thuat s6 (Digital Millennium Copyright Act
— DMCA, dugc thong qua vao nam 1998) dé né tranh trach nhiém phap ly.

Chuyén céac nén tdng méi phai déi mat vdi nhiéu thach thitc vé mat phéap ly
sé ti€p tuc dién ra chit khong dirng lai. Chi vai nam sau khi Google mua lai
YouTube, nén tang cho vay ngang hang Lending Club ciling ditng trudc nhiéu tré
ngai phap ly. BPugc thanh 1ap vao nam 2006, day la cong ty tién phong ap dung
mot phwong phép tiép can khac dé thyc hién nhitng khoan vay c6 nguy co bi cac
nha chitc trach dé mat t6i. Lending Club da chia cac khoén vay tiéu dung thanh
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nhiéu phan nho dé nguwdi cho vay ca nhan c6 thé thue hién nhitng phan nho hon
nita cua nhiéu khodn vay. Chién lugc nay cho phép ngwoi cho vay ca nhan phan
tan rui ro ra nhiéu khodn dau tw nhé hon. Tuy nhién, SEC da quyét dinh rang
nhitng khoan cho vay nay khong giong nhu bat ky loai chithg khodan nao ma né
da thong qua treéc do. SEC va Lending Club da thao luan vdi nhau dé xac dinh
mot loai ching khoan mgi, va cong ty phdi dang ky v6i SEC. Nam 2008,
Lending Club da dong ctra su6t sau thang trong khi cho SEC xét duyét. Cudi
cung, cong ty m& ctra trd lai sau khi dwgc SEC chap thuan, nhung cac nén tang
cho vay ngang hang khac, nhw Prosper va Zopa (tham gia thi truong My dugc
mot thoi gian ngan thi rat lui), da vap phai nhitng thach thitc twong tu tir co quan
quan ly.

Nhw ban c6 thé thay, nhitng rao can phéap ly va quy dinh nay rat phé bién doi
v&i cac cong ty nén tang. Mo hinh kinh doanh nén tang mang lai nhiéu lgi thé so
v@i cong ty tuyén tinh, nhung cling an chita nhitng rai ro tiém nang hét sic
nghiém trong vé mat phap ly. P6i khi, nhitng rac r6i phap ly nay c6 thé suyt chut
nita thi day cong ty dén cho phai ngirng hoat dong, nhw da lam véi Lending Club
va Prosper. Chung ciling gép phan lam ddy 1én nhitng cudc tranh luan xoay quanh
cac cong ty nhuw Airbnb va Uber. Viéc thach thic hién trang phap ly chinh la s&
trrong cia cac cong ty nén tang.

Trong trvong hgp ctia Airbnb, cac 6ng 16n trong nganh khach san khong vui
chit nao khi déi thu nén tang ctia ho ct hoat dong bén ria cac quy dinh va tiéu
chuan an toan danh cho khéch san tai dia phwong. Ho hoi thiic gigi chic trach s@
tai siét chat cac cha nha Airbnb, dang chu y nhat la ¢ thanh phé New York. Theo
mot bao cdo, cé tdi ba phan tu s6 phong cho thué trén Airbnb & New York, mot
trong nhitng thi trwong 16n nhat ctia Airbnb, 1a bat hgp phap. Tuy nhién, diéu nay
khong ngan dwgc cong ty ti€p tuc phat trién, va cong ty thi khong ngan duogc
nhiéu chu nha & New York tiép tuc kinh doanh. Mot van dé phap ly quan trong
khac lién quan dén viéc Airbnb c6 phai chiu trach nhiém vé su an toan ctia khach
thué nha hay khong. Cong ty da dat dwgc nhitng bwdc tién 16n trong van dé an
toan cua khach hang, nhw ching t6i da dé cap trong chwong 6. Nhung né van
chwa lam dugce gi nhiéu dé dam bao cac chu nha tuan tha nhitng tiéu chuan va
quy dinh vé an toan lwu tra tai dia phwong. Thang 11 nam 2015, cong ty da thu
hit hang loat sy quan tam tiéu cyc khac khi c6 tin vé mot vi khach da chét khi
dang & trong mot can hd Airbnb. Hién nay, cong ty dang doi mat véi vai vu kién
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twong tu lién quan dén nhitng trai nghiém t6i té cia nguwoi tiéu dung. Tinh dén
dau nam 2016, vi tri cia Airbnb trong thé ché phap ly hién hanh cho nganh nha
hang khach san van v6 ctung bat on.

Doi véi Uber, van dé phap ly 16n nhat la trang thai xép loai tai xé cta nd. Tai
xé Uber, nhitng nguwdi ma cong ty goi la “cac doi tac lai xe,” hién dang dwoc goi
la 1099 nhan vién hgp dong, dat theo tén Biéu mau 1099 ma nhitng nhan vién
nay phai ndp cho IRS. Trang théi xép loai nay cé nghia 1a Uber khong phai tra
thué thu nhap cho nhitng ngudi lao dong theo hgp dong nay, ciing nhw khong
phai ddm béo céc lgi ich dai han nhuw bdo hiém y té va tién béi thudong cho ho. N6
cling gidi han trach nhiém phdap ly ctia Uber do6i v6i nhitng viéc ma tai xé cta
minh thyc hién. Hau hét cac san giao dich dich vu khac, bao gom Handy, Lyft,
Instacart va Postmates, déu xép loai tat cd hodac mot s6 nhan vién cta minh vao
dién nguoi lao dong theo hgp dong 1099 thay vi ngudi lao dong dién W-2.
Nhung tirng cong ty trong s6 nay hién déu dang phai doi mat véi cac vu kién cao
budc ching dang xép loai ngwoi lao dong sai quy dinh. Moi nén tang nay déu an
chira rdi ro phap ly rat 16n. Ching c6 thé phai chi trd hang tram triéu do la tién
boi thwong thiét hai va ng thué néu thua kién trong nhitng trwedng hop nay, dong
thoi phai xép loai lai nguwdi lao dong ctia minh vao dién W-2. Do Pao luat Cham
soc Sttc khoe Hop tii tién (Affordable Care Act)! nén nhiéu kha nang hau hét
nhitng cong ty nay sau dé déu phdi c6 trach nhiém cung cap dich vu cham séc
sttc khée cho nhiéu ngwdi lao dong cta minh. Mdc du van c6 thé van hanh mot
néen tang véi nguoi lao dong theo hgp dong dién W-2 nhung nhu vay sé lam tang
tong chi phi lién quan dén viéc thué ngwoi lao dong dién W-2 ciling nhw cac nghia
vu thué b6 sung ma cac cong ty phai thyc hién, gay ra han ché nghiém trong doi
v6i 1gi thé cia m6 hinh san giao dich dich vu. Nhitng nén tang nay sé mat di rat
nhiéu tinh linh hoat va lgi thé vé chi phi, hai yéu té thuong dwgc chuyén sang cho
nguoi tiéu dung dwdi hinh thitc mic gia t6t hon. Nhitng thach thiéc phéap 1y dang
cho giai quyét nay c6 thé tac dong sau sac dén viéc cong ty nao c6 thé ton tai vé
lau dai.

Nhw tat cad nhitng vi du trén cho thay, 1gi ich cia mo6 hinh kinh doanh nén
tang thwong gan lién vGi rai ro phap ly nghiém trong. Nhiéu cong ty nén tang
thue sy 1a m6t quyén chon mua luat dinh hiéu qua: néu mot cong ty cé thé song
sot qua nhitng thach thitc vé luat 1€ va phap ly, chiém linh dwoc thi treong thi né
s@ hitu 1gi thé kinh té vo cung 16n, ca cho nha dau tw cling nhw nguwdoi dung. Tuy

https://thuviensach.vn



nhién, néu nén tang khong thé vugt qua duge hién trang phap 1y, né c6 thé phai
déng ctra sau mot dém. Vi du, néu cac san giao dich dich vu hang dau bi thua
trong cac vu kién phan loai ngudi lao dong cta ching, viéc hiéu qua kinh té tinh
trén mot don vi ctia viéc st dung ngudi lao dong W-2 giam di c6 thé dan dén viéc
nhiéu san giao dich trong s6 nay phai ngirng hoat dong tai Hoa Ky. Ngay ca
nhitng cong ty nén tang thong tri nhw Airbnb va Uber, cling c6 thé mat gia tri rat
nhanh néu ching khong chién thang trong nhitng cudc chién phdap 1y ctia minh.

Cudi cung, ching toi sé ndi nhanh vé nhitng thach thitc ctia nguwdi lao dong
trong nén kinh t€ 1099 hay nén kinh té gig?, nhu rat nhiéu cach goi hién nay.
Phan 16n nhitng tdc dong sau rong hon cta moé hinh lao dong linh hoat méi nay
nam ngoai pham vi cda cuén sach. Cé nhiéu tac pham da, dang va sé dwoc xuat
ban danh riéng cho chu dé nay. Hon nita, nhitng thach thitc cu thé xung quanh
phuong thitc phan loai ngwdi lao dong chu yéu lién quan dén mét loai nén tang —
san giao dich dich vu — von chi la mot phan cta bitc tranh toan canh vé sy phat
trién chia cac cong ty nén tang ma chung t6i trinh bay trong cudn sach nay. Tuy
nhién, dé nhitng san giao dich nay c6 thé ton tai ca vé kinh té lan xa hoi trong dai
han, c6 1€ chiing ta can phai thyc hién mot s6 thay déi doi v6i mang lwdi an sinh
xa hoi, dac biét la & Hoa Ky, dé bao quat dugc ban chit khong ngirng thay doi
cuia cong viéc.

Cac dé xudt da thu hut dwgc sy quan tam bao gom: cho phép mang luGi an
sinh di dong (khong bi gan chat v6i mét cong viéc cu thé) va ddm bao mirc thu
nhap co ban. Nhitng y twdng nay c6 vé la diém khdi dau tét cho cac cudc thio
luan. Nhitng lo lang ctia nguwdi lao dong veé vi tri cia ho trong nén kinh té nén
tang la hoan toan hgp ly. Nhung bat ky thay doi nao cling nén tinh dén nhitng nhu
cau ddc thu cua cac cong ty nén tang va khong c6 gang dem rau 6ng no (nén
tang) cam cam ba kia (luat 1é danh cho coéng ty tuyén tinh). Hién tai, ro rang la
nhiéu chinh sach va quy dinh khéng phu hgp véi nén kinh té nén tang. Vi lgi ich
cta ca nguwoi lao dong lan cac cong ty nén tang, chiing t6i hy vong sé nhin thay sw
thay doi nay khi tam anh hwdng vé mat kinh té va xa hoi ciia nén tang tang 1én.

MOQT NEN TANG THONG TRI TAT CA?
Dbé hiéu dwoc twong lai ctia nén kinh té€ nén tang, ching ta hay mét lan nita
nhin vao Trung Quéc. Alibaba trd thanh cht dé cia hau nhw moi cudc thao ludn
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sau khi thwe hién IPO ky luc vao thang 9 nam 2014. Nhung xét vé hiéu qua hoat
dong, n6é van ding sau cong ty nén tang doi thd Tencent. Trong nam 2014,
Alibaba kiém dwgc 3,73 ty do la Igi nhuan tir 12,29 ty do la doanh thu, thap hon
Tencent vGi 3,90 ty do la lgi nhuan tir 12,90 ty d6 la doanh thu. Két qua nay cling
duwa Tencent vuot qua Facebook, cong ty nwéc ngoai thwong duge dem ra so sanh
vdi n6 nhat. Nam 2014, Facebook dut tdi 2,94 ty do la lgi nhuan tiv 12,47 ty do la
doanh thu.

biéu thu vi nhat chinh la cach Tencent kiém tién. Giong nhu Alibaba vd&i hai
san giao dich Taobao va TMall, Tencent s& hitu hai nén tadng chinh: QQ va
WeChat. Khai dau nhe mot ban sao cia ICQ — nén tang tro chuyén kiéu phwong
Tay, QQ la mot nén tang nhan tin ttc thi danh cho may tinh dé ban. Néu ban chua
hiéu rd nhv vay nghia la thé nao, hay nghi dén AOL Instant Messenger, nhung
v6i nhiéu tinh nang hon. Nam 2014, QQ c6 815 triéu ngwoi dung hoat dong hang
thang. Tuy nhién, thay vi chi can dua QQ sang dién thoai di dong, Tencent quyét
dinh xdy dung mot nén tang mdi tir con s6 0. Vao thang 1 ndm 2011, n6 tung ra
WeChat, trong tiéng Trung Quéc 1a Weixin (f3{5), c6 nghia 1a “thong diép siéu
nho.” PBén gitta nam 2015, WeChat la nén tang nhan tin di dong pho bién thi ba
trén thé gidi; v4i 650 triéu nguwdi dung hoat dong hang thang, né chi thua kém cac
nén tang WhatsApp va Messenger cua Facebook.

Tuy nhién, trong s6 3 nén tang noi trén, WeChat la nén tdng duy nhat kiém
dwgc so tién dang ké. Mot bao cdo wdc tinh trong nganh cho thay rang, so6 tién ma
WeChat kiém dugc trén moi ngwdi dung nhiéu hon gap 7 1an WhatsApp, nén tang
chi kiém dwgc khoang 1 d6 la tir moi nguwoi dung thong qua khoan phi truy cap
hang nam. Va, khéac vdi Facebook, so6 tién Tencent thu vé tir quang cdo khong
dang ké. Hon 80% doanh thu ctia cong ty Trung Qudc dén tir hoat dong ban hang
héa do, chang han nhw cac nhan dan (sticker), biéu twgng (icon), biéu twgng cam
xtc (emoticon) va hinh dai dién (avatar) ky thuat s6. Cong ty cling kiém dugc
nhiéu tién bang cach st dung nén ting dé ban hang hoa k¥ thuat s6 trong cac tro
choi freemium cua n6. (Hay hinh dung Zynga va Candy Crush, nhung & Trung
Quoc; Tencent tham chi con c6 riéng mot ban sao cia FarmVille ndi tiéng, tén la
QQ Farm). Trén thyc té, vé doanh thu, Tencent la cong ty game 16n nhat thé gidi,
chiém khoang 8% trong thi trrdng game toan cau tri gia 70 ty do la moi nam.

Mac du tro choi va hang héa do van la hai ¢c6 mdy in tién 16n nhat cda
Tencent, nhung do chwa phai la tat ca nhitng gi ban c6 thé lam véi WeChat. Trong
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vai nam qua, nén tang nay da md rong ra ngay cang nhiéu san giao dich va dich
vu. Ngoai viéc choi game, nguwdi dung c6 thé thanh toan héa don, kiém tra bang
sao ké ngan hang, gui tién cho ban bé, quyén gép cho t6 chitc tir thién, doc tin
tirc, tim chwong trinh khuyén mai & dia phwong, mua vé xem phim va tham chi
dat dich vu ¢ dia phwong, chang han nhu dat lich kham bac si hodc goi taxi — tat
ca déu co trong tng dung WeChat. Mot c6 may in tién khac cho WeChat la tro
tang “bao i xi,” mot phong tuc pho bién giita cac gia dinh va ban bé & Trung
Quoc vao dip Tét Nguyén dan va tai cac su kién dac biét nhw dam cudi, noi moi
ngwoi dung tién mirng trong phong bi mau do. WeChat cho phép ngudi dung tang
nhitng “bao li xi” day tién ky thuat s6 bang cach gi né vao tai khoan ngan hang
di dong ctia ngwdi nhan. Vao dém giao thita ¢ Trung Qudc (ngay 18 thang 2) nam
2015, wdc tinh da c6 khoang 1 ty bao 1i xi do dwgc giti di bang WeChat.
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WeChat - nén tdng nhan tin
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WeChat ciing bé sung mot nén tang phat trién théng qua cai ma no6 goi la
“tai khoan chinh thtc.” Theo wdc tinh, WeChat c6 khoang 10 triéu tai khoan
chinh thitc, ching c6 chic nang nhu cac trang web mi-ni hodc “irng dung hang
nhe,” nam trong ng dung WeChat. Nguoi dung két néi vGi ching giong nhw
cach ban theo d6i mét cong ty hodc mdt nguwdi ndi tiéng trén Twitter. Do6i twgng
stt dung cda cac tai khodn chinh thitc rat da dang, ti* ngwoi néi tiéng, blog ca
nhan, ngdn hang, bénh vién, nha thudéc cho dén don vi truyén thong, cong ty
start-up trén Internet va nhiéu hon nita, tdt cd trén moét nén tang. Khi dugc
WeChat chap thuan, nhitng tai khodn nay c6 thé xt ly thanh todan, tra 10i tin nhan
trie ti€p va tin nhan thoai, truy cap vi tri ctia ngwoi dung da thém (add) chuing.
Tham chi, WeChat cé cong cu tim kiém va ctta hang &ng dung dé giip nguoi
dung Iwa chon trong so tit ca cac ng dung trén do. Hay nghi vé nhitng tai khoan
chinh thitc nhu cac trang web mi-ni trong WeChat hay Facebook Pages.

Vé sau, WeChat da tré thanh mot loai nén tdng {iber®, mét “nén tang dé
thong tri moi nén tang,” nhw mot so bai viét mo ta. N6 ho trg mot hé sinh thai
rong 1én bao gom nhiéu nén tang va dich vu chit khong chi moi viéc nhan tin.
Thanh céng ciia WeChat & Trung Qudc da khién nhiéu nha phan tich trong nganh
dy doan rang m6 hinh nay dan dan ciing sé thong tri & phwong Tay. Cho dén gio,
dy doan nay van chwa thanh hién thyc, nhwng c6 thé moi chuyén sap thay doi.

Nam 2015, tai hoi nghi thwong nién F8 cia cong ty, Facebook da cong bo dw
dinh bién Facebook Messenger thanh mot nén tang phat trién két ndi cac cong ty
va tng dung vGi nguoi tiéu dung, giong nhu cach ma WeChat dang lam & Trung
Quoc. Mot trong nhitng cong ty dau tién cong bo viéc tich hgp chinh thitc vGi
Messenger la pro.com, mot trong nhitng san giao dich dich vu gia dinh hang dau
tai Hoa Ky.

Vi co s& ngudi dung khong 16 cia Messenger, thi chac chan cac cong ty
khac sé di theo no. Tuy nhién, dya trén trai nghiém tiéu cwc ma nhitng hoat dong
gan day cua Facebook tao ra trén nén tang phat trién (hay nhé lai chuyén da xdy
ra véi Zynga), nhiéu nha phat trién van giit tdm ly canh giac.

Ngoai ra, viéc sao chép mo hinh cuia WeChat tai Hoa Ky sé la mot thach
thitc 16n. O Trung Quéc, thi trudng ctta hang tng dung rat phan tan, véi khoang
mot chuc ctta hang, moéi cita hang nam gitt khoang 5% trd lén. Khac vdi App
Store iOS cta Apple, hau hét cac ctra hang ng dung nay déu do cac nha san xuat
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dién thoai Android tai Trung Quoc van hanh. Vi sy hién dién ctia Google & day
rat han ché nén cac nha san xuat dién thoai Trung Qudc khong st dung Android
ctia Google. Biéu nay c6 nghia la ho khéng c6 quyeén truy cdp vao Google Play
Services, noi tap trung nhitng ng dung va dich vu phat trién ma Google s& hitu
va kiém soat, dong thoi ho cling khong st dung ctra hang Google Play. Thay vao
do6, hau nhuw tat ca cac nha san xuat nay déu st dung Android nguén mé (dugc goi
la AOSP hay Dy 4an Nguén mé& Android). Két qua la, c6 rat nhiéu ctta hang ng
dung Android, moi ctra hang lai thudc vé mét cong ty khac nhau. Lén nhat trong
sO nay la Myapp cia Tencent, chiém t&i 25% thi phan. Cac cira hang ing dung
pho bién khac bao gom 360 Mobile Assistant ctia Qihoo 360, Baidu Mobile
Assistant cia nén tang tim kiém Baidu va MIUI App Store ctia Xiaomi, nha san
xuat dién thoai Android hang dau Trung Qudéc. Trong moi tredng phan tan nay,
WeChat trd thanh noi quy tu chinh danh cho cac ¢ng dung va cong ty khac, ca
tuyén tinh lan nén tang. Tuy nhién, tinh hinh & Hoa Ky lai khac xa; Play Store
cta Google va App Store ctia Apple song song chiém linh vi thé nén tdng phat
trién &ng dung chinh. Facebook cling mudn phat trién hé diéu hanh cta minh,
giong nhw cach WeChat da lam, va tré thanh mét nén tang chinh yéu, noi moi
nguwoi twong tac vai cac cong ty va vai nhau. (Facebook Home bi “chét yéu” la
no lyc dau tién cdta cong ty dé thyc hién muc tiéu nay, nhirng xem ra Messenger
c6 nhiéu kha nang thanh cong hon.) Tuy nhién, vi Apple va Google da chiém linh
vai tro nay & My nén Facebook sé gap nhiéu khoé khan hon trong viéc thong tri thi
truong noi dia giong WeChat & Trung Quoc.

Thanh cong ciia WeChat ciing khién mdt s6 chuyén gia va nha kinh doanh
cho rang hién twgng nén tang cda nén tang sé ndi Ién trong cac linh vure khac. Cu
thé, ngudi ta tin rang nén kinh té theo yéu cau, bao gom cac céng ty nhw Uber,
GrubHub, Handy va nén tang chuyén phat Postmates cudi cung sé dugc tap hop
lai trong mot “siéu nén tang” tich hgp tat ca cac nén tang dé thong qua API cta
chung. Tuy nhién, trén thuwc té, diéu nay kho c6 thé xdy ra vi gilta cac nén tang
do6i tha hiém cé chuyén choi dep. Khi Twitter c6 gang xay dung trén biéu do xa
héi ctia Facebook bang cach cho phép nguwoi dung nhap ban bé Facebook,
Facebook da thu h6i quyén truy cap cta Twitter vao API d6. Twong tw nhu vay, &
Trung Quoc, Alibaba va Tencent bi khéa chét trong mot cudc chién nén tang trién
mién, moi bén déu co gang hat cang doi phwong khoi hé sinh thai cia minh. Hién
twgng nay khéng c6 gi médi. Khi eBay lan dau tién xay dyng san giao dich cua no,
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mat s6 doi tha canh tranh da c6 gang tich hgp danh sach hang ban tir eBay va céc
trang dau gia khac, nhung eBay da chan quyén truy cap ctia ching, khién ching
nhanh chéng lui tan.

Thay vao dé, nhiéu kha nang cac hé sinh thai nén tang riéng biét sé phat
trién. Chang la nhitng nén tang twong dwong vdi tap doan cong ty kiéu cii. Tuy
nhién, thay vi mua lai mot s6 cong ty trong cac nganh c6 lién quan, nhitng hé sinh
thai nay tap trung vao viéc xay dung cac cong ty bao quat nhiéu loai nén tang. Vi
du, Google c6 Google Search (bao gom ca hai mang noi dung va mua sam, mac
du né hoat dong khong t6t lam & mang thi hai), Android, Google Play Store,
Android Pay (va cd Google Wallet), Waze, Hangouts, va nhiéu nén tang khac
nita. RO rang, 16 hong 16n nhat cua Google van la mot nén tang mang xa hoi, diéu
nay giai thich viéc né lién tuc that bai trong viéc co6 gang xay dung mot nén tang
nhv vay (vi du nhv Orkut, Google Wave va Google+). Google cling da thw
nghiém véi cac san giao dich dich vu, bao gom Google Express, va dang nira dua
nita that vGi y twdng vé mot nén tang st dung xe tw 1ai ¢6 thé canh tranh dwgc véi
Uber.

Twong tw, Apple c6 iTunes, iOS, App Store, Apple Pay va iMessage, cung
rat nhiéu nén tdng khac. Va mac du Facebook bat dau nhv mét nén tdng mang xa
héi, nhung gio day n6 da md& rong sang ca nén tang ndi dung (Instagram va
Facebook Pages), nén tang nhan tin (Messenger va WhatsApp), cac nén tang phat
trién, cling nhw dang tién hanh mat so6 thit nghiém vdi san giao dich sdan pham va
dich vu. Cub6i cung, Amazon c6 Amazon Marketplace, Amazon Payments,
Amazon Web Services, Fire TV va Kindle, bao gom cd mét nén tang ndi dung
(cho sach va n6i dung ky thuat s6) va mot nén tang phat trién dya trén Android
(danh cho t@ng dung). Cong ty thuong mai dién tr nay cling dang tim cach ma
rong ra cac san giao dich dich vu v&i Home Services.

Két qua twong tu cling dién ra ¢ Trung Quoc, vGi nhitng hé sinh thai nén
tang thong tri dwgc kiém soat bai Baidu, Alibaba va Tencent, goi chung la BAT.
Giong nhu cac doi tha & My, moi hé sinh thai nay déu bao gém nhiéu nén tang
tring ldp va canh tranh lan nhau. Vi dy, trong linh vic thanh toan c6 Alipay,
Tenpay va Baidu Wallet. Va sau khi Alibaba mua lai nén tdng video Youku
Tudou, moéi cong ty déu s& hitu mot nén tang phat video tryc tiép. Cung ldc do,
Alibaba da tao ra Laiwang — doi thu canh tranh ctia WeChat, con Tencent thi dau
tw manh tay vao JD.com — doi thu canh tranh 16n nhét cua Alibaba trong linh vurc
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thwong mai dién t. Twong tw, moi cong ty déu cé civa hang ¢ng dung Android
riéng va déu dau tu vao cac san giao dich dich vu trong béi canh nén kinh té theo
yéu cau cua Trung Quoc dang bung no. Két qua 13, cling nhv & Hoa Ky, c6 mot
tap hgp cac hé sinh thai nén tang 16n nhung hau nhuw khong twong thich véi nhau,
moi hé sinh thai thudc quyén sd hitu va diéu khién ctia mot cong ty nam giit nén
tang thong tri.

Mac du moi nén tang s hitu mot khu virc ma tai do, né nam giir vi thé doc
quyén — Alibaba trong linh vyc thwong mai dién t&, Tencent trong linh vuc tin
nhan va game, Baidu trong linh vic tim kiém — nhung sy hién dién cta nhitng hé
sinh thai do6i thu nay dong nghia vgi viéc, moi nén tang déu phai doi mat véi mot
moi de doa canh tranh thwdng tryc. Tuy nhién, sy canh tranh trong mét thé gidi bi
chi phéi bai cac cong ty doc quyén nén tang khac xa so véi sy canh tranh & thoi
qua khit. Trong thé ky 20, su canh tranh xdy ra chu yéu giita cac cong ty doi tha
trong mGt nganh. Ngay nay, né xdy ra gitta cac nganh. Sy canh tranh khoc liét
nhat sé ton tai gitta cac hé sinh thai nén tdng doi tha khéng twong thich va mang
lwdi cac cong ty ma chung ho trg. Nén tang nao khong thé phat trién thanh hé
sinh thai 16n hon sé dan bién mat, c6 thé vi gap van dé tai chinh (Foursquare,
Groupon, Yelp) hodc vi bi nudt chitng bdi cdc cong ty nén tang l6n hon
(OpenTable, Waze, Tumblr ).

Két qua la khong nén tdng nao an toan dwgc lau. Mot nén tang nam gitt vi
thé doc quyén trong nganh ctia n6 van rat dé ton thwong tredc cac doi tha canh
tranh c6 thé 1gi dung hodc an cap mang lwgi cia n6 bat cit lic nao, ngay ca khi
nhitng doi tha nay hoat dong trong cac nganh duwong nhu khong lién quan dén
nhau. Sy di chuyén ctia Google ttr dia hat tim kiém sang hé diéu hanh trén thiét bi
di dong v6i Android chi 1a mé6t vi du, nhwng khi cé nhiéu hé sinh thai nén tang
tredng thanh hon thi nhitng truong hop nhw Google sé ngay cang pho bién.

CACH NHAN DIEN CO HQI KINH DOANH NEN TANG
Muc tiéu cua chiing t6i tir chwong 1 dén chuwong 4 la lam ro tam quan trong
cla cac cong ty nén tang trong nén kinh té cia ching ta, & ca hién tai lan twong
lai. Thyc ra, ching t6i muon chia sé v&i ban nhitng hiéu biét sau sac da thuc day
chuing t6i bién Applico tir mot cong ty phat trién tng dung don thuan thanh mot
cong ty Cach tan Nén tang, tham gia vao tat cd moi khia canh cua viéc xay dung
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va phat trién cac cong ty nén tang. Pén bay gio, ching t6i hy vong rang minh da
hoan thanh nhiém vu do.

Chung t6i cling mu6n chia sé kién thitc vé cach cac nén tang hoat dong, va
quan trong khong kém la sy khac biét gitta ching vGi nhitng cach thirc kinh
doanh kiéu cii. Pay la trong tdm cia chuwong 5-8. Budc tiép theo la van dung
nhitng hiéu biét sdu sac dé vao thé gigi xung quanh ban. Dé gitip ban bat dau,
ching t6i muo6n chia sé mdt vai 16i khuyén vé cach nhan dién co hdi kinh doanh
nén tang tiém nang. Cho du ban lam viéc tai mot tap doan 16n hay dang khai
nghiép hodc suy nghi dén chuyén thanh 1ap start-up, hodc don gian chi muon tim
hiéu qua trinh tién héa cua nén kinh té nén tang dang phat trién, thi nhithg meo
sau day sé giup ban nhin ra nganh nao sé la muc tiéu cong pha tiép theo cia mé
hinh kinh doanh nén tang. Nhu ching ta da biét trong chwong 2, sw thay doi vé
mat cong nghé déng gép mot phan quan trong vao s thanh céng rue rd cia cac
nén tang ngay hom nay. Tuy nhién, diéu do khong c6 nghia la lan séng thay doéi
cong nghé tiép theo sé dan dén mot sy dich chuyén khoi cac mo6 hinh kinh doanh
nén tang. Trong thuc té, chiing t6i cho rang ngwoc lai méi dung. Nhw chiing t6i sé
gidi thich chi tiét, thé hé cong nghé két ndi ti€p theo sé cho phép tao ra nhiéu nén
tang hon, chit khong hé it di. Nén tang sé tiép tuc ton tai. Hay khai thac nhitng gi
da hoc dugc trong cudn sach nay, cling nhu nhitng meo nho ma ching t6i sap
chia sé tiép theo, va tan dung hiéu biét nay dé phuc vu cho 1gi ich ctia minh.

1. Tim kiém cong nghé giap giam chi phi giao dich va loai bé bo phan
gac cong

Hay tim kiém cac nganh noi cong nghé c6 thé giam bét chi phi giao dich cao
hodc loai bo cac b phan gac cong chi phi cao. Trong nhiéu trwong hop, cai ban
dang tim kiém la nhitng giao dich c6 thé dwgc ty dong hda va chay bang thuat
toan. Kha nang st dung cong nghé dé giam chi phi giao dich cang cao thi ban
cang c6 nhiéu co hdi tang thém gia tri cho ca hai bén. Muc tiéu cudi cung la loai
bd toan bd cac budc khoi giao dich. Hay nhé rang, chi phi giao dich khéng phai
lic nao cling dwgc tinh bang tién. Ching con bao gom thdi gian cong stc va
nhiéu thit khac. Vi vay, néu ban c6 thé loai bé nhu cau (chang han nhw) phai bam
sO dé thwe hién cudc goi bang cach thém mat nit bam goi ngay trén man hinh di
dong, tic la ban dang di dung hwéng. Tuy nhién, ban khong chi tim cach lam cho
san pham hay dich vu thuan tién hon hoac dé st dung hon; ban con phai lam cho
no6 ré hon. Néu dich vu ctia ban thuan tién hon nhung gia lai cao hon, quy mo thi
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treong c6 thé khai thac dwgc danh cho n6 sé nhé hon nhiéu so véi thi trweong
danh cho mot dich vu vtra ré hon vtra thuan tién hon.

Nhu ching ta da biét trong chwong 3, nganh y té la mét vi du tuyét voi.
ZocDoc, mot nén tang dé dat lich kham véi bac si, 1a mot trong nhitng nén tang
dau tién thanh cong trong nganh nay. B6i vGi cac bac si, ZocDoc gidm nhu cau
phai c6 nhan vién ban gidy dé sap xép lich kham. Nén tang nay giip cac bac si dé
dang quan ly lich lam viéc cua minh va cho bénh nhan biét thgi gian minh c6 thé
kham bénh. Twong tw, bénh nhan khong can phdi goi dén phong kham dé hoi
nita. Ho c6 thé dat lich hen bat ky lic nao bang cach &n mot cai nut. Nén tang nay
cling ty dong hoa nhiéu cong viéc gidy to lién quan (chang han nhu thong tin bao
hiém va lich st bénh an), vi vay bénh nhan khong can dén phong kham qua sém
dé dién vao mot dong biéu mau.

Twong tw, Uber da loai bé viéc can dén nhan vién dé diéu phoi cac tai xé va
hanh khach. Thuat toan két néi twong thich cia Uber hoan thanh nhiém vu nay
v6i hiéu qua vuegt xa con nguwdi. Trong mot s6 treong hgp, cong nghé sé co tac
dong 16n hon rat nhiéu d6i véi mot phia cia mang lwgi. Vi duy, thwong mai dién
to @ Trung Quoc xudt hién trede Alibaba. Nhung san giao dich Taobao ctia n6
cho phép ngudi ban tao mot ctra hang ma khéng can phéi xay dung trang web
riéng hay lo nghi vé chuyén thu hit khach hang. Alibaba da lam ca hai viéc nay
trd nén dé dang hon va ré hon cho cac nha san xuét ctia minh. D6i lai, nguai tiéu
dung c6 thé tiép can vGi nhiéu loai san pham hon, nhung phan chi phi giao dich
giam xuong nhiéu nhat lai ndm & phia nha san xuat.

2. Tim kiém nhitng mang lw6i ngam hoac chwa dwgc phuc vu ding mitc

Bay gig, khi da biét tifm nang ctia cdc mang, hay tim ching & moi noi ban
dén. Nhu Reid Hoffman, CEO cua LinkedIn da néi, mot khi ban bat dau thuce sw
nhin thau cac mang lwdi, cach ban van hanh sé thay do6i. Tuy nhién, xay dung
mang luwdi la mot cong viéc khé khan. Vi vay, ching t6i khuyén ban nén “choi
chiéu.” Bung c6 gang xay dung mot mang lwdi tw con s6 0. Hay lam diéu dé trén
cac mang luwdi va hanh vi san c6, giong nhu Facebook da lam khi xay dwng mot
nén tang mang xa hoi danh cho sinh vién dai hoc dwa trén moi quan hé trong thé
gigi thyc cia nguwoi dung. Mark Zuckerberg da xay dung Facebook vi nghi rang
Harvard qua cham chap trong viéc dwa cu6én nién giam sinh vién (twong ty nhuw
Facebook thoi ky dau) cua treong 1én Internet. Anh da kiém duwoc tién nhd mang
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lw6i sinh vién khong 16 nhung chwa duwgc phuc vu ding mitc, nhitng nguwdi ludn
mudn c6 mot cach nao d6 dé két noi véi nhau dé dang hon.

Mot vi du tuyét voi khac la GrubHub. Nén tdng giao thyc pham da tring
manh 16n bang cach két ndi nhitng ngwoi doéi bung nhwng khéng mudén nhac
ngudi khoi chiéc ghé salon vgi nhitng nha hang muén cé nhiéu khach hon. Trude
do, nguai tiéu dung von di van goi do an tir cac nha hang, nhwng GrubHub loai
bo rat nhiéu trd ngai khoi giao dich. Khong con hang ta thuc don. Khong phai lo
lang nhan vién nghe dién thoai c6 ghi ding mén minh goi khong. Khong can thac
mac khi nao do an sé dén. GrubHub da khai thac mang lwdi nha hang va thyc
khach ngam nay, dwa n6 hién hitu thong qua nén tang ctia minh. Gan day, cac nén
tang khac da tiép noi xu huéng nay & mot goéc do khac va chi tdp trung vao cong
doan giao do6 an. Vi dy, nhitng nha hang khong c6 nhan vién giao hang c6 thé hop
tac vGi Postmates dé cho phép khach hang dat mon tir xa.

Mot cach khac dé phat hién ra cac mang lwdi ngam la tim kiém cac nguon
cung chwa dwogc khai thac. Néu c6 thé dwa nguén cung chwa dugc st dung nay
vao mot cong dong hodc san giao dich chinh thitc, thi ban c6 thé tao ra rat nhiéu
gia tri kinh t€ va xa hoi ma treéc day khong ai lam duwgc. Cang dwa duwgc nhiéu
nguon cung chwa khai thac vao thi treong, ban cang mang lai nhiéu gia tri hon
cho nguwoi dung ctia minh bang cach khai thong né. Airbnb da lam dwoc viéc nay
bang cach cho phép moi nguwdi cho thué nha hodc can hg, hay tham chi chi l1a cai
ghé dai, ma ho sé hitu nhung khong st dung. Nho cé Airbnb xay dung thi treong
va phat trién mang lwéi ma gio day, tat ca khong gian khong dugce st dung do tra
nén san co, trrdc sy vui mirng cia du khach trén khap thé gidi.
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GrubHub - nén tdng san giao dich dich vu
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Neén tang iOS cta Apple cling dwa nguon cung chwa khai thac vao san giao
dich ctia n6, mac du theo mot cach hoi khac. Apple da nhin thay tiém nang cua
mot mang lwdi két ndi cac nha phat trién tng dung va ngudi tieu dung. Nhung co
mot diém khac biét chinh: Nguon cung nay chwa ton tai.

Trudc i0OS va App Store, cac ttng dung danh cho thiét bi di dong khong ton
tai @ quy mo 16n. Phia cac nha phét trién cé nhu cau vo cung 16n va da khong
dugc quan tam trong mot thoi gian dai, nhung trwdc tien, Apple phai nhan ra gia
tri ma cac ng dung cda bén thit ba c6 thé mang lai. Sau khi Apple giip cac nha
phat trién dé dang tao ra ng dung, nén tang ctia n6 nhanh chéng dan dau cudc
canh tranh. Ciing giong nhu cach ma Apple da lam, ban nén tim kiém céac san
pham b6 sung tiém nang, c6 thé tang thém gia tri cho hoat dong kinh doanh cot
16i caa ban, ngay ca khi nhitng san pham b6 sung nay chwa c6 san.

3. Tim kiém nguon cung lén va phan manh

Cudi cung, hay tim nhitng nguén cung 16n va phan manh. Ban mudn nguoén
cung tiém nang ctia minh phai 16n vi quy mo6 cia cac nganh nhoé thuong khong
dang dé xay dung mot mang lwdi. Va ban muon né bi phan manh vi nguén cung
trong cac nganh hgp nhat sé khong can dén ban.

Khi bong béng dot-com gan dén hoi két, cac san giao dich tir doanh nghiép
t6i doanh nghiép (business-to-business — B2B) tr@ nén thinh hanh. Ttr nam 1995
dén nam 2001, hon 1.500 san giao dich B2B dwogc thanh 1ap. Cac chuyén gia
trong nganh dw doan nhitng céng ty nay sé thanh cong & m6t mic do khong thé
twong twong noi. Nam 2000, Gartner Group dv doan rang, dén nam 2004, tong
khoi lvgng giao dich duge xi 1y bai nhitng san giao dich nay sé dat 7,3 nghin ty
do la. Goldman Sachs thi dw doan con so nay sé la 4,5 nghin ty do la vao nam
2005. V&i ban nhac nén ron ra nhw vy, cac nha dau tw mao hiém say mé nhay
mua, bom hang tram triéu do la vao cac san giao dich khac nhau, nhw Chemdex
(cong nghé sinh hoc), Ariba (mua sam cta cong ty), Covisint (0 t6), Elemica (hoa
chat), va Agentrics (ban 1é). Tuy nhién, dén nam 2001, gan nhu tat ca nhitng san
giao dich nay da sup d6. Nhitng céng ty may man thi séng sot bang cach tr@
thanh cac gidi phap dya trén phan mém tuyén tinh cho cac cong ty 16n. Dy doan
hang ty ty do la trong hoat dong kinh té chwa bao gio thanh hién thuc, thay vao
do6, nhiéu tram triéu do6 la von dau tu da boc hoi gan nhw chi sau mot dém.
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Chuyén gi da xdy ra? Cac nha cung cap khong bao gid xuat hién. Phia nguoi
tiéu dung c6 nhu cau, nhwng nhitng ngwdi ban trong cac nganh phan 1én da dwgc
hgp nhat vao mot vai nha cung &ng thong tri lai cho rang nhitng san giao dich nay
la thtra thai, khong can thiét. Ho sg¢ viéc so sanh gia sé khién gia giam, dong thoi
thdy khong can phai tap hop khach hang khi ho da c6 san cac kénh vitng chac
dwgc thiét lap tét dé ban cho nhiéu khach hang. Dell Marketplace dwgc khai
trrong vao cu6i nam 2000 la mot vi du dién hinh. Khach hang cé thé mua may
tinh, may cha va phan citng lién quan cua Dell cling nhw van phong pham tir cac
nha cung cap dugc chon loc. Tuy nhién, vai thang sau, vao thang 2 nam 2001, san
giao dich nay déng ctra. Dell 1ap liém rang nguyén nhan la do nguwdi dung khong
quan tam dén no, nhung d6 khéng phaéi la van dé thuc sy. Trong 4 thang hoat
dong, Dell Marketplace chi c6 ba nha cung cdp dang ky ban san pham cho nguai
tieu dung. Khéng cé nha cung cap, khong cé céng ty nao trong sé nay xay dung
dwgce mot thi truong thanh khodn. Chiing 1a nhitng cita hang khong c6 hang ton
kho. Ngudi mua dén nhung nhanh chéng bo di khi ho phat hién ra & dé c6 rat it
hodc chang c6 gi dé mua.

That bai cta cac thi truong B2B nay twong phan ré nét véi mot thanh cong
vang doi trong thuwong mai dién t&¢ B2B t ky nguyén dot-com: Alibaba. Alibaba
da chon céch tiép can khac xa nhitng san giao dich néi trén. Thay vi theo dubi cac
nganh cong nghiép 16n, hgp nhat, né lai chon nhitng cong ty nho. Chién lwgc nay
1a tinh hoa tri tué cua Jack Ma, cha dé kiém CEO cuda Alibaba. Tam nhin cua Ma
la: “tam quan trong mang tinh cach mang ctia Internet nam & cho no sé cho phép
cac cong ty nho hoat dong mot cach doc 1ap.” Ong muén tré thanh vi citu tinh
cho v0 s0 cac cong ty vira va nhé ¢ Trung Qudc bang cach dwa ho vao ky nguyén
Internet. “Chau A 13 co s& cung ng 16n nhét trén thé gidi vé hang xuat khau,”
Ma néi. “Trong mang lwgi day dac cac cong ty nhé ¢ day, hau nhu khéng cong ty
nao c6 kénh dan dén nhitng cong ty thwong mai 16n. Hau hét déu khong c6 cach
nao dé tiép can mot thi truong. Chi don gian thong qua mang lwéi Alibaba cta
chiing t6i, ho da c6 thé tiép can véi toan bd nuwdc My va chau Au.” Ong so sanh
nhitng cong ty nay véi “hat cat trén bai bién. Internet c6 thé két dinh ching lai
vGi nhau. N6 c6 thé bién ching thanh mot lyc lwong bat kha chién bai cé kha
nang doi dau véi nhitng tdng da 16n.” Va nhu thyc té€ chitng minh, Ma da duing.
Bang cach thong nhat thi tredng cac cong ty nho khong 16 va phan tan caa Trung
Quoc, ong da xay dung nén ca mot dé ché ky thuat s6 va phét trién khu vuc
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thwong mai dién ti ctia dat nwdc. Twong ty nhw vay, mot phan quan trong trong
thanh cong caa Uber c6 dugc la nho n6 chon ding mot nganh c¢6 nguén cung 16n
va phan tan. Bang cach hgp nhat toan bd nguén cung nay thanh mot mang 1wdi,
Uber gitip ngwoi tiéu dung dé bat xe hon, con tai xé thi dé tim thdy hanh khach
hon. Hanh khach dén dich nhanh hon va tai xé c6 thu nhap cao hon.

Tuy nhién, mot trong nhitng vi du tha vi nhat la ClassPass. Bugc thanh 1ap
boi Kadakia, nguoi hién dang la CEO cua Payal, ClassPass khai dong véi muc
tiéu la tré thanh mot giai phap SaaS cho dia diém tap thé duc thé hinh tai dia
phwong, nhung doanh thu ban dau rat dang that vong. Dan dan, y twdng nay da
phat trién thanh ClassPass hién nay: mot nén tang cho phép nguwdi dung trad phi
dang ky co dinh hang thang dé tham gia cac 16p tap tai bat ci¥ phong gym nao
trie thudc mang lwdi ClassPass. Bing nhu trang web ctia cong ty tuyén bo “Hang
ngan 16p tap. Chi m6t vé vao.” ClassPass thay nguoi tiéu dung tap hop nhiéu lva
chon vé dia diém tap thé duc thé hinh phan tan & khap noi tai dia phwong va cung
cap cho ho mot nén tang dé tiép can tat ca nhitng 16p tap do. Cach thitc ClassPass
xdy dung mang lwéi nay phu thudc nhiéu vao viéc tap trung kiém tién tir s6 16p
tap con trong cta cac phong gym trong mang lwgi. Nhiéu 16p dang hoat dong
dwéi miéc cong sudt. ClassPass cho phép nhitng 16p tap nay dén dugc véi ngudi
tiéu dung thong qua nén tang cta né. (Lwu y rang, nén tang nay da khai thac cung
lic nhiéu co hdi nén tang — né cling kich hoat mét mang lwgi chwa duge phuc vu
ding mitc bang cach khai thong mot nguon cung chwa dwgc khai thac trude day.
Pay la mot dau hiéu tét). Cac phong gym cé thém khach, con ngudi tiéu dung co6
thé tiép can rat nhiéu 16p tap khac nhau véi gia thap hon nhiéu so véi khi ho mua
riéng lé.
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ClassPass - nén tdng san giao dich dich vu
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CO HOQI TIEP THEO O PAU?

Trong khi c6 gang phat hién cac co hdi nén tang, ban hdy nhé tim kiém 3
yéu to sau: c6 cong nghé lam giam chi phi giao dich va loai bé bd phan gac cong;
c6 mang lwdi ngam hodc chwa dwgce phuc vu ding mitc; va c6 nguon cung 16n,
phan tan. C6 thé chi can mot trong nhitng yéu t6 nay la da dé mot cong ty nén
tang phat trién thanh cong, nhung cang cé nhiéu yéu to thi cang t6t. Tuy nhién,
hdy nhé rang, mac du co hoi dé xay dung cac cong ty nén tang gia tri la c6 that,
nhung thoi diém cling rat quan trong. Vay ban nén tim co hoi tiép theo & dau?
Hién nay c6 mét vai nganh da bat dau hoi tu ba yéu to trén.

Nganh dau tién la cham séc sitc khoe ma chiing ta da tim hiéu mot s6 diém
trong cudn sach ndy. O ddy, ban c6 cac nén tang két ndi bac si va bénh nhan theo
nhitng cach thitc mai, nhu Doctor on Demand, Teladoc va ZocDoc. Tuy nhién,
nhitng nén tang nay mdi chi khai thac nhitng khia canh dé thdy nhat ma thoi. Tinh
trang lang phi va kém hiéu qua khting khiép van dang ton tai trong linh vyc y té,
dac biét la @ Hoa Ky. Va ¢ dau xdy ra tinh trang lang phi va kém hiéu qua, ¢ do
c6 co hdi cho nén tang. Vi dy, mdc du da twong doéi phd bién véi ngudi tiéu dung
binh thwong nhung thiét bi y té€ deo dwgc chi méi bat dau tham nhap vao linh vuc
y té chinh quy. Nhitng thiét bi nay mang lai tiém nang to 16n trong viéc cai thién
sttc khée ctia bénh nhan. Nhung dé ching trd nén hitu ich, mot nén tang sé can
phéi xdy dung mot mang lwéi thong nhat cac bac si va bénh nhan. Bat chap sy
tham gia gan day cua hai doi tha nang ky dén tit Thung liing Silicon la Apple va
Google, thi treong nay van con rat rong ma.

Ngoai ra, nhiéu nén tang khac tap trung vao thi truong doanh nghiép cham
soc sttc khoe dang c6 kha nang troi day khi cong nghé két n6i tham nhéap sau hon
vao nganh nay. Mot vi du trong thi treong nay la Figure 1, vé co ban chinh la
Instagram nhung danh cho cac bac si. N6 két ndi cac bac si v6i nguoi khac,
nhitng ngudi c6 thé c6 chuyén mon cao hon vé mot van dé cu thé nao dé. Cac bac
si dugc ti€p can v6i mot mang lwdi chuyén gia rong 16n; két qua la bénh nhan
dwgc cham séc tot hon. Cac quy dinh ctia phap luat c6 thé lam cham dang ké
nhitng thay doi trong linh virc cham séc sitc khoe, nhung né da san sang dé thay
doi. May man thay, it nhat 1a bay gid, ndi dung do nguwdi dung tao khong bi chi
phoi béi HIPAA. Két qua 1a, ching ta da chitng kién cac nén tang duwgc cach tan
sau rong hon nho tan dung nguon dit liéu mdi, nhw Apple Health va Figure 1 vira
dwgc dé cadp & trén. Tuy nhién, c6 thé FDA dang c6 gang md rong HIPAA dé
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kiém soat ca dit liéu y té do ngwoi dung tao ra, diéu nay sé han ché nghiém trong
tinh kha dung ctia nhiéu nén tang trong nganh. Mac du vay, khi cong nghé (va
luat 1€) thay doi, sé c6 nhiéu co hoi hon dé cac mo hinh kinh doanh nén tang gép
phan cai thién hiéu qua kham chira bénh.

Khu vurc tiép theo dang dién ra nhitng thay do6i 16n la Internet van vat
(Internet of Things). Néu ban chwa quen vGi khai niém nay thi Internet van vat la
mot thé gidi twong lai trong hinh dung ctia nhiéu ngwdi, noi mady moc giao tiép
trie tiép v6i nhau chi khong phéi véi con ngudi. Y twdng & day 1a cac thiét bi
dwgc ho trg bdi Internet, chang han nhw 6 t6, toa nha hodc thiét bi dién tw (thyc té
la bat ky thiét bi nao ban c6 thé gan cadm bién), sé trao doi dit liéu tryc tiép véi
cac thiét bi khac. Bat ky vat thé nao cling c6 thé dwgc két noi va lién lac vGi cac
thiét bi khac mé6t cach thong minh. Nguwdi ta hy vong cac thiét bi sé c6 kha nang
nhan thitc ngit canh va c6 thé phan tng hodc diéu chinh mét cach linh dong doi
v6i nhitng ngudi ding hodc tinh hudng khac nhau. Y twéng ndy da duoc théi
phong nhung chwa thuyre sy tim ra cach giai quyét. Bao mat va quyeén riéng tu van
la van dé nghiém trong. Vi du, trén Twitter c6 mot tai khodn ndi tiéng tén la
“Internet of Shit”. Khau hiéu cta né la “Hay hay hoai tit cd nhitng thiét bi tot
nhat ban cé bang cach két n6i chiing vGi Internet!” Mot tweet khac néi dua: “Dgi
dén mua quyt nam sau toilet nha ban mégi cap nhat phan mém xong!” Tuy nhién,
gia st nhitng van dé nay duwgc giai quyét (mot gia thiét quan trong) thi nganh nay
sé co tiém nang cyc 16n. Va bat ¢t noi nao Internet van vat thanh cong, ban sé
tim thdy c4c nén tang & trung tam ctia n6. DEé tat ca nhitng thiét bi nay c6 thé giao
tiép, chiing can cé kha nang no6i chuyén véi nhau va trao doi thong tin. Nhiém vu
nay nghe thi c6 vé don gian nhung thyc té rat phitc tap, vi cé vo s6 cac giao thirc,
tiéu chuan va cong nghé ma cac thiét bi nay st dung nhung khong twong thich
v&i nhau. Néi cach khac, c6 rét nhiéu thiét bi dang n6i nhitng ngén ngi hoan toan
khac biét. Can phéi c6 mdt nén tang phat trién da kha nang phéi hgp tat ca cac tai
nguyén bi phan tan nay va thiét lap cac quy tac xung quanh hinh thitc twong tac
gitta may moc véi nhau. Thach thitc & day la lam sao thuyét phuc dwgc hau hét
ngwoi dung tham gia cung mot nén tang, vi hién tai c6 nhiéu nén tdng canh tranh.
(Tinh huéng nay la mot vi du dién hinh cho viéc sy phan tan thai qua sé lam mat
gia tri.)

Su phat trién cta Internet van vat sé cé tac dong to 16n vugt ra ngoai ban
than cac nén tang. Cac cong ty bao hiém dang bat dau dwa ra biéu gia tot hon dya
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trén kha nang 1ai xe an toan ctia ngudi dung hodc kha nang nén tang giam sat nha
ctia nguwoi dung. Xa hon mdt chit, xe khong nguwdi lai sé 1a mot phan quan trong
trong Internet van vat. Va ching c6 thé sé duwgc két néi bdi mot hodc hai nén tang
phat trién thong tri. Mot nam qua, Apple va Google da trién khai nhitng dong thai
quan trong trong linh vuc nay, vi vay cho dén hién tai, chiing dang la nhitng tng
ctr vién hang dau. Uber la mot cai tén khac. Travis Kalanick, nguoi sang 1ap kiém
CEO cua cong ty, da tuyén b6 rang Uber dw dinh xay dung cong nghé xe hoi
khong nguwoi 14i. Bé thye hién ké hoach nay, vao thang 2 nam 2015, Uber da mua
lai toan bo bd phan robot cta truong Pai hoc Carnegie Mellon. (Vang, diang la
vay day.) C6 kha nang cong ty sé bat dau bang cach dwa nhitng chiéc xe khong
ngwoi lai vao ham doi cia minh dé thtt nghiém thi trwuong va xay dung thé ché
phéap 1y xung quanh céng nghé mdi. Tuy nhién, sau khi Uber hoan thanh ké hoach
nay, nhiéu kha nang céng ty sé khong don gian la sd hitu va van hanh minh ham
doi phuong tién cua riéng minh. Ngudi ta van chwa ro tai sao mot nén tang van
tai va logistics lai muoén thay doi triét € mo hinh kinh doanh ctia minh dé chuyén
qua s@ hitu nhitng tai san hitu hinh c6 téc do khau hao nhanh, kém theo dé la
nhitng rai ro nghiém trong veé trach nhiém phap ly nhw vay.

Tiém nang cai thién hiéu qua trong khu vic cong nghiép cia nén kinh té la
vO cung 1én. Bao cdo cta toan nganh vé Internet van vat thuwong dwa ra nhitng dy
doan “trén troi.” Vi dy, Gartner du doan rang dén nam 2020, ching ta sé c6 25 ty
“vat thé” két noi dugc st dung, khong tinh mdy tinh ca nhén, laptop va dién thoai
thong minh, con néu tinh cad nhitng danh muc nay thi con s6 dy doan tang thém 7
ty thiét bi nita. SO liéu nay cao hon 500% so vd&i wdc tinh khoang 4,9 ty vat thé
vao cu6i nam 2015. Gartner ciing cho rang dén nam 2020, Internet van vat sé tao
thém 1,9 nghin ty do la gia tri kinh t€, trong khi cong ty tv van va nghién cttu thi
treong International Data Corporation dy doan con s6 cao hon, & mic 8,9 nghin
ty do la.

Tuy nhién, phan 1én gia tri nay sé khong dugc tao ra hay tan hwdng bdi
nhitng cong ty tao ra “vat thé két noi.” Gia tri thuc sy sé nam & nén tang gan két
tat cd nhitng thi nay v6i nhau. That thi vi, General Electric, cong ty tuyén tinh
nhat trong cac cong ty, dang dan dau bang cach xay dung mot mang lwgi riéng dé
két ndi va giam sat tat ca cac thiét bi phan citng cia né trong linh virc nay. Dua
trén thye t€ rang, bo phan nay cta nén kinh té thwong bi thong tri bdi mot so it
cac cong ty 1én trong moi nganh, c6 thé sé khong bao 1au nita, ching ta sé chitng
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kién sy troi ddy cia mot nén tang phat trién gianh chién thang. Khong cé cong ty
nao muon st dung nén tang cua déi tht canh tranh vi sg bi tr¢ thanh mot
“Samsung” tiép theo trong twong lai, khi cac san pham ctia né bi hang héa héa va
nén tang phat trién vé mat gia tri.

Cudi cung, chung t6i chuyén sang tai chinh. Day la mot nganh ma hau hét
moi nguwdi déu lién két v4i cac ngan hang 16n hoac cac cong ty quan ly tién bac.
Tuy nhién, mot loat start-up nén tang da md& ctra nganh cho nhitng dang ngudi
tiéu dung mdi, nhitng nguoi tredc day chua tirng ti€p can cac san pham dau tw
tinh vi, phttc tap. Trong dia hat start-up, c6 cac nén tang nhw AngelList, nén tang
cho phép moi ngwoi dau tw vao cac cong ty khai nghiép & quy mo nhd. Nhiéu nha
dau tw hién nay da tiép can véi nhitng thuwong vu ma trong qua khit ho khong thé.
Maéng cho vay ngang hang ciing rat rong. Lending Club 1a mot trong nhitng nén
tang dau tién thanh cong trong mang nay, nhung vai nam qua, nhiéu doéi thu cuaa
n6 da xuat hién. Mot vi du la SoFi (con goi la Social Finance), tap trung vao
mang cho vay ngang hang dap rng nhu cau vay von cuda sinh vién, cta ca nhan va
vay thé chap. Tuy nhién, nhitng nén tang nay mdi chi hét dwgc chit vang trén bé
mat. Cudc cong pha tiém nang manh mé nhat cia nganh tai chinh dén tir Bitcoin
— cédi tén da di vao huyeén thoai.

Bitcoin la gi? Néu ban mu6n cai 1on véi nhitng nguwdi ban hiéu biét vé cong
nghé, hdy md& dau cau chuyén bang chu dé nay. Cau trd 16i don gian rang né la
mot loai tién ky thudt s6 méi. Nhung thue té phite tap hon nhiéu. Bitcoin dwgc
kiém soat b&i mot giao thitc 1ap trinh, giao thitc nay quyét dinh cach nhitng dong
bitcoin m@Gi dugc dwa vao lwu thong va cach cac giao dich méi duge xac minh.
Bitcoin thwong duwgc coi la mot loai tién té, nhung mot s6 nha kinh té hoc cho
rang né giong mot loai hang héa hon — mat loai vang ky thuat s6. Giéng nhu mot
hang héa, gia cia n6 c6 thé dao dong manh dwa trén cac nha dau co dau tw vao
thi truong bitcoin. Va giong nhu vang, bitcoin kha khan hiém. Giao thitc Bitcoin
gidi han so lwgng bitcoin méGi dugc dwa vao lwu thong moi nam. Con s6 nay sé tuw
dong gidam mot nira theo thoi gian cho dén khi cé tong s6 21 triéu bitcoin ton tai.
Sau do, viéc phat hanh bitcoin madi sé ngung lai hoan toan.

Ngoai ra, khac véi hau hét cac loai tién té hién dang lwu thong, Bitcoin
khong bi kiém soat bdi bat ky chinh pht nao. N6 ciing hoan toan an danh. (Chinh
xac hon 1a Ivu thong dwdi dang bi danh — ngwdoi gwi phai c6 mot dia chi dé gui
bitcoindén.) Két qua la, nhiéu ngudi, dac biét la nhitng ngudi c6 khuynh huwéng
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tw do hon, xem Bitcoin nhv mot cudc cach mang cong nghé. Ho coi ndé nhv mot
loai tién té “khong bi chi phdi bai luat phap” sé gitp gianh giat nén kinh té khéi
tay cac chinh phu. Khong ro liéu diéu nay c6 thyc sy xay ra hay khong. Chung t6i
thi cho rang khong cé kha nang. Tuy nhién, nhu thé khong c6 nghia la Bitcoin
khong c6 tiém nang tao ra mot cudc cach mang.

bong tién Bitcoin dwgc hinh thanh dwa trén mot cong nghé goi la
blockchain, mdc du hai thudt nglt nay thwong dwgc st dung dong nghia.
Blockchain la mot cach thitc mé@i dé chuyén thong diép ky thuat so tir bén nay
sang bén khdac, noi ca hai bén cé thé tin twdng vao tinh toan ven cta thong diép —
ngay ca khi ho khong tin twéng hay quen biét nhau. Vé co ban, blockchain la mot
sO cai lwu trir lich st cha tat ca cac giao dich trwde d6. Moi “khéi” (block) trong
blockchain doi hoi mot ban ghi chép cua cac giao dich gan day cling nhw mot
chudi cac chir cai va chit s6 (goi la mot bam — hash), dwogc tao ra bang cach sw
dung cac thuat toan mat ma.

Ngudi tao ra nhitng khdi nay dugce goi la thg mo (miner).

Tho mo la nhitng ngudi (hoac thuwong la nhitng nguwoi sé hitu may chu) chay
phan mém Bitcoin va tao bam ngau nhién. Moéi thg moé canh tranh dé san xuat
mot bam véi gia tri thap hon mot do khé (difficulty) muc tiéu nhat dinh, nham
hoan thanh mot khéi méi trong blockchain. Thg mo dau tién hoan thanh nhiém
vu nay sé nhan dugc mot phan thudng, hién tai la 25 bitcoin. Khi giao thitc
ngirng phat hanh bitcoin mdi, cac thg mo c6 thé sé duwge ho trg bang cac khoan
phi giao dich nho. Phan thwéng nay khuyén khich moi nguoi trén khap thé giGi
danh nhiéu thoi gian va tién bac (chi phi nang lwgng cta viéc chay may chua dé
dao bitcoin la khong dang ké) xac minh cac giao dich ma néu khong c6 phan
thudng thi ho sé chang quan tam.

Nhiéu ngudi dam mé Bitcoin xem blockchain 1a gidi phap cho moi van de.
Ho ciing xem n6 nhuv la sy hoan tac cta cac cong ty nén tang thong tri ngay nay,
bdi vi blockchain mé toang di liéu mang lwdi ctia né va cé thé di chuyén dén bat
ky mang nao khac. Tuy nhién, ching t6i nghi rang dam dong nay c6 néi qua lén
vé treong hop cta ho. Blockchain gidi quyét mot van dé hét sttc cu thé: N6 cho
phép ban tin twdng rang thong diép ma ban dang gi di dit khoat sé dén dugc
ding nguwoi can dén. Nhung n6é khong cho ban biét liéu ban c6 nén tin twéng
ngwoi do ngay tir dau hay khong. Hoac, néu ban dang mua moét dich vu hay san
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pham hiru hinh, liéu ngwdi do cé giao ding thit ban da tra tién dé mua hay khong.
Hodc ban phai lam gi dé giai quyét tranh chap gitta cac bén tham gia giao dich.
Blockchain chi gidi quyét mdt phan nhé ctia sy tin cdy. Nhw ching toi da trinh
bay trong sudt cudn sach nay, cac nén tang dong vai tro rat tich cuc trong viéc
kién thiét san giao dich va cong dong cta ching, va trong hau hét cac treong hgp,
blockchain chi gidi quyét mot phan rat nho cta nhitng gi ma cac nén tang nay
dang lam.

Thay vi két thiic sy thong tri ctia nén tang, chiing t6i cho rang, sy phat trién
cta cong nghé blockchain sé gan lién vdi sy troi day cia nhiéu cong ty nén tang
m&i. Giong nhw HTTP va Web truwéc do, blockchain sé hinh thanh mot co sé ha
tang phi tap trung, tao ra co hdi cho cac thi trwedng va cong dong mdi noi lén.
Nhung hau hét nhitng co héi méi nay sé khong thanh hinh néu khéng c6é mot
cong ty nén tang diéu phdi ching va khai thac tiém nang cta ching. (Hay nghi
dén mot thé gidi ma & do, Web sé khong c6 mot nén tang tim kiém nhw Google
dé giup ban hiéu n6.) Cé thé mot s6 cong ty mdbi nay sé thay thé cac cong ty nén
tang doc quyeén hién tai, nhwng nén tang van la moé hinh kinh doanh chiém wu thé.

Tuy nhién, c6 thé tdc dong cta Bitcoin van rat to 16n, ddc biét la trong thé
gigi tai chinh. Blockchain giai quyét nhitng van dé 16n nhat tir xwwa dén nay van
luén 4m anh tién té ky thuat so: gia mao, gian lan 1ap chi (double spending) va sy
1é thudc vao mot co quan trung wong dé xw 1y giao dich. Blockchain bién toan bo
mang ludi cac thg mo Bitcoin thanh noi chi c6 sy that ma thoi. Cac thg mo canh
tranh nhau d€ la ngwoi dau tién, va sau do nhitng nguwdi khac sé xac minh két qua.
Pé tao ra giao dich gia mao, ban can phai danh ltra s6 dong thg mé trong mang
lwgi. Béi vi blockchain van hanh dva trén sy dong thuan nén ban can phai kiém
soat hon 50% sitc manh x 1y trong toan bd mang lwdi dé tao ra mot khoi gia
thanh céng. Vd&i s6 lwgng 16n (va ngay cang tang) cta thg mo bitcoin, hién tai
day la mot nhiém vu bat kha thi. Néu mot thg mé da gianh dugc quyén kiém soat
mot phan dang ké cia mang luwdi, toan bo blockchain sé bi de doa. Nhung cho
dén nay, day chwa phai 1a mot moi de doa thuc su.

Hién tai, Bitcoin la mang lw6i blockchain 16n nhat thé gi¢i. Tuy nhién, nhiéu
blockchain khac (thuwong dugce goi chung la altcoin) dang thuwc hién nhitng thay
do6i nho trong giao thitc Bitcoin dé thich tng véi cdc muc dich st dung khac.
Nhwng nhw ban chat cta blockchain cho thdy, mét mang lw6i blockchain 16n hon
sé hitu ich va an toan hon. Chinh vi vay, & hién tai, Bitcoin nam giit vi thé doc
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ton. Thé nhung, c6 nhiéu dau hiéu cho thay tinh hinh cé thé thay doi trong twong
lai gan. Bitcoin da trdi qua cudc khiing hodng quan trj 1é6n dau tién ctia né vao dau
nam 2016. Mdc du cong tac quan tri mang Bitcoin dwgce phan cap mot cach rd
rang nhung rat nhiéu nguwdi cé quyén truy cap va c6 kha nang sira doi ma nguon
cua Bitcoin lai c6 sttc anh hwdng vo cung 16n. Bau nam 2016, mot vai ngwoi
trong sO nay da chong lai viéc thay déi vGi giao thitc Bitcoin va ngan chdn hiéu
qua nhitng thay doi c6 thé lam tang nang lwc giao dich ctia mang lwgi. C6 thé
cuoc khing hodng quan tri nay sé dwgc gidi quyét trong twong lai, mac du vay,
viéc thiéu vang m6t m6 hinh quan tri chinh thitc d6i vé6i viéc thay doéi giao thitc
Bitcoin c6 thé can trd sy phat trién ctia né. Ngoai ra, vao cudi nam 2015, Linux
Foundation da thong bao sé bat dau trién khai dy an phat trién mot blockchain ma
nguon ma& dugc thiét ké dac biét dé cac dinh ché tai chinh va ngan hang toan cau
st dung. Dy an nay dugc ho trg bdi mot lién doan gom cac cong ty 16n nhuw JP
Morgan, Wells Fargo va San giao dich Chitng khoan London. Phai mot thoi gian
nita thi no lwc nay méi dat dwge thanh qua bude dau, nhung dwa trén lyc lwgng
hau thuan vitng manh, né c6 thé tré thanh mot doi thu canh tranh cia mang
Bitcoin trong twong lai.

DPén nay, tin tot la Bitcoin van hoat dong hiéu qua & vai tro mot nén tang
phat trién md. Bat ky ai cling c6 thé tao cdc tng dung khai thdc mang luwé6i
Bitcoin. Piéu nay twong phan hoan toan véi hau hét cac giao thitc thanh toéan
dang dwgc st dung, chang han nhv AHC (Automated Clearing House), giao thiic
dwgc quan ly chat ché va cac nha phat trién khong thé tiép can dwgc. Bitcoin
cling nhanh hon va an toan hon nhiéu so vGi hau hét cac Iwa chon thay thé hién
c6. Hién tai, hau hét cac luat 1€, quy dinh tai chinh nay t6n tai vi Iy do chinh dang
— vi du nhw dé ngan chan nan gian 1an, rira tién va cac hoat dong toi pham khac.
Nhwng blockchain c6 thé la chiéc dui duc v& khu viee tai chinh dang bi tap trung
héa mot cach thai qua nay. Vi Bitcoin cho phép cac nha phat trién xay dung trén
nén tdng cua giao thitc blockchain nén né kich hoat v6 s6 céng dung méi cua
cong nghé nén tang. Ciing giong nhuw nén tang iOS cua Apple da tao ra ca mot thé
gigi noi luon “cé mot wng dung cho nd,” co 1é chiing ta sé sém & trong mot thé
gidi noi ludn “cé mot tng dung Bitcoin cho no.”

Ngay nay, c6 mot hé sinh thai khong 16 cac start-up dwa trén blockchain
dang xay dung nhiéu tng dung mdi, khai thac blockchain ctia Bitcoin nhw mot
cach dé xac minh giao dich. Nhung cac cong ty nay ciing dat blockchain vao
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nhitng boi canh st dung hoan toan mdi. Chiing dang nghién cttu moi thit, tir cac
san giao dich va mang xa hoi dya trén Bitcoin dén nhitng cach thitc hoan toan
m&i dé ghi lai va theo ddi ban quyén ky thuat s6 trén Internet. Va cac start-up
khong phai la nhitng t6 chitc duy nhat c6 thé nhin ra tiém ndng cta Bitcoin. Gan
day, cac ngan hang va cong ty dich vu tai chinh da bat dau tham gia san choi nay.
Vao thang 6 nam 2015, Ngan hang Santander da cong b6 mdt bao cdo wéc tinh
rang dén nam 2022, cac cong nghé blockchain c6 thé gitp gidam dén 20 ty do la
chi phi ha tang m6i nam cua ngan hang. Nhung khong chi ¢c6 minh Santander
nhan thdy diéu nay. Gan day, nhiéu cong ty da dau tu vao cdc start-up hodc sang
kién bitcoin, bao gom Goldman Sachs, American Express, BBVA, Capital One,
MasterCard, Nasdaqg, San giao dich Chitng khoan New York, Citibank va IBM.
Day chi la mot lan song nita trong con song than von dau tw mao hiém da bat dau
do6 vao cac start-up dwva trén blockchain.

V@i qua nhiéu nguwdi choi méi nhdy vao san choi tai chinh va nhiéu cong
nghé mai de doa thay doi co s& ha tang nén tdng cua toan nganh, khu vuec tai
chinh c6 mitc d6 tap trung hda cao c6 thé sé gap chiit hon loan. Tiém nang giam
thiéu chi phi giao dich va loai bé bo phan gac cong chi phi cao la vo cung 16n.
Twong tw vdi co hoi dé thong nhat cac chuyén gia dich vu tai chinh dang phan tan
khap noi vé cuing mot mang lwdi, cling nhw co hoi dé kich hoat nhu cau chwa
dwogc khai thac do6i véi cac thwong vu dau tw tinh vi, phitc tap hon. Thap ky tiép
theo c6 thé chitng kién mot s6 nén tang ngay nay van con vo danh nhuwng trong
twong lai sé cong pha nganh tai chinh theo nhitng cach thirc méi va dang ngac
nhién. Twong lai nay khong c6 gi ddm bdo — ca Bitcoin va hau hét cac start- up
cong nghé tai chinh van dang d6i mat vdi rai ro phap ly dang ké. Cac ngan hang
16n co6 rat it dong lyc dé choi dep, va khong cé ly do gi dé ching khong gay sttc
ép, budc thé ché quan ly hién tai phai phuc vu 1gi ich ctia minh. Nhung lan dau
tién trong mot thoi gian dai, co hdi cho sy thay doi thyc sy trong linh v tai
chinh da hién hitu.

Tat ca ba linh viee néi trén — cham séc sttc khée, Internet van vat va tai chinh
— da va dang thay doi do sttc anh hwdng cua cac cong ty nén tang. Nhung trong
moi nganh sé con xudt hién nhiéu nén tang 1én nita. Chung t6i chtic ban may man
trong viéc tan dung t6i da twong lai dwgc “nén tang” héa nay. Bang cach st dung
nhitng kién thitrc dic két dugce tir cudén sach nay, ban sé dugce trang bi day da va
san sang doi pho véi bat ky thay doi nao xay ra trén con dwong ban di.
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Chung t6i thanh that khuyén ban nén tim kiém co hdi nén tang & bat c noi
nao ching c6 mat. Nhitng co hoi 16n nhat vé 1au dai c6 thé la nhitng co hoi ma
hém nay ban chwa thé xac dinh dwgc. Ciing gidng nhuw Bitcoin va blockchain da
tao ra kha nang thay doi trong linh vuc tai chinh, cac cong nghé mdi sé mang lai
co hoi méi cho sy cach tan. Va, nhw moi khi, nén tdng sé nam & trung tam cua tat
ca.
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Tw dién thuat ngi¥ nén tang

Thu hat nguwoi dung (Audience building) — M6t trong bon chitc nang cua
mot nén tang. Mot nén tang phédi xay dung mot mang luwdi cé tinh thanh khoan
bang cach thu hut mot s6 lwgng téi han ngudi tiéu dung va nha san xuat.

Quy tac Chatroulette ctia Internet (Chatroulette rule of the Internet) — Khi
khong duwgc kiém soat, mang lwdi c6 quy mo da 16n sé ty nhién giam chat lugng
clia nguoi dung va cua trai nghiém st dung (vi du: nhitng ga dan ong khoa than
ngobi trudc may anh).

Bai toan con ga va qua trirng (Chicken-and-egg problem) — Mot van dé vé
su phdi hgp lam cho nén tdng kho thu hit duge nhitng nguwdi dung dau tién cta
né. Ban dau, doi véi hau hét nguwai dung, chi phi tham gia mot nén tang vugt qua
gia tri ma ho c6 thé nhan dugc tir né. Trong thuc té, ban dau, gia tri cia viéc tham
gia mang lwéi thwong am. Néu mang lwdi da 16n, cad nguwdi tiéu dung va nha san
xuat sé vui vé tham gia. Nhung hau hét ngusi dung ¢ moi bén ctia mang lugi
khong san sang tham gia khi mang con nhé. C6 7 cach dé giai quyét bai toan con
ga va qua tring:

1. Cung cap bién phap bao dam thong qua mot khoan dau tw 16n, tra tredc

2. Bat tay véi cac cong ty khac trong nganh

3. Hanh dong nhw mot nha san xuat

4. Tan dung mot mang lwdi cé san

5. Thu hit nguwdi dung cé gia tri cao hodc nguwdi ndi tiéng

6. Nham dén mot nhom ngudi dung dé 1ap day ca hai phia ctia nén tang

7. Cung cap tién ich nguwoi dung don

Mirc do hang héa héa (Commoditization level) — Mitc do phitc tap cta giao
dich c6t 16i trong mot loai nén tang nhat dinh. Trong moi loai, nén tang ton tai
trén mot phd dao dong twv “bi hang hoa hoa” dén “phi hang hoa héa.” Mic do
hang hoéa héa c6 tac dong 16n dén cach thitc thiét ké nén tang.
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Nén tang giao tiép (Communication platform) — Xem “Loai nén tang.”

Cudc cach mang két noéi (Connected revolution) — Qua trinh bién déi vé
kinh té va xa hoi da xdy ra vao dau thé ky 21 vGi sy lan truyén ctia cong nghé két
noi.

Nén tang ngi dung (Content platform) — Xem “Loai nén tang.”

Giao dich cot 16i (Core transaction) — Tap hop nhitng hanh dong ma nguoi
tiéu dung va nha san xudt phdi hoan thanh dé trao doi gia tri. Trén moi nén ting,
giao dich c6t 16i déu bao gom bon budc co ban nhw nhau: tao ra, két noi, tiéu thu
va boi thwong.

Khoi lwgng téi han (Critical mass) — Diém ma tai dé gia tri cia mang lwgi
cao hon chi phi tham gia ctia hau hét nguwdi dung. Khi mang lwdi dat dén quy mo
dua 16n, hiéu ng mang ctia n6 sé bat dau 16i kéo nhitng nguwdi dung mdi va tao ra
tang truong.

Lgi thé kinh t& theo quy mo (Economies of scale) — Tiét kiém chi phi bang
cach ting san lwong, thudng dién ra trong mot cong ty tuyén tinh. Y twéng nay
duwgc phd bién rong rai vao nhitng nam 1970 béi Bruce Henderson, ngudi sang
1ap Boston Consulting Group. Trai nguwgc vGi y tuwdng nay, hién twong lgi thé
kinh té gidm theo quy md6 xuat hién khi chi phi tang Ién thay vi gidm xudng khi
san lugng tang.

Nén tang trao doi (Exchange platform) — Mot nén tang cung cap gia tri chu
yéu bang cach t6i wu hoa hoat dong trao doi truc tiép gitta mot ngwoi tiéu dung va
mot nha san xudt. Y dinh két néi tuong thich cho nén tang trao déi ludn c6 gia tri
gidi han, roi rac, thuwong la 1:1. Nén tang trao doi bao gom céc san giao dich dich
vy, san giao dich san pham, nén tang thanh toan, nén tdng dau tw, nén tdng mang
xa hoi, nén tang giao tiép va nén tang tro choi xa hoi.

Bon chitc nang (Four functions) — Bon hoat dong ma mot nén tang tham gia
vao dé ho trg giao dich c6t 16i. D6 la: thu hat ngwdi dung, két noi twong thich, tao
ra cac quy tac va tiéu chuan, cung cap cac cong cu va dich vu.

Hiéu @rng mang gian tiép (Indirect network effect) — Hiéu tng mang gitta
hai nhém ngudi dung riéng biét, vi du nhw ngwoi tiéu dung va nha san xuat. Con
dwgc goi la hiéu tng mang “chéo bén.” Hiéu ng nay tao ra mot vong hoi tiép
tich cyc gitra hai bén ctia mang ludi.

Nén tang dau tw (Investment platform) — Xem “Loai nén tang.”
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Cong ty tuyén tinh (Linear business) — Cong ty tao san pham hodc dich vu
va ban né cho khach hang. Gia tri di chuyén tuyén tinh va theo mot huéng thong
qua chuo6i cung ng cua cong ty.

Tinh thanh khoan (Liquidity) — Mot thuat ngit tir cac thi truong tai chinh,
thé hién kha nang thi truong c6 thé tao diéu kién thuan lgi cho mot giao dich.
Mot nén tang dugc coi la thanh khodn khi cé du khéi lvgng goi dau trong cung va
cau dé hau hét cac giao dich c6 thé dugc hoan tat nhanh chong.

Nén tang tao lap (Maker platform) — Nén tang tao ra gia tri bang cach cho
phép nha san xuat tao ra cac san pham bd sung va truyén phat hoac phan phoi
chiing cho déi twgng ngwdi dung rong 1én. Y dinh két néi twong thich cho nén
tang tao lap la vo han vé mat ly thuyét, hodc 1:Nhiéu. Nén tdng tao 1ap bao gom
nén tang ndi dung va nén tang phat trién.

Chi phi bién (Marginal cost) — Chi phi dé mdt cong ty san xudt ra don vi
ton kho tiép theo. Nén tang dwgc hwéng lgi tir chi phi bién gan bang 0 & quy mo6

7z,

16n.

Y dinh két néi twong thich (Matching intention) — S6 don vi t6i da cia mot
moén hang ma nha san xuat c6 thé trao doi tai mot thoi diém nhat dinh.

Keét noi twong thich (Matchmaking) — Mat trong bon chitc nang. Nén tang
phai két n6i ding nguwdi tiéu dung véi ding nha san xuat dé tao thuan lgi cho viéc
trao d6i va twong tac.

Pinh luat Metcalfe (Metcalfe’s law) — Ly thuyét nay cho rang gia tri cia
mot mang lwéi ty 1€ vGi binh phwong ctia s6 lwgng ngwoi dung dugce két ndi trong
mot hé thong (md6t cach twong doi, gia tri mang lwéi = n(*)). Khi cé nhiéu nguai
dung tham gia m6t mang lwdi, so lwgng két ndi duy nhat kha thi tang theo ham:
(n(*) — n)/2, trong d6 n la s6 lwgng nguwdi dung. Vi sé lwong két noi kha thi rat
16n nén ham toan hoc nay tiém can gidi han cua n(*).

Cac hinh thitc tr¢ cap bang tién (Monetary subsidies) — Truc tiép hodc
gian tiép tang tién cho ngudi tieu dung hodc nha san xuat dé khuyén khich ho
tham gia mot mang lwgi. MGt trong ba cach dé nén tang trg cap gia tri cho nguai
dung tham gia s6m.

Hiéu @vng mang (Network effect) — Khi hanh vi cia mot nguoi dung cé tac
dong tryc tiép 1én gia tri ma nhitng nguwdi dung khac sé nhan dwgc tiv cing mot
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dich vu. Hiéu &tng mang cé thé tich cyc hodc tiéu cyc (xem “Hiéu (tng mang dao
nguoc.”)

Thang hiéu @wng mang (Network effects ladder) — Mot khung ndi dung dé
hiéu céach thitc phat trién chat lwgng mot cach c6 hé thong khi mang lwéi mé
rong. Thang hiéu (tng mang bao gém nam “bac”: Sy két ndi, Hoat dong giao tiép,
Hoat dong giam tuyén, Su hgp tac va Cong dong.

Sv phu thudc vao qua trinh (Path dependence) — Trang thai xdy ra khi cac
quyét dinh va diéu kién ban dau anh hwéng dén nhitng quyét dinh tiép theo. Vi
du: cac loai nguoi dung ma mot mang luwgi sé thu htt trong twong lai tuy thudc
vao thanh phan va hanh vi cia ngwoi dung hién tai trong mang lwdi do. Néi cach
khac, sy tang trudng trong cac mang lwdi khong phai la ngau nhién. Ban chat phu
thudc vao qua trinh cia cac mang lwdi khién cho viéc thiét ké nén tang dac biét
quan trong trong giai doan dau.

Nén tang thanh toan (Payments platform) — Xem “Loai nén tang.”

Mo hinh kinh deanh nén tang (Platform business model) — M6 hinh kinh
doanh tao diéu kién cho hoat dong trao doi gia tri gitta nhiéu nhém ngudi dung,
nguwoi tiéu dung va nha san xuat.

Loai nén tang (Platform type) — Mot nhém cac nén tang trong do giao dich
cot 16i tao diéu kién cho cung mot loai gia tri dugc trao doi. Viéc tim ra loai nén
tang nao phu hgp véi moé hinh kinh doanh la mot trong nhitng buwdc dau tién trong
quy trinh thiét ké nén tang. DuGi day la 9 loai nén tang cung vdi loai gia tri xac
dinh giao dich c6t 16i cia chiing.

1. San giao dich dich vu: mot dich vu

2. San giao djch sdn phdm: mot san pham hitu hinh

3. Neén tdng thanh todn: hoat dong thanh toan bang tién

4. Nén tdng dau tw: mot khoan dau tw (tic 1a, tién dwgc trao doi 1ldy mot
cong cu tai chinh, c6 thé 1a von chu s& hitu hoac mot khoan vay, v.v.)

5. Nén tdng mang xd hoi: ché do tuwong tac xa hoi xac nhan kép (két ban)

6. Nén tdng truyén théng: hoat dong giao tiép xa hoi tryc tiép 1:1 (vi du:
nhan tin)

7. Nén tdng choi tro choi xd hoi: mét twong tac chai tro choi cé nhiéu ngudi
dung tham gia, c6 thé canh tranh hodc hgp tac v6i nhau
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8. Nén tang néi dung: mot noi dung (bai viét van ban, anh, video, v.v.)

9. Nén tang phdt trién: mot chuong trinh phan mém

Cac khoan trg cap tinh nang san pham (Product feature subsidies) — Tao
ra chitc nang dac biét cho nhitng nguwoi dung quan trong dé cung c6 long trung
thanh va mitc d6 st dung cua nhom nay. Mot trong ba cach dé nén tang trg cap
gia tri cho nguoi dung tham gia sém.

San giao dich san pham (Product marketplace) — Xem “Loai nén tang.”

Hiéu &*ng mang dao ngugc (Reverse network effect) — Khi hanh vi cia mot
ngwoi dung tac dong tiéu cuc hoac gay hai dén trai nghiém cua ngwoi dung khac
trén mang.

Cac nguyén tac va tiéu chuan (Rules and standards) — Mot trong bon chitc
nang ctia mot nén tang. Nén tang thiét 1ap cac hudng dan va nguyén tac quy dinh
hanh vi dugc cho phép hodc duwgc khuyén khich, nhitng hanh vi bi cdm hodc
khong dwgce khuyén khich.

Thi trwong dich vu (Service marketplace) — Xem “Loai nén tang.”

Nén tang choi tro choi xa hoi (Social gaming platform) — Xem “Loai nén
tang.”

Nén tang mang xa hoi (Social networking platform) — Xem “Loai nén
tang.”

Cac cong cu va dich vu (Tools and services) — Mot trong bon chitc nang
ctia mot nén tang. Nén tang cung cap cac cong cu va dich vu cho ngudi dung dé
ho trg tirng budc cta giao dich cot 16i. Cac cong cu do ngwoi dung ty st dung va
phi tap trung, trong khi cac dich vu dugc tap trung hda va yéu cau sy tham gia
lién tuc tr nén tang nay.

Giao dién Tinder (Tinderface) — Mot thuat ng dung dé chi giao dién danh
cho nguwoi dung dyva trén hanh dong lwét man hinh, twong ty nhuw giao dién ma
Tinder st dung.

Chi phi giao dich (Transaction cost) — Chi phi phat sinh trong qua trinh
thuc hién mot giao dich; chi phi tham gia vao mot twong tac. Chi phi giao dich
dwgc chia thanh: chi phi tim kiém va thong tin, chi phi thwong lwgng, chi phi thuc
thi.
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Trinh ty ngwoi dung (User sequencing) — Viéc sap xép thit ti wu tién mot
cach cé chu dich trong qua trinh thu hat cac nhém ngwoi dung nhat dinh ma
nhitng nguwdi khac sé muon twong tac véi ho. Mot trong ba cach dé nén tang trg
cap gia tri cho ngudi dung tham gia sém.

Chuoi gia tri (Value chain) — Mgt cong cu dé phan tich kha nang canh tranh
dwgc pho bién bdi Michael Porter trong tdc pham Lgi thé canh tranh
(Competitive Advantage) ma 6ng hoan thanh nam 1985. Chudi gia tri la tap hgp
cac hoat dong ma mot cong ty tuyén tinh thwe hién dé cung cdp mot san pham
hodc dich vu cé gia tri cho khach hang ctia minh.

He sinh thai gia tri (Value ecosystem) — Tap hgp cac hoat dong ma mot nén
tang thiét ké va thyc hién dé ho trg mang Iwdi cia minh va tao diéu kién cho cac
giao dich. Hé sinh thai gia tri bao gom giao dich c6t 16i va bon chitc nang ctia nén
tang.
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L.01 cam on

Cﬁng giong nhu cong cudc xay dung mot nén tang, viéc viét ra mot cuén sach
la no6 Iyc cha ca tap thé. Ngoai hai nhan vat duge nhac dén trén trang bia, cuén
sach nay con cé sy gop sttc caa rat nhiéu nguwoi khac. Pau tién, cac tac gia mudn
cam on tat ca nhitng thanh vién tuyét voi tai Applico, nhitng nguoi dang tirng
ngay bién sy cach tan nén tang thanh hién thuwc. Néu khong cé cong viéc kho
khan ctia cac ban, chiing t6i sé khéng c6 gi dé viét vé. Cudn sach nay thyc sy la
thanh qua ti* nhitng no lyc cda ca tap thé, va noé thudc veé tit ca ching ta. Cé vai
ca nhan xitng dang dugc nhac dén mot cach cu thé vi nhitng déng go6p phi thuong
cta ho trong qua trinh soan thdo va bién tap. Xin gt 10i cdAm on dac biét dén
Greg Battle vi nhitng kién thitc chuyén sdu va dong gop ctia 6ng cho cudn sach
nay. Greg la mot trong nhitng nguén cam hitng chinh cho chwong 7 va la nguoi
khai dau cta khung ndi dung ma ching t6i gigi thiéu ¢ phan cudi ctia chwong do.
Nhitng gép y ctia 6ng trong sudét qua trinh bién tap cling la mot sy gitp do 16n
lao, va cuén sach nay t6t hon rat nhiéu nho cé nhitng kién thitc va dé xuat ma 6ng
chia sé. Chung t6i cling xin cdm on Nathaniel Malka va Erik Zambrano vé y kién
déng gop cua ho trong sudt qua trinh bién soan. Kién thitc va binh luan cia ho da
gop phan khong nhé vao viéc nang cao chat lwgng cudn sach.

Ngoai pham vi Applico, ching t6i muén cam on tat cd cdc doanh nhan da
danh thoi gian tra 10i phéng van va tro chuyén véi ching t6i. Cudn sach nay dugc
cai thién rat nhiéu nho sy déng gop ctia nhitng nhan vat nay. Xin cdm on Glen
Weyl vi nhitng hiéu biét ctia ong vé nén kinh té ctia cac thi tredng nén tang. Cudc
tro chuyén cta ching t6i v6i Glen vao thoi diém bat dau viét cuén sach nay da
giip chung t6i m& mang hon rat nhiéu. Glen ciing la nguén cam hitng cho
chwong 2 va la khéi nguon cho nhitng phan sau sac nhét caa chwong do. Cong
trinh nghién cu cta 6ng vé kinh té€ hoc va gid cd cua nén tdng that xuat sac,
ching t6i thanh that khuyén ban nén tim doc. Andre Veiga cling xirng dang dugc
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nhac dén. Nhitng cudc tro chuyén va lam viéc vdi anh da gitp tinh chinh nhiéu
phan tap trung vao kinh té hoc nén tang trong cuén sach nay.

Chting t6i mudn cdm on tat cd moi nguwoi tai St. Martin’s Press da giip hoan
thién cudn sach nay. Nhan vat quan trong nhat chinh 1a bién tap vién cta ching
toi, Emily Carleton. Emily tin twéng ching t6i ngay tir dau va danh cho hai con
ngwoi lan dau tién viét lach mot co hoi. Chung t6i sé mai mai biét on Emily vi
niém tin ma c6 dat vao chiing t6i, va vi sy gitip d& cta c6 trong sudt qua trinh lam
sach. Cudn sach nay da dugc cdi thién dang ké nhd nhitng déng goép va sy bién
tap cha co ay. Tung trang sach déu c6 cong lao cia c6. Ching t6i cling xin cam
on Laura Apperson, Donna Cherry, Laura Clark, Karlyn Hixson, va Annabella
Hochschild vi nhitng dong gop cua ho & cac giai doan khac nhau cua qua trinh
xuat ban. La nhitng tac gia lan dau tién viét sach, ching t6i that may man khi
duwoc lam viéc vai mot doi ngli tuyét voi, nhitng nguwdi da giup qua trinh nay dién
ra sudn sé, nhanh chéng va hiéu qua. Chung t6i chan thanh biét on tat ca nhitng
ngwoi ching t6i da nhac dén, cung rat nhiéu nguwdi khac ma ching téi khong co
co hoi gap g& nhung da gép phan khong nhé vao qua trinh xuat ban cudén sach
nay.

Cu6i cung nhung chac chan la khong kém phan quan trong chinh 1a William
Clark, ngudi dai dién ctia ching t6i. William tin twéng chiing t6i ngay tir dau va
nhin thdy sitc manh ctia cac nén tang dang thay doi thé gidi. Anh dy da cho chiing
toi co hoi va gitp ching t6i tim thdy mot nha xuat ban tuyét voi cho cudn sach
nay. Khong gi co6 thé néi hét tam anh hwéng tir sy gitip d& cua anh trong suot mot
nam rwdi qua, khi chiing t6i xuat ban cudn sach dau tay ctia minh. Xin cdm on
anh vi sy tin twdng va sy ung ho anh danh cho chung toi.

MOoi tac gia cling mudn gwi 16i cam on dén mot vai ngwoi da giup do ho
trong moi hanh trinh ho di qua.

Tt Alex,

Cam on me cua con, néu khéng cé me thi han la con da khong thé viét dugc
cudn sach nay. Me ludn ddt con lén tredc ban than minh va ludn la tdim guwong
sang dé con noi theo. Me da day cho con y nghia cta viéc lao dong cham chi va
gat hai thanh cong. Dén tan ngay hom nay, me lu6n la nguwoi vi tha nhat ma con
biét trén doi, va sé ludon nhu thé. Me truyén cdm hitng dé con lam t6t hon va
khong bao gio boé cudc. Cudn sach nay la mot minh chitng cho tat cad nhitng gi
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con da hoc dwgc tir me. Tinh yéu va sw ing hd ctia me da bién moi viéc thanh cé
thé. Cam on em gai Christina ctia anh vi da luon thic day anh c6 gang hét sic
minh. Em khong ngirng thach thitc va khuyén khich anh lam t6t hon nita. Anh sé
khong c6 thé hoan thanh dugc moi viéc ngay h6m nay néu khong c6 em.

Vi Will Roush va George Hornig, cdm on vi da tin twdng toi ngay tir dau.
Hai ngudi luén & bén t6i bat chap moi hoan canh. Cuon sach nay la mét cot moc
quan trong cho Applico ma tat ca chung ta cung xay dyng, va la sy khéi dau caa
nhitng diéu tham chi con 16n lao hon cho cong ty ma hai ngwdi da gop phan lap
nén. T6i cling muén cam on nhém cac nha c6 van va nha dau tv wu td, nhitng
ngwoi da giup do Applico trong su6t hanh trinh ctia n6. Coéng ty sé khong thé
thanh cong néu khong cé sy déng gop cia moi nguwdi, va ching t6i sé khong thé
¢ day hém nay dé an mirng cudn sach nay. Mac du t6i khong thé viét hét tén cta
t'ng ngwoi ra day, nhung toi tin moi nguwdi déu hiéu. Xin cdm on moi nguoi.

Cudi cung, cdm on Lindsey Wellenstein vi da la ngudi ban doi ctia anh. Em
gilt anh ludn tap trung, ngay cd khi diéu d6 c6 nghia la phai nghe anh 1dm nham
Ve cdi y twdng nén tang mdéi nhat dang khién anh phan khich. Cam on sy kién
nhan va tng ho cua em.

Ttr Nicholas,

Xin gwi 10i cam on t6i bo me, ngwoi da nudi day toi khon 16n va cho toi
nhiéu y kién quy bau trong sudt qua trinh viét lach. Sy ing ho cia ho da giup t6i
tinh tdo va lam viéc nang sudt hon. T6i v6 cung biét on ho vi tinh yéu thuong va
si O vii khich 1é vo diéu kién, va cé lé vi ca quyét dinh khong khon ngoan chit
nao la cé thém dia con thit hai. Cam on chi t6i, Natalie. Chi thyc sy la nguon
cam hitng cta em. Long t6t, niém dam mé, thai do lam viéc va sy tan tam cuaa chi
khién em luon no lyc lam t6t hon moéi ngay. Em khong thé doi hoi gi hon & mot
hinh mau ly twéng va mét ngwdi chi ca nhw thé. Em xin 16i vi la cau em 1t trong
gia dinh va lay mat vi tri doc nhat ctia chi. Nhung cong bang ma néi, d6 khong
phai ké hoach cua em.

T6i cling xin danh 1&i cdm on dac biét dén Eric Weiner. Eric da nhin thay
diéu gi d6 & mot ga sinh vién nam nhat, va tré thanh nguwoi c6 van kiém ngudi
ban tuyét voi. Anh ay da day t6i nhiéu théi quen tot va ca mot vai théi quen xau.
Sy gilip do cua anh, tt y twéng cho dén ban ké hoach dé xuat va cho dén tan khi
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ban thdo hoan thanh, da gép md6t phan quan trong gitip cudn sach nay dwgc xuat
ban.

Cudi cung, t6i xin cdm on Tiffany Tsai. Sy gitip d& ctia em trong sudt qua
trinh xuat ban rat quan trong. Cdm on vi da gidp t6i ludn tinh tdo va dam bdo
rang to6i da hoan thanh moi viéc ding gid. Em lu6n san sang lam viéc vi t6i, cho
du la gigp tim kiém, ddm bdo t6i ludon an udng ti¥ té hay gitt t6i tap trung vao
cong viéc. Cudn sach nay sé khong thé hoan thanh néu khéng cé sy ho trg cua
em.
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W Product company: la céng ty ban cdc sdan phdm phuc vu s6 dong nguoi
dung. Cdc cong ty nay chu trong phdt trién sdn phdm dé thu hiut cang nhiéu
nguoi mua cang tot. (Chii thich cua BT)

& Nguyén vdn: “They were the canary in our corporate coal mine.” Nhitng
nguoi thg khai thdc than thuong dem theo mét con chim hoang yén khi di xuéng
cdc dwong ham mé. Néu co khi déc nhw carbon monoxide, con chim sé bi chét
triedc khi con nguoi bi tac dong, nho do thg moé dugc canh bado kip thoi.

B S&P 500 (ddy du la Standard & Poor’s 500 Stock Index - Chi s6 c6 phiéu
500 cua Standard & Poor ) dung dé do luvong gid tri chitng khodn ctia 500 cong
ty Ion nhdt vé von héa dugc niém yét trén san chitng khodn New York hodc
Nasdagq. Ddy la mét chi s6 dugc cdc cbng ty truyén théng vé linh vuc tai chinh st
dung pho bién nhat. (Chii thich ctia BT)

W Nguyén vdn: “Those in glass houses...” bdt nguén tw cdu thanh ngir
“Those who live in glass houses shouldn’t throw stones”, y noi khong nén chi
trich hay ché bai ai vi nguoi nao ciing cé khiém khuyét & diém nay hay diém
khdc.

& JPO (viét tat cua Initial Public Offering) la viéc chao bdn chitng khodn
lan ddu tién ra cong chiing. (Cht thich ctia BT)

€

& dot-com chinh la “.com” (“dot” la ddu chdm), la coéng ty thuc hién hdu
hét hoat dong kinh doanh ctia minh trén Internet, thbng qua mét trang web st

dung tén mién cdp cao phé bién ”.com”. (Chti thich ctia BT)

4 Hay con goi la USA Today’s Super Bowl Ad Meter, la chuong trinh khdo
sdt thuong nién bat dau ttr nam 1989 nham ddnh gid cdc Phim qudng cdo (TVC)
trong trdn Super Bowl do to USA Today’s thuc hién. Khdo sdt ndy yéu cau cdc
nhom nguoi tham gia & toa soan va trén cd nudc phdi chadm diém truc tiép cho
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cdc qudng cdo ngay khi tran ddu dién ra. (Thang diém tir 0 dén 10, 0 la té nhdt
va 10 la xudt sdc nhat)

& Cho dén nay, trdn Super Bowl dién ra ngay 30 thdng 1 ndm 2000 la trdn
Super Bowl cé nhiéu qudng cdo tir cdc cong ty kinh doanh truc tuyén nhat voi
hon 14 qudng cdo tw LastMinuteTravel.com, Pets.com, Computer.com va
Epidemic.com, tong cdng chiém 20% thoi lvgng qudng cdo, chi phi trung binh la
2,2 triéu dé la cho moi 30 gidy.

B Just In Time (JIT) la mét khdi niém trong sdan xudt hién dai, co thé dugc
tom lwgc ngan gon lgi la: “Ping sdn phdm — Piing sé lvong — Piing dia diém —
bung thoi diém can thiét.”

L bong bong dot-com la cdch miéu td hinh tugng vé thi truong chitng
khodn khi c6 phiéu cta cdc cong ty cbng nghé 1én cao mét cdch bdt thuwong. Hién
tuong xdy ra khi c6 phiéu cua cdc hdng nay bi dau co hodc nhdn duoc su ky vong
thdi qud tir phia cdc nha dau tw. Bong béng duoc nhdc téi & ddy, theo Alan
Greenspan - cuu Chu tich Fed, xudt hién vao ngay 9 thdng 8 ndm 1995 khi
Netscape Communications bat dau niém yét c6 phiéu ctua minh va vo vao ngay 10
thdng 3 ndm 2000 khi chi s6 tong hop NASDAQ dat dinh cao nhat.

Ll Beanie Babies la mét dong d6 choi dugc tao ra boi Ty Warner — nguoi
sdng Idp Ty Inc. D6 choi dwgc nhoi bdng nhitng vién nhuwa nhé (plastic pellets —
“beans”) thay vi bbng mém thong thuong. (Chu thich ctua BT)

1 Nguyén vdn cua cum tir “gdy nhitc nhéi” dugc dung trong chuong nay la
“a pain in the ass” da duogc chiing téi chuyén ngir theo nghia bong. Tuy nhién,
trong slogan nay, dé dam bado tinh chinh xdc, cum tir “a pain in the ass” dugc giir
nguyén nghia den. Vé sau, GitHub ciing bo slogan nay mét phdn vi ngén ngir
dugc stt dung trong cdu khong con phu hop.
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W Ludt liy thtra (power law) hay quy ludt phan phéi lily thira (power-law
distribution) ndi rdng, yéu to6 dnh huéng Ién nhdt lai dén ttr mét ty 1é nhé trong
hé thong. Trong thong ké, co rdt nhiéu vi du vé ludt lily thtra: ludt Steven, ludt
Keplar, ludt Zipf va nguyén tac Pareto (hay nguyén tac 80/20). Luat liiy thtra
cling gidi thich rat nhiéu s kién trong tyw nhién (xdc sudt xdy ra dong dat), tai
chinh (ty 1é phan chia tai sdn), ngbén ngir (d6 thuong xuyén cta twr), kinh doanh
(doanh thu bdn sdch cua mét trang thuong mai dién tir). Hau nhu tat ca cdc hé
thoéng phtic tap déu theo ludt liiy thtra trong chinh hé théng do.

b4 Nguyén van: “It servers the proverbial free lunch,” nghia la “N6 phuc vu
bira dn mien phi nhu trong thanh ngir da néi.” Cdu thanh ngir dugc nhdc dén &
day la “There is no such thing as a free lunch,” nghia la “khéng cé bira trira nao
thu'c sw mién phi cd,” y muén néi, dé dn dugc mét bira trira c6 vé nhu mién phi,
thuc ra ban ciing phdi bo thoi gian, cong strc, chi phi co hoi,... cta ban than.

Ll Bot hay robot mang la cdc trng dung phdn mém chay cdc tdc vu tw déng
hoa trén mang.

Ll Instacart cung cdp dich vu di mua hang theo yéu cau. Nguoi tiéu dung co
nhu cdu mua sam gwti danh sdch mén hang can mua, déi ngii nguoi mua hang
cua Instacart (Personal Shopper) sé tryc tiép di tim mua, sau do giao dén tdn
nha cho khach hang.

I 6 mirc do cdch biét (six degrees of separation) la y twong do Frigyes
Karinthy khoi xuwéng vao nam 1990, cho rdng tat ca nhirng cd thé séng va moi
thir khdc trén thé gidi déu cdch nhau nhiéu nhdt la 6 budc lién hé. Theo dé, chuoi
“mot nguoi ban ctia mét nguai ban” co thé két néi hai nguoi bat ky qua toi da la
6 budc.

wl Nhém 8 trwong dai hoc tw thuc wu tu nhdt va ldu doi nhat cua Hoa Ky,
gom co: Brown University, Columbia University, Cornell University, Dartmouth
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College, Harvard University, University of Pennsylvania, Princeton University,
Yale University.

Ll Trong thiét ké phan mém, front-end la phan twong tdc truc tiép voi nguoi
st? dung, back-end (phan Idp trinh trén server ) gom cé cdc thanh phan dé xu ly
cdc thong tin tir front-end.

2 Cdng an toan (safe habor provison) la mét diéu khodn trong ludt hodc
quy dinh nhdm bdo vé chii thé khéi trach nhiém phdp ly hodc hinh phat trong cdc
tinh huéng cu thé hodc néu ddp tng dugc mét sé diéu kién nhat dinh.

2 Con dugc goi la Bao ludt Bao vé Bénh nhan va Cham soc Sttc khée Hop
tui tien, hay Obamacare.

2 Theo Techtarget, nén kinh té gig (gig economy) la mot méi truong trong
dé cdc cbng viéc tam thoi la phé bién, doanh nghiép sé thoa thudn vdi nhitng
nguoi lao dong tw do vé mét sw cam két ngdn han giira doi bén.

= Ty tiber (gidi tir, tién to) trong tiéng Pirc (doi khi dugc viét la uber trong
cdc dn pham tiéng Anh) cé nghia la “bén trén,” “vuot qua,” “hon.”
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