M.Econ. DBdng Thién Tém

CAC MO HINH KINH DOANH SO (Digital Business Models)

CHUONG 1
GIOI THIEU CHUNG VE
MO HINH KINH DOANH SO

Tiép cdn qua khung phan tich “Tam gidc sit” (Digital Business Model Iron Triangle)

] THONG TIN HOC PHAN
Ma hoc phan: MKT 404 - S6 tin chi: 02 - Bac dao tao: Pai hoc
Bién soan: ThS. Dang Thién Tam

Ngudn 16i: Ronteau, Muzellec, Saxena & Trabucchi (2023) - Wirtz (2019) - Bagnoli et al.
(2022)

© MUC TIEU HQC TAP CUA CHUONG (Learning Outcomes)
Sau khi hoan thanh Chuong 1, sinh vién c¢6 khéa nang:

e LO1.1 (Nh¢ - Hiéu). Trinh bay dugc khai niém moé hinh kinh doanh va moé hinh
kinh doanh sb; phan bié¢t ba lang kinh tiép can: tao gia tri, giao dich va cAu trc chin
khéi.

e LO1.2 (Hiéu). Giai thich qua trinh hinh thanh, sdu dic diém nén tang va cac dong
luc thuc day mo hinh kinh doanh s6 trong bbi canh Cong nghiép 4.0.

e LO1.3 (Phan tich). Van dung khung “Tam giac sat” (Ai tao gid tri — Cau hinh gia
tri — Nam bat gia tri) dé phan tich mot doanh nghiép s cu thé.

e LO1.4 (Van dung). Nhan dién bon dong luc tao gid tri s6 (hiéu qua, bo sung, giir
chan, mdi mé) va vai tro trung tam cua dir liu.

e LOL1.5 (Lién h@). Panh gia co hoi — thach thirc va lién hé thuc tién kinh té sd Viét
Nam qua cic nén tang tiéu biéu.

Gdn véi chudn dau ra hoc phan: CLO.1 (LOI1.1-1.2) - CLO.2 (LO1.3-1.4) - CLO.3
(LOL.S).
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B BAN PO CHUONG
e 1.1 Mo hinh kinh doanh — nén tang khai niém
e 1.2 Tirmd hinh kinh doanh dén mé hinh kinh doanh s6
e 1.3 Khung phan tich “Tam giac sat” ciia mo hinh kinh doanh s6
e 1.4 Nghién ctru tinh hudng tich hop: Spotify & Netflix

e 1.5 Lién hé Viét Nam: kinh t€ s6 va cac mo hinh ti€u biéu
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DAN NHAP — TAI SAO BLOCKBUSTER SUP PO CON NETFLIX THONG TRI?

Nam 2000, Blockbuster 1a “6ng vua” cho thué bang dia vdi hang nghin cura hang va doanh thu
ty d6. Cung thoi diém d6, Netflix chi 1a mot start-up nho giri dia DVD qua dudng buu dién va
timg dé nghi ban minh cho Blockbuster véi gia 50 triéu USD — nhung bi tir chdi. Hai thap ky
sau, Blockbuster gan nhu bién mat, con Netflix tré thanh hing phim 16n nhat thé gidi ma khong
sO hitru mot rap chiéu nao, khép lai nam 2024 véi hon 301 tri€éu thué bao va vugt 325 tri¢u thué

bao vao cudi nam 2025.

Diéu gi d4 tao nén khéc biét? Khong phai cong nghé don thuin — Blockbuster ciing c6 website.
Khac biét nam & logic tao lap, phan phdi va ndm bat gia tri: Netflix khai thac dir liéu hanh vi
nguoi xem, chuyén tir ban lugt thué sang moé hinh thué bao, va tan dung thuat toan dé xuat dé
giit chan khach hang. Néi cach khac, Netflix da thay d6i mo hinh kinh doanh, chir khong chi

s0 hda mdt ctra hang cil.

4+ LUAN PIEM XUYEN SUOT CHUONG

Mo hinh kinh doanh sé khong phai 1a viéc “dua cira hang 1én mang”, ma 1a tai ciu triic
toan dién cach mét to chirc tao ra — phin phdi — nim bét gia tri trén nén ting cong
ngh¢, dir liéu va mang ludi. Chuong 1 xay dung ngdn ngir khai niém va khung phan tich

deé “giai ma” logic do.
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1.1 MO HINH KINH DOANH — NEN TANG KHAI NIEM

1.1.1 Dinh nghia mo hinh kinh doanh

Céc cach tiép can 1y thuyét vé mé hinh kinh doanh ngdy cang hdi tu trong nhitng nim gan day,

du van khac nhau tily goc nhin xuét phat. Hai dinh nghia nén tang thudng dugc trich dan:

e Osterwalder va cong su (2005): mo6 hinh kinh doanh 1a mdt cong cu khai ni€ém chua
tap hop cac yéu t6 va mdi quan hé giita chung, cho phép thé hién logic kinh doanh cua
mot cong ty — tirc gia tri ma cong ty cung cap cho cac phan khuc khach hang, cu trac
va mang ludi d6i tac dé tao ra — tiép thi — phan phdi gia tri, nham sinh ra cac dong doanh
thu ¢6 loi nhuan va bén viing.

e Al-Debei va cong swr (2008): mo hinh kinh doanh 14 sy thé hién triru tuong cia td chirc
— dudi dang khai niém, van ban va/hoac dd hoa — vé cac thoa thuan cdt 15i lién quan
dén kién trac gia tri, hop tac va tai chinh, cung céc san phém/dich vu cdt 161, nhiam dat

duoc chién lugce cua to chure.

. PINH NGHIA LAM VIEC (dung trong hoc phan)

M4 hinh kinh doanh 13 khuon kho toan dién mé ta logic ma mot to chirc tao ra, phan
phoi va nim bt gia tri trén thi trudng; qua d6 doanh nghiép van hanh, sinh doanh thu va
duy tri hoat dong theo thoi gian.

Theo cdch dién dat c6 dong cua Peter Drucker, moi dinh nghia moé hinh kinh doanh rot

cugc déu goi gon trong cau hoi: “doanh nghi€p dwgc tra tien cho dieu gi?”

1.1.2 Ba ling kinh tiép cAn mé hinh kinh doanh

Ronteau va cong su (2023) dé xuat nhin mo hinh kinh doanh qua ba lang kinh bo sung cho
nhau. Day 13 bd cong cu phan tich cot 18i sé duogc dung lai xuyén sudt hoc phan.

(a) Lang kinh gia tri (Value-driven approach)

Dua trén Osterwalder & Pigneur (2010), mot doanh nghiép (s6) kha thi phai van hanh tron tru
ba tién trinh:

e Tao gia tri (Value creation): san xuit lgi ich cho khach hang — vi du Google tao gia

tri bang két qua tim kiém phu hop.
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e Phin phoi gia tri (Value delivery): cdu trac va quan tri gitp tao va phan phdi hang
héa/dich vu theo chuin vé chi phi, thoi gian, chét luong, $6 lugng.

e Nim bit gia tri (Value capture): kiém tién qua giao dich v6i khach hang — thanh

toan, thué bao, phi, hoac dir li¢u.

NAM BAT GIA TRI

Value Capture

TAO GIA TRI PHAN PHOI GIA TRI

Value Creation Value Delivery

Ki€m tién qua
giao dich vai KH

San xuat Igi ich Cau trdc & van hanh
cho khach hang dua gia tri téi KH

Hinh 1.1. Tiép cdn gid tri ciia mdt mé hinh kinh doanh (Osterwalder & Pigneur, 2010).

(b) Lang kinh giao dich (Transactional approach)
M5 hinh kinh doanh — nhat 1a mé hinh s — con duge dinh nghia qua ba khia canh cua hoat
dong trao doi gia tri giita doanh nghiép va khach hang:

e Noi dung (Content): hang hoa, dich vu hoac thong tin duoc trao doi, cung nguén luc
va nang lyc can thiét. Facebook cung cip nén tang mién phi, nhung d6i lai 1a thong tin
cta nguoi dung.

e Cau triic (Structure): trinh ty va co ché dién ra trao d6i. Vi du: Booking.com gitt thong
tin lién hé cua khach, han ché kha nang tai tiép thi ciia khach san — mot loi thé canh
tranh ctia nén tang.

e Quin tri (Governance): cich kiém soat dong thong tin, ngudn lyc va hang héa. Airbnb
khong doi doc quyén, chii nha c6 thé “da nén tang”, nhung hiéu img mang khién Airbnb

van la lya chon s6 mot.

(¢) Lang kinh céu tric: Business Model Canvas (9 khi)

O cap do van hanh, Business Model Canvas ctia Osterwalder mo ta doanh nghiép qua chin
khdi céu thanh. Bang 1.1 tom tit dé tham chiéu nhanh; sinh vién s& sir dung cong cu niy & cac

chuong sau.
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Khbi cAu thanh CAu héi cot 16

be xuat gia tri

Phan khuc khach
hang

Kénh phén phoi
Quan h¢ khach hang
Dong doanh thu

Ngudn lwe chinh
Hoat dong chinh
Péi tac chinh

Co céu chi phi

Doanh nghiép giai quyét van dé gi, mang lai loi ich nao cho

khach hang?

Phuc vu nhom khach hang / thi trudng muc ti€u nao?

Tiép can va giao gia tri cho khach hang bang kénh nao (vat Iy /
56)?

Thiét 1ap va duy tri quan hé véi khach hang ra sao?

Kiém tién bang cach nao: ban hang, thué bao, phi, quang cao, dit

liéu...?

Tai san, ha ting, ning luc thiét yéu nao can c6?

Nhitng hoat dong cdt 16i nao phai thuc hién dé tao — giao gia tri?
Hop tac v6i ai dé ning ning luc, md rong pham vi, giam chi phi?

Chi phi cb dinh va bién d6i chu yéu phat sinh ¢ dau?

Bang 1.1. Chin khoi ciia Business Model Canvas.

1.1.3 Phén loai mé hinh kinh doanh truyén thong

Trudce khi ban vé “s6”, can nam cac nguyén mau (archetype) truyén thong — nén tdng dé nhan

ra diém ké thira va diém dut giy ctia mo hinh sé. Bang 1.2 hé théng hoa tim nguyén mau phd

bién kém logic doanh thu.

Nguyén mau

San pham

Dich vu

Céc m6 hinh kinh doanh s6 - Chuong 1

Logic tao gia tri & doanh thu

San xuat hang hoa hiru hinh/v6 hinh véi chi
. . o ) May tinh, sach,
phi thap, ban s6 lugng 16n véi bién lgi nhuan

khoa hoc
hop 1y.
Cung cap k¥ nang/hd tro ma ngudi khac Tu van, gido duc,
khong thé/khong mudn tu lam, thu phi. lam téc
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Nguyén mau

Tai san chia sé

Dang ky

Cho thué

Bao hiem

Ban lai

Dai ly / méi gidi

Logic tao gia tri & doanh thu

Mua/tao tai san mdt l1an roi cho nhiéu nguoi
dung chung, can bang s6 lugng va chat

lugng.

Thu phi dinh ky dé truy cap loi ich; trai
nghiém khong bi chia sé nhu tai san chung.
Mua tai san bén, cho thué nhiéu 1an; doanh
thu tich lily vurot gid mua trude khiu hao.
Chuyén rui ro tir khach sang bén ban; thu phi
bao hiém cao hon ky vong bodi thuong.

Mua si gid thip, ban 1¢ gia cao; chénh 1éch
(mark-up) 1a lg1 nhuan.

Két nbi ngudi mua — ngudi ban tai san minh

khong sé hitu, huong phi/hoa hong.
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Phong gym,

khach san

Tap chi,

streaming

Thué xe, thiét bi

Nhan tho, tai san

Nha ban 1¢, dai Iy

Dai 1y thé thao,

moi gidi

Bang 1.2. Tam nguyén mau moé hinh kinh doanh truyén thong.

@ HOP KIEN THUC — Nén ting lai (hybrid)

cua mo hinh kinh doanh s6.

Nhiéu doanh nghiép hién dai két hop nhiéu nguyén mau. Amazon vira 1a ban lai (ban si —
1¢), vira 12 tai san chia sé / ha ting (AWS cho thué dién toan dam may), vira ding Ky

(Prime). Chinh kha néing chdng 16p nhiéu logic doanh thu trén mot ha tang s6 14 dic trung

1.1.4 Cép dd ctia md hinh kinh doanh

M6t m6 hinh kinh doanh c6 thé dugc phan tich ¢ nhiéu cép do triru twong, hd tro 1an nhau khi

Iy giai cdu trac ctia nganh hodc doanh nghiép:

e Ciap d nganh: dit trong diéu kién méi trudng va cac luc canh tranh (m6 hinh nam ap

luc cua Porter, 1980) — canh tranh ndi b nganh, sttc manh nha cung cép va khach

hang, rao can gia nhip, san pham thay thé.

e Cip do tap doan / doanh nghiép: goc nhin tdng quan toan bo hoat ddng; vai tap doan

16n can chia nho t6i don vi kinh doanh chién lugc (SBU).

Céc m6 hinh kinh doanh s6 - Chuong 1
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e Cip dd don vi kinh doanh chién lwge (SBU): chiu trach nhiém cho mdt/nhiéu dong
san phém; mot tdp doan cod thé van hanh nhiéu mé hinh kinh doanh song song.

e Cip dd san pham / nhém san pham: mic xem xét chi tiét nhat — vi du iPhone cta

Apple, noi phan cimg va phan mém do cic bo phan khac nhau dam nhan.
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1.2 TU MO HINH KINH DOANH DPEN MO HINH KINH DOANH SO

1.2.1 Bon thoi dai ciia chuyén doi sb

Du 1a khai niém tuong dbi méi, chuyén ddi sé co lich st dai, bat ngudn tir cudi thap nién 1970
khi thiét ké — san xuat c6 mdy tinh hd tro 1an dau dugc dung trong doanh nghiép; tiép do 1a
hoach dinh nguén lyc doanh nghiép (ERP) thap nién 1980 va quan tri quan hé khach hang
(CRM) dau thap nién 1990. C6 thé khai quat tién trinh nay thanh bén thoi dai, mdi thoi dai

budc doanh nghiép diéu chinh cach van hanh va phuc vu khach hang.

Tién Internet Ky nguyén Di déng
1950-1989 2007-2019

Vi mach, ban déan, iPhone, app. dam may,
Pinh luat Moore 'Software eats world'

— >

Hau Internet Hau bai dich
1990-2006 2020-nay

Web, PC, Google, Remote, nén tang s6,
AWS, mang xa hoi Al tao sinh (GenAl)

Hinh 1.2. Bon thoi dai ciia chuyén déi sé (1950 — nay).

@ HOP KIEN THUC — Diém méi ciia thoi dai thi tw

Thoi dai “Hau dai dich” (2020 — nay) nay dugc dinh hinh lai béi lan séng Tri tué nhan
tao tao sinh (Generative AI). Tur 2023, cac cong cu nhu ChatGPT, Gemini hay Claude
khong chi ty dong héa tac vy ma con tré thanh mét 16p gia tri méi trong san pham sé —
c4 nhan hoa ndi dung, hd tro ra quyét dinh, va tai dinh hinh trai nghiém khach hang & quy

mo chua tung co.

1.2.2 Pinh nghia mé hinh kinh doanh s6

Kinh doanh sé 1a qua trinh ap dung cong nghé sb vao toan bo hoat dong ciia doanh nghiép —
tir phat trién, san xuat san pham dén tiép thi, truyén thong va ban hang — nham tao ra quy
trinh, san pham, dich vu méi. M6 hinh kinh doanh sb cho phép doanh nghiép dung céng nghé
sO dé gia tang gid tri, giam chi phi va thiic dy ting truong, dua trén mot hé sinh thai gdm con

nguoi, quy trinh, cong nghé va dir liu.
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. PINH NGHIiA LAM VIEC — M5 hinh kinh doanh s6

Mb hinh kinh doanh s6 12 mot tap hop con chuyén biét ciia mo hinh kinh doanh, trong
d6 cong nghé sb, nén tang, dit liéu va cac kénh truyén thong duogc sir dung co chua dich dé
tai cdu triic cach tao 1ap — phan phdi — nam bat gia tri. O day, cong nghé s6 khong phai

cong cu ho trg ma Ia ha tang cau tric cta toan bo mo hinh.

Bang 1.3 1am rd su khac biét ban chat gitta mo6 hinh kinh doanh truyén thong va mé hinh kinh

doanh s — khéng chi & kénh, ma & logic tao gié tri.

M5 hinh truyén thong Mo hinh kinh doanh s6

Ha tﬁng cau trac, dinh hinh mé

Vai tro cong nghé Cong cu hd tro, t6i wu quy trinh
hinh
\ . ‘ , Dir liéu, thuat toan, hiéu tng
Nguon luc cot 16i Tai san hiru hinh, von, lao dong
mang
CAu tric gia tri Chudi gié tri tuyén tinh Nén tang da phia, hé sinh thai
. Gan bﬁng 0 khi phuc vu thém
Chi phi bién Cao (gan tai san vat ly) .
nguodi dung
Quan hé¢ khach Cé nhan hoéa quy mo 16n, thoi

Dai tra, mot chiéu _
hang gian thuc

Pong luc canh Dt liéu, trai nghiém, d6i moi

Quy md san xuét, chi phi .
tranh lién tuc

Bang 1.3. So sanh mé hinh kinh doanh truyén théng va mé hinh kinh doanh sé.
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1.2.3 Sau dic diém nén ting clia md hinh kinh doanh s6

Mo hinh kinh doanh s6 khong thé hiéu don thudn 14 su dich chuyén tir méi truong vat 1y sang
truc tuyén. V& ban chat, d6 13 su tai cdu trac logic tao 14p — phan phdi — chiém giir gia tri khi
cong nghé s6 tré thanh ha téng kinh té chu dao. Sau dic diém sau tao thanh mot hé théng logic

lién két chit ché.
(D Cong nghé sb 1a ha tang ciu tric

Trong doanh nghiép truyén théng, cong nghé chii yéu tdi uvu quy trinh hodc giam chi phi giao
dich. Nguoc lai, & m6 hinh $0, cong nghé dinh hinh toan bd kién tric gia tri: dién todn ddm
may cho phép mé rong tai nguyén theo nhu cau, tri tué nhan tao tao nang luc ra quyét dinh tu
dong, va API mé két n6i hé sinh thai bén ngoai. Netflix 1a minh chimg: nén tang streaming, hé
thong phan tich hanh vi va thuat toan dé xuat chinh 1a cau tric cbt 16i, chir khong chi 1a cong
cu.

(@) Dir liéu 1a ngudn lwe chién lwgc trung tim

Néu vén va lao dong 1a yéu té san xuét chil dao cua kinh té cong nghiép, thi dit liéu 1 “tai san
v6 hinh” tao loi thé canh tranh dai han trong kinh té s6. M6 hinh sb khong chi thu thap ma con
chuyén hoa dir liéu thanh tri thire hanh dong qua phan tich dy bao va hoc may. Grab hay Uber
thuc chat van hanh mot hé thé)ng xu ly dir liéu cung — cau thoi gian thyc; nang lyc canh tranh
nam & kha ning khai thac dit liéu hon 1a & phuong tién.

(3@ Céu triic nén tang va hi¢u img mang

Khac mé hinh tuyén tinh, mé hinh sb thuong van hanh nhu nén tang da phia, trung gian két
nbi nhiéu nhém ngudi dung. Gia tri dén tir twong tac gitra cac bén; khi sd nguoi dung ting, gia
tri nén tang ting theo hiéu tmg mang, tao rao can gia nhip manh. Shopee, Facebook hay
Android khong chi cung cép dich vu ma kién tao khong gian twong tac, noi mdi nguoi ding
moi 1am gia ting gia tri cho toan hé théng.

(®) Kha ning mé rong véi chi phi bién thap

Chi phi cb dinh x4y dung nén tang ban dau co thé cao, nhung chi phi phuc vu thém mot ngudi
dung gan nhu bang 0. Pic tinh nay cho phép ting trudng theo cip sé nhan va 1y giai vi sao
doanh nghiép cong nghé dat gia tri thi trudng 16n trong thoi gian ngan — nén tang kinh té ciia
cac “ky lan cong nghé”. Mot phan mém Saa$S hoan thién c6 thé mo rong toan cau ma khong

can xay thém co s¢ vat chat.
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(5 Pinh huwéng khach hang va ca nhan héa quy mé lén
Cong nghé va dit liéu cho phép hiéu sau hanh vi va thiét ké trai nghiém phu hop timg c4 nhan
— chuyén tir san xut hang loat sang ca nhan hoa hang loat, noi mdi khach hang duoc tiép can
nhu mot phan khuc riéng. Amazon, Spotify hay TikTok xay dung trai nghiém diéu chinh theo
sO thich tirng nguo1i; gia tri canh tranh nam & chat lugng trai nghiém va muc do gén két.
(6) Poi méi lién tuc va kha ning giy gian doan
Vén hanh trong méi truong bién dong nhanh, doanh nghiép s6 phai duy tri ning lwc thir nghiém
va cai tién lién tuc (phat trién linh hoat, thir nghiém A/B, san pham kha dung t5i thiéu — MVP).
Khi d6i méi mé rong sang cach tao gia tri va cau tric thi truong, mé hinh sb ¢ thé giy gian
doan: Airbnb va Uber khong cai tién khach san hay taxi theo 16i cii, ma thay d6i hoan toan

logic phan bd tai nguyén trong nganh.

@ TONG HQP — Siu dic diém 12 mjt h¢ théng

Cong nghé sb cung cap ha tang; dir liéu tao lgi thé chién lwoc; ciu truc nén tang kién tao
hiéu ng mang; kha ning mé rong bao dam ting trwéng; ca nhan hoa cung cb gia tri
khach hang; doi méi lién tuc duy tri ning lwe canh tranh. Nghién ctru mé hinh kinh
doanh s6 vi thé khong chi 1 nghién ciru ing dung cong nghé, ma 1a nghién ciru mot cau

truc kinh té méi dua trén ket noi, dir li€u va hé sinh thai.
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1.2.4 Cac dong hrc thiic ddy md hinh kinh doanh s
Trong bdi canh Cong nghiép 4.0 (Bagnoli va cong su, 2022), su phat trién ctia mé hinh kinh

doanh s6 dugc dan dit boi mot chudi dong luc cong nghé va thi truong. Cong thire khai quat

la: san phém thong minh + dich vu thong minh + trdi nghi¢m moi.

Két n6i may moc — con ngudi — san pham — hau can; IIoT va
Cong nghé c6t 16i sdn c6  cam bién cung cip dir liéu trang thai thoi gian thuc; chi phi
dam may giam.
Hiéu qua van hanh xuat Bén sao s6 (digital twin) va hé¢ thong thuc—ao (CPS) giam sat
sic toan vong doi, phat hién bat thuong sém, diéu khién tir xa.
San pham thong minh tao lwong dit liéu khong 16; nang luc
Dir liéu 16n (Big Data)  luu trit — phan tich — khai thac dir liéu tré thanh yéu t6 quyét
dinh thanh cong.
Hoc tur tap dir liéu 16n, nhan dang mau, du bdo nhu cau, giam
Tri tué¢ nhan tao (AI) phé pham; cong cu dé bén tham gia méi thay doi luat choi

canh tranh.

Tap trung trai nghiém Khach hang ky vong giai phap tity chinh; doanh nghiép thiu

khach hang hiéu va du doan hanh vi gianh loi thé canh tranh.
Tiép thi s6 (Digital Thu hit — gitt chan khach hang, xay dung quan hé va tao gia
Marketing) tri qua cac kénh sb; doi hoi thiét ké lai mang ludi gia tri.

Bang 1.4. Céc dong lye thiic day mé hinh kinh doanh sé (Céng nghiép 4.0).

8 CO HOI & THACH THUC — nhin cin bang

Co hoi: pham vi toan cau, hiéu qua chi phi, ra quyét dinh dya trén dir li€u, twong tac khach
hang thoi gian thuc, thuong mai dién tir, [am viéc tur xa, tu dong hoa va kha nang mé rong.
Thach thire: rang budc ngan sach va dau tu ban dau 16n, rii ro an ninh mang va quyén

riéng tu dit liéu, thiéu nang lyc CNTT, va stic i/khang cu van hoa trong to chc.
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1.3 KHUNG PHAN TiCH “TAM GIAC SAT” CUA MO HINH KINH DOANH SO

Trong doanh nghiép truyén thong, ba cau hoi thuong c6 16i dap hién nhién: ai tao gia tri, gia
tri duoc cAu hinh thé nao, va gia tri dugc duy tri ra sao theo thoi gian? V61 doanh nghiép $0,
cau tra 101 kém rd rang hon nhiéu — chinh vi vy cang can dit ra. Ronteau va cong su (2023)
g6i ba cau hoi nay vao khung “Tam giac sat” (Digital Business Model Iron Triangle).

Al?

Al TAO GIA TRI

Sirc manh mang ludi

MO HINH
KINH DOANH
sO

THE NAO? BEN VUNG?
CAU HiNH GIA TRI NAM BAT GIA TRI
Tai dinh hinh thi truong Mé hinh doanh thu

Ngudn: Ronteau, Muzellec, Saxena & Trabucchi (2023)

Hinh 1.3. Khung “Tam gidc sdt” ciia mé hinh kinh doanh so.

@ ViSAO GOI LA “TAM GIAC SAT”?

Y twong muon tir Quan tri dw 4n, noi ba bién — thoi gian, chi phi, chat lugng — phai
dugc can bang. Khi mot bién thay d6i, nguoi quan 1y phai diéu chinh hai bién con lai dé
giit thé can bang. Twong tw, nha linh dao sb phai can bang ba dinh — Ai (Who) - Cau
hinh (Shape) - Bén virng (Sustainability) — trong sudt qua trinh ting truéng. Su can

bang 4y khé dat nhung cuc ky gia tri mot khi tim ra.

1.3.1 Pinh 1 — AI TAO GIA TRI? (Sitc manh mang luéi)

Spotify tao gia tri bang cach két ndi giao dich va phan tich khéi lwong 16n dit liéu, nhung ngudi
nghe, nghé si va nha quang cio — mdi bén déu giir vai tro then chdt trong hé sinh thai; thiéu
mot bén, cac bén con lai khong ton tai. Cau hoi “ai tao gia tri” dan toi khai niém mang ludi va
hiéu tmg mang: cong nghé s6 cho phép huy dong nguoi tham gia (vira 1a bén tao gia tri, vira la
bén thu hudng) theo co ché mang ludi & quy mé chua timg c6. Doanh nghiép séng st va ting

truong 1a nhitng doanh nghi¢p lam chu dugce sttc manh hi¢u tng mang.
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Cg THUAT NGU — Hiéu rng mang & bai toan con ga—qua trirg
e Hiéu rng mang (network effects): gia tri ciia nén tang ting 1én khi s6 ngudi ding
tang. C6 hiéu Gmg cung phia (nhiéu nguoi dung Zalo — hiru ich hon) va chéo phia
(nhiéu tai xé — hanh khach hudng loi, va nguoc lai).
e Bai toin con ga — qua trirng: nén tang da phia kho khoi dong vi mdi bén chi tham
gia khi bén kia da dong. Chién lugc khic phuc: tro gia mot bén, tu tao nguén cung

ban dau, hodc bit dau tir mot thi truong ngach.

1.3.2 Pinh 2 — GIA TRI PUQC CAU HINH THE NAO? (T4i dinh hinh thi trudng)
La nén tang? Mang xa h¢i? San giao dich? Hay chi 1a mot dich vu $6? Cac dich vu sb c6 thé
tréng gidng nhau nhung thuong duwa trén nhiing kién tric gia tri khac nhau, sinh ra cac dién
mao mo hinh kinh doanh khac nhau. Pang sau nét trong dong va khac biét gitra Netflix va
Spotify 1 ¥ niém vé ciu hinh thi truong. Ronteau va cong su (2023) tap trung vao ba cau hinh
thi truong bi cong nghé sd tai dinh hinh:
e Thwong mai dién tir & san giao dich (marketplaces): g& bo ma sat trong trao ddi, két
nbi ngudi ban — ngudi mua (Shopee, Amazon, Alibaba).
e Mang xa hoi (social networks): kiém tién tir sy cha y va dit liéu, tao hé thong kinh
doanh cho nha quang céo va nha sang tao ndi dung (Facebook, TikTok).
e Kinh té chia sé (sharing economy): mé rong “niém tin” bang cong nghé dé chia sé tai

san/dich vu gilta cac ca nhan (Airbnb, Grab, BlaBlaCar).

@ HOP KIEN THUC — Niém tin: “nhién liéu” ciia kinh té chia sé

Mot nghién ciru tai NYU Stern cho thay ngudi ding BlaBlaCar tin twéng tai xé ciia nén
tang hon ca hang x6m — nho co ché danh gia (review) minh bach. Cong nghé sé giai
quyét “bai toan qua chanh” (lemons problem): khi ngudi mua thiéu théng tin vé chit
luong, hé thong danh gid — xép hang — xac minh danh tinh gitip tai 1ap niém tin va cho phép

giao dich gitra nhitng nguoi xa la.

1.3.3 Pinh 3 — GIA TRI PUQC NAM BAT BEN VUNG THE NAO?

Du thuong bi cam nhan 13 “mién phi” hodc gan nhu mién phi, doanh nghiép sb chi séng sot
néu c6 co ché ndm bét gia tri t6t. Tinh bén viing ctia md hinh doanh thu theo thoi gian phai
duogc can nhic ky. Ba ho mé hinh dinh gia pho bién trong khong gian s6:
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Mo hinh doanh thu Co ché nam bit gia tri

Moi gidi / phi giao Thu phi trén mdi giao dich dién ra trén nén ~ Shopee, Booking,
dich (Brokerage) tang; ai dugc loi nhidu hon thuong tra phi.  san TMDT

Thué bao Thu phi dinh ky cho quyén truy cap lién Netflix, Spotify,
(Subscription) tuc — “moi thi nhu mot dich vu” (XaaS).  Office 365

Mién phi / Mién phi 16p co ban, kiém tién qua quang  Spotify Free,
Freemium (Free- cdo, dir li¢u, hoac ban goi cao cép YouTube, bao dién
based) (paywall). tur

Bdng 1.5. Ba ho mé hinh ndm bdt gid tri trong khong gian so.

@ HOP KIEN THUC — Chuyén tir “san phaAm” sang “dich vu” va co ché khoa
(lock-in)

Thap nién 1990, khach hang Microsoft phai ra ctra hang mua dia CD Office. Ngay nay ho
ding ky Office 365 tra phi hang thang. Microsoft con cap Office mién phi cho sinh vién
— khi d3 quen v&i PowerPoint, Word, ho khé chuyén sang san pham khac sau khi ra
truong. Day 14 vi du dién hinh vé khéa khach hang (customer lock-in) — chuyén d6i mo

hinh tir ban san pham sang ban dich vu.
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1.3.4 Bon ddng lue tao gia tri s6 & vai tro trung tam cia dir liéu
Bo trg cho ba dinh ciia Tam giac sat, khung kinh dién cia Amit & Zott (2001) — van con
nguyén gia tri — chi ra bén dong luc dan xen tao nén gié tri cua doanh nghiép s6. Liy Google

lam vi dy minh hoa xuyén su6t:

HIEU QUA BO SUNG

Efficiency Complementarity

Giam ma sat, San pham/dich vu
chi phi giao dich lién két, cong hudng

TAO
GIA TRI

GIU CHAN MOI ME
Lock-in Novelty

Chi phi chuyén déi, Céch thic giao dich
trung thanh chua timg cd

Ngudn: Amit & Zott (2001), Value Creation in e-Business
Hinh 1.4. Bon dong luc tao gid tri so (Amit & Zott, 2001).

e Hiéu qua (Efficiency): thuat toan PageRank cho két qua sat nhu cau, giao dién tdi gian
chi mot 6 tim kiém — g& bo ma sat.

e Bo6 sung (Complementarity): bo san pham (tim kiém, email, ban do, hé diéu hanh)
cong huong, gia ting dé xuat gia tri.

e Giir chan (Lock-in): trinh duy¢t Chrome mac dinh Google, ding nhap tu dong qua
Gmail tao thoi quen st dung kho thay doi.

e Modi mé (Novelty): cach thirc to chtic va xép hang thong tin chua timg c6 so voi cac

cong thong tin trudc do.

@ DU LIEU — TAM PIEM TAO GIA TRI SO
Chinh viéc tao ra — thu thép — trao ddi — khai thac dir liéu mdi dem lai gié tri cho doanh
nghiép sd. Khi khach hang mua hang, giao dich vat ly két thic nhung hanh trinh dé lai

“dau chan s0” dugc phan tich dé hi€u sé thich, t61 vu dinh gia va ca nhan hoéa trai nghiém.

Céc m6 hinh kinh doanh s6 - Chuong 1 Trang 17



M.Econ. DBdng Thién Tém

Blockbuster ting sao chép giao dién cua Netflix va c6 kho phim t6t hon, nhung thuét toan
va cach khai thac dir liéu thué bao ciia Netflix méi 13 1oi thé canh tranh khéng thé danh

bai.

@ HOP KIEN THUC — GAMAM & NATU

Gidi nghién ctru dung hai cum tir dé chi nhimng “tay choi” thong tri kinh té s6: GAMAM
(Google, Amazon, Meta, Apple, Microsoft) — kiém soat ha ting s6 ma nhiéu bén khac
phai “cam” hoat dong vao; va NATU (Netflix, Airbnb, Tesla, Uber) — thé hé dot pha méi.
Mudn “lat d6” GAMAM 14 rui ro, vi ké thach thirc c6 thé mat quyén truy cap chinh ha tang

cua ho.
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1.4 TINH HUONG TiCH HQP: SPOTIFY & NETFLIX QUA LANG KiNH TAM
GIAC SAT

Hai nén tang streaming hang dau thé gi6i cung ban “ndi dung theo yéu cau”, nhung cau hinh
md hinh lai khac nhau. Phén tich chiing qua ba dinh ctia Tam gi4c sat cho thay sitc manh chan

doan cta khung phan tich. (S6 liéu cap nhat dén nam tai chinh 2024-2025.)

Tang truéng nén tang streaming toan cau (2022-2025)

SPOTIFY NETFLIX
4007 60
| Ngudi dung hoat ddng = Thué bao tra phi (triéu) 3
800 - ™= ihg thang (triéu) 751 Doanh thu (t§ USD)
=== Thué bao tra phi (triéu) 3509 325

700 -

602

600
500

400

Thué bao (triéu)
N
o
1]

300 o

200 -

- 10
100

2022 2023 2024 2025 2022 2023 2024 2025

Hinh 1.5. Tang truong cua Spotify va Netflix (2022—-2025).

Pinh Tam giac

, NETFLIX

sat

Hé sinh thai ba bén: ngudi nghe —  Chu yéu hai bén: nguoi xem — nha
Al tao gia tri? o . ,
(Who) ngh¢ si— nha quang céo; gia tri san xuat ndi dung goc; it phu

o .
dén tr tuong tdc mang ludi. thudc hiéu rng mang nguoi dung.
: Nén tang da phia két hop goi mién  Dich vu thué bao tuyén tinh hon,

Cau hinh gia . _

phi (quang cdo) va tra phi; m¢ dau tu manh vao ndi dung doc
tri? (Shape) | oo

rong sang podcast, audiobook. quyén (Original).
Nim bit gia Freemium + thué bao; ARPU ting  Thué bao thuan + goi c6 quang
tri? nhd ning gia; 2024 1a nim dau céo (ttr 2022); doanh thu quang
(Sustainability) tién c6 1ai ca nam (€1,14 ty). cado vuot 1,5 ty USD nam 2025.

_ _ Cuoi 2024: 301,6 triéu thué bao,
Q4/2025: 751 tri¢u nguoi dung, .
doanh thu 39 ty USD; cudi 2025:
290 triéu thué bao; doanh thu

nhat >325 triéu thué bao, ~45,2 ty
2025 ~17 ty EUR.
USD.

Con so cap
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Bang 1.6. Spotify va Netflix soi chiéu qua khung Tam gidc sdt.

4+ BAI HOQC RUT RA

Cung mot nganh, hai doanh nghiép c6 thé cin bang ba dinh theo nhirng cach khac nhau.
Spotify dira nhiéu vao hiéu ing mang va freemium; Netflix dya vao ndi dung doc quyén
va thué bao. Khong c “cong thirc dung” duy nhat — diéu quan trong 13 sw nhét quén
giita ba dinh va kha ning tai can bang khi thi truong bién dong (vi du Netflix bo sung géi

quang co, hay thuong vu mua lai mang phim ciia Warner Bros. cong bb dau nam 2026).
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1.5 LIEN HE VIET NAM: KINH TE SO VA CAC MO HINH TIEU BIEU

Viét Nam 13 mot trong nhitng nén kinh té sb ting trudng nhanh nhit Dong Nam A. Theo bao
c40 e-Conomy SEA 2024 (Google, Temasek & Bain), tong gia tri giao dich s (GMV) cia
Viét Nam dat khoang 36 ty USD niam 2024, ting trudng kép ~16%/nam, dan dit boi thuong
mai dién tir va du lich truc myén. Toan khu vuc Dong Nam A dat 263 ty USD GMYV (2024)
va dugc dy bdo vuot 300 ty USD nam 2025.

vN BOI CANH SO VIET NAM 2024 (e-Conomy SEA 2024)
e GMV kinh té s6: ~36 ty USD (2024), CAGR ~16%.
e Vin ti & giao @6 iAn: ~4 ty USD (+12% so véi nam trudc); thi truong goi xe canh
tranh manh v61 cadc hang noi dia va xe dién.
e Truyén thong true tuyén: dan dau khu vuc vé toc do ting truong, hudng téi 11 ty
USD vao 2030.
e AI: TP. HO Chi Minh va Ba Nﬁng dan dau vé muc do quan tam; gido duc, tiép thi,

y té 1a nhém tim kiém AI nhiéu nhét.

1.5.1 Grab — “siéu ing dung” va Tam gic sit tai Pong Nam A
Grab 1a minh hoa séng dong cua ca ba dinh Tam gidc sat trong bbi canh khu vyc. Ra doi nim
2012, Grab véan hanh tai 8 qudc gia Pong Nam A (gom Viét Nam), trén 800 thanh phd, tich
hop goi xe, giao hang, giao db an va dich vu tai chinh s trong mot tng dung.
e Ai tao gia tri? Hé sinh thai da bén: hanh khach — tai x&/dbi tic — nha hang — nguoi ban
— ngéan hang sd, gan két bang hiéu tng mang chéo phia.
e Ciu hinh gia tri? Nén tang da dich vu (kinh té chia sé¢ + marketplace + tai chinh sd),
khai thac dir liéu cung—cau thoi gian thyec.
e Nim bit gia tri? Phi hoa hdng trén giao dich, quang céo trong tng dung, va dich vu

tai chinh (cho vay, thanh toén).

vN SO LIEU GRAB (nim tai chinh 2024)

e Doanh thu toan tiap doan: 2,797 ty USD (ting 19%); GMV theo yéu cau 18,4 ty
USD (tang 16%).
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e Nguoi dung giao dich hing thang: ~42 triéu; lan dau dat EBITDA diéu chinh
duong ca nam (313 triéu USD).

e Riéng thi trwong Vi€t Nam: doanh thu ~228 tricu USD (2024), tang tur 185 tri¢u
USD (2023).

Cac nén tang noi dia va khu vuc khac ciing minh hoa rd khung phén tich: Shopee/Sea Group
(san TMDT — mé hinh méi gidi & quang céo), VNPay/MoMo (vi dién tir — tai chinh sé & hiéu
mg mang), Zalo (mang xd hoi — su chu y & dit liéu), FPT/Viettel (SaaS va ha ting sb cho

doanh nghiép).

GOI Y VAN DUNG (bai tip nhém)

Chon mot doanh nghiép sb6 Viét Nam (vi du MoMo, Tiki, VNG, Base.vn, hodc mot start-
up dia phuong tai Pa Nang) va phan tich qua ba dinh Tam giac sit: Ai tao gia tri? Gia
trj duoc cdu hinh thé nao? Gia tri duoc ndm bt bén virng ra sao? Chi ra it nhat mot dong

lire tao gia tri (Amit & Zott) ma doanh nghiép dang khai thac manh nht.
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TOM TAT CHUONG

e M5 hinh kinh doanh mo ta logic tao 1ap — phan phdi — nam bat gia tri, va ¢ thé nhin
qua ba lang kinh: gia tri, giao dich, va chin khéi Canvas.

e M hinh kinh doanh s 1a su tai cau tric logic d6 trén nén cong nghé — dir liéu — mang
ludi, chir khong don thuan 1a “dua cira hang 1én mang”. N6 mang séu dic diém nén tang
lién két chit ché.

e Chuyén doi s6 trai qua bon thoi dai; thoi dai hién nay duge dinh hinh bdi nén tang s6
va Al tao sinh.

e Khung Tam gidc sit (Ai tao gia tri — Cau hinh gi4 tri — Nam bat gia tri) 1a cong cu
trung tm dé phan tich doanh nghiép s6, bd trg bai bon dong luc tao gia tri cia Amit &
Zott va vai tro trung tam cua dir li¢u.

e Viét Nam la thi truong s6 tang trudng nhanh; Grab va céac nén tang no1 dia minh hoa rd

cach van dung khung phan tich vao thuc tién.

THUAT NGU THEN CHOT

Thuit ngit (Anh — Viét) Y nghia cot 16i

Business Model — Mo

Logic tao lap, phan phéi va nam bat gia tri cua t6 chuc.
hinh kinh doanh

Value . L. .. . T
Ba tién trinh c6t 161: tao — phan pho1 — nam bat gia tri.
Creation/Delivery/Capture

Iron Triangle — Tam gidc  Khung ba dinh: Ai tao gia tri - Cau hinh gi tri - Nam bat

sat gia tri.

Network Effects — Hi¢u o o, _
Gia tri nén tang tang khi s6 nguoi dung tang.

ung mang
Platform — Nén tang da Trung gian két ndi nhiéu nhom ngudi ding, tao gia tri tir
phia tuong tac.

Value Drivers — Dong luc . , _ _ _
Hi¢u qua, B6 sung, Gilt chan, M1 mé (Amit & Zott, 2001).
tao gia tri
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Thuit ngir (Anh — Viét) Y nghia cot 16i

Lock-in — Khéa khach ) ) y N
Chi phi/théi quen khién khach hang kho chuyén doi.

hang

Mién phi 16p co ban, thu phi gbi cao cap hodc qua quang
Freemium .

cao/dir liéu.
Chi phi bién (marginal Chi phi phuc vu thém mot ngudi ding; gan 0 trong mo hinh
cost) s6.
GMV Tong gia tri giao dich qua nén tang trong mot ky.

Céc m6 hinh kinh doanh s6 - Chuong 1 Trang 24



M.Econ. B¢ing Thién Tam
CAU HOI ON TAP & THAO LUAN
A. Ciing ¢ Kién thirc (Nhé — Hiéu)
e |. Trinh bay dinh nghia m6 hinh kinh doanh theo Osterwalder va cong su (2005). Ba
tién trinh ¢t 161 trong lang kinh gié tri 1 gi?
e 2. Phan biét mo hinh kinh doanh truyén théng va mé hinh kinh doanh sé theo it nhat
bon tiéu chi.
e 3. Néu va giai thich ngan gon sau dic diém nén tang ciia mo hinh kinh doanh sé.

e 4.Bon thoi dai chuyén doi s6 14 gi? Yéu t6 cong nghé nao dinh hinh thoi dai hién nay?

B. Van dung khung phéan tich (Phéan tich — Van dung)
e 5.V&va giai thich khung Tam giac sit. Vi sao ba dinh phai dugc giit & thé can bang?
e 6. Ap dung bdn dong luc tao gia tri cia Amit & Zott dé phan tich mot nén tang ban
thuong dung (Shopee, TikTok, hoac MoMo).
e 7. Giai thich “bai todn con ga — qua trung” va dé xuit mot chién luoc khéc phuc cho
mot san giao dich mdi ra mat.
e 8. So sanh cach Spotify va Netflix can bang ba dinh Tam giac sat. Doanh nghiép nao
phu thudc hiéu tmg mang nhiéu hon? Vi sao?
C. Lién h¢ & thio luan mé (Panh gia — Sang tao)
e 9. Chon mdt doanh nghiép sé Viét Nam va phan tich tron ven qua khung Tam gic sat
kém it nhat hai dong luc tao gia tri.
e 10. Theo ban, Al tao sinh (GenAl) sé& tic dong thé nao dén ba dinh ctia Tam giac sat
trong 3—5 nam t¢i? Cho vi du minh hoa.
e 11.“Dit liéu la dau mo cua thé ky 21.” Binh luan nhan dinh nay gén v6i1 co hdi va thach

thirc (quyén riéng tu, an ninh mang) cia mé hinh kinh doanh s tai Viét Nam.
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