
Software
as a Service

as a Co-operative

THE ONLINE MEETING CO-OPERATIVE



Consumer SaaS:

● Dropbox
● Google G Suite
● Meetup
● Skype
● Slack
● WhatsApp
● Wordpress
● Zoom

Hint: One of these is not like the others.

Software as a Service (SaaS)
Software licensing model that sells 
access as a subscription, 
running on servers in the cloud.



Consumer SaaS:

● Dropbox (storage)
● Google G Suite (collaboration)
● Meetup (gathering)
● Skype (video conferencing)
● Slack (work chat)
● WhatsApp (family chat)
● Wordpress (blogging)
● Zoom (video conferencing)

Hint: One of these is not like the others.

Software as a Service (SaaS)
Software licensing model that sells 
access as a subscription, 
running on servers in the cloud.



Free, Libre, and Open Source Software



Problem I

Usability & Accessibility

“Why does open source software usually have poor 
UI and UX design?”



https://www.quora.com/Why-does-open-source-software-usually-have-poor-UI-and-UX-design-What-can-be-done-to-improve-this



Arthur’s UX improvements get implemented at his 
day job



Problem II

It Just Works™

“How can I get my friend to use open source 
software?”



https://status.slack.com/calendar

100% uptime

99.93% uptime



In Revolutionary Networked Politics at transmediale 2020, Dmytri Kleiner 
described the common threat model where:

“material upkeep of server and admins becomes too 
large for voluntary operation”

The “Pennybags Attack”

https://cdn.mhpbooks.com/uploads/2013/07/Rich-Uncle-Pennybags.jpg

https://www.youtube.com/watch?v=UyeoTmgM6Uk&feature=youtu.be&t=1739


Operating a 99.99% reliable SaaS is expensive



Why is it expensive?



The software

Other operating costs

Product development
Organisational operations
Business planning
Legal and finance support
DevOps
User research
Design and brand
Data metrics
Marketing
Sales
Customer success

SaaS Expenses



How does a SaaS business spend its 
money?



https://medium.com/parsa-vc/operating-expense-benchmarks-for-saas-startups-e49697abf3ed

Front-loaded cost



Slack made $105M in revenue in 2016, and spent 59% of revenue on R&D, 
higher than competitors.

In their public filings they note the following:

“To remain competitive, we must continue to develop new features, integrations, 
capabilities, and enhancements to Slack… Our failure to maintain adequate R&D 
resources or to compete effectively with the R&D programs of our competitors 
would give an advantage to such competitors and may harm our business, results 
of operations, and financial condition.”

Product Research & Development: Slack

https://medium.com/parsa-vc/operating-expense-benchmarks-for-saas-startups-e49697abf3ed



Product Research & Development: Zoom
Many people use Zoom because “It Just Works”.

Their representatives said in an interview:

“150 milliseconds, the maximum latency before conversations feel unnatural. 
Zoom works really hard to stay under 150 milliseconds.”

“We look at the operating systems, look at the device, tune the communication 
specifically for that network or for that device.”

Important: having millions of users is what allows this iterative optimization to 
happen in the first place. SaaS enable very strong data-driven feedback loops.

https://www.protocol.com/zoom-videoconferencing-history-profit



https://medium.com/parsa-vc/operating-expense-benchmarks-for-saas-startups-e49697abf3ed



https://medium.com/parsa-vc/operating-expense-benchmarks-for-saas-startups-e49697abf3ed



Front-loaded Capital & Start-up Costs
Medians at $5 million revenue:

 30% Research & Development
 22% General & Administrative
 70% Sales & Marketing
------------------------------------------
122% of revenue

At start-up, costs are between 10x to infinite times revenue.



How much start-up capital?



https://craft.co/zoom/funding-rounds

2011 2017$164.8 m



Can we do this without venture capital?



Free software

Other operating costs

Product development
Organisational operations
Business planning
Legal and finance support
DevOps
User research
Design and brand
Data metrics
Marketing
Sales
Customer success

SaaS Expenses



We don’t have to pay for this

Meet.coop is building this

Product development
Organisational operations
Business planning
Legal and finance support
DevOps
User research
Design and brand
Data metrics
Marketing
Sales
Customer success

SaaS Expenses



We don’t have to pay for this yet

Meet.coop is building this

Product development
Organisational operations
Business planning
Legal and finance support
DevOps
User research
Design and brand
Data metrics
Marketing
Sales
Customer success

SaaS Expenses



We still have to build a $100M 
ecosystem



“To acquire one million consumers or 
prosumers who pay you roughly $100 
per year, you need to get at least 10-20 
million people to try your application.”

“Most SaaS companies that target 
small businesses charge something 
around $50-100 per month, so their 
ARPA per year is around $1k. To 
acquire 100,000 of these businesses 
you need something in the order of 
0.5-2 million trial signups, depending 
on your conversion rate.”

https://christophjanz.blogspot.com/2014/10/five-ways-to-build-100-million-business.html

Meet.coop



Spread start-up costs across many value-aligned 
co-operatives each with their local networks



7 Co-operative Principles

1. Voluntary and Open Membership
2. Democratic Member Control
3. Member Economic Participation
4. Autonomy and Independence
5. Education, Training, and Information
6. Cooperation among Cooperatives
7. Concern for Community





The Online Meeting Co-operative
A member-owned, democratically controlled organisation designed to benefit 
its members as part of the evolving commons economy.

Provide GDPR compliant video conferencing, free from surveillance and 
monetisation of users’ data.

Accelerate the development of cooperatively owned and cooperatively run digital 
infrastructure.

Contribute to the development of a commons-cooperative economy powered by 
open source tools and renewable energy.



● Video recording
● Uploadable presentations
● Screen-sharing
● Public and private chat
● Breakout rooms
● Annotations
● User status icons & raise hand
● Different permissions for viewers, 

moderators and presenters

BigBlueButton Features



● No need to download a separate app - runs in desktop & mobile browsers
● Shared notes and chat built in - with multiple export options
● Manual closed captions - to support audio accessibility
● Polling features built in - to gather participant feedback
● Multi-user whiteboard - for group collaboration and rapid voting

BigBlueButton Features

https://cloud.tomesh.net/apps/files/?dir=/tomeshnet/Meeting%20Art&fileid=5591



User Members
● Agree to Terms and Fair Use
● Contribute according to 

Service Levels
● May participate in any Circles





Operational Members
● Support our mission & values
● Contribute hours/money
● Can request compensation
● Participate in one or more Circles 

(working groups) and decision 
making meetings



2020 Q2
Product Validation



2020 Q2



2020 Q3
Organisational Development

New Operational Members



2020 Q3



2020 Q3



2020 Q4
Functional Circles

New Operational Members



Org Circle: Financials and Wages for Q2/Q3

600+ hours
recorded in time tracker
by Operational Members



Tech Circle: Infrastructure Expansion



Product Circle: Brand Development



On November 23, 2020, our Open Collective contribution crossed
GBP 1,000 Monthly Recurring Revenue (MRR) with 65 contributors



2021 Roadmap
● Improve and expand our service to better serve the needs of User Members
● Get $100,000 of grant funding so we can pay a fair wage to Operational 

Members over 2021
● Build up to $10,000 MRR so we have a path to independent sustainability
● Seek Operational Members in regions of our User Members, so we can 

provide localized support by language and timezone, and to ensure our profits 
support local economies

● Contribute to product research and development of BigBlueButton and 
Greenlight, as well as other free software we rely on




