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..would rather have questions that can’t be answered than 
answers that can’t be questioned

      
        

    -Richard Feynman*

• ..would rather have questions that can’t be answered than 
answers that can’t be questioned
       -Richard 
Feynman*
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0.  Prelude
– Participants / ISPMA
– Intro to training and exam

1.  Introduction and Foundations 

2.   Product Strategy 
2.1  Essentials 
2.2  Positioning and Product Definition
2.3  Delivery and Service Strategy
2.4  Sourcing
2.5  Pricing
2.6  Financial Management

Agenda
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Agenda

2.  Product Strategy 
2.1  Essentials 
2.2  Positioning and Product Definition
2.3  Delivery and Service Strategy
2.4  Sourcing
2.5  Pricing
2.6  Financial Management 
2.7  Ecosystem Management 
2.8  Legal and IPR Management
2.9  Performance and Risk Management
2.10 Business Models
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Elements of a Product Strategy (Document)

• Product vision
• Product definition
• Target market and segments
• Delivery model
• Product positioning
• Sourcing
• Business plan summary
• Roadmap (attached)

2. Product Strategy
2.1 Essentials
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§ Timeframe: between 1 and 5 years into the future

§ iterative process to achieve consensus over elements of the product strategy,
linked to

§ Corporate strategy process:
è 4. Strategic Management

2. Product Strategy
2.1 Essentials

6
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§ High level of interdependence of product strategy elements
§ Examples: 

§ Internationalization è Product definition è Requirements (cost)
è Target markets è Revenue

§ SaaS è Product definition è Requirements (cost)
è Legal aspects

è Challenge: Consistency across all product strategy elements (on different levels
of abstraction)

§ On corporate level: interdependence with product strategies of other products
and with corporate strategy

è 4. Strategic Management

2. Product Strategy
2.1 Essentials: Interdependence
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2. Product Strategy
2.1 Essentials: Product Name

8
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• Name finding mostly for new product
• Name change for existing product signals radical change like:

– New platform technology
– Integration into a product family (often after take-over)

• Major problem: Everybody feels competent
• In general more relevant for B2C than B2B

• Legal clearance advisable
• Help from specialized naming agencies

2. Product Strategy
2.1 Essentials: Product Name

9
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High level description:
• Product concept: conceptual image of what the future product will be (where do we 

want to go?; what is it?; how can the product satisfy the needs of potential 
customers better than competition?)

• Business model (how can the product be built, sold and supported in a profitable 
way?). 

• Approach (How are we going to do it?; why will we succeed?)
• Covers organisation, product, project

• The other elements of the product strategy provide the details that turn the vision 
into a manageable and executable path into the future. 

McGrath (2000): Product Strategies for High-Tech Companies.

2. Product Strategy
2.1 Essentials: Vision

10
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Example: CRM SaaS
“For a mid-sized company's
marketing and sales departments
who need basic CRM functionality,
the CRM-Innovator is a Web-based
service that provides sales tracking,
lead generation, and sales
representative support features
that improve customer
relationships at critical touch
points. Unlike other services or
package software products, our
product provides very capable
services at a moderate cost.”

 

(Dilbert)

2. Product Strategy
2.1 Essentials: Vision
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Example: CA Gen (2007)
In brief, the current drivers of the CA Gen vision include:
• Continued support of J2EE and .NET as these frameworks evolve
• Extending support of Web services
• Infrastructure enhancements
• Integration with CA systems management, security and application life cycle solutions
Our goal is to continue to deliver the core capabilities CA Gen has provided for two decades:
• Platform independence
• Application portability
• Productivity
• Proven Solutions
• 100% code generation of a complete solution
CA Gen is a world-class enterprise application development environment.
 

2. Product Strategy
2.1 Essentials: Vision

12
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Blackberry (older)
   For business e-mail users who want to better manage the increasing number of messages they receive 

when out of the office, BlackBerry is a mobile e-mail solution that provides a real-time link to their desktop 
e-mail for sending, reading and responding to important messages. Unlike other mobile e-mail solutions, 
BlackBerry is wearable, secure, and always connected.

Blackberry (2017)
 A connected world.

Amazon (2017)
 To be Earth’s most customer-centric company, where customers can find and discover anything they 

might want to buy online.

2. Product Strategy
2.1 Essentials: Vision

13
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Lynn, Akgün (2001): „Project Visioning: Its Components and Impact on New Product Success“, JPIM.

2. Product Strategy: 2.1 Essentials:
Vision Quality vs. Product Success

14
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2. Product Strategy
2.1 Essentials: Vision
Example: Operating Theater Tracker

15
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2. Product Strategy
2.1 Essentials: Vision

Problem statement
• the problem of immense effort for reporting consumables

affects nurses, respectively the clinic
the impact of which is inefficient use of operating theatres
a successful solution automates reporting

Position statement
• for nurses and analysts

who administrate, assist in, and improve operations
the consumables tracking solution (CTS)
that tracks the use of consumables in an operation,

enables its analysis, and automates reporting
unlike the current manual work
our solution increases the efficiency of the operation work

and deliver decision-support for consumable
planning and improvement

16
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Exercise 2 

2. Product Strategy
2.1 Essentials

17
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• Functional scope: rough functional boundaries

• Quality scope: dependent on type of software and target market

• UX Design scope: dependent on type of software and target market

• Intended use and users: rough description of usage scenarios and user profiles

• Take compliance aspects into account
(product- and company-specific) 

McGrath (2000): Product Strategies for High-Tech Companies.

2. Product Strategy
2.2 Product Definition

18
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• Offering architecture: definition and structure of (separately priced) 
   components of the product (suite, platform) offering, 

  and tailorability options (incl. complete set of 
   components that determine the offering)

• Business architecture (only for application software):
domain-specific architecture, i.e. a logical data model, 

  process model, business object model, etc.

2. Product Strategy
2.2 Product Definition

19
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• Value Proposition: value definition from a customer perspective for the target 
market segments 

• Focus with regard to the target market and segments, the company product 
portfolio, and the product life cycle phase (e.g. revitalization) 

• Channel options

• Partnerships and alliances

2. Product Strategy
2.2 Positioning

20
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2. Product Strategy
2.2 Positioning: Target market (segments)

Questions:
What is the relevant market today? How will it evolve over time?
§ Definition (scope)
§ Volume
§ Competitive products and their market shares
§ Segmentation by customers, geography and/or functionality

21
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2. Product Strategy
2.2 Positioning : Target market (segments)
§ International markets and their opportunities

§ Country-specific requirements can be more than just language
è Make sure that you understand the markets you go after
è Input from Market Research and consultants

22
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§ Product-related services are part of the total offering 
      (or whole product offering)

– To be provided by internal unit or external partners

§ Certain services need to be supported by
product features, e.g. tailorability options

2. Product Strategy: 
2.3 Service Strategy

23
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2. Product Strategy: 2.3 Service Strategy: 
Service Definition

The Webster Dictionary differentiates:

• Useful labor that does not produce a tangible commodity (as in “professional 
services”)

• A provision for maintenance and repair (as in “software maintenance service”)

• The technical provision of a function through a software component that can be 
accessed by another software component, often over a network and executed 
on a remote server (as in “web services” or “Software-as-a-Service”)

Human

Human

Technical

24
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2. Product Strategy: 2.3 Service Strategy: 
Service Product Continuum

Customer-
Specific
Services

Multi-
Customer
Services

Pure
Product

Product-
Related
Services

Software Product
Complete Offering

Service Offerings

Custom
Software
Development

Custom
Software
Maintenance

Consulting

Reusable
Software
Components

Computing
Center
Outsourcing

Software
Product
Maintenance

Product
Training

License
Software
Product
(as it is)

SaaS / PaaS

Examples

Categories
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Decisions:
§ Licensed product (on premise) vs. Software as a Service (SaaS)

§ Tailorability strategy incl. degree of tailorability
(from simple standard to highly customizable)

§ Mode of delivery 
(online access, online download, combination with services, etc.)

§ Decisions need to be made early since they can result in significant
requirements that need to be implemented in an integrated way during the
development phase

2. Product Strategy: 
2.3 Delivery Model

26
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Cloud Computing

§ Service and delivery model for the 
provision of IT components through 
the internet based on an 
architecture that enables a high 
level of scability, reliability, and fine-
grained usage pricing.

Software as a Service (SaaS)

§ Cloud computing for software.

2. Product Strategy
2.3 Delivery Model: SaaS

27
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2. Product Strategy
2.3 Delivery model: SaaS

28
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Drivers
§ Drastically improved price/performance of:

§ Network
§ Hardware (processor + storage)

§ New architectures and concepts enable new levels of scalability and resource
sharing:
§ virtualisation
§ grid computing
§ service orientation

§ Internet access „anytime anywhere“
§ Vendors‘ interest in smoother revenue curve over time

è All the major players are adopting SaaS (SAP, Microsoft, IBM …)
è Plus significant new players (Amazon, Google, Salesforce.com …)

29

2. Product Strategy
2.3 Delivery model: SaaS
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30

2. Product Strategy
2.3 Delivery model: Tailorability Options

Tailorability: 
the enablement of the product for customer- or market-specific adaptations 
by providing properties that can be changed after system development

Categories: 
• Configuration    setting or changing parameters
• Composition    adding or arranging components 
• Customization    adding or changing program or  

     descriptive code

Critical
• Non-invasive (through standard interfaces)

• Invasive (in the standard code)
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Internal or external
§ Specialists
§ Full teams

§ Capacity
§ Cost

Risks for Outsourcer
§ Hidden vs. direct cost
§ Skills (Life boat test)

2. Product Strategy
2.4 Sourcing

Location
§ In house
§ Near shore
§ Off shore

31
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Make or Buy decision
§ For all or part of a product
§ To be driven by SPM based on business considerations

(time to market, quality, cost, capacity, skills)

In the buy case
§ White label approach vs. visibility of partner
§ Contract needs great care

2. Product Strategy
2.4 Sourcing

32
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Business Plan
§ Costing (budget and resource plans)
§ Revenue forecast
è 2.6 Financial Management

Roadmap
§ Bridge between Product Strategy and Product Planning
è 3.5

2. Product Strategy:  
Business Plan + Roadmap

33
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Purpose, Vision, Mission, Values and Positioning

34

https://www.workitdaily.com/
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Business Vision, Mission, Strategy and Goals

35
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Product Vision Strategy and Roadmap

36
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Peloton

37

Peloton is in the business of connected fitness. When Peloton launched exercise bike and treadmill as software 
intensive products about a decade back they were able to command a significant premium over other standalone 
fitness products. Pandemic did prove to be a tornado effect for the business - however they could not capitalize on. 

https://en.wikipedia.org/wiki/Peloton_Interactive

https://www.marketwatch.com/investing/stock/pton/company-profile?mod=mw_quote_tab

 https://seekingalpha.com/article/4566967-peloton-the-problem-is-the-product

https://www.si.com/showcase/fitness/peloton-app-review

https://www.wsj.com/articles/peloton-chairman-john-foley-to-exit-in-management-shake-up-11663014900  (video)
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Peloton
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PTON

39
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Case study 

40
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Peloton 

41
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Business Model Canvas

44
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BMC - DFV

45
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BMC

46
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Lean Canvas

Lean Canvas – How I Document my Business Model, practicetrumpstheory.com August 2009, Accessed Feb 22, 2014.

Lean

Canvas

47
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Business Models
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LC
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Value Canvas

Based on Osterwalder, Pigneur (2014): Value Proposition Design.

52

eliminate or reduce 

• negative emotions, 

• undesired costs and situations, and 

• risks your customer experiences or could experience 

before, during, and after getting the job done

create benefits your customer expects, 

desires or would be surprised by, including 

• functional utility, 

• social gains, 

• positive emotions, and 

• cost savings

“Whole product”
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Pricing Concepts

54

§ Static

§ e.g. books, school fees (?)

§ Dynamic 

§ e.g. airline tickets, rental cars
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§ Significant factor influencing profitability, market share and customer satisfaction

§ McKinsey 8/2010:
§ 1 % higher average price

è 8,7 % higher profit
§ Recommend an independent pricing organization and strict pricing

governance rules

§ Dependent on position in the market and in the product life cycle
§ High price flexibility due to low variable cost

2. Product Strategy
2.5 Pricing

55
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Your views of Pricing ?

56

Market determines 

the price 

We can influence 
the value hence 

price

Competition sets the 
price

Customers’ 
alternatives define 

the price 

Value determines 
the price
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How much effort is spent on determining software pricing?

9

10,000 Days Effort  
Major Software  
VersionUpgrade

Avg time spent evaluating  
pricingstrategy
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Pricing Improvement Impact (“The 1% Mindset”)

+1%
Improvement  

with Pricing per

$100M

1

0

+$1M=
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Pricing Improvement Impact (“The 5% Mindset”)

+5%
Improvement  

with Pricing per

$100M

1

1

+$5M=
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Pricing Improvement Impact (“The 10% Mindset”)

+10%
Improvement  

with Pricing per

$100M

1

2

+$10M=
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§ Objectives: 
§ sustainable success of the software products across their life cycles
§ Establishment of and adherence to corporate pricing strategy and

guidelines

§ Measurements (long term and delayed):
§ Profit 
§ Customer satisfaction
§ Market penetration

è Continuous tracking of relevant measures (with the help of Finance and
Controlling)

2. Product Strategy
2.5 Pricing
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Role of Pricing Manager
§ Central leadership role for all aspects that concern the pricing of products
§ Guiding Sales and Marketing
§ Typically without (full) hierarchical management competencies, but with veto

rights for sales transactions that do not adhere to pricing guidelines
è Convincing (persuading) moderator and negotiator
§ Skill profile: sales, finance

§ Generally well aligned with SPM
§ Potential source of conflict: corporate pricing strategy and guidelines

2. Product Strategy
2.5 Pricing
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§ Value-based:
Customer à Value à Price à Cost à Product
(recommended for standard software products)

§ Cost-based:
Product à Cost à Price à Value à Customer
(recommended for services, e.g. fixed price for individual software development)

2. Product Strategy
2.5 Pricing
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Cost per piece

Number of pieces

Development cost

Fixed cost per piece

2. Product Strategy
2.5 Pricing
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© Strategic Pricing Group 2005

2. Product Strategy
2.5 Pricing

Strategic Pricing
Pyramid
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§ Price Structure
The manner in which the prices for a given software product are offered, 
including the metric by which those prices may vary for the single product (e.g. 
one single price, price based on number of users, on capacity, on usage, or on 
volume of licenses acquired).

§ Once set it cannot easily be changed.
§ Consistency between similar products and within product families advisable.
§ Capabilities of back office systems define limits to creativity.

2. Product Strategy
2.5 Pricing
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Price Structure

§ One-time vs. Periodic

§ Usage-based pricing (periodic)

§ Number of transactions

§ Number of users

§ Number of usage hours

2. Product Strategy
2.5 Pricing

67

§ Fixed price (one-time or periodic)

§ Host

§ Seat

§ Floating

§ Site

§ Discounting
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Price Structure

§ Maintenance (with or without version upgrades):
between 12 and 25 % of listed license price per year

§ Services
§ Packaged (fixed price)
§ Individual (price based on daily rates)

2. Product Strategy
2.5 Pricing
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Freemium
§ No charge for basic offering (teaser)
§ Premium charge for

§ Advanced features
§ Additional functions
§ Virtual goods

2. Product Strategy
2.5 Pricing
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Pricing Policy
A formal definition of the manner in which prices may be altered, e.g. price level 
or price structure, by whom they may be altered, under what circumstances, and 
to what degree.

§ Clear rules must be established, in particular with regard to Sales.
§ Experience: price levels tend to fall to the maximum delegation level over time.
§ If pricing guidelines kill business opportunities frequently general price levels

and possibly price structure need to be revisited.

2. Product Strategy
2.5 Pricing
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Price Level
The actual amount of charge within the price structure, 

 e.g. if charged per user the price is $10 or $11.

§ Typically set shortly before the launch of a new product or version.
§ Driven by value and market.
§ Different market tiers often require different price levels
è Delicate balancing and fencing

2. Product Strategy
2.5 Pricing
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• Fixed price per month (which is similar to the traditional monthly or annual 
license charge and annual maintenance fee)

• Usage-based price per month (which is similar to attempts of usage-based 
pricing in traditional license models, but easier to implement and administer 
since the software runs under the control of the vendor)

• No cost, but with embedded advertisements that create the revenue for the 
vendor. Examples of the latter model are the Google search engine or the 
Google office products called Google Docs.

• Freemium

2. Product Strategy
2.5 Pricing : SaaS
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Pricing Strategies

77

§ Premium pricing price strategy (high price, high quality and image)

§ Skimming price strategy (high price for innovative products for compensation of 
usually high investment)

§ Promotion price strategy (lower price, high quality, e.g. temporary special offers)

§ Penetration strategy (low price with the introduction of products for rapidly gaining 
market share)

§ Price differentiation strategy  (same product, different prices, e.g. in different market 
segments – temporary, geographically, personnel, quantitatively)
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Pricing Strategies

78

§ Price bundling (single pricing or product package)

§ Life-cycle-dependent pricing strategy (situation-specific decision if, e.g. in the 
introduction phase, high or low prices are to be set)

§ Yield Management (primarily used with services - by controlling prices and 
quantities, demand should be smoothed, e.g. early booking discounts)

§ Dynamic, non-linear pricing strategy (usage independent component, e.g. fixed 
charges, and usage based component, e.g. depending on usage)
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2. Product Strategy
2.5 Pricing : SaaS
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Strategy Structure, 
Policy,
Level

Pricing in 
Distribution
Channels

Pricing for 
Large Cust.
Accounts

Pricing for 
The Global.
Market

B2C SaaS Pricing for
Enterprise IT 
Organisations

Corporate 
Level

Overall Pricing 
Strategy, short and 
long term

Responsi-bilities

Single Price Policy, 
consistently enforced 
(maybe multiple for 
different lines of 
business)

Specific 
needs of
each
distribution
channel

Approaches
for dealing
with large
customers

Strategic
approach to
differential
prices per
country

Influence of
currency
rates

Channel
strategy

IP strategy 

Positioning in 
the portfolio

Influence on 
revenue

Positioning in the 
corporation

Product 
(family)
Level

Product 
(family) 
strategy with 
respect to
price structure 
and levels

Price structure, 
metric, level, 
charge options

Competitive
advantage vs. 
optimized
Revenue

Volume
program

Incentives

Discounts

Negotiations

Approaches
across geos 

Influence of 
Country- and 
product-
specific 
cost

Levels 
compared to
competition

Cannibali-
zation vs. 
Protection of  
License 
products

Profit Center 
vs. Cost 
Center

Focus
Topics

Price during 
life cycle

Cost of
implementation

Price within a 
Service
offering

Market
expansion

OEM

ISV

Special Bids

Role of 
Procurement

Value selling

Make or Buy

Outsourcing

2. Product Strategy: 2.5 Pricing:
Pricing Framework (Kittlaus/Clough, 2009)
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Agenda

2.  Product Strategy 
2.1  Essentials 
2.2  Positioning and Product Definition
2.3  Delivery and Service Strategy
2.4  Sourcing
2.5  Pricing
2.6  Financial Management 
2.7  Ecosystem Management 
2.8  Legal and IPR Management
2.9  Performance and Risk Management
2.10 Business Models
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§ Business Plan (incl. Forecasts)

§ Costing

§ Business Case

2. Product Strategy
2.6  Financial Management
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2. Product Strategy: 2.6  Financial Management:
Business Plan

§ Forecast of selected relevant measures over strategic timeframe (in particular 
revenue)

è  Get help from Finance, Market Research 

§ Planning of resources and budgets

§ Over strategic timeframe

§ Based on strategy and roadmap

84
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Costing History

Accounting
è Cost accounting

è Cost management
è Strategic cost management

2. Product Strategy
2.6  Financial Management: Costing
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Strategic Cost Management

• Cost calculation
– Estimation methods (bottom-up)
– Cost Target (top-down)

• Cost management
– Delegated to project or unit managers

2. Product Strategy
2.6  Financial Management: Costing
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Estimation methods for software development
1. Function Point Analysis
2. COCOMO
3. COSYSMO
4. PERT
5. SEER-SEM
And many more

è All methods require historic data
è Assumption: the next project will be similar to previous ones
è Get help from Development, Finance, Controlling

2. Product Strategy
2.6  Financial Management: Costing
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acronyms

• Constructive Cost Model : COCOMO
– Product attributes, Hardware attributes, Talent attributes and Project attributes

• Constructive Systems Engineering Cost Model : COSYSMO
– Similar to its predecessor COCOMO, COSYSMO computes effort (and cost) as a function of 

system functional size and adjusts it based on a number of environmental factors related to 
systems engineering.

• Program Evaluation and Review Technique  : PERT
– Program Evaluation and Review Technique (PERT) is a method used to examine the tasked that 

are in a schedule and determine a variation of the Critical Path Method (CPM)
– three time estimates are obtained (optimistic, pessimistic, and most likely) for every activity along 

the Critical Path

• Software Evaluation and Estimation of Resources - Software Estimating Model
– SEER for Software (SEER-SEM) is composed of a group of models working together to provide 

estimates of effort, duration, staffing, and defects. 
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Cost Target = Budget

1. Mature organization: 
affordable cost which can be estimated based on revenue forecast 

      and profit expectations

2. Startup:
available funds

2. Product Strategy
2.6  Financial Management: Costing
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Target Costing
1. Market into Company

Market è Price è Target cost
2. Out of Competitor

Competitors è Competitors‘ cost è Target cost
3. Out of Company

Cost estimation (bottom-up) è Target cost
4. Out of Standard Costs

Cost history of comparable products è Target cost
5. In and Out of Company

Mix of 1 and 3

2. Product Strategy
2.2 Business Aspects: Costing
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§ Decision-support and planning approach to compare
§ (quantified) benefit with cost, i.e. 
§ likely financial results and other business consequences with required

investment
for a given undertaking.

§ Applicable to all levels:
§ Individual requirements
§ Releases
§ Projects
§ Product (for defined timeframe)

2. Product Strategy
2.6  Financial Management: Business Case
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Elements:
§ description of the undertaking
§ underlying assumptions
§ estimate for the required investment
§ approach to generate business benefits
§ impact on earnings (or savings) over time
§ Risk, sensitivity, and contingency analysis

2. Product Strategy
2.6  Financial Management: Business Case

92



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

§ Decision-support and planning approach to compare
§ (quantified) benefit with cost, i.e. 
§ likely financial results and other business consequences with required

investment
for a given undertaking.

§ Applicable to all levels:
§ Individual requirements
§ Releases
§ Projects
§ Product (for defined timeframe)

2. Product Strategy
2.2 Business Aspects: Business Case
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Elements:
§ description of the undertaking
§ underlying assumptions
§ estimate for the required investment
§ approach to generate business benefits
§ impact on earnings (or savings) over time
§ Risk, sensitivity, and contingency analysis
§ Business Case as a tool

§ To Clarify
§ To Justify the Costs
§ To Prioritise
§ For Value Realisation 

2. Product Strategy
2.2 Business Aspects: Business Case
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§ For risk reduction consider scenarios with estimated probabilities: 
§ Best case
§ Median case
§ Worst case

§ Techniques:
§ ROI (Return on Investment)
§ NPV (Net Present Value)
§ Payback
And many more

2. Product Strategy
2.2 Business Aspects: Business Case
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Investment Readiness Level 

96

*Steve Blank 
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Partnerships and the Software Ecosystem
– Software Ecosystems and Their Players
– Selecting and Managing Partners

Channels
– Sales Channels in Relation to Products
– Defining the Channel Strategy
– Managing the Channels

Competition and Other Alternatives
– Identifying and Analyzing the Customers’ Alternatives
– Defining the Competitive Strategy

97

three attributes are essential when discussing the different variants of digital platform ecosystems: 

(1) platform ownership, 

(2)  value-creating mechanisms, and

(3)  the autonomy of complementors
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§ Ecosystem:
A set of businesses functioning as a unit and interacting with a shared market 
for software and services, while maintaining beneficial relationships among 
them.

§ Often based on technical platform
and coopetition.

§ Decision about role in ecosystem
is made on corporate level, but has
significant impact on SPM.

Jansen, Cusumano, Brinkkemper (2013): Software Ecosystems: 
Analyzing and Managing Business Networks in the Software Industry.

4. Partnerships and the Software Ecosystem
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§ Roles and strategies in an ecosystem:
– Dominator

hub, aggressive, rather
uncooperative, dangerous for other
players
Example: Apple

– Keystone player
hub, more cooperative, supportive, 
often platform provider
Example: Google with Android

– Niche player
no hub, looking for opportunities the
others leave open

Iansiti, Levien (2004): The Keystone Advantage. 

4. Partnerships and the Software Ecosystem
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Elements of ecosystems:
• Stakeholders
• Relationships
• Boundaries
• Behavior
• Strategies

4. Partnerships and the Software Ecosystem

100

Relationships:
• Competitors / Coopetitors
• Acquisition targets
• Channel partners 
• Other software vendors
• Influencers 
• Customers, including OEM 

customers
• Suppliers

External sourcing of people and
software typically with partners



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

4. Partnerships and the Software Ecosystem
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• Advisable for companies with a product that is the platform of an ecosystem

• Enables the company to manage the ecosystem more actively and explicitly

• Balance required between:
– Own effort
– Own benefits
– Partners‘ commitment/effort
– Partners‘ benefits

4. Partnerships and the Software Ecosystem
Partner Program

102

• Typical objectives:
– Scaling of business
– Additional competencies
– Extended market reach
– Whole product offering
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4. Partnerships and the Software Ecosystem
Ecosystem Players and Partner Program

103

Development

Service Sales

• Value Added Reseller (VAR)

• Independent Software Vendor 
(ISV)

• System Integrator (SI)

• Original Equipment Manufacturer 
(OEM)

• Consultants

• Other software vendors

• Development partners

• Value Added Reseller (VAR)

• System Integrator (SI)

• Professional service providers

• Consultants

Influencers
• Consultants

• Press

• Market Research 
companies

• Customers 
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4. Partnerships and the Software Ecosystem
Partner Program: Examples

§ 3 Levels
(member, advanced, premier)

§ 4 Types
(Cloud, Prof. Serv., Reseller, Dev.)

§ 3 Levels
(Partner, Silver, Gold)

§ 4 Types
(Cloud, Prof. Serv., Reseller, Dev.)

§ 4 Levels
(Partner, Silver, Gold, Platinum)

§ 4 Types
(Prof. Serv., Reseller, SW + HW Dev.)

§ 3 Levels 
(silver, gold, platinum)
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Partnerships and the Software Ecosystem
– Software Ecosystems and Their Players
– Selecting and Managing Partners

Channels
– Sales Channels in Relation to Products
– Defining the Channel Strategy
– Managing the Channels

Competition and Other Alternatives
– Identifying and Analyzing the Customers’ Alternatives
– Defining the Competitive Strategy
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5. Channels

106

Vendor Customer
Products, Services

Compensation

Channel

B2B, B2C, special case: multi-sided platforms
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5. Channels
Categories

§ Physical channel
§ Direct Sales

§ In-person contact
§ Direct salesforce

§ Farming (key account managers for existing customers)
§ Hunting (new customer acquisition) 

§ Inside sales (telesales)

10
7
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5. Channels
Categories

§ Physical channel
§ Indirect Sales

§ Through partners, usually managed in Partner Program
§ Independent Software Vendor (ISV)
§ Original Equipment Manufacturer (OEM) 
§ Reseller
§ Value Added Reseller/Remarketer (VAR)
§ Professional service provider 
§ System integrator (SI)
§ Intermediary (e.g. marketplace) 

10
8
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5. Channels
Categories

§ Alternative channel classifications:

§ Free versus paid

§ Inbound versus outbound

§ Automated versus direct

10
9
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5. Channels
Channel Selection

Criteria:

§ Whole product

§ Target market segments

§ Delivery model

§ Cost of sales vs. revenue potential

11
0
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5. Channels
Channel Selection: Additional Aspects

§ relationship frequency (frequent vs. one-off)

§ place of purchase

§ strategies in software ecosystems

§ purchase frequency 

§ purchase occasion 

§ customers’ attitude towards the product or the service 

§ use rate

11
1
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5. Channels
Channel Management

§ Usually with Marketing

§ Part of a partner program (if existing)

§ Avoid channel conflicts

è to be considered in terms and conditions

11
2
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4. Partnerships and the Software Ecosystem
– Software Ecosystems and Their Players
– Selecting and Managing Partners

5. Channels
– Sales Channels in Relation to Products
– Defining the Channel Strategy
– Managing the Channels

6. Competition and Other Alternatives
– Identifying and Analyzing the Customers’ Alternatives
– Defining the Competitive Strategy

7. Revenue Streams
– Defining Revenue Streams
– Pricing Strategies
– Building Revenue Models
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6. Competition and Other Alternatives
Where in the Business Model Canvas?

Key Partners Key Activities Value Propositions Customer Relationships Customer Segments

Key Resources Channels

Cost Structure Revenue Streams

Business Model Canvas

Based on Osterwalder, Pigneur (2010): Business Model Generation.

114



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

6. Competition and Other Alternatives
Where in the Business Model Canvas?

Lean Canvas – How I Document my Business Model, practicetrumpstheory.com August 2009, Accessed Feb 22, 2014.

Lean

Canvas

115

Competitive
Advantage



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

6. Competition and Other Alternatives
Customers’ Alternatives

What can a customer do to solve a problem?

§ Select our product (solution)

§ Select similar product (solution)

§ Select different product that addresses same needs

§ Solve internally

§ Do nothing

11
6
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6. Competition and Other Alternatives
Identification of Competitors

§ Industry method

§ Find similar products in existing market
• Who else differentiates like my company?
• Who has entry and/or exit barriers like my company?
• Who has vertical integration like my company?
• Who is as global or as local as my company?
• Who has cost structures like my company?

11
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6. Competition and Other Alternatives
Identification of Competitors

§ Market method

§ Find products that address same 
needs

• Who else can satisfy the same 
customer need?

• Who goes after the same 
market segments with 
comparable value 
propositions?

11
8



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

6. Competition and Other Alternatives
Identification of Competitors

§ Strategic groups method (in addition to Industry or Market Method)

§ Companies with similar business models or business strategies

§ Criteria: Similarities in

§ Extent of product (or service) diversity and geographic coverage.

§ Number of market segments served.

§ Distribution channels used.

§ Extent of branding.

§ Marketing effort.

§ Pricing policy.

11
9

M. Porter (1980): Competitive Strategy.
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6. Competition and Other Alternatives
Competitive Strategy

§ Long-term action plan 

§ to gain a competitive advantage over rivals

§ to differentiate the product

§ having the lowest cost in the industry or 

§ possessing a product/offering that is perceived as unique in the industry. 

12
0
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6. Competition and Other Alternatives
Competitive Strategy

§ Types 

§ Low cost strategy (be the cost leader),

§ Differentiation strategy (be unique),

§ Focus strategy (be the niche leader).

12
1
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6. Competition and Other Alternatives
Porter’s Five Forces

12
2

Analysis of
existing industry
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6. Competition and Other Alternatives
Porter’s Five Forces

12
3

Example: Indian
IT Services Industry

Aditya Chaturvedi (2014): Five Forces Analysis of the Indian IT Industry, LinkedIn.
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6. Competition and Other Alternatives
Blue Ocean

12
4

Create new markets

W.C. Kim, R. Mauborgne (2015): Blue Ocean Strategy
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6. Competition and Other Alternatives
Blue Ocean

12
5

Create new markets

W.C. Kim, R. Mauborgne (2015): Blue Ocean Strategy
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Customer Segments and Value Propositions
High-Tech Market Development Model (Moore)

Moore (2014): 
Crossing the Chasm.

126

Broaden the target market

MVP



April 2024© Haragopal Mangipudi, (hara@gunaka.com) guNaka LLC 2024
The material in this presentation is legally protected and only intended for personal use of training participants. Any other use requires explicit written consent of Haragopal Mangipudi, guNaka LLC

Customer Segments and Value Propositions
Whole Product

Combination of products and services

• from platform vendor

• from other players in the ecosystem

that delivers a full solution to the customer

12
7
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The Market Continuum..
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Positioning 
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