
Transforming to a SAAS business model: Development
of a product packaging and pricing strategy

Authors Gutarra, Claudia; Lancksweert, Christian; Ghekiere, Cyriel

Download date 23/05/2023 20:16:50

Link to Item http://hdl.handle.net/20.500.12127/7204

http://hdl.handle.net/20.500.12127/7204


 

 

TRANSFORMING TO A  

SAAS BUSINESS MODEL:  

DEVELOPMENT OF A  

PRODUCT PACKAGING  

AND PRICING STRATEGY 
 

 

 

CLAUDIA GUTARRA  

CHRISTIAN LANCKSWEERT 

CYRIEL GHEKIERE 

 

FTMBA 2021-2022 

 

VLERICK PROMOTER: PROF. DR.  MIGUEL MEULEMAN 

 

 

 

 

PROJECT SUBMITTED IN FULFILLMENT OF THE DEGREE OF  

MASTERS IN BUSINESS ADMINISTRATION/FTMBA 



2 

 

Acknowledgment 

We would like to offer our thanks and gratitude to Nick Moreno, Miguel Meuleman, and 

Yamille Melendez, who were continuously by our side, and without their feedback and support 

our project would not have been successful.  

We would also like to commemorate our mentor and friend Mark Jansen who sadly passed 

away on Friday 29, April 2022. Thank you for all your help and kindness, Mark, you will be 

missed.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



3 

 

Executive Summary 

Introduction 

Mediagenix is the world leader in providing software solutions for the broadcasting industry. 

Today, its Whats’On software is the most advanced platform for managing and programming 

radio, TV, and online content channels, and orchestrating the content supply chain. 

The broadcaster landscape is evolving as new streaming players like Netflix have disrupted the 

market leading to reduced margins. With margins under pressure, broadcasters have been 

looking to improve their operational efficiency and have looked for economies of scale through 

M&A. On top of that, customer needs are evolving ever so more rapidly, which requires 

software providers to be able to deliver software updates faster. 

Mediagenix wants to seize this opportunity and prepare the company for the challenges of the 

future by transitioning its traditional One-time license (OTL) business model to Software-as-

a-service (SaaS). Transformation to SaaS is more than switching to subscription pricing. It is a 

complete overhaul of the company which will involve changing the culture and mindset of the 

employees, obtaining new capabilities in customer success and product development as well 

as aligning key business processes and KPIs to the SaaS model. The business model transition 

implies a complete transformation of the company. 

Overview of the research objectives 

The Mediagenix management has hired the Vlerick team to advise the company on three key 

projects which are part of its SaaS transformation.  

The first project is to analyze the potential of switching the current long-time customers who 

have bought the OTL years ago and currently pay a service and maintenance (S&M) fee to a 

subscription program. The company has asked us to build a revenue model in which different 

scenarios could be analyzed. The expectation is that the Vlerick team advises Mediagenix on 

which incentives and possible coercive measures it could use to switch clients to subscriptions. 

We are further expected to formulate an opinion on the subscription pricing level.  

The second project is to develop a new product packaging model for Mediagenix. Currently, 

the company has a product offering of around 110 different software modules, add-ons, and 

business APIs. Today, these are sold on an “a la carte basis” which leads to exceedingly long 

sales cycles due to the difficulty for the customer to understand the full product offering and 
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link it to their needs. On top of that, price negotiations are made more difficult by an 

untransparent and complex pricing process. Mediagenix has asked the Vlerick team to build a 

product packaging for them based on customer needs and industry best practices. 

Lastly, linked with the previous question the new product packaging is developed Mediagenix 

asked us to advise them on setting the pricing levels for the new product packaging. The 

company has asked us to build a revenue forecast based on the new packages and pricing levels.  

We summarise our assignment into three research questions we wish to answer: 

- How should Mediagenix switch its existing customer base to a subscription model? 

- How should Mediagenix package its product modules to optimally serve its different 

customer segments?  

- How should Mediagenix price the new packages? 

Summary of the methods 

OTL to SaaS 

To analyze the impact on the revenue of switching from an OTL software on-premise to a SaaS 

Subscription license fee, we will need to build a financial model to measure the impact of 

migrating current customers from the former to the latter. 

In order to build different scenarios, we will need to develop assumptions on subscription 

pricing, costs, benefits offered, discounts, OTL buybacks, customer churn, and the switch rate. 

We will rely on the results of surveys from the Business Developers Community as well as 

from the Steering Committee. This will help gauge their idea on pricing, potential value adds, 

and customer willingness to switch or potential churn rates. Based on this information, we will 

build a revenue model and analyze a couple of different scenarios. 

We will then develop recommendations, based on best practices and interviews, on how to 

switch to SaaS. 

Product Packaging in SaaS 

After having analyzed the transformation to SaaS from a traditional OTL model, we will delve 

into the product packaging of SaaS products. 

We will first analyze the best practices in the industry through methodical literature research. 

Then, with the data gathered, interviews, and analysis of the product portfolio, we will have a 
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better understanding of the customers’ needs which will enable us to build different sketches. 

Afterward, we will create a thorough questionnaire to be sent to the Business Developer 

Community. This will help us in our Leader, Filler, and Killer approach so to better match the 

needs of the current market segment. We will then create a final prototype of the product 

packaging that will be sent to the Steering Committee in the form of surveys. This will be done 

based on the Delphi Methodology, whereby two rounds of the questionnaire will be created 

and analyzed so to create the optimal packaging solution. 

Pricing 

Both the questionnaire sent to the Business Developers and the two survey rounds sent to the 

Steering Committee will be used for the pricing. 

Through our literature research, we have gathered an important amount of information about 

the different value metrics associated with the SaaS industry. These will be analyzed before 

deciding which metrics to use. We will also go through the different pricing methods we believe 

to be appropriate in this industry. We will proceed with a Cost-Plus Analysis to establish a 

lower bound of our pricing. We will also establish the pricing of the packages based on the 

2022 existing price list. Based on the Van Westendorp Price Sensitivity method, which will be 

conducted through the different sets of questionnaires, we will also determine an appropriate 

price range for the new packaging. And finally, we will be complementing this study by using 

the standard price based on this industry. We will then offer a comparison between these 

approaches before offering our recommendations on the pricing strategy. 

Conclusions & Recommendations 

OTL to SaaS Switch 

We concluded that Mediagenix should pursue the OTL to SaaS switch with their current client 

base. Even with OTL buybacks and price reductions, the company could significantly increase 

its total recurring revenue by € 5.4 million within the next 5 years.  

We advise Mediagenix to focus on switching clients with OTL’s dating back more than 5 years. 

We present them with a plan that would offer a one-year soft switch period with price 

reductions and a hard switch after three years where clients with OTL older than 5 years are 

forced into the subscription model.  



6 

 

We advise Mediagenix to hold off on the switch to subscription for clients with OTL younger 

than 5 years for one year to reduce the cost of the OTL buyback. We advise them to work on a 

similar trajectory with a soft switch period with incentives and a hard switch period.  

Lastly, we advise Mediagenix to consider the wider implications of the transformation in terms 

company of culture, product development, sales enablement, and customer success capabilities.  

Product Packaging  

We advise Mediagenix to adopt and further refine the hybrid product packaging model we have 

developed for them. We believe combining the Platform Plus Bundles model with Good Better 

Best tiers in the base platform will allow the company to create more structure in its product 

offering while maintaining flexibility for specific customer needs.  

We advise the company to build an internal team to further refine the packaging and test the 

prototype with trusted clients for feedback and review. 

We further advise Mediagenix to push their existing customers to sign up for the new packages 

in order not to have two pricing systems.  

Lastly, we advise the company to investigate feature gating some functions in their software to 

help upsell clients and create more clear distinctions between the packages.  

Pricing 

Based on our research and revenue modeling we advise Mediagenix to adopt the pricing we 

obtained from the Van Westendorp surveys for all packages apart from the good package where 

we advise the cost-plus margin pricing. This combination offers a combination of revenue 

growth at higher margins.  

Based on our cost assumptions and pricing exercise we call into question the feasibility of 

launching the good package to the small media market as the cost vastly exceeds the target 

customer’s willingness to pay. We recommend the management to review the strategic decision 

of entering that specific market segment. 

We further advise Mediagenix to test pricing levels with short-term contracts of 1 to 2 years 

for new clients to test pricing levels.  
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Introduction - Mediagenix 
Mediagenix was created in 1992, as a spin-off from the VUB University. Back then, it was 

launched under the name OO Partners. The company created a scheduling and planning 

software system for the Belgian broadcaster VTM (Vermeir, 2020). Through word of mouth, 

the company created inroads in the Scandinavian market acquiring Danish commercial channel 

TV2 as a client as well as Belgian-based RTBF. By 1995, OO partners was renamed 

Mediagenix. Over the years, Mediagenix steadily grew into a world-class player in broadcast 

management software solutions for the media and entertainment industries. Today its What’On 

software is the most advanced platform for managing and programming radio, TV, and online 

content channels, and orchestrating the content supply chain. In essence, the company provides 

an ERP system for media companies that allows them to manage their workflows from 

acquisition of content to management of rights, planning & scheduling of programming, and 

eventually reporting and smart analytics. Currently, Mediagenix provides its solution to over 

120 media groups, which cover over 2,000 channels and services and have a user base of over 

100,000. Its customer base consists primarily of large global media players and national private 

or public broadcasters.  

To give high-end solutions to its consumers, the organization is continually improving its 

technological skills. Mediagenix's key customers include public and commercial radio, 

television stations, on-demand platform providers, and telecom and service providers. 

Prominent customers include Disney, Viacom, BBC, Sony, VRT, etc.  

The company is currently headquartered in Belgium but has offices in the US, Singapore, and 

Macedonia. It employs around 250 employees worldwide. Mediagenix’s turnover is around 

€30 million. In 2020, the company shareholder Deparco was joined by the private equity player 

Sofindev. With the additional investment, the company wants to transform itself into a fully-

fledged SaaS company and further fuel its international expansion.  

The Case 
Throughout the company’s history, Mediagenix has continuously expanded with a revenue 

growth rate ranging between 10% and 20%. However, during covid lockdowns, growth leveled 

off. The landscape of the broadcasting industry is also changing rapidly. The amount of 

entertainment options that consumers have is increasing rapidly: streaming, on-demand, tv, 

gaming, etc. The rise of large streaming or over-the-top (OTT) players that distribute content 

via the internet such as Netflix and Disney+ have put a lot of pressure on the profit margins of 

traditional linear channel broadcasters which is the main target market of Mediagenix. In 
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response, there has been a wave of consolidations in the industry looking for synergies and 

economies of scale (Evens & Donders, 2016). Aside from that, the traditionally conservative 

broadcasting industry has started to look at opportunities to improve its operating efficiency 

and make cuts in its cost structure. Many of them are thus looking to use software to automate 

their processes and increase their efficiency. Mediagenix, with its leading position as a software 

provider to the broadcasting industry, is in a healthy position to benefit from these market 

trends. However, to fully consolidate its position at the top of the industry Mediagenix needs 

to modernize and adapt to provide for its client’s needs. To achieve this, the management has 

decided that the company should transform from a traditional software provider to a SaaS 

player. The switch towards the SaaS business model will have huge implications that will go 

further than simply going from one-time licensing to subscription fees. Moving to SaaS will 

transform the whole company, including sales and enablement, product engineering and 

customer support, finance and accounting, and IT (Ravid, 2016). Aside from new business 

processes, it is also the mindset and company culture that needs to change with it. Mediagenix 

has hired the Vlerick team to assist them with two specific tasks which are a critical part of the 

company in the level of the product, the company culture, the way of selling, and the pricing. 

Mediagenix has hired the Vlerick team to specifically aid in the transition by looking at three 

main elements: the product packaging, its pricing, and the impact on revenue of the switch 

from a One-Time License (OTL) to a subscription. 

OTL to SaaS switch 

Mediagenix decided to switch from a more traditional OTL pricing model to subscription-

based pricing. This is in line with the transformation toward a SaaS company. By exchanging 

the OTL for subscriptions the company would increase its annual recurring revenue (ARR) and 

thus gain more predictable and smoother revenues. This would give them more visibility on 

future income which would allow them to better plan their investments and improve their 

software. From the point of view of the private equity owners, this would also increase the 

valuation of the company. From the customer’s perspective, this would reduce their vendor 

lock-in as they do not need to make the large OTL investment upfront and can leave at any 

time. Ideally in a SaaS model hosted in the cloud, Mediagenix would be able to update their 

software more frequently and provide them with the latest features. On top of that, hosting in 

the cloud would reduce the onsite installation footprint of Mediagenix allowing them to save 

on infrastructure.  
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While the ambition is that all new customers sign on a subscription basis, the company still 

offers existing customers the option of buying on an OTL basis (more details on pricing are 

provided in the pricing segment). It is Mediagenix’s ambition to have all customers on a 

subscription basis. The company sees the main challenge here as convincing their existing 

client base to switch from their current plans to a subscription model. These clients have already 

paid the OTL price. Some of them paid quite recently, while others a long time ago. Existing 

clients are only required to pay an annual service and maintenance fee which represents 19% 

of the OTL price. Moving to a subscription model for them would simply mean that their yearly 

price is increased without receiving any immediate additional value. While Mediagenix in its 

history has never lost a customer, they are hesitant to forcefully switch its loyal clients to a 

subscription model and would prefer to entice them to switch voluntarily. This could be 

achieved by offering OTL buybacks in the form of credits or discounts. However, if necessary, 

it will force customers to move to a subscription model.  

Mediagenix has asked the Vlerick team to assist them in their decision-making process by 

developing some different customer transition models and reviewing how this would impact 

their revenue.  

The Product packaging 

To explain the challenge of the product packaging, we need to delve a little bit deeper into the 

product and the way the company has been selling in the past. As we explained in the 

introduction, Mediagenix produces a form of ERP for broadcasters. Over the last 30 years of 

its existence, the company has created a product offering of around 110 different software 

modules, add-ons, and business APIs (see Annex 1 for the full product range and quantity sold). 

With this product portfolio, Mediagenix provides broadcasters a wide array of software options 

to run the processes of their business ranging from content sourcing and preparation to 

scheduling, marketing, finance, and analytics. The company offers its clients solutions for both 

linear television and video-on-demand. 
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Mediagenix activity mapping  

 

Source: Mediagenix internal presentation 

Today, the customers can “pick and choose” the modules, add-ons, and integration they wish 

in a sort of “a la carte” or “build your own” model. This model has one main advantage, it 

allows customers with vastly diverging needs to pick the modules they need and will use while 

disregarding the others. This means they do not need to pay for modules or features they feel 

they will not use. However, there is one major downside to this model and that is the high 

complexity of the sales process which results in long sales cycles (of sometimes up to 2 years) 

and high customer acquisition costs. The complexity of the process occurs because the 

customers have a challenging time understanding the product offering of Mediagenix and often 

are unaware of their own needs and what modules will help them. From the Mediagenix side, 

its sales staff and consultants need a high degree of competency and knowledge of both the 

product and the client’s business in order the help guide them through the product acquisition 

process. 

When we delve deeper into the sales of the different modules, we see that some of them are 

sold quite frequently, such as Whats’On core and Media Management, while others are only 

sold once or twice, such as Underlying Rights Management. This wide divergence stems from 

the company’s history of cocreating modules with their clients which had a varying degree of 
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success in the wider market. Other modules, however, might not be very well known to both 

the sales staff and customers and could be undersold. 

Aside from finding out what the customer needs and wants, the pricing process and subsequent 

negotiation are also made more difficult as each of the modules is priced separately on a per-

user basis. This means that the salesperson must first determine how many users the client will 

need for each separate module and then needs to negotiate a price for each of them. The 

difficulties of this can be seen in Annex 2 where each module is sold with different discounts 

and some modules are inexplicably above the price list. This complex pricing process creates 

difficulties and delays for both the sales team and the customer. In some cases, the purchase 

decisions of the clients are put on hold. 

By bundling the different modules, the company could simplify their product offering, allowing 

less flexibility to the customer but making it easier for them to understand it. The pricing 

process and negotiation would also be simplified as not all modules would need to be priced 

separately. The main objective of the Vlerick team is to help develop the right product 

packaging strategy and test how this packaging might impact future revenues.  

Pricing  
As explained in the previous chapter, Mediagenix sells its modules individually on a per-user 

basis. For this, the company has a complicated price list where sales representatives calculate 

the OTL price by multiplying the list price by the number of users and then summing up the 

total modules. On top of the OTL price, there is a yearly recurring service and maintenance 

(S&M) fee of 19% of the OTL price. This fee is used to provide customer support and to update 

the software to the newer versions. Often Mediagenix made customizations for clients. In these 

cases, an ad-hoc OTL price was set depending on the work needed, and a yearly 19% S&M fee 

was charged on top of that. When selling to clients on a subscription basis, which Mediagenix 

has started to do in the last years, the sales representatives calculate the yearly subscription fee 

by summing all the OTL prices of the modules and multiplying it by 25% (recurring fee). On 

top of that, 19% of the OTL price is added for service and maintenance fees. If the modules 

were hosted in the cloud, 9% of the OTL price needs to be charged in addition. 

While this pricing method is straightforward, it is difficult to manage effective pricing levels 

of more than 100 products for a customer base that ranges from small local TV stations to large 

global networks like Disney. The OTL price leads to a situation where certain customer 

segments like small broadcasters and local private broadcasters, simply do not have the budget 
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to pay for the full price of the modules. This is clearly indicated in the chart below which shows 

the deals won, lost, and put on hold per customer segment. On the one hand, we can see that 

the company is struggling in the “Generic” segment, which is private mid-sized commercial 

broadcasters, and in the “Small media” segment.  On the other hand, it has won most of the 

deals in the “Global” segment which is the large multinational conglomerates. When looking 

at the main reasons for deals lost or on hold, they are due to pricing in respectively 46% and 

39% of the cases. Both are the single largest reason for a deal not going through.  

Mediagenix Deals Won, Lost, On Hold per customer segment 

 

 

Source: Mediagenix internal company presentation 

Further issues arise when customers have a user base that is larger than 100 users. As we can 

see in Annex 3, there are almost no modules sold between 100 and 250 users. In general, these 

prices become too high for clients and Mediagenix simply offers them a site license (unlimited 

users). However, pricing for these modules is also too high as on average a discount of 80% is 

needed to convince the client. 

Within the pricing exercise, there is another strategic question embedded. Throughout the 

course of its history, Mediagenix has always offered a premium product and therefore, only 
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large broadcasters have the budget to purchase it. Currently, Mediagenix has started to offer a 

basic version of its software called Xstream to the small media. These are broadcasters with 

one or two channels or mid-sized broadcasters active in Asia or Latin America who have 

limited budgets. The management believes the company should expand in this market but often 

pricing remains an issue as 2,200 euros per month is about the highest fee this segment can 

afford. Meanwhile, Mediagenix priced its Xstream product at around 6,600 euros a month.  

The pricing needs to be tailored to specific segments to increase customer acquisition. On top 

of that, the current way of pricing is untransparent and unpractical, which leads to frustration 

with customers. The objective of Mediagenix is to have pricing tailored to the different 

customer segments allowing them to unlock some of the deals that are on hold and maximize 

revenue. This should be achieved by developing the right product packaging and pricing 

strategy. 

Problem Statement - Key questions we wish to solve 
Going through the challenge that Mediagenix has presented, we believe the company is looking 

to transform itself from a traditional license-based software solution provider into a SaaS 

company. In our opinion, we should view the project not merely as a switch of the company 

from an OTL model to a subscription model but as a complete transformation of Mediagenix 

starting with its culture and mindset, to the product itself, internal processes, and finally sales. 

The scope of our assignment will however remain limited to the packaging of Mediagenix’s 

product offering and the transformation of the pricing to bring it in line with the SaaS model. 

For this, we formulate three questions we wish to answer: 

- How should Mediagenix switch its existing customer base to a subscription model? 

- How should Mediagenix package its product modules to optimally serve its different 

customer segments?  

- How should Mediagenix price the new packages? 

Limitations 

Before delving into the methodology and how we plan to tackle the different questions above, 

we need to set out the limitations we had to conduct our work. Throughout our research, we 

realized that there were several opportunities to further develop and refine our analysis, 

however, we found ourselves constrained. The following list is the main limitations we 

encountered in conducting our work and which ultimately lead us to make choices that were 

not optimal. 
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Time: Realizing a complex project in 8 weeks for a company that operates in a complex 

business that is completely novel for us is a daunting task. The fact that due to the Vlerick 

student trip our project was cut short to 7 weeks only further compounds this issue. However, 

more importantly, the tragic passing away of our in-company promotor and mentor Mark 

Jansen at the beginning of the project was an enormous setback as he was the driving force and 

brain behind the project. 

Access to Data: The second limitation was the data available to us for analysis. Mediagenix 

has a small set of clients of around 180 customers of which only around 80 are managed 

directly. The rest are managed by its US partner company White Orbit. At the beginning of the 

project, we received incomplete customer data from 74 OTL clients. We needed this as a base 

to build the migration revenue model from OTL to a SaaS. Later, we received complete 

customer data of 30 OTL clients (which modules they purchased, when, and at what price) two 

weeks before the final presentation of our project. The limited set of clients made it further 

impossible to do a revenue modeling for the entire company for the OTL to SaaS switch as we 

simply do not have the information of all customers. In addition, the limited set of clients 

ensured that any quantitative analysis of the purchasing behavior of the different customer 

segments was in some way unreliable. As such we could build our product packaging and 

forecast of client’s acquisition on past data on buying behavior (price elasticity). Mediagenix 

further has no information on the unit economics of their products, as they have no granular 

understanding of what the client acquisition costs are, nor what the additional costs are of 

selling one of their modules or the contribution margin of selling a certain module. This makes 

a pricing exercise on a cost-plus margin basis difficult as we must make some assumptions on 

costs.  

Access to clients: Because students from Solvay Business School had recently performed a 

survey with the customers of Mediagenix regarding the OTL to SaaS switch, the company did 

not wish us to contact their customers. Respecting their wishes meant that for both the 

packaging and pricing exercise, we were not able to fully understand the customer’s needs, and 

the value proposition of each module from the client’s perspective, nor could we receive direct 

feedback on certain packages we built. Naturally, we believe this is a crucial step before 

launching the new product packaging and pricing.  

Access to the CFO: One of the most important outputs that Mediagenix requested was to build 

a revenue modeling (for existing and new customers) with different scenarios. However, due 
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to a corporate action taking place, the exceptionally busy period meant that it was difficult to 

provide us with the information we needed. The CFO and the finance team were unavailable 

for a meeting. We further did not have a P&L to analyze or any financials to build assumptions 

on costs, customer acquisition, etc. until the last week of the project. We, therefore, had to 

develop many assumptions ourselves or base them upon interviews with people from sales, 

customer service, cloud operations, etc. These assumptions can of course be wrong. 

Methodology & Theory 

Introduction 

Mediagenix has requested us to provide insights into what the impact would be on their revenue 

if they switched from an OTL model to a subscription model. They have requested us to make 

a split between new clients who would sign on with the new product packaging and pricing on 

a subscription basis, and the existing clients who would simply switch from an OTL model to 

a subscription model motivated by financial and non-financial compensations.  

The SaaS business model  
Before discussing the transformation toward the SaaS business model and delving deeper into 

the packaging and pricing theory, a brief exploration of the SaaS business model itself is 

warranted. When scouring the internet and library for the SaaS business model we find plenty 

of definitions from various sources. Discussing the different definitions is beyond the scope of 

this article therefore we will rely on a definition provided by Gartner: 

“Software as a service (SaaS) is software that is owned, delivered, and managed remotely by 

one or more providers. The provider delivers software based on one set of common code and 

data definitions that is consumed in a one-to-many model by all contracted customers at any 

time on a pay-for-use basis or as a subscription-based on use metrics” (Gartner, 2022). 

Gartner’s definition encompasses all the elements that are traditionally associated with the 

SaaS business model. Firstly, the delivered remotely refers to the fact that SaaS businesses do 

not install their software on the database of the customer but are hosted in a central database 

called the cloud and delivered via the internet to the customer. The servers, code infrastructure, 

and databases are maintained by the cloud vendor. Secondly, in general, SaaS companies do 

not offer costume-made software but deliver a similar product to many clients referred to in 

the one-to-many model. Lastly, the customer does not own the software like in the past, he 

pays a recurring fee for the use of the software. 
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The benefits of the subscription model for both client and company are described by Tien Tzuo 

in his book “Subscribed” where he outlines the transformation of Adobe to the SaaS business 

model (Tzuo, 2018). Instead of the traditional OTL model where software providers need to 

worry each quarter about selling to meet their revenue quotes, a subscription model where 

companies have recurring revenues is far more predictable and stable, allowing long-term 

planning and riding out economic downturns. From a valuation perspective, transitioning to 

SaaS also offers value as an HBR article pointed out that transitioning to a SaaS model 

increases the valuation from 2,2% to 2,9% (Nurkka, Waltl, & Alexy, 2017).  

Customers on their part do not need to worry about investing in infrastructure or making large 

Capex investments as SaaS prices require relatively small Opex every year, allowing faster 

decision-making and more flexibility. Vendor lock-in is reduced as companies do not need to 

invest massive amounts in the software upfront and can opt-out at any time. The fact that SaaS 

software is stored in the cloud allows the vendor to provide more frequent updates to their 

customers. 

The SaaS business model is no one-way ticket to success as McKinsey points out that very few 

companies realize sustained hyper-growth of 30% to 40% over a multi-year period. However, 

the median growth rate within the SaaS industry of companies with revenues above 100 million 

euros was 22% in 2021 (Roche & Tandon, SaaS and the Rule of 40: Keys to the critical value 

creation metric, 2021). Businesses like Adobe, Microsoft, and Autodesk who transformed their 

business from traditional license software vendors to SaaS saw their revenues grow 

exponentially along with their stock prices (Tzuo, 2018). These stellar results are a testament 

to the strength of the SaaS business model.  

Transforming into a SaaS company, the Adobe case 

After having briefly discussed the SaaS business model and its advantages, we will now take 

some time to explore how a company can transform into a SaaS business model. As mentioned 

before in this paper, transitioning to a SaaS business model is not simply charging a 

subscription fee to customers; it is a complete transformation of the way a company does 

business. While an encompassing expose of this transformation is beyond the scope of this 

paper, we will try to highlight some of the key elements at the hand of one textbook example 

of transformation to SaaS, the case of Adobe. 

Adobe is a software company specialized in the creation and publication of a wide range of 

content, including graphics, photography, illustration, animation, multimedia/video, motion 
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pictures, and print. They are best known for their flagship products Photoshop and Adobe 

Reader. In 2011, the company initiated the transformation to the SaaS business model. By 

2018, over 70% of its revenue was recurring with its new product bundle Adobe Creative 

Cloud. The company became 100% subscription-based in 3 years. The example of Adobe was 

soon followed by Microsoft, Autodesk, Intuit, and many more. What lessons can we learn from 

Adobe and how did the management realize this transition?  

The CFO, Mark Garrett, and CEO, Shantanu Narayen, started by aligning the management to 

the objective. They realized that transforming the company would be a complicated process 

with some significant setbacks and downturns. Internally they aligned the company to the new 

model ensuring that their capabilities were improved and that their development team was able 

to deliver every month instead of yearly (Tzuo, 2018). Customers of subscription models have 

high expectations regarding the value the software brings to their business and want to see an 

immediate impact. It is, therefore, vital that companies prepare best practices reconfigurations 

for customers and ensure they can help the client work successfully with the product (Banerjee, 

Kizielewicz, & Pratt, 2017). Moreover, the sales team needed to switch from selling boxes and 

moving to the next, to building lasting partnerships with customers. On top of that, the finance 

team needed to adapt to the monthly billing of millions of customers while they also had to set 

up new KPIs and metrics. 

Aside from aligning the internal processes and employee mindset, Adobe needed to align its 

shareholders and customers to the new business model. They achieved this through a policy of 

frequent and clear communication. Rather than trying to hide a difficult message, they openly 

pushed it forward and made the case why this change was vital for the customer, the company, 

and its shareholder. 

When it came to the owners, the company increased transparency into the company and shared 

more operational and financial data than what was required. This, to some degree, decreased 

the uncertainty and stemmed the stock plummet. They also prepared financial analysis for the 

coming drop in revenues and rise in costs as the fish model below indicates. Adobe needed to 

swallow the fish because costs would increase as the company was building new capabilities 

while revenue would drop when large OTL payments would be replaced by smaller recurring 

revenue (Lah & Wood, 2016). However, as the number of subscribers increased, revenue 

started to rise exponentially while at the same time the cycle of investments in new capabilities 

ended. By being too transparent to investors on this trajectory and providing them with the 
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necessary information on each milestone, Adobe was able to keep its shareholders on board 

with the transformation.  

The Fish Model 

 

Source: Technology-as-a-Service Playbook: How to Grow a Profitable Subscription Business 

by Thomas Lah & J.B. Wood.  

When communicating to their clients, Adobe built a clear and transparent roadmap as shown 

below. The company did not wish to rush its customers into the switch to the subscription 

model and allowed them the necessary time to adapt (Tzuo, 2018). As the timeline below 

shows, in 2011, Adobe announced its new SaaS strategy along with the launch of its new 

subscription bundle Creative Cloud. The same bundle was relaunched in 2012 and sold parallel 

in an OTL form allowing customers to make the choice (Brereton, 2021). By June 2013, at the 

Adobe MAX Conference, the company CEO announced that the development of Adobe’s 

existing "box software" offerings would cease. From that point forward, all future products and 

updates launched by Adobe would be delivered as cloud offerings. The message was quite 

controversial and over 30,000 customers signed a petition to reverse the decision. However, 

the company remained adamant that this was the way forward and stuck to its vision. The fact 

that shareholders, employees, and partners were aligned with the vision of the company made 

the transition possible through these challenging times. In the words of CFO, Mark Garrett, the 

company “over-communicated like crazy” through all channels available to get the dissenting 

customers to get in line with the program. They ensured they were ever-present when customers 

complained and offered them explanations and advice. 
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Adobe’s road map to the SaaS business model 

 

Source: How they launched it: Adobe's cloud transformation by Jake Brereton, January 

2021, Launchnotes.  

The transformation of Adobe was an unmitigated success and while the business is quite 

different from Mediagenix, many lessons can be learned from the case that can be applied in 

the latter’s transformation. 

Our approach to Mediagenix: Switching existing customers to a 

Subscription pricing 
Having done the research and reviewed some best practices regarding the switch from OTL to 

SaaS, convincing customers to switch to a subscription fee, which is likely to be a lot higher 

than their current S&M fee, will not be an easy task. To switch all customers to subscriptions, 

the company will need to resort to some carrots and sticks. Mediagenix has requested us to 

build them some revenue scenarios and provide them with advice on how to make the switch. 

To build these scenarios, we need to develop assumptions on subscription pricing, costs, 

benefits offered, discounts, OTL buybacks, customer churn, and the switch rate. 

The customer data is somewhat lacking in this area seeing that they never lost a customer. We 

know that the product is quite sticky; however, we have no clear idea if this would change by 

moving to a subscription. Seeing that we do not have access to customers as per our limitation 

and that we have limited customer data to analyze, we will need to tap into the in-company 

knowledge to get some information that we may use to develop our assumptions. For this, we 

will rely on surveys to the Business Developers Community to gauge their idea on pricing, 

potential value adds, and customer willingness to switch or potential churn. 
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Based on this information, we will build a revenue model along and analyze a few different 

scenarios. We will then develop some recommendations, based on best practice, on how to 

switch to SaaS. 

Product packaging in SaaS 

Having discussed the broader scope of the transformation to SaaS from a traditional OTL 

model we will now delve deeper into the product packaging of SaaS products. In this section, 

we will discuss the importance of product packaging and outline the model we will use to create 

a product packaging for Mediagenix.  

Why Product packaging? 

Product bundling is the practice of offering several products together in one package. The most 

famous example is McDonald’s. The company started selling a burger, a coke, and fries on a 

menu that would offer customers an attractive deal on the three items while spending more in 

total. In a SaaS model, the bundling of products often refers to the formation of features and 

functionalities. The most recognizable in the software industry was Microsoft with its 

Microsoft home and professional packages which offered different functionalities to different 

customer segments (Englund & Tang, 2020). Packaging is often overlooked by SaaS 

companies as a lever for driving revenue growth and value (Tzuo, 2018). By optimally 

packaging the features of their products, SaaS companies can better cater to the needs of 

different customer segments allowing them to price more optimally and thus increase revenues. 

An example of this is LinkedIn which offers different packages for career, business, and 

recruitment. The company targets professionals, sales representatives, and recruiters. It offers 

each of these client segments different options and functionalities in line with their 

requirements and can price accordingly. 

How to develop a product Packaging? 

There are different plans and set-piece models available for developing product packaging. 

However, it is important to remember that each business is different and there is often no 

straightforward fix-all solution. Product packaging should follow an iterative process that 

requires continuous refinement and adaptation. It requires us to be flexible regarding the 

solution and not follow a framework dogmatically. For this reason, we have opted to follow a 

framework provided by EY (Englund & Tang, 2020) which we believe guides the work while 

remaining broad enough to allow us to adapt the work to our specific case. The framework 

below summarises our approach to the packaging methodology. 

 



23 

 

Product packaging framework 

 

 

Understanding buyer personas 

Step one diverges from the traditional EY framework as we believe that product packaging 

should start with a good understanding of the customer segments. In this, we are supported by 

the research of Simon-Kucher & Partners who point out that SaaS companies with no customer 

segmentation or a basic one grow revenues on average by 16%. Meanwhile, companies who 

employ a usage or need-based segmentation grow revenue at rates of 57% (Lange & Cheng, 

2021). While developing new customer segmentation is beyond the scope of our project, we 

will start our research using the current company’s customer segmentation. We plan to go 

through the client data and past sales to understand their preferences, usage and modules 

bought. We will further review any internal research the company has such as the customer 

survey provided by Solvay. Once we have a good understanding of who we are building 

packages for, we will move forward to the next phase.  

Sketching the draft packages 

In the next phase, we will look at several types of packaging frameworks. EY provides us with 

a comprehensive set of diverse types of packaging options. In this stage, it is vital to identify 

different options that fit with the customer’s needs, the business, and the product.  
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Product Packaging frameworks by EY 

 

Source: Can you repackage your existing products to become a market maker? Can you 

repackage your existing products to become a market maker? By Ken Englund & Gordon Tang. 

2020. 

Due to the limited scope of our project, we cannot fully research every framework. However, 

based on the business requirements and the technology, we can rule out some of the different 

frameworks. Currently, Mediagenix operates under the “build your own” framework and as 

pointed out in the problem statement, this approach is proving to be too complicated. Therefore, 

we need not to further consider this type. The “all-inclusive” can also be scratched off the list 

due to the substantial number of modules the company has and the vastly diverging pricing 

ranges and needs of customers. Offering it all in one bundle would be unpractical. The 

“segment-based” and “functional-driven” frameworks are a bit more difficult to outright 

dismiss.  

A case could be made for a “segment-based” framework as different packages could be made 

for linear and on-demand broadcasters. However, other than that, the operations of a small 

broadcaster or a large one would not differ that significantly. We, therefore, decided to exclude 

this option as we believe other frameworks would be more suitable. An equal case could be 

made for “functional-driven” packaging; however, we would be end-up with an enormous 

number of functional bundles. On top of that, it would be difficult to consider the size and 



25 

 

sophistication of the customer in this model. We have, therefore, also excluded this model from 

our analysis. As a result, we are left with two options that we believe hold the most promise. 

The Good, Better, Best (GBB) and Core+ which we will rename for this exercise as Platform 

plus Bundles. 

The Good, Better, Best configuration is one of the best known and widely used in the SaaS 

industry with companies like Salesforce, Blogspot, and Cloudflare employing it. The 

framework offers a product packaging in tiered levels, most often 3 to 4, where each level 

offers more features at a higher price. The advantage of this model is that the company can 

offer a specific package based on each customer segment’s willingness to pay. Most often, the 

lowest tier is offered at an extremely attractive price or in some cases for free which increases 

customer acquisition. Then, companies can lock in the customer with the quality of their 

services and try and upsell them to the next levels (Mohammed, 2018). In addition, having a 

low budget or good offer can also be a good defensive strategy to keep competitors from 

entering the low-level market and building up their capabilities to enter the higher-level 

markets, keeping the camel’s nose from under the tent as it were. The advantage of this 

framework for Mediagenix would be that it could build packages geared at small, mid-sized, 

and global broadcasters. From a customer’s perspective, this type of pricing is easier to 

understand and the long months of discovering customer needs would be simplified as the 

product is already pre-packaged for them. The downside, of course, is that if the needs of clients 

are too divergent, many might be turned off by the fact that they need to buy a whole package 

instead of the few modules they really want. 

The Platform plus Bundles framework offers each customer access to a similar platform. On 

top of this platform, they would be able to buy additional bundles which are structured around 

specific functions. This type of packaging is used by companies such as NetSuite and Veeva. 

The advantage of this method is that there remains still quite a lot of flexibility for the 

customers to pick and choose the additional modules they want. The caveat is that the platform 

needs to be comprised of the modules that all customers use regardless of size or segment. The 

platform should encompass the needs of most to all customers while the bundles are there for 

an upselling opportunity. Another potential downside would be that it might be difficult to 

price the platform effectively toward the different customer segments which range from large 

multinationals to small local players. When looking at the customer base of Mediagenix, there 

is quite some uniformity among linear broadcasters, however, the rising market of on-demand-



26 

 

only channels like DAZN and Curiosity Stream might make a single platform less obvious. 

The difference in the size of the customers might also prove difficult to price the platform. 

A third option we wish to explore is a hybrid version between the GBB and Platform plus 

Bundles framework. In this framework, we would create a three-tiered platform that would 

allow for better segmentation of customers in the base. It would also help to differentiate 

pricing and functionality between smaller and larger customers. Additional specific 

functionalities could be sold as bundles or add-ons creating more flexibility for the customer. 

Seeing the divergent needs and willingness to pay of the specific customer segments of 

Mediagenix, this form of packaging could provide the company the flexibility to offer tailor-

made solutions to its clients while on the other hand having some ready-made packages for 

certain customer segments.  

Wireframe 

Once we have established the packaging framework, we will move to the next step which is 

building out the effective packages. This means assigning modules a place in the different 

frameworks. In this part of the exercise, it is vital to keep in mind which customer segments 

we are building the packages for, and what their needs are. Unfortunately, in the short span of 

time, we cannot familiarise ourselves with a product of this level of complexity, and the 

customer data available to us is too limited to draw optimal conclusions on the needs of the 

different customer segments. Therefore, to build the packages, we will rely on the knowledge 

and expertise of the product managers and sales representatives. 

We will achieve this by first building draft packages with some senior experts. To build these, 

we will make use of a framework created by Simon-Kucher & Partners called the 

product/feature evaluation matrix (Westeneng & Korver, 2021). This matrix evaluates the 

different products on the level of adoption, how many customers use them, and the value the 

clients attach to them. Modules that have high adoption and high value are Leaders. They are 

the reason the customer buys the product. Modules with high adoption and low value are 

Fillers. Many customers use them, but they are not the reason they acquire the product instead 

of that of a competitor. Modules added in a package with low adoption and low value are 

Killers. These modules would dissuade a customer to buy the product. Lastly, add-ons are 

modules that have a high value but limited adoption. These are often specific niche modules 

that should be sold separately. 
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Product Feature Evaluation Matrix 

 

Source: Designing the optimal pricing strategy for ‘as a service’-propositions, by Marc 

Westeneng & Marten Korver, 2021 

Our initial product packaging will be based on a draft already made by some experts in 

Mediagenix. Based on interviews with sales reps, we will discuss all modules and assign them 

a role in the product feature evaluation matrix. From this, we will construct three draft packages 

around the GBB, Platform plus Bundles, as well as the hybrid version. 

Prototype 

Once our draft packages are constructed, we need to test them with the wider Business 

Developers Community and some internal experts. We have opted to do this via surveys and 

some in-depth interviews. By doing interactive rounds with some of the key sales 

representatives, we hope to gain key insights that will help improve the product packaging. Our 

questions in the survey to the salespeople will revolve around which type of packaging they 

prefer, how they think it will affect sales, and what ideas they have on the pricing of these 

packages. Lastly, we will also go through the packages in detail with them to ensure that the 

module packaging itself makes sense considering their customer base. During this phase, it is 

advised to also test the packaging with marketing, sales, the product development team, and 

others, to get a wide view of input from the different disciplines. This, however, is outside of 

the scope of our project due to a time shortage. The next phase of prototyping the packaging 

with clients is also outside the scope considering the limitations of the project. 
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Pricing 

Pricing in SaaS 

After having discussed the OTL to SaaS transformation, we turn to the next part of our 

challenge: the pricing strategy. As Sinofsky pointed out “nothing is more critical to a software-

as-a-service business than its pricing strategy” (Sinofsky, 2014). Even though pricing is one of 

the key levers in value creation for a SaaS business, it is often an afterthought for companies 

as they focus on the development of their product. This is understandable as it is not an easy 

topic. SaaS solutions frequently experience difficulties in pricing due to the disparity between 

the value they provide and the value their customers perceive. When clients are skeptical of the 

product or are inexperienced with them, the time it takes to better comprehend its value is 

effectively regarded as a "price" to its users. As a result, particularly creative, disruptive, or 

complex goods may frequently benefit from heavily discounted or free trial periods to offset 

the apparent "cost" of utilizing the product. 

One of the key elements of this project is pricing. In fact, in this specific scenario, customers 

will have to adapt from an OTL to a SaaS model and on top of that new pricing needs to be 

developed for the new packages. This signifies a completely new pricing structure. However, 

before we dive into how we will develop new pricing for Mediagenix, we will first analyze 

some of the theories and best practices in SaaS pricing. We will start the analysis by discussing 

the value metrics. 

What is a value metric in SaaS? 

A value metric is an anchor that best connects with consumer perceived value. It reflects how 

the consumers view the value of the product or service. The value metrics are measures that 

will influence the pricing of subscriptions and/or SaaS products that clients will pay. It is a 

quantitative measure that is directly tied to the results (value) that customers understand and 

enjoy. Buyers opt to pay (or not pay) for value. A well-defined value metric assists businesses 

in optimizing the value mutually beneficial to both the company and the customer. (Songate, 

2021) 

It is important to note that the value provided by the product may differ from the value 

perceived (recognized) by customers. In other words, customers' perceived value may be lower 

than the value supplied by the product. As a result, a company must devise ways to bridge the 

gap between value given and value perceived by customers. Once the organization has 

established a concrete value metric, it may be utilized to define the product's price strategy. As 

a result, the value metric assists in defining the pricing strategy that enables the organization 
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to establish an equilibrium between the value obtained by consumers and the price of the 

product paid by the clients (i.e., the value derived by the company). 

It is important to state that this is a dynamic equilibrium since pricing is never static. Pricing is 

influenced by a variety of factors, including market maturity, business growth objectives, 

competition, etc. Value metrics, on the other hand, are constant, changing only when customers 

perceive the value of a service or product differently and do not alter in response to market 

dynamics. To maintain the stability of their value metrics, SaaS companies frequently need to 

bridge the gap between customers' perceptions of value and the value the company offers 

through its goods or services. This is crucial as a consumer will purchase or subscribe to a 

service or product after analyzing the value it offers. Value metrics helps understands what the 

value represents and how much of it is required to persuade a consumer to upgrade, renew, or 

sign up. They will also be used to better understand why certain clients decide to cancel their 

subscriptions or downgrade to a lower package. (Songate, 2021) 

Value metrics, whether tiered or volume pricing, are frequently at the heart of a SaaS pricing 

strategy. They can have an impact on how customers rate the value of the services. A company 

may adjust its rates based on how much value its clients believe they are obtaining from the 

product or service. Metrics that most SaaS organizations consider include user-based, customer 

acquisition cost, customer lifetime value, and payback period. However, as mentioned above, 

the value metrics provide crucial information that businesses may employ to increase revenue. 

What are the different types of value metrics? 

Value metrics can be classified into two types: outcome-based and functional. 

Functional value metrics can influence the price by focusing on usage. Functional value 

metrics, in essence, charge depending on how frequently a customer utilizes a service or 

product. "Per user," "per feature," "per event," "requests per minute," and "per storage" are 

some examples of frequency metrics. (Campbell, 2018) 

Outcome-based value metrics determine how much a company can charge its customers 

depending on the benefits they receive from the product or service. These are non-functional 

and target the objectives a customer aims to attain (Goal to Achieve or GTBA). Some examples 

include revenue earned, views obtained, clicks, and consumers reached. These indicators are 

frequently critical to providing value to the customer. We will now proceed to the analysis of 

the most standard value metrics used in the SaaS sector that we have identified during our 

literature research. (Campbell, 2018) 
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The right value metrics 

Per-user  

Per-user pricing is a SaaS pricing model in which a subscriber is charged proportionally to the 

number of seats it uses. Because per-user pricing always rises linearly, it is simple for both 

customers and businesses to understand and manage how much they spend (or get paid) each 

month. User-based pricing is quite simple. Concretely, the more users (or seats) you have, the 

greater the plan price. Costs will be reduced when users are dropped or otherwise excluded 

from using the service. De facto, customers are in a sense punished for adopting the service 

because more users equal more expense, hence customers frequently prevent increasing their 

users whenever feasible, even "cheating" the system by sharing licenses. (Hendrikse, 2021) 

The system — and its associated predictability — is an ideal choice for firms looking to grow 

in the foreseeable future. The main disadvantage of the user-based pricing model is that because 

adoption raises expenditures, the rate of adoption may slow. SaaS companies have frequently 

employed a "per user" pricing strategy. However, studies have shown that using only the "per 

user" pricing is rarely the best pricing model for many SaaS businesses. Per-user pricing kills 

growth and sets up for long-term failure: it should never be the sole pricing approach since it 

is hardly where value is attributed to the product and decreases the Daily Active User Metric. 

When a company naturally limits the number of individuals who may access an account, it is 

diminishing the product's stickiness within an organization. (Sethi, 2021) 

Per usage-based 

Usage-based pricing is a SaaS pricing model in which customers pay only for what they use or 

consume. Billing takes place at the end of the billing period. A subscription price plan, on the 

other hand, is billed at a set fee regardless of how frequently the service is used. This value 

metric has many benefits. It adds business flexibility. In this ever-changing world, the needs of 

the consumer evolve ever so rapidly. Usage-based pricing enables the company to adapt its 

pricing the more the consumer uses the service. The control is in the hand of the client: the 

more it uses data, the more it pays for the service. (CloudZero, 2021) 

It also improves customer satisfaction and retention rate as clients only pay for what they use. 

They will not have to cancel their subscription during the off-season as they may scale up or 

down as their businesses' needs vary. Customers are not compelled to pay for features they 

rarely use under this pricing approach. This pricing technique appeals greatly to customers. 

However, despite these many advantages, this model is not widely used in the SaaS industry. 
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This leads to an unpredictable revenue stream as it is challenging to forecast the monthly 

revenue. This, in turn, makes it harder to make financial decisions and can have an impact on 

investment choices and product development. Furthermore, the company ends up with end-of-

month payments as it can only bill users after they have used the service. The classic 

subscription model, on the other hand, requires upfront payment which is better for the cash 

flow position of the company. 

Usage-based pricing charges customers based on how much they use the service, whereas user-

based pricing charges them based on how many individuals subscribe to the service. As the 

number of people increases, so does the expense. 

Per feature 

The feature-based pricing approach allows businesses to pay for each function that they utilize. 

The features are frequently offered as "add-ons" that may be accessed or adjusted as required. 

At its most basic, the feature-based pricing model is similar to the tier-based approach in that 

customer who desire more features would be expected to pay a higher price. The main 

distinction is that the features are often independent of the regular packages rather than merely 

tiered off. The feature-based pricing is extremely flexible, making it simple for businesses to 

develop a SaaS solution that meets their individual requirements. It also provides a high level 

of adaptability – as businesses grow and encounter new issues, they may add or remove features 

as needed. However, because many customers are hesitant to pay more, they may shun any 

extra features, even if the product provides greater value to their organization. (CloudZero, 

2021) 

Tiered Pricing 

Tiered pricing is a pricing approach that scales a product's price based on a certain metric. A 

B2B SaaS Company, for example, may have an entry-level tier that enables one person to use 

the system and a higher-end subscription that permits limitless employees to utilize it. 

Businesses may choose the best plan for their needs and get the most value for money by tiering 

the pricing based on the number of users. The objective is to acquire more customers by 

offering greater value. Many SaaS organizations believe that their client base is divided into 

multiple distinct "tiers." In response, they may consider developing a price strategy with three 

or four tiers, each aimed at a distinct customer base. (CloudZero, 2021) 

Tiers might include a "freemium" entry in which a basic version of the program is provided for 

free, as well as an advanced tier that incorporates all the available capabilities. The main 
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advantage of employing tier-based pricing is that the company may appeal to a broader 

spectrum of potential clients. Some clients may have extremely simple, low-level wants, while 

others may have far more complicated needs. The tier-based pricing approach adapts as needed. 

At the same time, some users may find the tier-based structure difficult to use or annoying. 

Users are frequently tempted by the inexpensive price of the entry tier at first, only to find they 

require extra features later. If a company decides to adopt this approach, it must make it clear 

what each tier covers and how much it costs. 

Tiered pricing combines per user, per usage, and per feature pricing metrics. Tiered pricing 

will be used during this pricing exercise. 

Pricing Strategies 
Having discussed different price value metrics, we will now go over different ways pricing 

levels are set. Which in general are:  

Cost-Plus Analysis 

Cost-plus pricing is a pricing technique that determines the ultimate selling price by adding a 

markup to the initial unit cost of a product (Campbell, Cost-Plus Pricing Strategy & SaaS: The 

Pros, Cons & Why Not?, 2020). It is one of the oldest pricing schemes in the book and is based 

on only two factors: 

- The cost of production 

- The desired profit margins 

The company must simply add a percentage to the costs of creating its product or delivering a 

service to its consumers to calculate its price. Every unit sold then generates revenue that covers 

its costs and expected profit margin. 

The benefits of cost-plus pricing include a simple method to comprehend, a cost that can be 

demonstrated (e.g., labour cost, material cost, cost of manufacturing, etc.), and a constant rate 

of return based on the mark-up percentage from cost. The downsides of cost-plus pricing 

include the danger that customers may not appreciate the product at the specified price, the 

inflexibility of cost-plus pricing in responding to customer demand patterns, and the limitation 

of revenue growth through expansion. The cost-plus pricing technique is not recommended for 

the subscription SaaS business model. It ignores the willingness to pay off a customer and can 

dilute the value of a product. 

One major pitfall of cost-plus pricing is that there is no motivation to adapt the pricing to reflect 

customer expectations or changes in market conditions as the company relies on a known profit 
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margin. This might result in a pricing that is not in line with the value of the product, nor does 

it align with better offers from competitors. Furthermore, because many new products are now 

offered through a SaaS business model, the marginal costs of adding more subscribers to a 

service might be cheap. This is not taken into consideration in cost-plus pricing. Nevertheless, 

doing a cost-plus exercise might be beneficial for determining the lower bound of a pricing 

range. 

Competitor-Based Pricing 

Competition-based pricing is a pricing strategy that involves establishing rates in response to 

a competitor’s fees as the company benchmark its prices with them. Competition-based pricing 

is only estimated with public information about competitors' prices, rather than customer value 

perception. This strategy is not optimal, and we will not be recommending it, as we believe 

imitating your market's pricing leads to erroneous prices and loss of income. (Campbell, 2020) 

Value-Based Pricing 

With value-based pricing, the product price is based on the value it offers to customers. This 

signifies that the price of a product or service is determined by how much the target customers 

feel it is worth. Value-based pricing could be named "customer-based pricing.". This strategy 

is centered on the client. To determine the proper pricing, it is mandatory to research the 

customer’s needs to learn how and why they perceive the worth of a product. While this takes 

more effort, the main advantage of a value-based pricing plan is that it brings the company a 

lot closer to its target clients. The company will be able to determine why clients use its product, 

what problem it solves for customers, which features are most appreciated, and what additional 

features may help to improve the product even more. (Campbell, Why a Value Based Pricing 

Strategy Works Best for SaaS, 2020) 

Value-based pricing provides clients with the information they require to trust a product and 

brand: 

- Pricing corresponds to the amount people are prepared to pay for the value delivered. 

- Because the company understands what its clients genuinely want, it can provide 

bundles and pricing points that properly fit their demands. 

- The company can begin at a higher price point than its competitors if it discovers that 

clients are willing to pay a greater price, resulting in high revenues from the start. 

- A company may also change its prices as it adds value to its product and learns more 

about its clients and their demands. 
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This constant communication with the customers leads to excellent company/customer 

relations. This enables to establish trust, which can lead to increased retention and lower churn 

rates. 

Our method for developing Mediagenix Pricing 

Having gone through the basic theory available on SaaS pricing, we will now outline how we 

specifically planned to establish pricing for our project.  

When it comes to deciding on the value metrics, this proved to be a difficult decision. 

Historically, the company has continuously worked with a per-user and per module-based 

pricing. This is a straightforward way of pricing that scales up with the business as larger 

companies generally need more people with licenses. One downside, of course, is that the 

software provided should help companies improve operationally, and thus the better the 

software the fewer employees or users the client needs. However, the per-user basis is still the 

industry standard in many businesses, and it should thus not be overlooked. Next to that, we 

believed that instead of per-module pricing it should be tiered based on the packages made 

which as per our assignment should simplify pricing. Nevertheless, we did not wish to take the 

value metric for granted and therefore we conducted surveys and interviews with the 

management, sales staff, and technical experts to see whether there was consensus on the per-

user basis or whether other metrics could be used like storage, usage, etc.  

Regarding pricing levels, we were advised by industry experts to use three pricing strategies: 

cost-plus, competitor, and value-based, to gain a more in-depth understanding of our pricing 

framework. This posed us with some considerable issues mostly about data. When it came to 

cost-plus pricing, we did not have any information regarding cost per module or client as 

Mediagenix simply does not have the information. To gain insights into the cost structure, we 

interviewed those responsible for customer support, maintenance, finance, and cloud services. 

When it came to analysis of the competitor’s prices, there was simply no information publicly 

available. In addition, this was made more difficult since there is no similar competitor that 

brings the full scope and quality of Mediagenix’s offering. We, therefore, needed to abandon 

the pricing method based on competitors. Lastly, we looked at value-based pricing. Here we 

were limited by the fact that we had no access to customers and that there were no sales data 

that could provide us with any conclusive information. We, therefore, opted to work with a 

sales survey, interviews, and a Delphi exercise with the management team. Through different 

sets of questionnaires, we decided to apply the Van Westendorp methodology to set pricing 

ranges on our value-based pricing. 
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Two pricing methods were initially analyzed during our research: the Van Westendorp and the 

Gabor Granger methods. We decided to proceed with Van Westendorp’s price sensitivity meter 

as we believed it to be in line with our needs. We wanted to price the new product offering for 

which we needed to know the range of prices the market would potentially accept. With this 

price range, we would then be able to create diverse scenarios to produce different revenue 

modeling scenarios for our new packages. Creating a price range is the core solution of the Van 

Westendorp analysis. 

The Gabor Granger method is more commonly used for established products and is mostly 

utilized to create a demand curve to determine the revenue-maximizing price. We concluded 

that this method was not appropriate for our analysis. 

Of course, once this qualitative research was done and we had determined a pricing range for 

the new packages, we combined these findings with our quantitative research, whereby we 

analyzed the data received and created assumptions to produce an optimal pricing.  

The Van Westendorp methodology to determine the Optimal Price Point 

The van Westendorp Pricing Model, developed by Dutch economist Peter van Westendorp in 

1976, is a system for assessing customers' views of the value of a product. The van Westendorp 

price sensitivity model is a more complete method of determining a client’s willingness to pay. 

Instead of asking potential clients how much they are willing to spend, the model establishes 

an acceptable price range. 

It is a survey-based research approach that enables to determine an acceptable price range. 

Respondents are asked to assess four distinct price points in the Van Westendorp pricing model. 

After the data are tabulated, pricing curves and a range of acceptable product prices can be 

calculated. (Weinrich & Gassler, 2021). Van Westendorp is used to obtain an acceptable 

pricing range or to answer the question, "What price range can the market accept?" 

This study requires respondents to specify price points, which aids in defining a range of 

acceptable product pricing. The Van Westendorp inquiry has four pricing questions: 

1. At what point is the product too expensive and you would not buy it? 

2. At what point is the product expensive but you would consider buying it? 

3. At what point is the product deemed to be at a bargain price? 

4. At what point is the product too cheap that you would start questioning the quality of 

the said product? 
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The above sample question can be used by a company to calculate the selling pricing of a new 

product. If the price is too high, the number of customers eager to buy will be reduced. If the 

price is too cheap, customers may believe the product is of inferior quality and will not purchase 

it. A company must determine the optimal pricing point that is neither too high nor too low to 

maximize revenue. 

Understanding the Van Westendorp Price Curves 

Van Westendorp's output consists of drawing a curve with cumulative responses for each price 

point. These curves assist in defining the four pricing points listed below (Weinrich & Gassler, 

2021). 

Point of marginal expensiveness 

This is where the "too expensive" and "bargain" curves meet. Many buyers here believe the 

product is overpriced; however, this is offset by a similar amount who believe the product is a 

steal. Anything over this price threshold will have a limited number of purchasers. Every unit 

whose price is above this will cause a loss of clients. 

Point of marginal cheapness 

The curves "too cheap" and "expensive” intersect at this point. Many people feel the product 

is too cheap; nevertheless, an equal amount believes the product is too expensive but would 

consider purchasing it. Anything below this price point will have a limited number of buyers. 

Every unit below this price point will have few buyers. 

Optimal price point 

This is the point where the "too expensive" and "too cheap" curves meet. Only a small 

percentage of buyers will not buy the products because it is either pricey or too inexpensive. 

This price point is regarded as ideal simply because clients are unlikely to reject it. It does not 

mean optimal in the sense of revenue maximization. This pricing point is also known as the 

"Market Entry" or "Penetration Price." 

Indifference price point 

The "expensive but would consider" and "bargain" curves meet here. This point reflects the 

biggest proportion of persons who believe the price is too high and not too low. This proportion 

of respondents is unconcerned with the price. This position is often regarded as "Optimal" in 

terms of generating income while attracting the biggest number of clients. 
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The range of acceptable prices 

For the methodology explanation, we have here below, the example of a graph showing an 

acceptable price range. However, as you will read later in our paper, after conducting different 

surveys, we have also produced a graphs analysis of our own which has enabled us to determine 

an acceptable price range for the new packages. These graphs will be described and analyzed 

in the results section in a later chapter. 

 

This range starts at the point of marginal cheapness (PMC) and ends at the point of marginal 

expensiveness (PME). Anything outside of these ranges will result in fewer people purchasing 

the goods since it is either too cheap or too costly. (Weinrich & Gassler, 2021) 

Limitation of the Van Westendorp Pricing Methodology 

The terms "optimal" and "indifference" are occasionally used interchangeably. These prices do 

not consider product expenses, margins, or the entire sales potential of a product. These 

elements, together with the permissible price range, should be used as a reference, in 

conjunction with other internal information in the organization, when determining the ultimate 

retail price of a product. 

Furthermore, in this instance, we only managed to get the responses of 10 people. For a Van 

Westendorp study to be meaningful, it is highly recommended to gather at least one hundred 

answers. Seeing that contacting customers was not available, we decided to employ this 

methodology to tap into knowledge inside the organization regarding pricing.  
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Gathering the Data 
In the previous chapters, we have outlined the best practices and academic frameworks we used 

to develop the OTL to SaaS switch, the new product packaging, and pricing. For each of these 

challenges, we needed to gather the right data which, as mentioned before, was not readily 

available. On top of that came the obvious problem that we were unfamiliar with the product, 

and it was unlikely we would gain the necessary knowledge during our project. We have further 

mentioned that any data regarding the clients and their purchasing history was not readily 

available. We, therefore, launched two data-gathering initiatives. First, a questionnaire to the 

Business Developers Community. The second was two Delphi rounds with the management 

team. The objective of these exercises was to develop the assumptions we needed as input for 

our analysis and modeling. In this section, we will briefly outline our approach to both surveys. 

Questionnaire to the Business Community – Qualitative Research 

The first questionnaire that we launched was directed to the Business Developers Community 

of Mediagenix. The purpose of this questionnaire was to gather data on three topics: the market 

fit of the product packages created, the pricing levels, and lastly the OTL to SaaS switch. The 

questionnaire and responses can be found in Annex 4. 

After having created the draft packages, we needed to put them to the test with the Business 

Developers Community. We presented them with two models to establish which type of 

packaging they believed would work best: one GBB and one Platform plus Bundles. We asked 

questions regarding market fit, impact on customer acquisition and sales cycle, as well as 

pricing. For the pricing, we used the Van Westendorp questions as explained before. Aside 

from that, we also enquired about the composition of the packages and if any changes should 

have been made. We wanted to tap into their knowledge and needed their personal views to 

confirm that these packages made sense. We needed to be certain that the 

modules/APIs/integrations were in the correct packages/bundles. 

We followed up on this questionnaire by interviewing 4 key salespeople who were respondents 

to the questionnaire. With them, we conducted the product feature evaluation matrix where 

respondents were able to identify which modules belong to Leaders, Fillers, Killers, and Add-

ons. We further got some general insights into key questions regarding different packages.  

Regarding the OTL to SaaS switch, we wished to gain information regarding their existing 

clients and what could motivate them to voluntarily switch to the subscription pricing. Our 
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questions focused on which potential value adds would have the most impact in realizing that 

transition. We inquired about their ideas on the new subscription pricing as well. 

The Delphi Rounds 

During discussions on the future pricing levels of the different packages, we noticed that there 

was some internal discussion in the company about where exactly the pricing levels should be 

established. Especially when it came to the Xstream package which would be geared towards 

the small broadcaster market. In this segment, pricing levels ranged between 2,200 and 6,600 

euros per month. To gather information on the different opinions on pricing within the 

company, we decided to launch a Delphi process with the management team. Before discussing 

how we organized this process, we will first take a brief look at the methodology.  

The Delphi Methodology 

The Delphi method is a forecasting process for reaching an agreement among a group of 

experts. This is accomplished through numerous anonymous rounds of questionnaires 

distributed to a panel of experts. Following each round of questions, the experts are given an 

aggregated summary of the previous round, allowing each expert to change their responses 

based on the collective response. This method combines the advantages of expert analysis with 

elements of crowd wisdom. Such methodology has widely been utilized in social science 

research and is increasingly being used by nurse researchers. (Keeneya, Hassona, & McKenna, 

2001) 

The Delphi Process 

The Delphi process, in its original form, begins with an initial questionnaire (round one), which 

serves as an idea-generation approach to find solutions and answers to complicated subjects 

being investigated. To do this, responders, known as panelists, answer anonymously as many 

pertinent questions as possible in round one. These replies, once analyzed, serve as a 

springboard for the remainder of the Delphi process. Round one feedback is collected and 

shared with the group after each round in the form of another questionnaire. 

In fact, in future rounds, a panel member is given their own answers, as well as those of the 

other experts, and he or she is invited to rethink and (if desired) amend it in light of the "group 

response" that has been presented to them. This process is repeated in successive rounds until 

a consensus is reached. This method is best defined as multi-stage, with each step building on 

the preceding one's outcomes. The Delphi approach aims to find the proper answer by 

consensus by asking many rounds of questions and informing the panel of what the group is 

thinking. (Keeneya, Hassona, & McKenna, 2001) 
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What are the advantages of the Delphi Method? 

The Delphi approach tries to elicit viewpoints from a varied group of specialists, and this may 

be accomplished without requiring everyone to gather in person. Individual panelists do not 

have to worry about penalties for their beliefs because the replies of the participants are 

anonymous. As opinions are pressed and motivated through responses that are shared 

throughout, participants can be persuaded to change ideas and beliefs. This enables a consensus 

to be attained over time and thus making the process incredibly successful. 

What are the disadvantages of the Delphi Method? 

The Delphi technique does not produce the same level of involvement as a live conversation 

does. As ideas and views are offered, knocked down, and evaluated, a live conversation may 

sometimes provide a stronger example of agreement. The Delphi approach has long response 

times, which slows the tempo of conversation. It is also conceivable that the information 

obtained from the experts has no inherent value.  

Our Delphi Process 

Round 1 

After receiving feedback from the Business Developers Community, on the packaging options, 

pricing levels, and OTL to SaaS switch, we put in motion the Delphi process with the steering 

committee. Our questions were aligned around 5 major topics: company strategy, the Xstream 

strategy, the new product packages, pricing, and, finally, the OTL to SaaS switch. The 

questions and results of this round can be found in Annex 5. 

In the strategy section, we were trying to gauge if there was consensus among the management 

team regarding the objectives the company wished to achieve with the switch to SaaS and the 

repackaging of their products. We also wished to ascertain what the overall company strategy 

would be at the hand of the Michael Treacy and Fred Wiersema framework. We believed that 

having clarity on the direction, objectives, and overall strategy of the company would aid us in 

developing the right assumptions.  

Next, we focused some questions on the launching of the Xstream product. These were focused 

on the strategic rationale for entering the small media market and what the expectations were 

in terms of revenue generation and profitability. From this information, we hoped to test if it 

was feasible to deliver upon these expectations. 
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Third, we presented them with the product packaging in GBB and Platform plus Bundles 

format. At this time, the new packages had been adapted multiple times based on the feedback 

of the Business Developers Community. We offered them the choice to opt between the two 

packaging types and provide their feedback. The focus was on market fit, sales cycle, and 

flexibility for clients to exchange modules that they do not want but are included in a package 

for other ones. 

Next, we questioned them regarding pricing. Concretely, we asked them their views on the 

different value metrics (Per-users, per usage, per feature, per tier), We also asked the four 

questions as per the Van Westendorp pricing (i.e., too cheap, a bargain, expensive but would 

buy, too expensive) to establish a pricing range for the different platforms and bundles. 

And finally, we also wanted to know their views on the potential attractiveness/perceived value 

to existing OTL clients of switching to a SaaS model and thus enable Mediagenix to potentially 

charge a higher annual subscription fee than the current S&M fee.  

Round 2 

After each round, a PowerPoint summarizing all the anonymous answers was sent to the 

committee for them to analyze. They then had the opportunity to gain valuable insight due to 

the answers from the other people being surveyed and were able to refine their previous 

answers accordingly for the next round. 

The second round followed the same structure as the last one where we asked questions on the 

general strategy, the Xstream product, the product packaging, and pricing, and we attempted 

to delve deeper into some of the discussed topics. The questions and results of this round can 

be found in Annex 6. 

Results 

OTL to SaaS results 

In this chapter, we will discuss the results of our analysis on the switch of clients from the 

traditional OTL to a SaaS subscription. For this Mediagenix has provided us with a list of 30 

customers and their sales history. We have used this information to build a revenue forecast 

regarding the switch from OTL to SaaS.  

For the model, we have divided the customers into three sections based on when they bought 

their OTL. The first group bought their OTL less than 5 years ago, the second between 5 and 

10 years, and later than 10 years ago. Based upon when the clients bought their OTL clients 
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will receive a buy-back in the form of credits. We chose to work for periods of 5 years because 

of two reasons. Firstly, the software is generally depreciated in 5 years. Secondly, the average 

contact length at Mediagenix is 5 years. The table below highlights the OTL buyback offered 

per category. The +10 category will receive a one-time 5%, the +5 category will receive a one-

time 10% and the -5 category will receive 20% per year depending on how many years ago 

their subscription is bought. Customers will receive an OTL buyback regardless of when they 

switch to subscription pricing. 

 

Next, we needed to make assumptions on the switch rate of the companies to SaaS. Based on 

the assumptions of the management, this should take around 3 to 5 years. From the case study 

of Adobe, we believe that Mediagenix should give their customers the necessary time to 

transition. However, they should have clear deadlines for when all customers must make the 

switch. We believe that Mediagenix should focus on switching the +10 and +5 categories first. 

The table below shows that the deadline for the final switch would be in 3 years. Through 

incentives provided in the first year, we assume 40 percent of the customers will switch in the 

first year with the other 60 percent, in the two consecutive years (30% per year). For the -5 

category, we advise Mediagenix to hold off on the switch for one year as the OTL buyback 

would reduce revenue. From year two we induce clients to switch with incentives after which 

the switch rate levels out.  

Contract signed:

Contract Category Year % OTL

More than 10 years ago Category +10 2013 5% total

More than 5 years ago Category +5 2018 10% total

Less than 5 years ago Category -5 See table 20% per year

Breakdown of Category -5 per year

Contract Category Year % OTL

Less than 5 years ago Category -5 2023 80%

Less than 5 years ago Category -5 2022 60%

Less than 5 years ago Category -5 2021 40%

Less than 5 years ago Category -5 2020 20%
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The table below shows the incentive scheme for early sign-up. Based upon interviews on 

industry best practices we have we have decided to work with both a soft switch period and a 

hard switch. Customers of categories +10 and +5 who will voluntarily switch in year one will 

receive a 5% of OTL discount on their subscription for the duration of their contract. After year 

one, contract renewals will all be done on a subscription basis, thus clients whose contract runs 

down in year two would be automatically switched to subscription. After 3 years, these 

customers would be hit with the hard switch, and they would need to switch to a subscription 

pricing. If they do not, their software would no longer be upgraded.  

Category -5 customers who start the process in year two would receive a 5% discount on OTL 

for the duration of their contract. After year 2, contracts will only be renewed on a subscription 

basis, ensuring a steady stream of renewals until year 6. In year 6, the hard switch will 

encourage all customers to go on the subscription-based license. 

Lastly, the table shows our assumption on churn rate. Mediagenix has never lost a customer, it 

is thus not possible to make assumptions about past behavior. We thus chose an industry 

comparable with Salesforce which has a churn rate of around 8%-9% (Given, 2017). However, 

we believe that Salesforce faces a lot more competition in the CRM space from Microsoft, 

SAP, and Blogspot. Seeing that there is no viable alternative for Mediagenix we have lowered 

the churn rate to 5%. 

The last assumption is the subscription price for which we have taken 30% of OTL. This price 

is based on interviews with industry experts.   

 

% Clients switching to SaaS

Year Category +10 Category +5 Category -5

1 40% 40% 0%

2 30% 30% 25%

3 30% 30% 19%

4 0% 0% 19%

5 0% 0% 19%

6 0% 0% 19%

100% 100% 100%

Category % Discount for early subscription Churn rate % in year X Year X

Category +10 5% 5% 3

Category +5 5% 5% 3

Category -5 5% 5% 6
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When running the numbers, we see that the migration of OTL to SaaS has a positive impact on 

company revenues in the long term. This as such is no surprise as each customer who switches 

from the traditional OTL to SaaS is paying more than the traditional 19% S&M fee. If 

Mediagenix would succeed in implementing our plan it would increase revenues by around 5.4 

€ million over the 6 years. By year 6, the yearly recurring revenue would increase around 1.4 

€ million compared to the base scenario. By 2028, recurring revenue from this set of customers 

would be north of 5 € million. The full results can be found in Annex 7. 

However, what is quite surprising is that the impact on revenue from the OTL buyback scheme 

even in year one is quite minimal as revenue declines only slightly by around 90 k €. 

Consequently, there is a remarkable improvement as seen in the graph below. 

 

Packaging Results 

The results of the survey taken from the sales representatives turned out to be conclusive with 

the platform and bundles being preferred by the sales representatives. The full results can be 

reviewed in Annex 4. When we look at market fit per customer segment, we notice that over 

50% of the respondents thought that there is a particularly good fit with each of the customer 

segments, while in the GBB the market fit is average, with around 60% to 80% of the responses 

ranging between 2 and 4 indicating a low to average fit. The only category that scored well was 

the small media for which the Good Package was perceived favorably.  

When looking at the value that either packaging offered to the customers, we again saw that 

the sales representatives clearly favored the Platform plus Bundles models, with 75% of the 
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respondents believing that the platform and bundles offered significant value. On top of that, 

100% of them agree that the Platform plus Bundles have a clear pathway for upselling clients. 

In the GBB only 57% of respondents disagree that it has a clear path to upselling. When it 

comes to revenue generation, 43% of respondents believed that the GBB package would 

decrease revenue generation compared to 62.5% believing Platform plus Bundles would 

increase revenue by 1%-5%. Lastly, when looking at the effects of the packaging on the sales 

cycle the results are less conclusive. 71% percent of respondents believed the GBB packaging 

would have no impact on the sales cycle, while the remaining 21% believed that it would 

decrease the sales cycle.  In Platform Plus Bundles, 25% believed it would decrease the sales 

cycle, while 63% believed it would remain the same and 12% believed it would increase the 

sales cycle.  

Aside from the survey we further conducted in-depth interviews where we discussed the 

composition of the packages. We also performed the Leader, Filler, Killer exercise, the results 

of which can be viewed in the matrix below. This helped us create two prototypes: The Good, 

Better, best packaging (‘GBB’, see Annex 8) and the Platform Plus Bundles Packaging (See 

Annex 9). Both packages were based on the current Xstream package (For the Good package 

and the Base Platform). 

Results product feature evaluation matrix 

 

The two prototype packages were then sent to both the Business Community and the Steering 

Committee. They were sent to complement the different questionnaires we had sent them 

(Annex 4: BD questionnaire – Annex 5: Delphi Round 1 – Annex 6: Delphi Round 2). The 
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results of the Delphi rounds also showed a unanimous preference of the management for the 

platform plus bundles approach.  

The results of the survey and Delphi process showed a strong preference of the sales reps and 

management for the Platform plus Bundles packaging. This came as no surprise. The platform 

is more flexible than the GBB, the sales reps who are used to selling individual modules could 

keep selling comparably but would have a bit more structure. However, despite the enthusiasm 

for the Platform plus Bundles in interviews with sales reps, we did find some problems with 

the type of packaging. First, some of the bundles had an overlap. For example, to get the bundle 

Data & BI a customer would also need to buy the finance bundle which would complicate the 

selling process. Furthermore, in its current form, the platform would have to be sold to a wide 

range of clients from small media to global players. Optimally pricing it for all segments would 

be difficult. And thus, from the feedback gathered, supplemented by the many interviews that 

followed the questionnaires, we concluded that a new hybrid version should be created.  

Hybrid Version 

The Hybrid version (see Annex 10) consisted of the combination of the GBB and the Platform 

plus Bundles. This version was built based on the feedback from the BD community and others.  

The Hybrid version is a combination of the Platform plus Bundles model and the Good, Better, 

Best model. The Hybrid version offers all new clients 3 distinct levels of service for the base 

platform (we call it Good Platform, Better Platform, and Best Platform in this “strawman”). 

This version provides an upsell path and allows pricing to scale with the customer while 

maintaining flexibility.  

All other modules are grouped according to functionality in Bundles that are sold on top of any 

of the 3 base platforms (customers may buy one or more of the bundles on top of any base 

platform). In this model, the Good Platform is the Xstream version of WON and is there to 

serve the most basic needs of all customers with tight budgets. The Better Platform includes, 

in addition to all the modules from the previous level, the linear modules and targets the 

medium-size clients. The Best Platform consists of modules related to strategy and enterprise 

and aims to satisfy the needs of big-size companies. Meanwhile, the Bundles are there to enable 

tailoring to specific functional needs independently of the size of the company.  

Once the Hybrid package was created, further interviews were done with the leading business 

development team to further improve them. This was done through different zoom meetings.  
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While creating this Hybrid version, we tested if the Base Platform (Good, Better, Best) already 

fitted with certain market segments. We did this by matching the modules different types of 

customers bought in the past with the current packages.  As for today, the Good Base Platform 

would enable us to meet the basic requirements of the small broadcaster. The Better Base 

Platform would meet the basic needs of the OTT as well as the Sports and Global Broadcasters. 

Finally, the Best Base Platform would meet the basic needs of the Private and Public 

Broadcasters. This was surprising as we anticipated that the Global Broadcaster would fit in 

the Best Package. However, when reviewing the data, we noticed that out of the 5 Global 

Broadcasters, only one bought enough modules to fit in the Best Package.  

When introducing the hybrid package to the sales reps, we received positive verbal feedback. 

However, when it came to the Delphi round, where the Hybrid was compared with the Platform 

Plus Bundles Package, the management was split between the two. Despite the split and based 

on our research and from the feedback in interviews, we believe that the Hybrid version was 

the better package. We, therefore, chose to move further with it and develop it.  

Once these packages were established and validated, the next step of this assignment was now 

to price them. However, it must be noted that this hybrid version should normally be validated 

through different meetings with the current customer base. It is significant that they validate 

and see the added values of such packages. However, seeing the limitations of our research, 

this was not an option for us.  

Pricing Results 
For the pricing exercise, it was decided to analyze the pricing of the Hybrid version of the 

package. In the following analysis, we will only review the prices for this specific Hybrid 

packaging. 

Cost-Plus Analysis 

Considering we neither have knowledgeable information about the industry nor consequent 

data to base our pricing on, we decided to test a couple of pricing methods to determine an 

optimal pricing strategy. We used the cost-plus pricing methodology to set the lower bound of 

our pricing strategy. The cost-plus analysis was straightforward. We first had to determine the 

costs associated with each package and from then, raise and adjust the price of each one of 

them to reach the gross margin the Steering Committee wanted to obtain. 

These gross margins were asked during our different rounds of questionnaires (Business 

Developers Community Survey and Delphi Questionnaires to Steering Committee), and the 
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consensus was to reach a margin of 45% for the Good Package and a historical margin of 60% 

for the Better and Best packages. 

The costs associated with each client can be divided into terms of Service & Maintenance, and 

Cloud Hosting. The cost structure of the company is complex and is not analyzed per client or 

module by the company. We did not receive information about it from the finance department. 

Nevertheless, to better understand the cost structure of the WON product, we decided to set up 

meetings with different employees from the company. We managed to contact Steven 

Scheepers, the Customer Service Delivery Circle Lead and responsible for customer support; 

Frederick Gekiere, the Service Delivery Manager and responsible for the cloud hosting; and 

Leen Hens, the Regional Operations Lead (EMEA & APAC) responsible for the maintenance 

and implementation costs. 

Support Costs 

From Steven Scheepers, we gathered crucial information about the support costs. An average 

of around 5 man-days in support per month are accorded to each client independently of the 

number of modules each client purchased and the size of the customer. However, when asked 

about the Good Platform (Xstream package), he believes an average of 2-3 man-days of support 

per month would be sufficient for a small client. Total support time is divided into two 

categories: 50% of it corresponds to support assistance, while the remaining 50% is assigned 

to development. 

On the one hand, support assistance can be done from the office in Belgium (average cost of 

250 € per day), Macedonia (average cost of 100 € per day), Thailand (average cost of 125 € 

per day), or the US (average cost of 250 € per day). Since there is no historical data on which 

offices deliver the most assistance to the different customer segments, we considered the 

support to be done in an equal proportion for each country. Consequently, we came up with an 

average support rate of 181 € per day. 

On the other hand, developers have an average fixed rate of 350 € per day thus taking 50% of 

this number gives 175€. As a result, we estimated a total support cost of 175 € plus 90.5 € 

totaling a rounded-up number of 266 € per day. In the following table, we calculated the support 

cost per month per product packaging based on the average number of man-days assigned to 

each one of them. Based on the input of Steven, we reduced the number of man-days to 3 for 

the Good Platform and maintain an average of 5 days for all the packages. Thus, we assigned 

7 days of support to the Best Package as we assumed that these clients will also have purchased 
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more bundles. For the Good Platform, the cost is estimated at 797 € per month per client. For 

the Better Package, the cost represents 1,328 € per month per client, while the Best Package 

has a cost of 1,859 € per month per client. 

 

Cloud Hosting Costs 

Frederick Gekiere took the time to go through the cloud hosting costs with us in detail. From 

our conversations, we were able to divide the cloud hosting costs into four categories: the 

platform costs, the license costs, the external service provider costs, and the cloud support 

costs. 

Regarding the platform costs, he estimated that the minimum cost for the Good Platform for 

10 users would be 1,500 €. If the number of users increased to 25, the amount will be 2,660 € 

for the first 25 users, with an extra cost of 1,000 € for every 25 additional users. In the 3 versions 

of the platform, no module requires the use of the cloud; therefore, for the estimation of the 

number of users, we will only use the average amount of users of the bundles based on the type 

of customer (6 users for the bundles of the Good Platform, 57 users for the bundles of the Better 

Platform, and 100 users for the bundles of the Best Platform). As a result, the cost for the Good 

Platform is 1,500 € per month per client. For the Better Platform, it is 4,927 € per month per 

client. Finally, for the Best package, the cost will rise to 6,660 € per month per client. 

In terms of license costs, the company pays its supplier Awingu 3.60 € per user per month. 

Additionally, Mediagenix pays RDS Sentia 9.10 € per user per month for its services. These 

costs are driven by the number of users and indirectly by the package chosen. Using the same 

number of users estimated for each package, the Good Platform will have a cost of 203 € per 

month per client. For the Better Platform, the cost will rise to 1,164 € per month per client, 

while for the Best Package, the cost is 2,381 € per month per client. 

Good Better Best

Average Support Rate per day (50% of the time) 181 € 181 € 181 €

Support cost per day for Begium (25%) 250 € 250 € 250 €

Support cost per day for Macedonia (25%) 100 € 100 € 100 €

Support cost per day for Thailand (25%) 125 € 125 € 125 €

Support cost per day for US (25%) 250 € 250 € 250 €

Average Developer Rate (50% of the time) 350 € 350 € 350 €

Total support cost per day 266 € 266 € 266 €

Average Man-day for support (days) 3                 5                   7                    

Total support cost per month per client 797 € 1,328 € 1,859 €

Packages
Concept
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Regarding the external service managed by the provider Sentia, the company incurs a fixed 

cost of 600 € per month. This cost is not linked to the number of users. 

Finally, the cloud support cost is 350 € per day. Using the same number of man-days we 

estimated for the support costs, we concluded that the cost for the Good Platform is 1,050 € per 

month per client, for the Better Platform is 1,750 € per month per client, and for the Best 

Platform is 2,450 € per month per client. 

In the table, we can appreciate the cloud hosting costs associated with a client of each package.  

 

Maintenance Costs 

In terms of maintenance and implementation costs, we had the opportunity to discuss with Leen 

Hens. These costs were more difficult to track. The total man-days per year are on average 

4,000 days. This time is unfortunately not allocated to clients. The man rate for maintenance is 

estimated at 479 € per day. For the calculation of this cost, we pro-rata the 4,000 days based 

on the average number of modules each package has. As we have the cost per year assigned to 

a package, we assumed a certain number of customers allocated to each package (based on the 

current 185 customers of Mediagenix) to calculate the cost per client per package. 

In the following table, we can see the cost per month per client. 

Good Better Best

Average number of users of bundles 6 57 100

Platform Costs per month per client 1,500 € 4,927 € 6,660 €

Platform costs, first 10 or 25 users (concurrent) 1,500 € 2,660 € 2,660 €

Extra cost for every 25 concurrent users added 1,000 € 1,000 € 1,000 €

License cost (Awingu & RDS Sentia) per client 76 € 720 € 1,270 €

Awingu fee per user 4 € 4 € 4 €

RDS Sentia fee per user 9 € 9 € 9 €

External services cost per client 600 € 600 € 600 €

Cloud support cost per client 1,050 € 1,750 € 2,450 €

Average Man-day for support (days) 3 5 7

Man Rate for cloud support 350 € 350 € 350 €

Total cloud hosting cost per month per client 3,226 € 7,996 € 10,980 €

Concept
Packages
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Total Cost 

Through this analysis, the total costs for these packages can be seen in the following table: 

 

  

Expected Margin and Required Price 

As a result of the different interviews and questionnaires (Business Developer Community 

Survey and Delphi Rounds), we understood the company goal of achieving a minimum 

expected gross margin for the Good Platform of 45%. In the case of the Better and Best 

Platforms, the expected gross margin remains at the historical rate of 60%. 

It is therefore expected for the Good, Better, and Best Platforms to be sold respectively at 9,127 

€, 26,250 €, and 33,875 € per month. In terms of users, the price should be at least 910 €, 300 

€, and 180 € per user for the Good, Better, and Best Platforms including bundles. The price per 

user for a high-value package is relatively low. This can be explained because most of the costs 

are fixed, and therefore are diluted if divided by a high number of users. The results can be 

seen in the table below: 

 

Good Better Best

Total maintenance costs per year 355,829 € 602,171 € 958,000 €

Number of modules in each package 13 22 35

% module pro rata 19% 31% 50%

Man-day for maintenance (days) 743 1,257 2,000

Man Rate per day 479 € 479 € 479 €

Maintenance costs per year per client 12,021 € 14,152 € 8,489 €

% of customers that fit the package 16% 23% 61%

Estimated Nº of customers per package 30 43 113

Total maintenance costs per month per client 1,002 € 1,179 € 707 €

Concept
Packages

Good Better Best

Support cost 797 € 1,328 € 1,859 €

Cloud hosting cost 3,226 € 7,996 € 10,980 €

Maintenance cost 1,002 € 1,179 € 707 €

Total costs per month per client 5,020 € 10,500 € 13,550 €

Concept
Packages

Good Better Best

Min. number of users per Platform 10 88 188

Total costs per month 5,020 € 10,500 € 13,550 €

Cost per user 502 € 119 € 72 €

Expected Gross Margin 45% 60% 60%

Total price per platform 9,127 € 26,250 € 33,875 €

Price per user 910 € 300 € 180 €

Concept
Packages
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In comparison with our other findings, we do not believe this method to be appropriate to 

establish a price strategy. As we have seen in the methodology section, the main problem with 

this strategy is that it ignores the willingness to pay of the customers and ends up diluting the 

value of the product. The price per user based on the expected margins seems to be high for 

the Good Platform when compared to the other methods. In addition, considering that the target 

segment of the Good Platform is small broadcasters with limited budgets, the selling of this 

package for 9,127 € per month will be extremely difficult. If the maximum budget a small 

broadcaster can pay per month is 2,200 € and if our assumptions on the costs of the Good 

Platform or Xstream product are accurate. Then if the management wishes to obtain a healthy 

gross margin of 45%, the maximum cost structure would need to be 1,517 €. This would 

constitute a cost reduction of around 70% which seems unrealistic as the hosting cost alone is 

3,226 € and it is doubtful significant price reductions will be obtained from AWS which 

provides the hosting. From this perspective, it is difficult to see how Mediagenix can profitably 

enter the small media market. 

Nevertheless, this exercise serves as a basis for our pricing strategy as the cost per user should 

be established as the lower bound of the price range. 

Price based on Surveys 

After having determined the lower bound of our pricing strategy through the Cost-Plus 

Analysis, we wanted to test these findings and compare them with the result of the Value-Based 

pricing analysis. 

As mentioned in the methodology, we were limited with the information provided and decided 

to apply the Van Westendorp’s price sensitivity method. This was done through sales surveys, 

interviews, and a Delphi exercise with the management team. The results of the survey and the 

Delphi round can be found in Annex 4, 5, and 6. 

As a result, we were able to determine the average prices whereby the product was too cheap 

to be considered, the product was considered a bargain, the product was considered expensive 

yet would be considered, the product was too expensive. 

This analysis allowed us to produce the following graphs for both the Good Base Platform and 

the different Bundles. The price described in the following paragraph will be per user per 

month. 
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This graph helped us identify the point of marginal cheapness (410 € per month per user), the 

indifference price point (410 € per month per user), the point of marginal expensiveness (565 

€ per month per user), and the optimal price of the Good Platform (540 € per month per user). 

From these findings, we can conclude that the acceptable price range of the Good Platform 

would be situated between 410 € and 565 € per user. The consensus is an optimal price point 

of 540 € per user. 

 

This graph helped us identify the point of marginal cheapness (230 € per month per user), the 

indifference price point (292 € per month per user), the point of marginal expensiveness (380 

€ per month per user), and the optimal price of the Bundles. From these findings, we can 

conclude that the acceptable price range of the Bundles would be situated between 230 € and 

380 € per user. The consensus is an optimal price point of 295 € per month per user. 
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With this same methodology, we were also able to determine the price range of the Better and 

Best Platform. Hereafter, you can find a summary of the different optimal price points for each 

package and bundles. 

 

Price based on current Price list 2022 

To further complement our research, we decided to do a pricing exercise centered on the 

historical data and price list that we had received. The aim was to price the different packages 

based on the historical OTL price of each module. Once this is done, it is easier to price the 

different platforms, bundles, add-ons, and integration according to each package of the Hybrid 

version. 

As mentioned in the packaging chapter, we had already associated each market segment with 

a specific platform based on the historical sales of 74 customers. Furthermore, we have already 

been able to determine the average number of users per different segments and thus packages 

and bundles. This can be seen in the following tables: 

 

 

Once the OTL price of each package was calculated based on the average number of users of 

each segment, we were able to determine the license fee (25% of the OTL) and the service & 

maintenance fee (19% of the OTL). We also estimated the hosting fee when those were 

Product PMC PME IPP OPP
Price/user

 per month

Good Platform 410 € 565 € 410 € 540 € 550 €

Better Platform 583 € 833 € -          -          750 €

Best Platform 542 € 1,875 € -          -          1,200 €

Bundles 230 € 380 € 292 € 295 € 300 €

Segment
Average Nº of users 

for platform

Platform 

assigned

Global 50 Better

Private Broadcasters 75 Best

Public Broadcasters 100 Best

Small Broadcasters 10 Good

OTT 25 Better

Sports 20 Better

Segment
Average Nº of users 

for bundles

Average Nº 

Bundles sold

Global 60 2

Private Broadcasters 50 2

Public Broadcasters 50 2

Small Broadcasters 6 0

OTT 10 2

Sports 10 3
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appropriate (9% of the OTL). The hosting fee was not always applicable in the past as the 

products were mainly software on-premises. This quantitative estimation helped us determine 

the forecast recurring revenue for each platform, bundle, add-ons, and integration on a per-user 

basis assuming that the current prices are applicable in a subscription model. 

In addition, as is the common practice in the company, we needed to include the historical 

discount rates applicable in terms of users to establish the forecast revenue.  

The discount rates can be seen in the following table: 

 

It is worth mentioning that the OTL prices increase by a certain factor that is based on the 

number of users. This influences the price per user for different segments, even when they are 

assigned the same platform. 

The forecast revenue for the platforms and bundles per segment can be seen in the following 

table: 

 

Discount table based on the number of users

Nº Users % Discounts

6-25 users 28%

26-50 users 52%

51-100 users 45%

101-200 users 78%

Site Licence 78%

Based on Historical Sales

REVENUE FROM PLATFORMS PER SEGMENT

Segment
Average Nº of users 

for platform

Platform 

assigned
Price per user

Price of 

Platform

Average 

Discount

Forecast 

Revenue

Global 50 Better 990 € 49,500 € 52% 23,760 €

Private Broadcasters 75 Best 1,270 € 95,250 € 45% 52,388 €

Public Broadcasters 100 Best 1,120 € 112,000 € 45% 61,600 €

Small Broadcasters 10 Good 1,070 € 10,700 € 28% 7,704 €

OTT 25 Better 1,280 € 32,000 € 28% 23,040 €

Sports 20 Better 1,380 € 27,600 € 28% 19,872 €

REVENUE FROM BUNDLES PER SEGMENT

Segment
Average Nº of users 

for bundles

Average Nº 

Bundles sold
Price per user Price of BundlesAverage Discount

Forecast 

Revenue

Global 60 2 490 € 58,800 € 45% 32,340 €

Private Broadcasters 50 2 490 € 49,000 € 52% 23,520 €

Public Broadcasters 50 2 490 € 49,000 € 52% 23,520 €

Small Broadcasters 6 0 490 € 0 € 28% 0 €

OTT 10 2 490 € 9,800 € 28% 7,056 €

Sports 10 3 490 € 14,700 € 28% 10,584 €

Revenue per month

Revenue per month

Price based on Price list 2022

Price based on Price list 2022
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Hereafter, you can find a summary of the different prices for each package and bundles based 

on the price list we have received: 

 

Price based on the industry 

From our many different interviews, namely Tiemen Strobble from Qonic, we understood that 

the average subscription fee in the SaaS industry represented 30% of the OTL price, which 

allows a recuperation of the investment in almost 3 years. This subscription fee already includes 

the license fee, the service & maintenance fee, the implementation fee, and the hosting fee. 

From this assumption, we estimated a subscription fee of 30% of the OTL price for all the 

packages and bundles. Using this, we calculated the price per user per month for each product 

packaging. These prices are not subject to a discount rate. 

The conclusion of this analysis can be summarized in the following table: 

 

Comparison between the four approaches 

A comparison between these different approaches, with the difference in prices, can be seen in 

the table below: 

 

 Price per user per 

month (includes 

discounts) 

Based on Price list Based on Price list

Good 1,070 € 770 €

Better 1,150 € 700 €

Best 1,180 € 650 €

Bundles 490 € 260 €

Add-ons 120 € 120 €

Integration 110 € 110 €

Product

 Price per user per 

month 

Based on Industry

Good 730 €

Better 780 €

Best 810 €

Bundles 330 €

Add-ons 90 €

Integration 80 €

Product
 Price per user per month 

Based on 

Price list

 Based on 

Survey 

Based on 

Cost-Plus

Based on 

Industry

Based on 

Price list

 Based on 

Survey 

Based on 

Cost-Plus

Based on 

Industry

Good 1,070 € 550 € 910 € 730 € 770 € 550 € 910 € 730 €

Better 1,150 € 750 € 300 € 780 € 700 € 650 € 300 € 780 €

Best 1,180 € 1,200 € 180 € 810 € 650 € 900 € 180 € 810 €

Bundles 490 € 300 € 160 € 330 € 260 € 250 € 160 € 330 €

Add-ons 120 € 0 € 0 € 90 € 120 € -             -             90 €

Integration 110 € 0 € 0 € 80 € 110 € -             -             80 €

Product

 Price per user per month  Price per user per month (includes discounts) 
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Revenue Model 

Price elasticity 

To understand the impact on demand caused by the different prices we calculated, we decided 

to estimate the price elasticity for a SaaS company. Usually, a CRM, similar to Salesforce, is 

categorized as an inelastic product. From both this and knowing the main characteristics of 

Mediagenix’s product, we estimated an elasticity price of 0.90 x. We reached this number by 

analyzing 5 factors. The first factor was the usage of the product. Most inelastic software 

products require more than one user. As we know, most customers purchased the product with 

a minimum of 10 users. Secondly, the migration to another product from a different competitor 

proves to be difficult due to the time and high cost associated with it. Thirdly, the unit 

economics can be reached with a limited number of customers. It does not need a high volume 

to earn profits. Fourthly, the demand for the product is neither high nor low since the product 

is very niche. The last factor is differentiation. In this case, Mediagenix focuses on innovation 

and quality.  

From the different interviews we had, we learned that the average number of new customers 

per year is 15 clients; however, we were not provided with an estimation of how many belong 

to a specific segment. Since the transition from an OTL price to a subscription model, even for 

new customers, can be challenging, we decided to build a conservative revenue model 

assuming 10 new customers for the first year with a growth rate of 2% YoY and a churn rate 

of 1.8%. Based on the information gathered from interviews, we concluded that the proportion 

of new customers assigned to the different packages should be as follows: 40% of clients will 

prefer the Good Platform and bundles, 50% will opt for the Better Platform plus its bundles, 

and 10% will purchase the Best Platform with its bundles. 

The prices based on the current price list of Mediagenix will serve as a base for the calculation 

of the changes in demand. Using the 10 new customers for the first year, we estimated the 

number of new clients for the different prices methods as follows: 

 

Prices based on different methods Good Better Best Total

Based on Price list 4 5 1 10

Base on Survey 5 6 1 11

% change in price -26% -11% 29%

Based on Cost-Plus 2 6 2 10

% change in price 48% -32% -58%

Based on Industry 4 4 1 9

% change in price -6% 12% 29%

Nº new customers in the 1st year
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Revenue model for new customers 

Once we calculated the changes in demand based on the different prices, we proceeded to 

forecast the revenue and cost for each price. This analysis can be found in Annex 11. In the 

following chart, we can see the results of the four pricing methods. 

 

As price elasticity is a subjective number, we decided to build a sensitivity analysis for two 

pricing methods: price based on survey and price based on industry. We opted for these pricing 

methods because they are the ones that bring the higher revenues or gross margin to the 

company in our base scenario. 

In the following table, we can see how the revenues evolve when changing the price elasticity. 
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Recommendation 

Recommendation On OTL to SaaS switch 

 

In this chapter, we formulate our conclusions and advice for Mediagenix. We will start by 

stating the conclusions from our analysis and then give some recommendations on the broader 

transformation to the SaaS Business model. 

Based on the analysis we have made, we concluded that Mediagenix should pursue the OTL to 

SaaS switch with their current client base. Even with OTL buybacks and price reductions in 

the next 5 years, the company could significantly increase its recurring revenue. 

We advise Mediagenix to review with their legal team the binding clauses in their customer 

contract to establish whether a hard switch from OTL to subscription is possible and what the 

legal ramifications would be. They should also explore options from a legal perspective to 

facilitate the OTL to SaaS Switch. This could be phasing out certain modules stating to clients 

that it is the end of a product and that they would no longer be serviced. The modules could 

then be relaunched with new features as new software. This is a practice done by industry peer 

Lansweeper. 

Once the legal feasibility is established, Mediagenix should create a clear road map to switch 

the customers to a subscription model. Our revenue model includes a timeline for the changes 

to SaaS where most of the customers are switched within a period of three years. Clients are 

offered incentives to motivate them to switch in the first year. Then a hard stop period begins 

where clients are forced to switch. We advise Mediagenix to follow the soft/ hard switch 

Price elasticity Y1 Y2 Y3 Y4 Y5

0.60 4.6 8.9 12.5 16.9 20.7

0.75 4.6 8.9 12.5 16.9 20.7

0.90 4.1 7.9 10.9 14.8 18.0

1.05 4.1 7.9 10.9 14.8 18.0

1.50 4.1 7.9 10.9 14.8 18.0

Price elasticity Y1 Y2 Y3 Y4 Y5

0.60 4.0 7.7 10.6 14.4 17.5

0.75 4.0 7.7 10.6 14.4 17.5

0.90 4.4 8.5 11.9 16.1 19.6

1.05 4.4 8.5 11.9 16.1 19.6

1.50 4.5 8.7 12.1 16.4 19.9

Revenue, Price based on the Industry (millions €)

Revenue, Price based on Survey (millions €)
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structure and transform clients who have been with the company for more than five years within 

a three-year period. We make an exception for clients who signed contracts within the last five 

years, where we advise Mediagenix to hold off on the switch for one year. 

The road map should also include a communication plan both internally and most importantly 

externally to its clients, partners, and shareholders. This communication plan should be 

centered around a clear vision of Mediagenix for the future where the SaaS business model will 

help the company to deliver more value to its customers in the form of faster updates, 

flexibility, and better products. We advise the company to follow the approaches of Adobe and 

to overcommunicate a strong and consistent message and vision. Rather than shying away from 

difficult news, the company should put it at the front. Mediagenix should clearly communicate 

the roadmap to its customers and stick to it even in the face of criticism or adversity as for some 

customers this will be a complicated process.  

Along with the roadmap, a strong sales enablement plan should be developed with prepared 

specific scripts to use in the different customer complaint scenarios. Mediagenix will most 

certainly get calls from angry customers, so it is important to ensure that the relationship with 

them is maintained. This can only be done if all teams bring a consistent message. Further 

training should be provided on the switch to selling SaaS, where the sales rep should 

increasingly focus on building long-term relations. On top of that, a new incentive scheme 

should be developed to induce the sales representatives to focus their energy on switching 

customers to SaaS. 

We would also like to add some general advice and remarks regarding Mediagenix’s SaaS 

transformation. First, the Delphi rounds showed us that there was strategic consensus regarding 

the product leadership direction. Therefore, the company should limit the role of 

customizations in the future to be in line with the SaaS model. Nevertheless, we are not 

convinced when meeting people inside the company, that this vision was shared in layers of 

the company. Certainly, when it comes to customizations where Sales reps continue to see the 

value in them. The SaaS business model does not work with customizations as you need a one 

for all model to make it work efficiently. On top of that, every developer working on 

customization for one client cannot work on improving the product and creating value for all 

other clients. While there is a short-term revenue benefit in customizations, the long-term 

opportunity cost is potentially huge. The management should create internal alignment plans 

to get the whole company on board with the SaaS transformation. 
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We advise the company to make its software fully cloud compatible and ensure that its 

development teams get used to a faster cadence of updates releases which is an expectation for 

SaaS clients.  

We further advise the company to invest in upgrading customer success capabilities as this will 

be a key capability for keeping customer churn to a minimum. As customers do not invest 

upfront in OTL, they can leave if they feel that the software is providing no value for them. 

Developing early warning measures and customer training capabilities will be vital to ensure 

the client is successfully using their software.  

In addition, we recommend Mediagenix to further explore the value metrics used to set the 

pricing besides a user based. For example, the number of services have an impact in the cost 

structure and should be translated into the price. This could improve even more the companies’ 

revenues. 

Lastly, we advise Mediagenix to develop a SaaS KPI dashboard that tracks key metrics such 

as customer acquisition cost, churn rates, annual recurring revenue growth, net retention rate, 

and last twelve months’ free cash flow rate. The company should strive for the 40% rule where 

its recurring revenue growth rate plus its last twelve months’ free cash flow rate should equal 

or exceed 40% (Roche & Tandon, 2021).  

To conclude, Mediagenix should view the switch to SaaS as a total transformation of the 

company and not simply a change to subscription pricing. If they cannot convince the whole 

company to believe in this project and change their mindset, this will prove to be difficult for 

a successful transition. 

Recommendation on packaging  
 

In this section, we will make some conclusions on the product packaging exercises and make 

some recommendations on the way forward. 

As mentioned in the results of our research, the internal packaging exercise has led us to believe 

that the Hybrid packaging model is the way forward for Mediagenix. Despite the popularity of 

the Platform plus Bundles among the management, we believe that offering the Base Platform 

to all customers would make it impossible to price effectively as the customer base varies in 

size. We further believe, based upon historic sales of modules that most customers already fit 

this hybrid platform-based set-up. They also buy a similar set of bundles offered in this 
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package. This allows the company to upsell customers on the platform or on the bundles and 

price both more efficiently. We are convinced that the Hybrid version combines the flexibility 

of the Platform plus Bundles with the structure and ease of the GBB model which in turn helps 

structure the sales process.  

The Hybrid Packaging Model 

 

Going forward, we advise Mediagenix to further refine the Hybrid version by appointing a new 

project owner who will lead a multidisciplinary team to finalize it. This team should include 

people from sales, product development, customer support, finance, etc. Bringing together 

people from different departments will bring new perspectives concerning this packaging. It 

would also allow them to review whether all the modules are allocated in the right place. They 

should also ensure that each level of the base and bundles offer significant additional value to 

the different customer segments.  

Once this team has refined the Hybrid prototype, we advise them to organize a final round of 

feedback with the wider Business Developers Community to get their last comments and 

agreement. Mediagenix should ensure that the Business Developers Community remains 

engaged in the project as they will need to sell it. Once the company has reached an agreement 

on the packages, it should select a set of trusted clients from different customer segments and 

present the new packaging to them to gauge their reactions in terms of customer fit.  

If the Hybrid prototype is well received by the customers, the right pricing should be applied. 

More comments on this are in the next chapter. 

In a further general remark, Mediagenix should research the possibility of gating some 

functions within their modules and monetizing them by offering access in the higher tiers. In 

the current iteration, Mediagenix would offer small broadcasters the full range of capability of 
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its Whats’On software. A way to ensure that large customers do not gravitate to the smaller 

packages would be to exclude some of the more advanced functions and make them available 

in the Better or Best Platforms. 

Lastly, based on the feedback from Mediagenix, the company is not planning to force its old 

customers into one of the packages but will simply put them on a subscription plan. In our 

opinion, this is a mistake as the company would effectively create two pricing systems. 

Consequently, this would make it more difficult to analyze and manage customer data, and cost 

allocation, among others. We advise the company to research the possibility to place all 

existing customers in one of the packages with subscription pricing. 

Recommendations on Pricing  

In this closing chapter, we will conclude with our findings on pricing levels and some 

recommendations on how to move forward. 

In our study, we developed four different pricing levels: one based on cost-plus, one based on 

the way the company is currently pricing its subscriptions, one based on internal surveys, and 

one based on the industry average of 30% of the OTL price. The graph below indicates the 

different price levels for each of the pricing strategies. Our recommendation is a combination 

of the different price methods.  

 

Based on our revenue modeling and price elasticity, we believe that the pricing based on the 

internal survey is likely to bring in the highest revenue and lead to the highest customer 
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acquisition which was identified as the most important objective by the management. We make 

one exception for the Good Package for which we advise Cost-Plus pricing. Based upon the 

revenue modeling we would obtain the following results.  

 

By taking the Cost-Plus pricing for the Good Platform, we believe that difference in revenue 

growth would be limited while the gross margin would be bigger. In our advised scenario, the 

margin would be 73% in Y1; while it would be 71% in Y1 in the survey-based case. Based on 

our revenue model, we believe that recuring revenue from new clients could grow to 19 € 

million in the next 5 years. 

We would like to flag a major concern when it comes to the pricing of the Good Platform or 

Xstream package. As the graph before shows, the Cost-plus pricing is the highest level of the 

four while it should be the lowest. If our assumptions on the costs are correct, Mediagenix will 

sell the package at a lower margin level than expected (45% gross margin) if it sells it at the 

survey price of 550 € per user with a minimum of ten users. With a maximum spend for small 

media of 2,200 € per month, this calls into question the feasibility of launching the Xstream 

package for the lowest media market. We advise Mediagenix to reassess the strategic decision 

of entering this segment. 

Before testing the price levels in the market, we advise Mediagenix to further tweak the price 

levels of the individual bundles. Due to time shortage, we worked with an average price for the 
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bundles but normally, each bundle will need a different price level depending on the value they 

bring to the customer. We advise Mediagenix to organize a similar pricing exercise around the 

Van Westendrop methodology for each of the bundles. 

Once the pricing is defined, Mediagenix needs to test the pricing levels with a small group of 

trusted clients from different segments. However, more importantly, the company should adopt 

a flexible attitude in testing different price levels in different regions.  

We advise Mediagenix to develop and maintain better actionable customer data which will help 

them analyze pricing in the future. This could be done by acquiring a more advanced CRM 

system such as Salesforce. 

Mediagenix is still fully developing its understanding of pricing. When signing up new 

customers, it might be beneficial to work on basis of one-to-two-year contracts which would 

allow them to adjust pricing quickly when renewals come up.  

Conclusions 
The focus of this study was to help Mediagenix in its transition to a fully-fledged SaaS 

Company. To do so, we had the task of analyzing three main elements: the product packaging, 

its pricing, and the impact on revenue of switching from a One-Time License (OTL) to a 

subscription model. 

Through intense literature review, we managed to gain valuable insight into the SaaS industry 

and the best practices in terms of packaging, pricing, and migration. This was complemented 

by many in-depth external interviews with employees from companies having gone through 

the same process.  

As we were limited by time and by the data available to us, we proceeded to many internal 

interviews to better understand the different packages. This enabled us to create different 

prototypes of packaging (GBB and Platform plus Bundles) which were then sent to the 

Business Developers Community complemented by a set of questionnaires regarding the 

pricing for further feedback. This helped us gain enormous knowledge regarding the company, 

the product, and its pricing. 

Through analysis of the data available to us, and thanks to the many positive feedback, we 

managed to distinguish patterns and we were able to identify and divide the modules in terms 

of Leaders, Fillers, and Killers. From this exercise, a new Hybrid Packaging version was 

created to better help the Business Developers Community to meet the need of their clients. 
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The Delphi method applied with the Steering Committee further helped us to tweak our 

packaging and optimize the Hybrid version. 

While working on the packaging, we continued interviewing employees from different 

departments to better understand the cost structure and the sale cycle. This was important for 

our pricing strategy. Many questions about pricing were asked in the Delphi rounds, most 

notably, questions about the Van Westendorp Pricing Strategy. The combination of both helped 

us analyze different pricing scenarios and led us to our suggestion, whereby we used the Cost-

Plus pricing for the Good Platform, and we used the finding based on the Van Westendorp 

pricing strategy for the Better and Best Platforms. 

In terms of migration, we based ourselves on the historical data, complemented by the desired 

margin required by the Steering Committee. We believe all clients can be transferred to a SaaS 

subscription fee within the next 5 years. Even the worst scenario would lead to a positive 

outcome. 

Lastly, we have offered recommendations on how the company could organise its OTL to SaaS 

switch, how it should further develop its product packaging on our hybrid model and which 

pricing levels to use. 
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Annexes 
Annex 1 

 

 

Source: company presentation 
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Annex 2 

 

 

Source: company presentation 
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Annex 3 
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Source: company presentation 
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Annex 4 

Survey and results from BD 

Part 1: Good, Better, Best Product Packaging Survey 

The survey will take approximately 10 minutes to complete. 

 

Before filling in the questionnaire, please closely review the slides attached with the email 

detailing the “Strawman” Good Better Best draft package. 

In Good-Better-Best, the customer has the opportunity to choose between three predefined 

packages based on their needs and requirements. The Good being the basic one, the Better a 

middle tier and the Best, "full option". 

After having a clear understanding of the package, please answer the questions below to the 

best of your ability. The objective of the questionnaire is to obtain your insight on the market 

fit of the Good Better Best Packaging and its effect on customer acquisition and the sales 

process. 

Seven people answered this questionnaire. 

Question 1:  

On a scale of 1 (with 1 being does not fit with their needs at all) to 6 (perfectly fits their needs), 

how well does the Good Better Best product packaging cater to the needs of the following 

customer segments: 

Answers (7 respondents) 

 

 

Question 2: 

Which of the Good Better Best packages do you believe the following customer segments 

would generally opt for? 
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Answers (7 respondents) 

 

Question 3: 

Which modules do you think are placed at the wrong level within the strawman Good Better 

Best product packages and should be moved to a lower or higher level? Please explain your 

answer. 

Answers (7 respondents) 

1. Alternative & simulation scheduling => better. Encoding/transcoding Orchestration => 

better. Financial closing => better or best. Lifeguard module => best. Compliance => 

best. Sports events & rights as add-on. French package => for all. On demand revenue 

sharing => do we still sell this? Radio source module => for all (radio has usually lower 

budget) 

2. EPG Press is something FAST groups would want in “GOOD”. I also think if we put 

On Demand Scheduling in "GOOD" then we should probably also include On Demand 

Publishing in "GOOD" (right now this is in "BETTER"). I get the want to get them to 

do more though. I would add the sports rights management and the Sports API in the 

sports category. (To sell the whole sports functionality as a whole.) 

3. The commercial BAPI is only useable when the interstitial integration is also bought. 

But they are in different packages. For the SPORT channels the extra features they need 

are in BEST but most of the other things in BEST do not seem so interesting for them. 

I would move sport rights management to Better to tailor to Sports channels.  

4. Interstitial Planning Grid --> better, can use continuity. Finance stuff for a better option. 

Sports Event Management does not fit in GBB, you focus on sport or not 

5. I'm not a big fan of GBB rather selecting modules per segment (as defined in question 

2), consider the modules in the segment as base package and have add-on optional 

modules. 

6. Because of our LAVA approach, we should handle scheduling as 1 block, regardless of 

linear or on demand. As such, I would include On Demand in the Good Package as 

well. Probably a lot of small clients in the future will only do On Demand. Until the 

moment we have a BAPI for Playout, I would suggest including the Playout integration 
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framework in the Good Package. As HIVE is the way forward, shouldn't we include 

more web modules in the Good & Better Package? Perhaps we can by default include 

Content on Web in de Good Package to get them familiarized with this concept? The 

vendor specific integrations are not really 'modules', but rather specification of 

integration frameworks. Perhaps we can simplify the modules by removing them? 

7. Personally, I'm not a fan of this option. Our past experiences (Silver, Gold, Platinum) 

have proven that this kind of model is too rigid for our business. But here is a short list 

of elements without spending too much time on it… On Demand Publication should be 

in Good. Sport event management + sport rights management + quota management 

should be sold as individual modules. Multiframe rate should be in Good 

 

Question 4: 

Do you agree with the statement?  

"The product packaging has a clear path of upselling clients from one level to the next. Each 

level up is clearly differentiated from the previous one as it offers real additional value." Please 

answer per level. 

Answers (7 respondents) 

 

 

Question 5: 

If the proposed Good Better Best product packaging was offered, will overall client acquisition 

increase or decrease (i.e., how successful will a Good, Better, Best approach be)? Please 

answer below in terms of your view on overall numbers of clients (at MGX as a whole) 

decreasing/increasing as a percentage compared to our actual 2021 client list. 

Answers (7 respondents) 

 

Question 6: 

Do you agree with the following statement?  
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"The new Good Better Best product packaging will be easy to explain to new customers." 

Answers (7 respondents) 

 

 

Question 7: 

How would the Good Better Best product packaging affect the average sales cycle? 

Answers (7 respondents) 

 

Question 8: 

At what point do you estimate that the pricing for the Good Package is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  



78 

 

2. There needs to be a minimum but if we consider that we're above the minimum, $500 

per month per user is a good floor. Of course, this will have to scale with more users, 

but using an example of 10 users, that's $60K/year.  For comparison, we landed 

Cinedigm at $8900/mo. and they have "up to 20 users" which would be $445 per month 

USD. This is a bit lower but that was due to competition dragging the price down.  

Bottom-line, I'd say 5000 Euro per user per year is a good floor, with the caveat that we 

have to have a minimum for the solution. I actually think the "minimum" is the better 

answer to this question, and my sense is something like 75K Euro per year is a 

legitimate minimum.  

3. NA 

4. NA 

5. Willingness to pay depends on the market rather than the value of the product. 

6. € 24.000 

7. 10000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 9:  

At what price point do you estimate Good Package is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. I think companies look at the all-in cost and not on a per user fee, although I think it's 

smart that we position it in our negotiations as a per user fee. Having said that, I think 

$80K - $100K is a good bargain for the "good" package. Converted to euro, that's 

75,000 - 93,000. On a per-user fee, I would say this package should be for up to 10 

users, so that'd be 625 - 775 euros per month or 6250 - 7750 euros per user per year. 

3. NA 

4. NA 

5. Entry level of WHATS'ON, if the pricing model is user based and SaaS, is 3600 euro 

per user per year for the base package. 

6. € 48.000 

7. 15000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 10: 

At what price point do you believe that the Good Package is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. Anything >$100K or 93,000 euro.... if we keep the same 10 user count in, that'd be 

anything >775 Euro/month. But realistically, probably a good 10-20% above the 775 

per month, so let's call it 900 euros per month per-user, or 10,800 euro per user per year 

3. NA 

4. NA 
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5. Above 4800 euro per user per year. 

6. €120.000 

7. 20000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 11: 

At what price point does the Good Package become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. Depends so much on the deal but in general I'd say anything above 100,000 euro 

annually or 10,000 euro per year per user (again assuming 10 users) 

3. NA 

4. NA 

5. Above 5400 euro per user per year. 

6. €132.000 

7. 25000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 12: 

At what point do you estimate that the pricing for the Better Package is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. 6500 euro per user per year 

3. NA 

4. NA 

5. Willingness to pay depends on the market rather than the value of the product. 

6. € 96.000 

7. 15000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 13:  

At what price point do you estimate Better Package is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. 8000 euro per user per year 

3. NA 

4. NA 

5. 3600 euro per user per year. 

6. € 120.000 
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7. 20000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 14:  

At what price point do you believe that the Better Package is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. 12,000 euro per user per year 

3. NA 

4. NA 

5. Above 4800 euro per user per year. 

6. €240.000 

7. 25000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 15: 

At what price point does the Better Package become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. 13,000 euro per user per year 

3. NA 

4. NA 

5. Above 6000 euro per user per year. 

6. €360.000 

7. 30000 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 16: 

At what point do you estimate that the pricing for the Best Package is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. Not sure any customer would ever doubt our quality given our name, longevity, 

reputation, social proof, etc. :)...but for essentially the full package, I'll say 10,000 euro 

per month per user 

3. NA 

4. NA 

5. Willingness to pay depends on the market rather than the value of the product. 

6. €200.000 

7. 17500 - - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 
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Question 17:  

At what price point do you estimate Best Package is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. 12,500 euro per user per month 

3. NA 

4. NA 

5. 4800 euro per user per year. 

6. €300.000 

7. 22500 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

 

Question 18:  

At what price point do you believe that the Best Package is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. this is tough to say because groups opting for the "Best" package are likely getting an 

enterprise solution, so it's tough to nail down a per user fee for such a large account. 

For example, if there are 100 users and we priced it at 300 euro per user per month, 

that's *only* 3600 euro per user per year, but it's also 360,000 euro annually. So, for 

this, I think we need to back into the user fee by saying that 100,000 euro per month 

(1.2M annually) is about as high as we can go, and the per user fee is tough to determine 

given how varying the large, enterprise accounts can be. But for the sake of this 

exercise, lets' say 200 users so 6,000 euro per user per year (6000 euro x 200 users = 

1.2M euro) 

3. NA 

4. NA 

5. Above 6000 euro per user per year. 

6. €540.000 

7. 27500 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Question 19: 

At what price point does the Best Package become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (7 respondents) 

1. don't have good input on this  

2. anything above 1-1.2M euro....so question 19 is approaching, if not already surpassing, 

what we may be able to get for the "best" package 
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3. NA 

4. NA 

5. Above 7200 euro per user per year. 

6. € 720.000 

7. 32500 - assuming a 1 user package, because there should be economies of scale in the 

pricing strategy 

Here after, the link to the Good, Better, Best Questionnaire: 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9z

No5IhU5WJgXTQEJUOTBYRUxOWFFLUTUyMEM3NzRaOEUxNEU5Ni4u 

 

Part 2: Platform Plus Bundles Product Packaging Survey 

 

The survey will take approximately 10 minutes to complete. 

 

Before filling in the questionnaire, please closely review the slides attached with the email 

detailing the platform plus bundles draft package.  

The Platform plus bundles models should allow offering new clients the same core set of 

modules (called the platform). The additional modules are grouped according to functionality 

in bundles which are sold on top of the platform. In this configuration, the platform is there to 

serve the basic need of the customer while the bundles are there to provide upselling. 

After having a clear understanding of the package please answer the questions below to the 

best of your ability. The objective of the questionnaire is to obtain your insight on the market 

fit of the Platform and Bundles and their effect on customer acquisition and the sales process. 

Seven people answered this questionnaire. 

Question 1:  

On a scale of 1 (with 1 being does not fit with their needs at all) to 6 (perfectly fits their needs), 

how well does the “strawman” Platform Plus Bundles product packaging cater to the needs 

of the following customer segments? 

Answers (8 respondents) 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUOTBYRUxOWFFLUTUyMEM3NzRaOEUxNEU5Ni4u
https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUOTBYRUxOWFFLUTUyMEM3NzRaOEUxNEU5Ni4u
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Question 2: 

Which modules do you think are at the wrong place, either in the Platform or in the Bundles, 

and should be moved? E.G. module X should be moved from bundle A to the platform for 

reason... Please explain your answer 

Answers (8 respondents) 

1. Content management => base. Bapi's => separate add-on. Regional commercial 

planning (wouldn't call this a module) => linear/enterprise. Strategic promo planning 

=> marketing (not xstream). Xstream add on cannot work without linear (cannot do 

automated promo scheduling without having a linear schedule...). Not sure if this 

dependency is a good thing. If this is intentional we'd need a linear+ module and put 

quota, compliance, traffic, alternative,... in the linear + 

2. I would combine 4 and 5 (Rights Management and Finance). I would also like to create 

one for FAST that would really be a combination of XStream and Linear and also add 

in EPG Press. 

3. I would add the sports rights management and the Sports API in the sports category. (to 

sell the whole sports functionality as a whole.) 

4. NA 

5. Same comment as GBB, I would package the modules per segment, i.e. have packages 

for each segments (or as done for Xstream in this Platform Plus Bundles deck), and 

have a list of optional add-on modules.  I wouldn't bundle the add-on modules too much, 

e.g. split Marketplace from Rights Out. Have Marketplace as a standard base module 

in all packages as it is FOC. 

6. There are too many inconsistencies in the bundles to list them. This should be 

reevaluated. Personally I'm more fan of this model than the GBB model, but imo this 

model should be slightly tweaked. I believe we need to come with three standard 

packages: linear package, non-linear package, linear and non-linear combined package. 

On top of these standard packages, we can work with bundles.  
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7. Content Management & Versions should be in the platform, as well as Content on Web. 

Perhaps group the Rights bundle & Finance Bundle? Sport Rights Management should 

be added to the Sport Bundle. I would add Promotion as a separate bundle and make 

Xstream a combination of bundles. 

8. I don't know all the module details to identify if there are any in the wrong place. 

Question 3: 

Do you agree with the following statement?  

"Each of the Bundles offer significant value to the customer looking for that type of specific 

functionality." 

Answers (8 respondents) 

 

 

 

Question 4: 

Do you agree with the statement?  

Does the Platform Plus Bundles product packaging have a clear path of upselling clients from 

the basic platform to additional bundles? 

Answers (8 respondents) 

25%

50%

13%

13%

Bundles offer clear clear customer value

Strongly agree Agree Disagree Strongly disagree
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Question 5: 

If the proposed Platform Plus Bundles product packaging was offered, will overall client 

acquisition increase or decrease (i.e. how successful will a P+B approach be)? Please answer 

below in terms of your view on overall numbers of clients (at MGX as a whole) 

decreasing/increasing as a percentage compared to our actual 2021 client list. 

Answers (8 respondents) 

 

Question 6: 

On average how many additional bundles (on top of the core platform) would a new customer 

buy? 

Answers (8 respondents) 

1. Hard to answer, because the current grouping doesn't entirely make sense to me. 

2. 1-2 

3. 4 to 5 on average would be my guess. (the more complex the workflows at the customer, 

the more they buy) But this would put WON also in reach of smaller TV stations that 

only need core + 4 modules. 

4. 6 

5. Depends on the value/business case of the add-on module.  And the continued 

alignment of this module with the market needs. 

6. I believe we need to come with three standard packages: 

- linear package 

- non-linear package 

- linear and non-linear combined package 

On top of these standard packages, we can work with bundles. 
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7. 6 

8. For Latin America, all are new modules. 

Question 7: 

Do you agree with the following statement:  

"The new Platform Plus Bundles product packaging will be easy to explain to new 

customers." 

Answers (8 respondents) 

 

Question 8: 

How would the Platform Plus Bundles product packaging affect the average sales cycle? 

Answers (8 respondents) 
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Question 9: 

At what point do you estimate that the pricing for the basic Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

8. No useful input on this 

9. assuming a minimum of 10 users, 6000 euro per user per year (60,000 euro per year 

total) 

10. NA 

11. NA 

12. Same comment as GBB, willingness to pay depends on the market rather than 

questioning the quality. 

13. 10000 - given my proposal of 3 basic packages and given a 1 user package 

14. 12,000 € 

15. I don't think there is such a situation for Latin America. 

Question 10: 

At what price point do you estimate basic Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

8. No useful input on this 

9. assuming a minimum of 10 users, 7500 euro per user per year (75,000 euro per year 

total) 

10. NA 

11. NA 

12. Depends on the segment. 

13. 15000 - given my proposal of 3 basic packages  and given a 1 user package 

14. 48,000 € 

15. We have seen competitors (mediaTool/Provys) bidding entry level solutions at 18k 

Euros for up to 5 users in Latin America. 

Question 11: 

At what price point do you believe that the basic Platform is starting to look expensive for 

the customer? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

8. No useful input on this 

9. assuming a minimum of 10 users, 8500 - 9500 euro per user per year (85,000 - 95,000 

euro per year total) 

10. NA 

11. NA 

12. Depends on the segment. 

13. 20000 - given my proposal of 3 basic packages  and given a 1 user package 

14. 72,000 € 

15. Above 3600 Euro. 
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Question 12: 

At what price point does the basic Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

8. No useful input on this 

9. 10,000 euro per user per year....so 100,000 euro per year for a minimum of 10 users 

10. NA 

11. NA 

12. NA 

13. 25000 - given my proposal of 3 basic packages  and given a 1 user package 

14. 96,000 € 

15. It depends on account size, small/medium broadcasters above 3600 

Question 13: 

At what point do you estimate that the average pricing for a Bundle is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

1. No useful input on this 

2. 1000 euro per user per year ...so 10,000 euro per year total for a minimum of 10 users 

3. NA 

4. NA 

5. NA 

6. 1000 - given my proposal of 3 basic packages  and given a 1 user package 

7. 12,000 € 

8. I don't think that this is the case for LATAM. 

Question 14: 

At what price point do you estimate that average pricing for a Bundle is becoming a bargain 

for the customer? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

1. No useful input on this 

2. 1500 euro per user per year, so 15,000 euro per year total  for a minimum of 10 users 

3. NA 

4. NA 

5. NA 

6. 2000 - given my proposal of 3 basic packages  and given a 1 user package 

7. 48,000 € 

8. I don't think that this is the case for LATAM. 

Question 15: 

At what price point do you believe that the average pricing for a Bundle is starting to 

look expensive for the customer? Please answer in euros per user on a yearly basis. 
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Answers (8 respondents) 

1. No useful input on this 

2. 2000 - 2500 euro per user per year, so 20,000 - 25,000 euro per year total for a minimum 

of 10 users  

3. NA 

4. NA 

5. NA 

6. 3500 - given my proposal of 3 basic packages  and given a 1 user package 

7. 72,000 € 

8. It depends on the bundle and if that feature is core for them. 

Question 16: 

At what price point does the average pricing for a Bundle become so expensive that it 

would be near impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (8 respondents) 

1. No useful input on this 

2. >2500 euro per user per year total, so >25,000 euro per year total for a minimum of 10 

users 

3. NA 

4. NA 

5. NA 

6. 5000 - given my proposal of 3 basic packages  and given a 1 user package 

7. 96,000 € 

8. Anything above 50% of the platform price will be too high. 

Here after, the link to the Platform Plus Bundles Questionnaire: 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9z

No5IhU5WJgXTQEJUQk0wVjFMU0U5WVJBSVJRNlhMOFFIVE5TMC4u 

 

Part 3: Questions on OTL to SaaS pricing model migration survey 

When answering the following questions, please disregard the potential new product 

packaging we are asking you about elsewhere, and only focus on the existing clients and the 

potential to migrate them from a One Time License (OTL) to SaaS or subscription pricing 

model. A SaaS model combines an annual subscription fee and annual S&M into one single 

yearly payment. 

There are three key factors that will impact the willingness of existing clients to migrate from 

OTL to a SaaS model: 

1. A one-off compensation for giving up their existing OTL (to be allocated against 

the new annual SaaS price until it runs out). The calculation basis and amount is 

TBC. 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUQk0wVjFMU0U5WVJBSVJRNlhMOFFIVE5TMC4u
https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUQk0wVjFMU0U5WVJBSVJRNlhMOFFIVE5TMC4u
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2. An annual subscription price (to cover a license fee and annual S&M, all rolled into 

one payment). Level TBC but will be higher than the equivalent 19% S&M amount 

paid under the OTL model. 

3. A number of potential new “value-adds” to clients within a subscription model (see 

list of potential value-adds in Q1). These are not described in detail/how they could 

operate at this stage. 

Question 1:  

What benefits or "value-adds" listed below, do you believe would have the most impact 

convincing existing clients to switch to a subscription model? Please rate from 1 to 6, with 1 

limited impact and 6 high impact. 

Answers 

 

 

Question 2: 

What additional benefits or value add could Mediagenix offer existing clients in order to 

convince them to switch to a subscription model? 

Answers: 

1. Access to Hive requires an updated version. We will no longer support versions older 

than X years (TBD). The future of software is SaaS, paid monthly....OTL are becoming 

extinct. All of our competitors also offer SaaS and do not offer OTL. Said another way, 

they will inevitably make this change. Do so with us and we will provide a discount 

(anchor them to what our pricing is and offer a  % decrease as they are a current 

customer ,etc., and/or offer them a Hive Module(s) for free or at a discount, TBD 

commercially based on account size, etc.  

2. Easier support. With access to the environment we can easier pinpoint causes of 

integration issues for example 

3. hardware cost, opex capex, frequent upgrades 

4. Fully hosted and managed Solution. SaaS pricing model allowing them to scale up and 

down users, integrations & modules. Being on the release train with manageable impact 

on own (customer) organisation. 



91 

 

5. Including cloud hosting in the subscription price - which contributes to the flexibility 

factor. Replacing existing modules with HIVE modules (or as an extension). 

6. New / additional functionality / modules might sound interesting to some customers 

7. Duration of agreement will not be interesting as WON is a sticky solution, integrated 

to so many core systems that it will never be replaced in such short notice. (Unless we 

do as bad as our competitors). It could be pleasing to our procurement and finance 

counterparts who find our pricing and invoicing a bit complex, but this will not 

influence, imo, the renewal or renegotiation of a deal. This is key: if they see that eg 

the next 5 years contract is much cheaper, they might be tempted to think "short term" 

and say "these next 5 years we get money back" and in 5 years we prepare to a new 

OPEX business model and we have to prepare budgets for this. Our TELCO based 

clients are looking for constant decrease of OPEX costs. For them the 5 first years will 

be pleasing but the 6th year very difficult to agree with. TCO is the key: with OTL 

rebuy, the first 5 years OTL should be very attractive. But will they all think short term 

(had that feedback from TV4 and FTV) Currently OTL clients have a TCO based on a 

19% S&M, anything we bring additional should be balanced with a benefit: rebuy so 

reduction of cost on a certain period, free access to new modules... 

We are currently already doing license review (in the hope of capturing extra revenue), 

that can go UP or DOWN, so Flexibility is already there. Sub-question: will this 

flexibility be capped somehow? UPWARDS or/and DOWNWARDS? If this adaptation 

is dynamic and fast (but we need to develop tools to monitor that) 

Module swapping: indeed with no OTL cost, swapping should be easier, as the cost of 

it will be lower. No sure how much this would justify swapping from OTL to SAAS 

though. Offer for free additional modules, eg HIVE modules for all modules that they 

licensed in BASE. Means modernization guaranteed at no extra cost on long term. For 

us also it means a quicker adoption of HIVE module (even if a bit artificial) and will 

support our Marketing messaging. WHATS'ON is currently the leader in the market as 

best product when it comes to depth and flexibility of functionality.  We are truly 

considered the reference in the market. It is still the most important criterion for 

selecting a solution.  The other two aspects are obviously also strong supporters, but 

not as key for MGX with its current position in the market.  

 

Question 3: 

Considering that S&M is currently 19% of OTL, and that S&M will be included in the annual 

subscription fee along with the annual license, what annual subscription fee (for these purposes 

only expressed as a comparable % of the previous OTL) would be acceptable to clients in 

general? Please select an appropriate amount below. 

Answers: 
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Question 4: 

Do you have any recommendations or ideas on how to develop the SaaS pricing structure or 

convince clients to migrate from OTL to SaaS?  

Answers: 

1. Calculate the difference between 43.18% and 19% going back to the life of the 

agreement with each OTL customer...explain this is something they haven't had to pay, 

but is a cost we're taking on month over month 

We can no longer continue to take on this support cost loss, which, when added 

cumulatively across all OTL clients and months, is significant retroactively  

We will not charge them retroactively for this "loss"...but it's important to show this to 

them so they are anchored by this and understand  

Explain going forward, our solution continues to get product enhancements, feature 

adds, technology improvements, and this is all a big cost not only to support and 

maintain numerous versions, but to continue the roadmap build out 

Product enhancements, hive development, etc. is a cost that needs to be shared across 

all of our customers - and this OTL to SaaS transition is something we're doing with all 

of our customers, so they are not alone 

Indicate we will no longer support versions of WHATS'ON past a certain version/time 

(e.g. 2 years from the latest release) 

When we require that they upgrade, we also renegotiate the contract to be SaaS - we 

explain it's a licensing model now, don't give them any choice 

We show them the current pricing for new customers....show them the pricing they are 

paying (which should be a lot less...)...and explain we won't charge them the full, rate 

card amount, but needs to be 80-90% of this (TBD commercially based on account size 

etc.). 

They will want - and deserve - more value for paying more $. This value will be a) 

discounted pricing on the rate card pricing (granted they will see this as still a price 

increase) and b) free/discounted hive modules. I would suggest "free" to the customer, 

and internally we can allocate the revenue increase to hive.  
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Be willing to give away professional service days for free as a good faith way to make 

sure they are using the solution properly....maybe up to 25 days, and we can add this 

cost savings to additional value they're getting. Again, depends on need, account size, 

etc. 

Long story short, it's a process, but I also think it's one that's fair and, at least in the US, 

well understood. There are very few, if any, OTL licenses in the US anymore. The 

industry is now SaaS. I think driving that part home is also very important. It's the 

traditional "social proof" - everyone else is doing it so they should too. This change is 

inevitable. And do they have other options that are OTL in this space? More of a 

rhetorical question and not one we want to hit them with :), but we know and they know 

the answer is no. 

2. Stressing security in our environment is very important. I heard a lot of comments like: 

Our security policies do not allow this to run in someone else's cloud 

3. Include services such as admin, config, reporting, monitoring 

4. The current 25% is too high. In any classic TCO (5 years or 6 at most), the model is 

worse than OTL and the counterparts not worth it. We should spread on a longer period: 

35% SAAS means 19% S&M and 16% Subscription. 16% means 6,5 years. We could 

go even longer by proposing 30%. Then the supplement is limited for the client, 

beneficial on the first TCO on 6-8-9 years, and then they can prepare to enter a SAAS 

model. This SAAS model should come with the above benefits: flexibility, free hive 

modules... but is MGX ready to LOWER its revenues during the "PAYBACK" period? 

It is a bit contradictory to the revenue increase on short term targets that we are 

presented to. 

5. Include modules with additional business value e.g. Content Cockpit, Strategic 

Planning, etc... for certain (new) personas. 

6. For the previous question, I answered 20% when looking at replacing the S&M fee by 

a Subscription for already bought modules. For newly bought modules this is obviously 

different (35%). Personally I think that a move from OTL to Subscription can be best 

facilitated by the introduction of a web module replacing an existing module (similar 

to the move from JIRA on prem at MGX to JIRA Cloud; or similar to our CRM system). 

For modules that are not yet web-based, I would suggest to charge the current S&M as 

a subscription price in the meantime. Obviously new modules can only be offered on a 

subscription basis. 

7. SaaS pricing structure: I have shared my idea on the packaging in one of the other 

questionaires. 

Here after, the link to the “Questions on OTL to SaaS pricing model migration” Questionnaire: 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9z

No5IhU5WJgXTQEJUQ1E3Q1U1M09JTlpLU0YyTkpZSk5OVVM1RC4u 

 

 

 

 

 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUQ1E3Q1U1M09JTlpLU0YyTkpZSk5OVVM1RC4u
https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUQ1E3Q1U1M09JTlpLU0YyTkpZSk5OVVM1RC4u
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Annex 5 

Delphi Round 1 

The survey will take approximately 18 minutes to complete. 

The Delphi method is a forecasting process framework based on the results of multiple rounds 

of questionnaires sent to a panel of experts. After each round of questionnaires, the experts are 

presented with an aggregated summary of the last round, allowing each expert to adjust their 

answers according to the group response. This process combines the benefits of expert analysis 

with elements of the wisdom of crowds. These questionnaires will remain anonymous. 

Question 1:  

Michael Treacy and Fred Wiersema identified three operating models listed Below through 

which companies can differentiate themselves from competitors. 

Product leadership: Offer products that push performance boundaries. These companies 

invest high in product development and innovation to continuously push the boundaries of their 

product. 

Customer intimacy:  Offer products that specific customers want. These companies go to 

great lengths to customise their product to the needs of individual customers.  

Operational excellence: offer the low or lowest price and hassle-free service. These 

companies focus on improving their operations and cutting costs in order to provide the 

cheapest option in the market.  

From their research companies who excel in one of the three perform better financially. If you 

had to pick just one of these three models, which one should Mediagenix pursue? 

Answers: 

1. Product leadership (Best product) 

2. Product leadership (Best product) 

3. Product leadership (Best product) 

4. Product leadership (Best product) 

5. Product leadership (Best product) 

 

 

Question 2: 
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Please explain your answer from Question nº1: 

Answers: 

1. In software, product evolution resulting in leadership is key. 

2. We have to scale to double the number of clients and the intimacy model is hard to 

maintain and does not scale well. Product Leadership in a transforming industry is what 

should allow us to capture adjacent processes and generate new revenue lines. 

3. By exclusion: customer intimacy is non-sustainable in a product business that truly 

scales and cost competitiveness leaves value on the table 

4. Customer intimacy is important to understand the needs in the market/at clients which 

subsequently will impact your future roadmap (new developments, bring forward more 

urgent needs from client perspective, etc) and the latter is in my opinion relevant for 

every type of business (otherwise not scalable). So would definitely go for 1 (which 

should help in attracting talent, increase marketing opportunities/visibility, etc…) 

5. WHATS'ON is currently the leader in the market as best product when it comes to depth 

and flexibility of functionality.  We are truly considered the reference in the market. It 

is still the most important criterium for selecting a solution.  The other two aspects are 

obviously also strong supporters, but not as key for MGX with its current position in 

the market.  

Question 3: 

What is the main objective of creating a new packaging and pricing strategy for WON?  

Answers: 

1. Customer Acquisition: Growing the customer base mainly by offering a lot of value at 

competitive prices.  

2. Customer Monetization: Increasing the profit margin on each customer mainly through 

upselling and increasing prices. 

3. Customer Acquisition: Growing the customer base mainly by offering a lot of value at 

competitive prices.  

4. Customer Acquisition: Growing the customer base mainly by offering a lot of value at 

competitive prices.  

5. Customer Acquisition: Growing the customer base mainly by offering a lot of value at 

competitive prices.  
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Question 4: 

Please explain your answer to the previous question.  

Answers: 

1. Customer acquisition is about 10 times more difficult than customer retention.  Product 

leadership with industry standard service will keep the customer with MGX because 

replacing WHATS'ON is an open heart surgery. But not being aligned with changing 

market models & needs can scope us out of the market in a few years. 

2. This is a difficult question to answer because on the one hand we need to capture more 

market share but we also need to monetize and adapt our model with existing client in 

order to generate more revenues/margin.  

3. For me it looks like a combination of new customer acquisition and monetisation of the 

existing customer base. Both will benefit from a simplification of the offer with a more 

transparent pricing which is less granular on a module level. Product leadership 

4. Our base product seems to be very sticky, so once in we're hard to replace. Some 

features will become commodities and we need more advanced solutions to expand our 

footprint and grow the account. In addition, we also need to address more players within 

the broadcasting/media market, hence our need to be able to offer solutions to a broader 

client base 

5. New clients will remain the major driver for additional revenue and making the buying 

process easier will help in closing more deals sooner, allow the the sales team to scale 

faster, etc.   Obviously Customer Monetization is key as well and it will benefit from 

the packaging review.  Again, number 1 + 3 will work together. 2 is currently not a 

major concern.  

Question 5: 

Do you believe the following segmentation of customers represents the best basis upon which 

to base the new packaging model? 

1. Global Networks 

2. Commercial Broadcasters 

3. Public Service Broadcasters 

4. Sports 
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5. Small Broadcasters (1 to 2 linear channels) 

6. OTT only (includes VOD and/or FAST) 

 

The person answering states:  

“I would separate out FAST and VOD only (esp. given Deliverance).  

I would also make a US focused 'Cable Network'  and/or 'Broadcast Network'  segment to have 

clear messaging and packaging toward the US top tier prospective customers.  

I think it would be good not to refer to the lower budget clients as small broadcasters (I know 

we have been looking at it that way and we use Xstream as product name. We have also used 

the term ' emerging’).   I would in any case not consider the channel count as the criterion, in 

essence it is mostly the financial capabilities of the customer, not necessarily it's type of 

business.” 

Question 6: 

What was the main objective of launching the Xstream product? Why should Mediagenix 

pursue this Small Broadcaster / Small OTT market? Please explain your answer.  

Answers: 

1. Commoditization pushes medium broadcasters to small broadcasters’ budget wise for 

our standard solution.  And about 50% of the media market is the small 

Broadcaster/OTT.  This market could also create fertile ground for any future software 

solution eating away our current market.  It also challenges MGX internally, product 

wise, implementation wise, etc. 

2. Once you sign a customer you can keep him for a very long time as companies do not 

change so easily such a central system. Having a low price low costs package allows, 

especially in areas of the world where the ROI is less easy to defend because of labour 

costs or where there many more small broadcast operations, would allow us to grab 

some market share. 

3. Avoid customisations for deals where the deal value cannot justify it and hence enjoy 

growth in a segment where WON can normally not sell. 

4. Low access point for clients, increasing market penetration, addressing local needs in 

APAC (lower spending power) and have a 'light' solution for smaller players. We can 

continue to market Xstream if we can stay within clearly defined boundaries (client 

requirements, no customizations, etc) and if we have a good grasp on the underlying 

cost drivers (cloud, etc) 



98 

 

5. The Xstream product has been launched already and is in use. I do think there is a 

market for a lower cost product that is very easy to implement and support. There is 

certainly a market for a strong lower tier product. However, I would be reluctant to 

invest in developing a separate solution for this segment - repurposing, configuring, 

reducing and packaging our main product remains the way to go in my opinion.  

Maintaining two products that essentially do the same thing, one of which is generating 

only limited margins would be a risk in my view.  You are not using product 

development capacity in the most optimal way if you would do this.   It is also essential 

to keep sales costs low. This to me is a key challenge, as also smaller customers go 

through a relatively long sales / decision making process and have many requirements, 

integrations etc… Leveraging partners in combination with a pre-configured, ready to 

go SaaS solution would be important.  

Question 7: 

How much revenue would you expect the new Xstream package to generate within the next 3 

years in order for it to be seen as a success? 

Answers: 

1. Be the Salesforce in CRM. 

2. If XStream could have 2M€ of recurring (i.e. 25 clients) that would be nice. 

3. 1-2M ARR 

4. don't know to be honest 

5. 500 - 700K ARR per year.   There should be a bottom price for a MGX platform, e.g. 

4000-5000 per months for full SaaS solution.  

Question 8: 

What is an acceptable gross margin for the Xstream package? 

Answers: 

1. Benchmark it with Salesforce CRM deals of 3 to 4 users. 

2. We have to have at least 60% Gross margin.  

3. If it really delivers on the promise of being standard, it should achieve a GM north of 

50% 

4. 30/50% 

5. 20% 

Question 9: 

Given your answer to question 3 (i.e. the objective of repackaging & repricing of the WON 

product), which of the two “Strawman” packages described in the PPT do you believe is a 

better fit for Mediagenix? 

Answers: They all chose Platform Plus Bundles 
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Question 10: 

Why do you believe that the Platform Plus Bundles model is the better fit for Mediagenix 

than the other model? And do you think the Platform Plus Bundles model is better than the 

current way of selling WON (and why)? Please explain your answer. 

Answers: 

1. My proposed model is platforms per segment and add-on solutions for personas. 

(Simplicity, SaaS alike, industrialisation, etc...) 

2. It could allow to address segment specific capabilities as well as persona specific 

packages on top of the core. It might be easier to manage the dilemma of feeder vs. 

killer in packages. It also allows to build "speed boat" packages for specific processes 

that are not 100% linked to the current core of WON. i.e. strategic planning or even 

title management 

3. It would allow to have a less granular packaging of features than we have now and 

make the sales process simpler while still recognising business strategy differences, 

leading operators to have different functional emphases. Other argument is that GBB 

presupposes a natural stacking order which I’m not sure exists in reality. At least you 

will see segment variation, implying that.... If we were to opt for GBB, then the GBB 

line-up would have to be defined per segment since the value of certain modules is 

segment dependent 

4. Platform Plus Bundles can be more tailored to specific client needs and seems to 

provide slightly more flexibility to the clients (and seems to be in line with other ERP 

sales models). Not sure if better with what we have now (not closely involved in sales) 

but would think yes 

5. The main driver is simplification.  An easy to understand, logical model is key.  With 

the different segments, customer sizes, very broad functional scope of MGX I believe 

it is not possible to capture our product offering in a single GBB model.   A Platform + 

Segment Bundle  + Persona/Domain Bundles combination will provide a more flexible 

yet still logical and easy to understand mode.  

Question 11: 
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Which modules do you think are at the wrong place, either in the Platform or in the Bundles, 

and should be moved? E.G. module X should be moved from bundle A to the platform for 

reason... Please explain your answer. 

Answers: 

1. Diving into the module details is the wrong discussion I believe.  We have to think 

solutions for segments and add-ons for personas and include what is needed.  Be 

pragmatic in the amount of effort we put in module mapping to segments & personas 

and it's OK if not everything is perfect from day 1.  Not sure it is even possible to be 

perfect from day 1.  Many people don't even know what is inside each module.  

2. I am not enough educated on the product to comment on this.  

3. Should some of the data products not be a given in the strategic package? 

4. don't know given my function 

5. I think the bus dev team has the best view on this. I would like to wait for their input to 

be processed and presented in a new set of bundles, rather than the bundles in the current 

presentation (Excel would be easier to use as well, better to get an overview).   To me 

two main questions:  is the Base Platform including a complete working WHATS'On 

(i.e. basic content mgnt) and should this included API's and other technical components 

that most clients will want to use in some form. Or not....  

Question 12: 

How would the Platform Plus Bundles package will affect the average sales cycle?  

Answers: 

 

Question 13: 

Do you have an additional recommendation regarding the packaging? 

Answers: 

1. See above. 

2. No 

3. Essence looks correct to me 

4. N/A 
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5. A combination of Base Platform + Segment Bundles  + Persona/Domain options would 

work best in my view. We should also decide on having multiple Products -> i.e.  have 

a similar Platform + Bundles set up for e.g. a Title Management solution or VOD only 

solution (Deliverance). 

Question 14: 

Flexibility in the new package 

Knowing that the Add-ons represent any modules not included in any of the standard packages 

(Platform Plus Bundles), do you believe customers should be allowed to swap a limited 

number of modules included in their standard package with Add-ons for free – or only if they 

pay extra for the add-ons? 

Answers: 

1. No – they should only be able to add add-on modules by paying extra for them. 

2. No – they should only be able to add add-on modules by paying extra for them. 

3. No – they should only be able to add add-on modules by paying extra for them.  

4. No – they should only be able to add add-on modules by paying extra for them. 

5. They should be able swap 4 or more Modules from the Platform or any Bundles for free 

Question 15: 

Flexibility in the new package 

Do you believe customers should be allowed to swap modules between the platform and/or 

different bundles for free? (i.e. swapping a module from the bundle with a module from either 

another bundle or the platform for free – on only on a paid basis?).  

Answers: 

1. No - they cannot swap modules for free, nor can they buy modules from different 

bundles. They can only buy add-ons 

2. No - they cannot swap modules for free, nor can they buy modules from different 

bundles. They can only buy add-ons 

3. No - they cannot swap modules for free, nor can they buy modules from different 

bundles. They can only buy add-ons  

4. No - they cannot swap modules for free, nor can they buy modules from different 

bundles. They can only buy add-ons 

5. They should be able swap 4 or more Modules from the Platform or any Bundles for free 

Question 16: 

Flexibility in the new package 

At what point does too much swapping and adding translates into too much customization and, 

in essence, makes the new packaging and pricing strategy counterproductive? 

Answers: 

1. My proposed model is platforms per segment. And add-on solutions for personas. 

Hence swapping is irrelevant. 
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2. See my answer. The principle should be that we don't start to swap or we are not 

changing our Go To Market and remain an "à la carte" company. 

3. When most customers are forced to get all the packages while using a fraction of each 

package - then the packaging was not logical and will hamper sales 

4. Don’t know 

5. At no point.  But again I think the message to the customer / prospects should be simple 

and restricted - e.g. with the 4 module swap options.  In that sense the 'public' 

customization would be limited. However, I do think in reality we should be able to 

deal with ' special cases'.  

Question 17: 

Should the package Platform Plus Bundles be priced on a per-user basis? Or should other 

metrics, such as number of services, storage, etc... be used for the pricing of Platform Plus 

Bundles? Please explain your answer and specify which metrics to use if needed. 

Answers: 

1. Per user. 

2. What I believe is important is to have the right fencing capabilities. User is a currency 

but we can cross it with number of channels or territories. I believe we should make the 

connection with the value for client.  

3. It should be per user as it naturally scales between small and large operations. 

4. Would envision a combination of. It's not because you have a limited number of users 

that the complexity that you address isn't massive. 

5. There need to be metrics, which can be a combination of multiple parameters. E.g. 

Number of services + Number of users (named or concurrent). I do strongly believe we 

need to have a Revenue / Budget element to the pricing level. This should allow us to 

fine tune the pricing much better.  A major US network will have a higher ability to pay 

than a national broadcaster in e.g. South Africa, even if other parameters are the same. 

This is not really a parameter, but an adjustment Up or Down from our normal rates.  

I.e. I would not ask a prospect for it's revenue numbers and make that an explicit 

parameter, this should be more an input for the Sales team to decide on the best price 

level. Parameters should be objective, easy to understand, meaningful from a business 

perspective, predicable and measurable. I.e. it should not be based on storage capacity, 

number of calls, number of titles etc.  

Question 18: 

At what point do you estimate that the pricing for the basic Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers: 

1. Willingness to pay is region specific and not related to quality (concerns) 

2. Below 3,000 € per year 

3. 10,000 € 

4. don't know 

5. I assume that Basic Platform in this case is NOT the same as the Platform+ Bundles, 

but a fully functional WHATS' On solution (either XStream or not).  I don't think this 
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is an issue really.  In my view we should charge at least +- 50.000 euro a year for a full 

function MBMS SaaS solution (e.g. Xstream for linear). A client will have seen the 

platform and have received other input on references, scope etc. prior to going ahead 

with implementing the platform - we should not be publishing any prices.   Therefore, 

MGX or a possible partner will have been able to demonstrate the quality, prior to 

signing up. 

Question  19: 

At what price point do you estimate basic Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers 

1. A good price (not a bargain) 3,600 € per user per year 

2. 4,500 € 

3. 20,000 € 

4. don't know 

5. Obviously that depends on each individual customer.  There is no valid answer to this 

question. I do think that if the platform would cost less than 1 FTE in any country we 

are not doing ourselves a favor. 

Question 20: 

At what price point do you believe that the basic Platform is starting to look expensive for 

the customer? Please answer in euros per user on a yearly basis. 

Answers: 

1. above 4,800 € per user per year 

2. 6,000 € (500€ per user per month) 

3. 40,000 € 

4. Don't know but all depends on the added value you can bring to the client and how you 

can demonstrate the ROI 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   

Question 21: 

At what price point does the basic Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers: 

1. Above 6,000 € per user per year (500€ per user per month) 

2. 8,400 € (700€ per user per month) 

3. 70,000 € 

4. don't know but all depends on the added value you can bring to the client and how you 

can demonstrate the ROI 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   
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Question 22: 

At what point do you estimate that the average pricing for a Bundle is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers: 

1. Willingness to pay is region specific and not related to quality (concerns). 

2. 600 € (50€ per user per month) 

3. 2,000 € 

4. Don’t know 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   

 

Question 23: 

At what price point do you estimate that average pricing for a Bundle is becoming a bargain 

for the customer? Please answer in euros per user on a yearly basis. 

Answers: 

1. A good price (not a bargain) 3,600 € per user per year 

2. 1,800 € (150€ per user per month) 

3. 5,000 € 

4. Don’t Know 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   

Question 24: 

At what price point do you believe that the average pricing for a Bundle is starting to 

look expensive for the customer? Please answer in euros per user on a yearly basis. 

Answers: 

1. Above 4,800 € per user per year 

2. 3,600 € (300 € per user per month) 

3. 20,000 € 

4. Don't know but all depends on the added value you can bring to the client and how you 

can demonstrate the ROI 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   

Question 25: 

At what price point does the average pricing for a Bundle become so expensive that it 

would be near impossible to sell? Please answer in euros per user on a yearly basis. 

Answers: 

1. Above 6,000 € per user per year 

2. 6,000 € (500 € per user per month) 
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3. 40,000 € 

4. Don't know but all depends on the added value you can bring to the client and how you 

can demonstrate the ROI 

5. Obviously that depends on each individual customer.  Hence the importance of a Ability 

to Pay factor in our proposal model.   

Question 26: 

What is Mediagenix's main objective in switching from OTL to a Subscription model?  

Answers: 

1. Align with SaaS pricing model and increase recurring revenue 

2. Build higher recurring revenue and accelerate the move to SaaS solution as they become 

available hence solidifying our long term value generation for our customers. 

3. Smoothen out revenue flow. Higher predictability and continuity. Fund sustained 

investment in product evolution 

4. Increased recurring revenue, more sustainable model, value creation and improved 

service to the client (upgrades, patches, etc) 

5. Maximize company value. Stable, increasing recurring is the key factor in tech 

companies valuation. Set the stage for additional module / solution sales in a 

subscription model. Increase revenue longer term, with a switch to be driven by "value 

adds".  A client will be reluctant to switch an pay more, if there is no carrot - or 

potentially a stick to do so. Allows for a more logical transition from on Prem to 

SaaS/PaaS by MGX. 

Question 27: 

What benefits or "value-adds" listed below, do you believe would have the most impact 

convincing existing clients to switch to a subscription model? Please rate from 1 to 6, with 1 

limited impact and 6 high impact. 
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Question 28: 

What additional benefits or value add could Mediagenix offer to existing clients in order to 

convince them to switch to a subscription model? Please explain your view. 

Answers: 

1. Managed hosting. Additional personas supported in WON. Being on the release train 

(with limited impact on own organisation). 

2. We could play we services - May be a service bundle for personalized training. 

3. New functional capabilities only available in SaaS model 

4. Product improvement, patches/upgrades 

5. If we could include more customizations in the base products/HIVE, and hereby 

reducing the TCO if you include the S&M on customizations this could work well.  

More of the current customizations can become part of base (e.g. with an on/off switch 

if needed) even if we would normally not earmark them as such, i.e. we could be more 

forthcoming in our assessment, in order to reduce the S&M on custom dev and for the 

customer to switch to subscription.  Subscription fees on product could be increased, 

while customization S&M could be lowered.  Downside is that this takes effort to 

review & potentially redesign functionality & add this to the standard product, and in 

most cases to the Base product.  

Include a number of additional modules and/or packages that would bring real value.  

E.g. propose a very enticing package of additional available modules that exist and 

could be made available to a client for a very competitive subscription price.   

a. Include / offer special rates for the implementation, configuration, training of the new 

modules - Hive or otherwise 

b. An Audit / Usage optimization services or a form of subscription to a similar service - 

focusing on true Customer Success.  

c. Annual budget for other kinds of services:  e.g.  Refresher training, Report 

Development pool, etc… 

d. A dedicated Customer Success Manager (vs. just support + AM)  

e. Offer lower price (i.e. take a hit on revenue short term) initially to increase over time 

to get longer term revenue increase. 

f. Increased support levels, i.e. 24/7 prior 1 support  

g. Add new API's and or reports as part 

h. Credit perpetual licenses (should be more than just financial / non amortized value) 

i. More frequent, automatic upgrades, if combined with hosting - SaaS/PaaS.  

Sticks - more as a last resort  

1. Do not offer access to new HIVE evolutions to existing customers, if not switching to 

subscription (even if $ = same for customer).  

2. Fade out support on modules that have been replaced by HIVE modules (not the case 

yet) 

3. Increase support & maintenance fees to maintain older versions (e.g. <3 years) and not 

willing to go to subscription  
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Question 29:  

Considering that Service & Maintenance is currently 19% of OTL, and that S&M will be 

included in the annual subscription fee along with the annual license, what annual subscription 

fee (for these purposes only expressed as a comparable % of the previous OTL) would be 

acceptable to clients in general? Please select an appropriate percentage below.  

Answers: 

 

Question 30: 

Do you have any recommendations or ideas on how to develop the SaaS pricing structure or 

convince clients to migrate from OTL to SaaS? Please answer regardless of the type of 

packaging.  

Answers: 

1. Simple SaaS pricing model: 

- User based (for the segments and add-on personas workflows) 

- Integration based (include all required integration modules when an integration is 

ordered) 

2. We need to have a clear view of what the value adds are going to be for the customer 

and have a clear way of positioning the migration. Cloud managed services could be 

part of the answer. 

3. First: identify timed opportunities to add features/capabilities (e.g. Hive modules). 

Then: sunset the existing model with a grace period 

4. Going forward status of the solution, ie at some point no longer supported nor upgraded 

5. Going forward status of the solution, i.e. at some point no longer supported nor 

upgraded 

 

Here after, the link to the Delphi Round 1 Questionnaire: 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9z

No5IhU5WJgXTQEJUMEFDOVJLRlY0Sk9GMlE3NklLVFZRUDdWNC4u  

 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUMEFDOVJLRlY0Sk9GMlE3NklLVFZRUDdWNC4u
https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJUMEFDOVJLRlY0Sk9GMlE3NklLVFZRUDdWNC4u
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Annex 6 

Delphi Round 2 

The survey will take approximately 18 minutes to complete. 

The Delphi method is a forecasting process framework based on the results of multiple rounds 

of questionnaires sent to a panel of experts. After each round of questionnaires, the experts are 

presented with an aggregated summary of the last round, allowing each expert to adjust their 

answers according to the group response. This process combines the benefits of expert analysis 

with elements of the wisdom of crowds. These questionnaires will remain anonymous. 

Before answering the questions below please study the responses of the first Delphi round 

carefully. 

Question 1:  

Given that in the previous questionnaire all participants were aligned on the Product leadership 

strategy, what is the role of customization in the next three years? 

1. Provide insight on common challenges across our client base (if any), customizations 

might bring forward future developments on our roadmap (PPD) but overall, the 

role/impact should decrease as we should start more from best practices across the 

board 

2. Either non-negotiable to win a client or adding value to the product leadership in which 

case we'd rather use co-creation model and integrate it in the product right away 

especially now that we have established the process of delivering a customer Go Live 

on the latest product version.  

3. Should be as little as possible if not product worthy. 

4. Accommodating large customers who will anyhow always need this kind of intimacy 

5. Product leadership does not imply there is no role for Customization.  The reality of the 

matter is that for many larger accounts, the out of the box only solution is not sufficient.  

For a client, 'product' is the totality of the functionality it is receiving, the standard 

products + any necessary enhancements.  This is not to say that we should not work 

very hard to minimize client specific, one off developments.  I do believe that we need 

to be much stronger in bringing functionality/enhancement requests directly to the 

product.  This however, given our multi-year roadmap to transition to full HIVE, that 

we will be enhancing the BASE product as well.  

I also believe that in order for us to be successful with HIVE and speed up time to 

market,  we need to leverage the delivery teams more and allow them to build what is 

necessary for client deployments.   We don't want to build one off customizations for 

one client, but we do need to leverage clients who sign up for Hive to get have the 

products evolve faster.  Product management needs to be strengthened to manage this 

and we really need to speed up the ability of our larger delivery teams to work in HIVE.  

So in essence, certainly for the next 3 years customizations will be necessary, but we 

need to maximize the potential to build enhancements that are valuable or essential to 

a client directly in the products, both for HIVE and still for Base as well. For Q:  E.g. 

even for OTT only customization remains essential.  Take Disney+, Paramount+ etc. 

as an example.  Only Xstream customers should be excluded in my view.  
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Question 2: 

Should the following customer segments have access to customization?  

Answers: 

 

 

Question 3: 

In the previous Delphi round, a question was asked regarding the objective of creating a new 

packaging and pricing strategy for WON. Both Customer Acquisition and Customer 

Monetization were identified. Which of the two should take priority in the next 3 years? 

Answers: 

1. Customer acquisition is key given the central role our solution has at the client. And the 

bigger the customer base, the easier it gets to monetize these clients (as you're perceived 

as THE platform to use) 

2. The results were 80% for market share grab and 20% for customer monetization. I have 

not run the maths on the monetization potential, assuming 20% extra monetization on 

26M of recurring we are talking about a potential of 5M through monetization which 

needs to be captured over time. There is still much more to capture from market share 

grab but how do you define market share grab: new customers on the one hand but also 

share of wallet at existing clients. So enabling those last 2 points is key: this means 

simpler pricing to impact sales cycle and grab new clients, same through greater product 

packaging (i.e. strategic planning, title management ...) which create opportunities to 

sell modular workflows that can but are not necessarily connected to WON core.  

3. The pricing strategy should prioritise customer acquisition.  If the model fits them, the 

customers (retain) will follow as well as the customers’ monetise. 

4. Monetization: The main argument is that most growth is in wallet share increase with 

existing customers - especially when it comes to Hive adoption/penetration this is 

essential.  

5. Customer acquisition will be a much bigger driver of revenue growth and should be our 

priority.  It will also drive product evolution faster.   It will also allow us to try and 

refine the packaging models.  A green field approach - no legacy pricing or packaging 

models - makes the roll out simpler.  
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Question 4: 

What should take priority in the next 3 years: revenue growth or margin expansion? 

Answers: 

1. revenue growth, revenue growth, revenue growth  

2. revenue growth  

3. Revenue growth because growing revenue means a strong focus on customer 

acquisition/retention.  I think once suppliers focus on margin, they focus on the wrong 

thing, i.e. internally, on finance rather than the market and customers, ... 

4. Revenue growth - margin expansion is an operational fine tuning that can never 

substitute for establishing recurring top line growth... 

5. I do think we are still in a process were we should try to increase our market share to 

its fullest potential.  In the process we should of course try to maximize margins, but 

accept that in some customer acquisition processes the margins in the shorter term are 

potentially below targets.  In the longer run every new client will be able to deliver 

margin.   At the same time, I do believe there is a bottom price and we should not 

necessarily ‘buy’ market share if the outlook for a profitable business are low (e.g. very 

low end Xstream customers).  

 

Question 5: 

Please review the responses of the first Delphi Round regarding the margin on the Xstreams 

product (these range from 30% to 65%). What would be the minimum acceptable gross margin 

for Xstream?  

Answers 

1. 40% margin might work if it's a scalable, low-maintenance, easy to sell solution (also 

through partnerships). If you have low risk and low sales effort this margin would be 

acceptable  

2. 60% was my answer in the first round - simply because below 60% it is not a viable 

proposition and drains resources from product leadership investments. Standard gross 

margin in SaaS software is 90% so this is already a very strong reduction of gross 

margin.  

3. Xstream is not about margin but impact on the market, footprint, reputation, being 

talked about in the market (customers are the best ambassadors to keep the wheel 

spinning), finding a model to scale (ref. Salesforce with millions of customers), staying 

relevant as everything commoditizes, etc... 

4. 50% 

5. I would go for the lower end, otherwise it is not a feasible path.   The question is also 

the timeframe on which one would look at this.  We should consider a normal lifespan 

of the customer using the platform, perhaps with 5 years as a good horizon. Even if we 

would expect even xStream customers to use the platform for much longer than that.  
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Question 6: 

Should the minimum acceptable gross margin not be attainable for the Xstream, is there any 

other strategic reason for Mediagenix to enter this Market? 

Answers: 

1. Market share, entering point at smaller companies with potential to grow within our 

market (and have a true business partnering mindset), gathering business intelligence 

should some of the data products not be a given in the strategic package? 

2. Mentioned in round 1: once in you can stay for the long run, additionally it seems to be 

a condition for entering emerging markets. This being said at 70K per year recurring, 

you need to have 30 clients to have a meaningful recurring revenue.  

3. See above. 

4. No - the lower margin suggests too much custom/integration work which defies the 

purpose and presents an opportunity cost. Let's not forget that apart from the margin 

the overall business potential of this product line is still small; too small to warrant 

disrupting the "regular" operations. 

5. First of all, I do think that we can become more creative in lowering the costs on our 

side, e.g. on the support side.  If however we would still not attain an acceptable margin, 

then I think we should only look at this on case by case basis, e.g. to get market share 

in a strategic market or segment.   Given our higher tier positioning in general, I don't 

feel we should be going after the very low end of the market at any cost just to get 

market share - at least not with WHATS' On....  

Question 7: 

What is the risk of current clients downgrading to Xstream? 

Answers: 

1. Close to non-existing in my opinion 

2. It depends on the transparency level of the Go to Market. Risk seems manageable to 

me.  

3. The Xstream pricing model will not impact revenues at big(ger) customers, e.g. if they 

have 150 users at 400 euro per user per month is 60 keuro per month recurring all-in. 

4. Very limited - almost none are on a release that is standard enough to be addressed by 

it... 

5. We should not even be proposing this - I think the risk is minimal. If the solution is 

running at a customer, motivation is low to make a change.  Motivating clients to 

simplify their installation and by doing so reduce the cost would however be an option, 

if a client would be unhappy with their current set up 

Question 8: 

Given your answer to Question 3 (i.e. the objective of repackaging & repricing of the WON 

product), which of the two “Strawman” packages described in the PPTs do you believe is a 

better fit for Mediagenix? 

Answers: 
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Question 9: 

Why do you believe that the Hybrid model is a better fit for Mediagenix than the Platform Plus 

Bundles? In addition, do you think the Hybrid model is better than the current way of selling 

WON (why) 

Answers (2 respondents):  

1. Looking at the “strawman” on the Hybrid model my main concern is the long list of 

add on modules. It believe it is too long. I believe in a segmented approach where the 

base is not the same for different segment and there we could have a good better best 

approach. I am however still going back and forth whether this cannot be achieved with 

Platform + Bundles because the hybrid creates extra complexity.  

2. Hybrid allows to recognise different customer tiers. But then, the tiering as such is not 

enough since the use case will still depend per segment. The packages allow to address 

this - maybe per sub segment this naturally leads to certain packages that will always 

need to be there. This segment insight would allow to further simplify things to maybe 

have less packages.  

Question 10: 

How would the Hybrid package will affect the average sales cycle? 

Answers (2 respondents):  

Both said: “It will decrease the sales cycle” 

Question 11: 

Do you have an additional recommendation regarding this hybrid packaging? 

Answers (2 respondents):  

1. Hybrid segment based + limited number of add ons + limited number of bundles 

because you can address some of the complexity in the good better best segment 

package.  

2. If we were able to apply segments then the GBB per segment could deal with much of 

the optional packages? 
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Question 12: 

What is the minimum number of users should each of the platforms and bundles have? (Good 

Platform, Better Platform, Best Platform, Bundles) (Only two respondents) 

Answers (2 respondents):  

 

Question 13: 

Should clients get discounts on price/per user once a certain amount of users is reached? For 

example, every user between 51 and 100 gets X% discount, 101 and 200 gets a Y% 

discount. Please indicate the appropriate discount level per user count. 

Answers (2 respondents): 

 

Question 14: 

At what point do you estimate that the pricing for the Good Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. I cannot evaluate. In the current technology stack we cannot deliver WON below 6000€ 

per month for 5 users at a decent margin.  
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2. NA 

Question 15:  

At what price point do you estimate Good Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 3,000 € 

Question 16: 

At what price point do you believe that the Good Platform is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 5,000 € 

Question 17: 

At what price point does the Good Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 10,000 € 

Question 18: 

At what point do you estimate that the pricing for the Better Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer 

2. NA 

Question 19:  

At what price point do you estimate Better Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 5,000 € 

Question 20:  

At what price point do you believe that the Better Platform is starting to look expensive for 

the customer? Please answer in euros per user on a yearly basis. 
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Answers (2 respondents) 

1. Cannot answer  

2. 7,000 € 

Question 21: 

At what price point does the Better Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 10,000 € 

Question 22: 

At what point do you estimate that the pricing for the Best Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer 

2. 5,000 € 

Question 23:  

At what price point do you estimate Best Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 8,000 € 

Question 24:  

At what price point do you believe that the Best Platform is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 15,000 € 

Question 25: 

At what price point does the Best Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Cannot answer  

2. 30,000 € 
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Question 26: 

At what point do you estimate that the average pricing for a Bundle is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. I believe the question is wrong. We should answer the question "at which % of value 

generated by the bundle do we believe it is so low that we would doubt the quality". 

My personal standard is that if you can demonstrate savings of X, the software vendor 

should be able to grab anywhere between 20% and 30% of the value generated. Below 

20% you are showing doubt on the value you generate above 30% you are too greedy. 

Same reasoning should apply to the platform packages.  

2. NA 

Question 27: 

At what price point do you estimate that average pricing for a Bundle is becoming a bargain 

for the customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. see answer question 26  

2. 1,000 € 

 Question 28: 

At what price point do you believe that the average pricing for a Bundle is starting to 

look expensive for the customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. see answer question 26 

2. 3,000 € 

Question 29: 

At what price point does the average pricing for a Bundle become so expensive that it 

would be near impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. see answer question 26 

2. 10,000 € 

Question 30: 

Why do you believe that the Platform Plus Bundles model is a better fit for Mediagenix than 

the Hybrid? 

Answers (3 respondents) 

1. Yes 

2. Our market has segments so this model maps well with the market. Additionally, we 

would offer additional value for a set of personas across segments. 
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3. I think it allows us to have a pricing and packaging model that is more segment + 

workflow / persona oriented.  For example,  the Hybrid model does not allow to build 

a viable proposition for a VOD only opportunity, as the Good package is including the 

linear scheduling capabilities.   Also I think that the Bundles model should allow for 

certain modules/capabilities to be in multiple bundles.  E.g.  A Bundle for FAST clients 

can be a subset of the capabilities for traditional linear broadcasters, for which we would 

be able to propose a different Bundle. 

Question 31: 

What is the minimum number of users should each of the Platform and Bundles have? 

Answers (3 respondents) 

 

Question 32: 

Should clients get discounts on price/per user once a certain amount of users is reached? For 

example, every user between 51 and 100 gets X% discount, 101 and 200 gets a Y% 

discount. Please indicate the appropriate discount level per user count  

Answers (3 respondents) 

 

Question 33:  

After having read the global remark regarding pricing in the PPT as well as the answers of your 

colleagues, will you be modifying your price in the van Westendorp model? Remember that 



118 

 

for the purpose of this exercise, we should imagine a minimum of 10 users. This signifies that 

a minimum of 6,000 € per user per year (“impossible to sell” for persona 1) would bring the 

company 60,000 € per year in total. 

Answers (3 respondents):  2 out of the 3 decided to change their pricings 

Question 34: 

At what point do you estimate that the pricing for the basic Platform is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. I would go as low as min 3 users at 300 euro per user per month = 900 euro per month 

= 10800 euro annually.  And a customer will not think this is too low (ref. SalesForce 

offering basic at 25 euro per month per user). 

2. NA 

Question 35: 

At what price point do you estimate basic Platform is becoming a bargain for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. See above 

2. 4000 Euro per month = 48.000.   

Question 36: 

At what price point do you believe that the basic Platform is starting to look expensive for the 

customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Above 400 euro per month = 4800 euro per year. 

2. Difficult as very dependent on type of client - if we are not just looking at xStream that 

is.  

Question 37: 

At what price point does the basic Platform become so expensive that it would be near 

impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. Above 6,000 € per user per year (above 500 – 600 € per user per month) 

2. Very much dependent on the client, market, etc.   

Question 38: 

At what point do you estimate that the average pricing for a Bundle is so low that customers 

would doubt the quality of the product? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 
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1. Minimum number of users should be as low as 1 user per persona bundle at 300 - 400 

euro per user per month.  Note that I would not pre-define discounts in the pricing 

model.  Just the standard pricing per segment and per persona bundle.  Except maybe 

discounts per region.  Discounts should be an ad-hoc decision so as to safeguard our 

chances to win. 

2. Very much dependent on the client, market, etc.   

Question 39: 

At what price point do you estimate that average pricing for a Bundle is becoming a bargain 

for the customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. See above. 

2. Very much dependent on the client, market, etc.   

Question 40: 

At what price point do you believe that the average pricing for a Bundle is starting to 

look expensive for the customer? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. See above. 

2. Very much dependent on the client, market, etc.   

Question 41: 

At what price point does the average pricing for a Bundle become so expensive that it 

would be near impossible to sell? Please answer in euros per user on a yearly basis. 

Answers (2 respondents) 

1. See above. 

2. Very much dependent on the client, market, etc.   

Question 42: 

Should Mediagenix still offer site licences? 

Answers (5 respondents) 

1. NA 

2. I would like to explore other approaches. Where we look at the costs of WON in % of 

the operating costs of the customer. i.e. if you are spending 30M in operating costs, 

may be WON is worth 0.5% your operating costs while if you have 3bn in operating 

costs WON is 0.1% of your operating costs.  

3. For large ones it will be hard to get away from it but then, the user arithmetic could also 

de facto capture the notion of a site license without making an exception?  

4. No as a standard but we should allow exceptions if it is a deal breaker. 

5. No, but it could depend on how you define site licenses.   There might still be 

exceptional cases where we may need to offer a maximum of flexibility, for example 
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in an Enterprise Deal.   This will always be the exception, after long negotiations.... In 

any case we need good fencing, i.e. on territory, new modules are excluded, etc.  

Question 43: 

What is your ideal time line to move existing OTL customers to a Saas model? 

Answers  

1. Asap, no reason to keep customers on OTL. However, for newly sold OTL's we need 

to reconsider the timeframe after which they will no longer get any support/upgrades 

(i.e. 5, 7, 10 years?) 

2. 3 years would be ambitious - 5 years reasonable  

3. I would not put any timeline on this (or have this as (important) strategy).  

4. 2024 - The more mature Hive portfolio could present the trigger (carrot) along with a 

stick (changing support model?) 

5. This will be a gradual process. I think now we have something to show for with new 

modules/packages/bundles we can offer existing clients as an incentive to switch, we 

should prepare and have everything in place: sales material, contractual process, etc.  I 

think we can start this in earnest in Q12023.  In the mean time we could leverage 

potential renewals that may take place in the meantime.   

Question is also if it is essential to move ALL clients to SaaS.  I think that is not that 

essential, e.g. some Public broadcasters will not be able to.  

 

Question 43: 

If a client does not wish to move to SaaS model, should he be forced? 

Answers: 

1. You can't force a client to switch, similar to a client not being able to force MGX to 

continue to maintain that version and provide corresponding support3 years would be 

ambitious - 5 years reasonable  

2. Once we are sure of our model we should have a clear deadline and use carrots in the 

first place then sticks towards the later part of the process.  

3. No.  This strategy would de-focus us from the more important things. 

4. No - for some it will remain difficult & we should recognise it... 

5. Please see my answer in Delphi round 1.  We should work on the carrots, have some 

sticks if needed, but in the end, if a client really does not wish to move, that would not 

be a disaster.  The client will however not be serviced in the same way, not benefit from 

new modules etc.  

I do think it is a good argument to use to clients that the model helps us continue 

investment in the product - but of course clients need to see the difference with what 

they were used to.  SaaS and shorter time to market/time to upgrade will help with this.  
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Question 44: 

Taking into account the global remark in the PPT, (i.e. choosing 25% OTL signifies that you 

only have 6% OTL fee on top of the initial 19% OTL for Service and Maintenance Fee), what 

annual subscription fee (for these purposes only expressed as a comparable % of the previous 

OTL) would be acceptable to clients in general? 

Answers 

 

Question 45: 

After having read the answers of the first delphi round do you have remarks or general 

comments you whish to make? Please answer regardless of the type of packaging.  

Answers: 

1. No 

2. No 

3. I will have once the results (so far) are presented. 

4. No 

5. It is not possible to use this survey structure to have a meaningful discussion & review 

of the pricing levels itself.  We need to spend time on that separately, with sheets, 

models, simulations etc.  I would suggest that we first see what the impact would be to 

apply the selected Bundle/GBB/Hybrid model on our current pricelist.  That could be a 

good starting point for variations, logical regrouping, and adjusting pricing for given 

segments, etc.  And I repeat my statement that there needs to be a factor +/- depending 

on the market & ability to pay for a customer.   Give the niche we are in, if we want to 

maximize revenue, it will remain essential to have the ability to deviate from a single 

price list - even with good, better best or whatever structure we may end up with.   On 

the transition to subscription for existing clients - also there more conversations will be 

useful.... 

OTL clients are now always being offered SaaS pricing for additional 

modules/packages/bundles.  We will have also hybrid clients most likely.  So the 

migration of existing clients that are on OTL is not an existential problem, it will be a 

gradual process.   

Additional revenue should come mostly from upselling, not the transition itself. The 

added value is just not there for a client, a 6% increase (not taking into account any 

indexation/CPI adjustments) for the exact same Base solution is not very attractive, so 
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we should have sufficient added value to offer to motivate clients to make the switch, 

combined with possible longer term sticks.  The revenue increase for existing clients 

will come from additional fees for new value we are offering, not from the initial switch.  

There is no such thing as a free lunch....   

Migration of existing clients to OTL will be helped by a model where to get access to 

HIVE modules, a client will have to switch, even if the hive module is replacing 

functionality that essentially exists in Base.  We should always have to offer something 

in addition to just the replaced functionality however, that justifies a price increase in 

the form of the subscription.  I'm a proponent of making some of the new and future 

HIVE modules as part of the upgrade principles to increase uptake and speed of product 

development - i.e. they are part of the natural evolution of the product.  E.g. Content 

Metadata.  Other modules that extend the scope beyond WHATS'On as clients know it 

today will however always be separate (or bundled to incentivize clients to make the 

switch). 

 

Here after, the link to the Delphi Round 2 Questionnaire: 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9z

No5IhU5WJgXTQEJURUlXVVZQU1lYSkhOR0Q3WERTTUJLTUc0Ni4u 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJURUlXVVZQU1lYSkhOR0Q3WERTTUJLTUc0Ni4u
https://forms.office.com/Pages/ResponsePage.aspx?id=KZJ0wIdv002gOt65JcVQiQZCSL9zNo5IhU5WJgXTQEJURUlXVVZQU1lYSkhOR0Q3WERTTUJLTUc0Ni4u
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Annex 7 

Migration from OTL to Subscription model 

 

Category +10 Year 1 Year 2 Year 3 Year 4 Year 5 Year 6

Concept 2023 2024 2025 2026 2027 2028 Total

Nº modules 184 184 184 184 184 184 184

Nº clients 14 14 14 14 14 14 14

Nº modules/client 13 13 13 13 13 13 13

S&M Current contract (thousands €) 1,581 € 1,593 € 1,606 € 1,619 € 1,632 € 1,645 € 8,031 €

Average S&M per module (thousands €) 9 € 9 € 9 € 9 € 9 € 9 € 44 €

Average S&M per client (thousands €) 113 € 114 € 115 € 116 € 117 € 117 €

Clients OTL

Nº Clients beginning 14 8 4 0 0 0

Switching to SaaS 6 4 3 0 0 0 13

% Clients switching to SaaS 40% 30% 30% 0% 0% 0%

Lost Clients 0 0 1 0 0 0 1

% Churn rate 0% 0% 25% 0% 0% 0%

Total clients 8 4 0 0 0 0 14

Average OTL Price per module (thousands €) 45 € 46 € 46 € 46 € 47 € 47 €

Total S&M Revenue 903 € 455 € 0 € 0 € 0 € 0 € 1,358 €

Clients under subscription

Nº SaaS Clients beginning 0 6 10 13 13 13

Switching to SaaS - early subscribers 6

Switching to SaaS 0 4 3 0 0 0

Total SaaS clients 6 10 13 13 13 13

Current customers without early subscribers 0 4 7 7 7 7

SaaS price per module (thousands €) 14 € 14 € 14 € 14 € 14 € 14 €

Revenue from early subscribers

Subscription revenue (thousands €) 1,070 € 1,078 € 1,087 € 1,096 € 1,104 € 1,113 €

Additional discount for early subscribers (thousands €) -178 € -180 € -181 € -183 € -184 € -186 € -1,091 €

% Discount OTL 5% 5% 5% 5% 5% 5%

Current revenue from early subscribers (thousands €) 891 € 898 € 906 € 913 € 920 € 928 €

% revenues over OTL 25% 25% 25% 25% 25% 25%

Credit for new clients (buy back OTL) (thousands €) -178 € 0 € 0 € 0 € 0 € 0 € -178 €

Net revenue from early subscribers (thousands €) 713 € 898 € 906 € 913 € 920 € 928 € 5,278 €

% revenues over OTL 20% 25% 25% 25% 25% 25%

Revenue of clients except early subscribers

Subscription revenue (thousands €) 0 € 719 € 1,268 € 1,278 € 1,288 € 1,299 €

Current revenue from clients except early subscribers (thousands €) 0 € 719 € 1,268 € 1,278 € 1,288 € 1,299 €

% revenues over OTL 0% 30% 30% 30% 30% 30%

Credit for new clients (buy back OTL) (thousands €) 0 € -120 € -91 € 0 € 0 € 0 € -210 €

Net revenue from clients except early subscribers (thousands €) 0 € 599 € 1,177 € 1,278 € 1,288 € 1,299 € 5,641 €

% revenues over OTL 0% 25% 28% 30% 30% 30%

Total SaaS Revenue (thousands €) 713 € 1,497 € 2,083 € 2,191 € 2,209 € 2,226 € 10,919 €

Total Revenue Category +10 1,616 € 1,953 € 2,083 € 2,191 € 2,209 € 2,226 € 12,278 €

Subscription contract (thousands €) 1,973 € 2,252 € 2,355 € 2,374 € 2,393 € 2,412 € 13,758 €
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Category +5 Year 1 Year 2 Year 3 Year 4 Year 5 Year 6

Concept 2023 2024 2025 2026 2027 2028 Total

Nº modules 318 318 318 318 318 318 318

Nº clients 20 20 20 20 20 20 20

Nº modules/client 16 16 16 16 16 16 16

S&M Current contract (thousands €) 1,548 € 1,560 € 1,573 € 1,585 € 1,598 € 1,611 € 9,474 €

Average S&M per module (thousands €) 5 € 5 € 5 € 5 € 5 € 5 € 30 €

Average S&M per client (thousands €) 77 € 78 € 79 € 79 € 80 € 81 €

Clients OTL

Nº Clients beginning 20 12 6 0 0 0

Switching to SaaS 8 6 5 0 0 0 19

% Clients switching to SaaS 40% 30% 30% 0% 0% 0%

Lost Clients 0 0 1 0 0 0 1

% Churn rate 0% 0% 17% 0% 0% 0%

Total clients 12 6 0 0 0 0 20

Average Price OTL per module (thousands €) 26 € 26 € 26 € 26 € 26 € 27 €

Total S&M Revenue (thousands €) 929 € 468 € 0 € 0 € 0 € 0 € 1,397 €

Clients under subscription

Nº Clients beginning 0 8 14 19 19 19

Switching to SaaS - early subscribers 8

Switching to SaaS 0 6 5 0 0 0

Total SaaS clients 8 14 19 19 19 19

Current customers without early subscribers 0 6 11 11 11 11

SaaS price per module (thousands €) 8 € 8 € 8 € 8 € 8 € 8 €

Revenue from early subscribers

Subscription revenue (thousands €) 978 € 985 € 993 € 1,001 € 1,009 € 1,017 €

Additional discount for early subscribers (thousands €) -163 € -164 € -166 € -167 € -168 € -170 € -997 €

% Discount OTL 5% 5% 5% 5% 5% 5%

Current revenue from early subscribers (thousands €) 815 € 821 € 828 € 834 € 841 € 848 €

% revenues over OTL 25% 25% 25% 25% 25% 25%

Credit for new clients (buy back OTL) (thousands €) -326 € 0 € 0 € 0 € 0 € 0 € -326 €

Net revenue from early subscribers (thousands €) 489 € 821 € 828 € 834 € 841 € 848 € 4,661 €

% revenues over OTL 15% 25% 25% 25% 25% 25%

Revenue of clients except early subscribers

Subscription revenue (thousands €) 0 € 739 € 1,366 € 1,377 € 1,388 € 1,399 €

Current revenue from clients except early subscribers (thousands €) 0 € 739 € 1,366 € 1,377 € 1,388 € 1,399 €

% revenues over OTL 0% 30% 30% 30% 30% 30%

Credit for new clients (buy back OTL) (thousands €) 0 € -246 € -207 € 0 € 0 € 0 € -453 €

Net revenue from clients except early subscribers (thousands €) 0 € 493 € 1,159 € 1,377 € 1,388 € 1,399 € 5,814 €

% revenues over OTL 0% 20% 25% 30% 30% 30%

Total SaaS Revenue (thousands €) 489 € 1,314 € 1,986 € 2,211 € 2,229 € 2,246 € 10,475 €

Total Revenue Category +5 1,417 € 1,782 € 1,986 € 2,211 € 2,229 € 2,246 € 11,872 €

Subscription contract (thousands €) 1,906 € 2,192 € 2,359 € 2,378 € 2,397 € 2,416 € 13,648 €
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Category -5 Year 1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7 Year 8

Concept 2023 2024 2025 2026 2027 2028 2029 2030 Total

Nº years of waiting to initiate migration 1

Nº modules 57 57 57 57 57 57 57 57 57

Nº clients 9 9 9 9 9 9 9 9 9

Nº modules/client 6 6 6 6 6 6 6 6 6

S&M Current contract (thousands €) 413 € 416 € 419 € 423 € 426 € 429 € 0 € 0 € 2,525 €

Average S&M per module (thousands €) 7 € 7 € 7 € 7 € 7 € 8 € 0 € 0 € 44 €

Average S&M per client (thousands €) 46 € 46 € 47 € 47 € 47 € 48 € 0 € 0 €

Clients OTL 0 1 2 3 4 5 6 7

Nº Clients beginning 9 9 7 5 3 1 0 0

Switching to SaaS 0 2 2 2 2 1 0 0 9

% Clients switching to SaaS 0% 25% 19% 19% 19% 19% 0% 0%

Lost Clients 0 0 0 0 0 0 0 0 0

% Churn rate 0% 0% 0% 0% 0% 0% 0% 0%

Total clients 9 7 5 3 1 0 0 0 9

Average Price OTL per module 38 € 38 € 39 € 39 € 39 € 40 € 0 € 0 €

Total S&M Revenue 5Y (thousands €) 413 € 323 € 233 € 141 € 47 € 0 € 0 € 0 € 1,157 €

Clients under subscription 1 2 2 4 5 6 7 8

Nº Clients beginning 0 0 2 4 6 8 9 9

Switching to SaaS - early subscribers 0 2 0 0 0 0 0 0

Switching to SaaS 0 0 2 2 2 1 0 0

Total SaaS clients 0 2 4 6 8 9 9 9

Current customers without early subscribers 0 0 4 6 8 9 9 9

SaaS price per module (thousands €) 0 € 12 € 12 € 12 € 12 € 12 € 0 € 0 €

Revenue from early subscribers

Subscription revenue (thousands €) 0 € 146 € 147 € 148 € 149 € 151 € 0 € 0 €

Additional discount for early subscribers (thousands €) 0 € -24 € -25 € -25 € -25 € -25 € 0 € 0 € -124 €

% Discount OTL 5% 5% 5% 5% 5% 5% 5% 5%

Current revenue from early subscribers (thousands €) 0 € 122 € 123 € 124 € 125 € 126 € 0 € 0 €

% revenues over OTL 0% 25% 25% 25% 25% 25% 0% 0%

Credit for new clients (buy back OTL) (thousands €) 0 € -96 € -97 € -98 € -99 € -100 € 0 € 0 € -490 €

Net revenue from early subscribers (thousands €) 0 € 25 € 25 € 26 € 26 € 26 € 0 € 0 € 128 €

% revenues over OTL 0% 5% 5% 5% 5% 5% 0% 0%

Revenue of clients except early subscribers

Subscription revenue (thousands €) 0 € 0 € 294 € 445 € 598 € 678 € 0 € 0 €

Current revenue from clients except early subscribers (thousands €) 0 € 0 € 294 € 445 € 598 € 678 € 0 € 0 €

% revenues over OTL 0% 0% 30% 30% 30% 30% 0% 0%

Credit for new clients (buy back OTL) (thousands €) 0 € 0 € -97 € -98 € -99 € -50 € 0 € 0 € -344 €

Net revenue from clients except early subscribers (thousands €) 0 € 0 € 197 € 347 € 499 € 628 € 0 € 0 €

% revenues over OTL 0% 0% 20% 23% 25% 28% 0% 0%

Total SaaS Revenue 5 Y (thousands €) 0 € 25 € 222 € 372 € 525 € 654 € 0 € 0 € 1,799 €

Total Revenue Category -5 413 € 349 € 455 € 513 € 572 € 654 € 0 € 0 € 2,956 €

Subscription contract (thousands €) 413 € 469 € 527 € 586 € 645 € 678 € 0 € 0 € 3,318 €

Total S&M Revenue (OTL) (thousands €) 2,244 € 1,247 € 233 € 141 € 47 € 0 € 0 € 0 € 3,912 €

Total SaaS Revenue (thousands €) 1,202 € 2,836 € 4,292 € 4,774 € 4,962 € 5,127 € 0 € 0 € 23,193 €

Total Revenue (thousands €) 3,446 € 4,083 € 4,525 € 4,915 € 5,009 € 5,127 € 0 € 0 € 27,105 €

Subscription contract (thousands €) 4,292 € 4,914 € 5,241 € 5,337 € 5,434 € 5,506 € 0 € 0 € 30,723 €

Total OTL Revenue (Without Migration) (thousands €) 3,541 € 3,569 € 3,598 € 3,627 € 3,656 € 3,685 € 0 € 0 € 21,675 €

Difference (thousands €) -95 € 514 € 927 € 1,289 € 1,354 € 1,442 € 0 € 0 € 5,430 €
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Annex 8 

Good, Better, Best Packaging 
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Annex 9 

Platform Plus Bundles Packaging 
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Annex 10 

Hybrid Packaging 
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Annex 11 

Revenue model for new customers – Base scenario 

 

 

ASSUMPTIONS

Select SaaS price package (4 models) Good Better Best

Based on Price list 7,704 € 38,884 € 80,514 €

Based on Price list 7,704 € 38,884 € 80,514 €

Base on Survey 5,500 € 34,438 € 104,250 €

Based on Cost-Plus 9,100 € 26,500 € 33,750 €

Based on Industry 7,300 € 43,550 € 103,625 €

Price recommended 9,100 € 34,438 € 104,250 €

SaaS Price package year/ customer 92,448 € 466,608 € 966,165 €

% increase price YoY 0.8% 0.8% 0.8%

Good Better Best

Price elasticity Inelastic Inelastic Inelastic

Value 0.9 0.9 0.9

Nº new customers 1st year 10 total

Good 4.0 40%

Better 5.0 50%

Best 1.0 10%

Prices based on different methods Good Better Best Total

Based on Price list 4 5 1 10

Base on Survey 5 6 1 11

% change in price -29% -11% 29%

Based on Cost-Plus 3 6 2 11

% change in price 18% -32% -58%

Based on Industry 4 4 1 9

% change in price -5% 12% 29%

Price recommended 3 6 1 10

% change in price 18% -11% 29%

Good Better Best

Nº new customers 1st year 4 5 1

% growth of customers 2% 2% 2%

% churn 2% 2% 2%

Nº new customers in the 1st year
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REVENUE MODEL FOR NEW CUSTOMERS

Good Package Y1 Y2 Y3 Y4 Y5

Customers

Customers beginning of the year 0 3 7 11 15

New customers 4 4 4 4 4

% growth 1% 2% 2% 2%

Downgraded from Better package 0 1 1 1 1

Lost customers (churn) 0 0 0 0 0

% churn rate 2% 2% 2% 2% 2%

Upgraded to Better Package 1 1 1 1 1

Customers end of the year 3 7 11 15 19

ARR (Thousands €)

SaaS Price Good Package €/year 92 € 93 € 94 € 95 € 95 €

% increase price 1% 1% 1% 1%

ARR beginning of the year 0 € 277 € 652 € 1,033 € 1,420 €

New ARR New customers 370 € 373 € 376 € 379 € 382 €

New ARR (downgraded from Better package) 0 € 93 € 94 € 95 € 95 €

Net Expansion ARR of Good customers 0 € 1 € 4 € 8 € 11 €

Lost ARR (churn) 0 € 0 € 0 € 0 € 0 €

Lost ARR (upgraded to Better package) 92 € 92 € 93 € 94 € 95 €

Net New ARR 277 € 375 € 381 € 387 € 393 €

ARR end of the year 277 € 652 € 1,033 € 1,420 € 1,813 €

YoY growth 135% 58% 37% 28%

Better Package Y1 Y2 Y3 Y4 Y5

Customers

Customers beginning of the year 0 6 11 17 22

New customers 5 5 5 5 5

% growth 1% 2% 2% 2%

Upgraded from Good Package 1 1 1 1 1

Downgraded from Best package 0 1 1 1 1

Lost customers (churn) 0 0 0 0 0

% churn 2% 2% 2% 2% 2%

Downgraded to Good package 0 1 1 1 1

Upgraded to Best Package 0 1 0 1 0

Customers end of the year 6 11 17 22 28

ARR

SaaS Price Good Package €/year 467 € 470 € 474 € 478 € 482 €

% increase price 1% 1% 1% 1%

ARR beginning of the year 0 € 2,800 € 5,174 € 8,060 € 10,514 €

New ARR New customers 2,333 € 2,352 € 2,371 € 2,389 € 2,409 €

New ARR (upgraded from Good package) 467 € 470 € 474 € 478 € 482 €

New ARR (downgraded from Best package) 0 € 470 € 474 € 478 € 482 €

Net Expansion ARR of Good customers 0 € 15 € 38 € 57 € 80 €

Lost ARR (churn) 0 € 0 € 0 € 0 € 0 €

Lost ARR (downgraded to Good package) 0 € 467 € 470 € 474 € 478 €

Lost ARR (upgraded to Best package) 0 € 467 € 0 € 474 € 0 €

Net New ARR 2,800 € 2,374 € 2,886 € 2,454 € 2,974 €

ARR end of the year 2,800 € 5,174 € 8,060 € 10,514 € 13,488 €

YoY growth 85% 56% 30% 28%
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Best Package Y1 Y2 Y3 Y4 Y5

Customers

Customers beginning of the year 0 1 2 2 3

New customers 1 1 1 1 1

% growth 1% 2% 2% 2%

Upgraded from Better package 0 1 0 1 0

Lost customers (churn) 0 0 0 0 0

% churn 2% 2% 2% 2% 2%

Downgraded to Better package 0 1 1 1 1

Customers end of the year 1 2 2 3 3

ARR

SaaS Price Good Package €/year 966 € 974 € 982 € 990 € 997 €

% increase price 1% 1% 1% 1%

ARR beginning of the year 0 € 966 € 1,948 € 1,963 € 2,969 €

New ARR New customers 966 € 974 € 982 € 990 € 997 €

New ARR (upgraded from Better paskage) 0 € 974 € 0 € 990 € 0 €

Net Expansion ARR of Good customers 0 € 0 € 8 € 8 € 16 €

Lost ARR (churn) 0 € 0 € 0 € 0 € 0 €

Lost ARR (downgraded to Better package) 0 € 966 € 974 € 982 € 990 €

Net New ARR 966 € 982 € 16 € 1,005 € 24 €

ARR end of the year 966 € 1,948 € 1,963 € 2,969 € 2,992 €

YoY growth 102% 1% 51% 1%

TOTAL CUSTOMERS  & ARR

Customers

Customers beginning of the year 0 10 20 30 40

New customers 10 10 10 10 10

Lost customers 0 0 0 0 0

Customers end of the year 10 20 30 40 50

ARR

SaaS Price Good Package €/year 1,525 € 1,537 € 1,550 € 1,562 € 1,575 €

% increase price 1% 1% 1% 1%

ARR beginning of the year 0 € 4,043 € 7,774 € 11,056 € 14,903 €

Net New ARR 4,043 € 3,731 € 3,283 € 3,846 € 3,391 €

ARR end of the year 4,043 € 7,774 € 11,056 € 14,903 € 18,294 €

YoY growth 92% 42% 35% 23%


