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Abstract 
Many software development companies targeting consumers or small and medium enterprises 
apply the freemium business model: giving a basic product away for free while charging a 
premium for an enhanced version of the product or for advanced features. Companies offering 
more complex and expensive products to large enterprises have not yet adopted the freemium 
business model to any great extent. 

This study explores how the freemium business model can be applied to expensive and 
advanced solutions on the large enterprise market with the purpose of creating a powerful 
leads generator. How the free product could be technically realized, packaged and marketed 
was examined through a case study at Swedish software development company Teleopti. 

The study concludes that self-sufficient customer processes and streamlined internal 
processes, user-friendly product and processes, adequate marketing communication, 
substantial stimulation of demand for the premium version and being first-to-market are 
success factors when applying the freemium business model to expensive and advanced 
solutions on the large enterprise market. 

Customer processes have to be self-sufficient and internal processes streamlined in order to 
avoid soaring continuous costs from offering the free product. Badwill could be created if the 
product and the processes involving customer actions are not user-friendly. If the free product 
is not communicated adequately potential customers will not learn about its existence and no 
leads will be generated. Failure to stimulate demand for the premium product will result in a 
lack of deals and consequently no revenue. Finally, being first-to-market is desirable, since 
attention and PR will otherwise be limited. 

These success factors are further broken down into more specific guidelines as for what to 
take into consideration when applying the freemium business model in this particular context. 
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Sammanfattning 
Många mjukvaruföretag som riktar sig till konsumenter och små och medelstora företag 
tillämpar freemiummodellen, en affärsmodell som innebär att en basprodukt erbjuds utan 
kostnad medan en bättre version av produkten eller avancerade funktioner debiteras. Företag 
som erbjuder mer komplexa och dyra produkter till stora företag har ännu inte anammat 
affärsmodellen i någon större utsträckning. 

Denna studie undersöker hur freemiummodellen kan tillämpas på dyra och avancerade 
lösningar på marknaden för stora företag, i syfte att skapa en kraftfull leadsgenerator. Hur 
gratisprodukten kan förverkligas tekniskt samt hur den kan paketeras och marknadsföras 
undersöktes genom en fallstudie på det svenska mjukvaruföretaget Teleopti. 

I studien dras slutsatsen att självförsörjande kundprocesser och effektiva interna processer, 
användarvänliga produkter och processer, adekvat marknadskommunikation, stimulans av 
efterfrågan på premiumversionen och att vara först på marknaden är framgångsfaktorer vid 
applicering av freemiummodellen på dyra och avancerade lösningar på marknaden för stora 
företag. 

Kundprocesserna måste vara självförsörjande och de interna processerna effektiva för att höga 
löpande kostnader till följd av gratiserbjudandet ska kunna undvikas. Om produkten och 
kundprocesserna inte är användarvänliga finns risk att badwill skapas. Otillräcklig 
kommunikation av gratisprodukten leder till att de potentiella kunderna inte får kännedom om 
dess existens vilket innebär att inga leads kommer att genereras. Knapphändig stimulans av 
efterfrågan på premiumprodukten kommer att resultera i färre affärer och således lägre 
inkomster. Slutligen är det önskvärt att vara först på marknaden i syfte att skapa stor 
uppmärksamhet och mycket PR. 

Ovanstående framgångsfaktorer delas även upp i mer specifika riktlinjer för vad man bör ta 
hänsyn till vid tillämpning av freemiummodellen i detta sammanhang. 
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1. Introduction 
This master’s thesis explores how the freemium business model can be applied to expensive and 
advanced solutions on the market for large enterprises, with empirical insights from Swedish software 
development company Teleopti. In this introductory chapter, the background of the study is presented 
and the freemium business model is explained. Thereafter, the research problem is defined and the 
purpose and research questions are formulated. Finally, delimitations of the study are discussed and 
the disposition of the thesis is outlined. 

1.1 Background 
Give your service away for free, possibly ad supported but maybe not, acquire a lot of 
customers very efficiently through word of mouth, referral networks, organic search 
marketing, etc., then offer premium priced value added services or an enhanced version of 
your service to your customer base.1 

This is how venture capitalist Fred Wilson defines the freemium business model. Although the 
model has been around for more than a decade, it was not given a name until Wilson 
articulated the model on his blog on March 23 in 2006. Under the title ”My Favorite Business 
Model” Wilson described the freemium model and asked for suggestions as to what to call it.2 
Within a matter of hours, over 30 name suggestions were given by his blog readers. One such 
suggestion was the word freemium, which is a portmanteau created by combining the two 
aspects of the business model: free and premium.3 Since the model works by offering a basic 
product or service for free, while charging a premium for advanced or special features, the 
term freemium really catches the essence of the business model. 

Prior to the breakthrough of the Internet, giving away a product or service free of charge was 
unheard of. Even though companies like Estée Lauder gave samples to celebrities and Gillette 
sold its razors cheap and made money on the blades, free did not become a serious option 
until the Internet enabled low-cost online distribution. In 1994 Adobe offered its PDF Reader 
for free. Macromedia did the same thing with its Shockwave Player in 1995. Both became the 
industry standard, and those companies were able to make money by selling the products' 
authoring software. Today, the freemium business model has gained vast popularity with Web 
2.0 companies and the term freemium is now well established in the online world.4 

Many venture capitalists have realized the potential of the model;5 the free part is an efficient 
way of acquiring a large customer base quickly and the premium part serves to generate 
revenue. This insight from venture capitalists has resulted in numerous start-ups of online 
companies based on the freemium business model. Looking closer at these companies, the 
majority seems to be targeting the business-to-consumer market (B2C) or small and medium 
enterprises (SME) on the business-to-business market (B2B) with relatively cheap and not so 
complex products. Well known examples of such freemiums include: 

 Box.net: A file storage and file sharing service where customers get a limited amount 
of virtual storage for free. If customers want more storage space, they have 
to pay. 

                                                 
1 Wilson, 2006. 
2 Op. Cit. 
3 Wikipedia: Freemium. 
4 Heires, 2007. 
5 Op. Cit. 
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 Flickr: An online photo management and photo sharing application where a handful 
of pictures a month are free. Frequent users can convert to the paid Pro 
version. 

 My SQL: An open source database software. Premium versions are charged. 

 Second Life: A virtual world created by its residents. Additional abilities for the residents 
are accessible with fees. 

 Six Apart: A free LiveJournal blogging platform. Premium versions are charged. 

 Skype: An online calling service where basic in network services are free. Out of 
network calling is a premium service. 

 Spotify: A music service where the basic, ad supported service is free. The paid 
premium version is ad free and gives access to a larger music library. 

 Trillian: A chat client where the basic service is free. The full featured version is 
charged. 

 Webroot: A spyware software where customers can get a free spyware scan. Removal 
of current infection is limited to the paid version. 

 Winamp: A free media player. There is a paid Pro version with advanced features 
available. 

An overview of existing freemiums on the market shows that companies with a longer 
history, companies targeting large enterprises on the B2B-market and companies offering 
more complex and more expensive products and services have not yet adopted the freemium 
business model to any great extent. 

1.2 Definition of problem 
A great challenge for companies targeting large enterprises on the B2B-market is to increase 
the number of leads6 generated and maintain the percentage of opportunities7 resulting from 
the leads. The real hurdle is to generate more leads while not increasing the resource 
consumption to a great extent and while keeping the quality of the leads in order to be able to 
qualify them into opportunities. This raises the question whether the freemium business 
model could be applied to more expensive and advanced solutions on the enterprise market 
with the aim of increasing generation of quality leads. 

Since the freemium business model has been applied mainly to cheaper and less complex 
products and services on the B2C-market and SME-market, it may have to be developed and 
adjusted in order to fit the business of an established company offering more expensive and 
advanced solutions to large enterprises. Apart from the fact that developments and 
adjustments may have to be made to the freemium model in order for it to fit the products and 
services of such a company, the products and services of the company may also have to be 
developed and repackaged to fit the freemium business model. These two kinds of potential 
developments and adjustments bring about a number of challenges. 

                                                 
6 A lead is an individual who represents a firm included in the target market of the company, who has in some 
manner responded to one or more of the company’s marketing communications, and has shown an interest in 
buying the company’s products according to some qualification criteria (Coe, 2003). 
7 An opportunity is a lead that is qualified according to some minimum qualification criteria, wants to talk to a 
salesperson, is in the later stages of the purchasing process, and wants to purchase in a relatively near future 
(Coe, 2003). 
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First, there is a technical challenge. The interface between the free part and the premium part 
has to be clearly defined. Either one part of the product could be broken out and offered for 
free or a light version of the whole product could be offered for free. In either case, product 
development must be carried out. 

Second, packaging represents a challenge. The flow from a user perspective during download, 
installation and usage has to be clearly defined. This raises a number of questions regarding 
customer registration and authorisation, download and installation of the product, customer 
training and usage instructions, support terms, update conditions and bug reporting 
procedures. 

Third, marketing represents a challenge. Of course, to create a great deal of attention around 
the free product with the purpose of increasing lead generation, the free product has to be 
communicated heavily. Successful communication of the free product only wins half the 
battle though. Conversion rates from the free product to the premium product are often low 
for B2C and SME freemiums, typically around one percent.8 Thus, bringing this conversion 
rate up is yet another marketing challenge. 

The above aspects may differ between the B2C-market and the SME-market on one hand and 
the market for large enterprises on the other. As a result, the core problem is to find out what 
has to be done to the freemium model and what has to be done to the products in order for a 
company operating on the enterprise market to reach its goal of increasing lead generation 
through the application of the freemium business model. 

1.3 Purpose and question formulation 
The purpose of the study is to explore how the freemium business model can be applied to 
expensive and advanced solutions on the large enterprise market. Since the objective of this 
application of the freemium model is to create a powerful leads generator, developments and 
adjustments both to the freemium model and to the product are to be considered. In creating a 
powerful leads generator, these two considerations result in the following questions: 

 How could the free product be technically realized? 

 How could the free product be packaged? 

 How could the free product be marketed? 

1.4 Delimitations 
The empirical results comprise only one single case study. Thus, the intention is not to present 
generally applicable and statistically confirmed conclusions. It is rather to present conclusions 
regarding the specific case and a theory about the application of the freemium business model 
on the large enterprise market, which could serve as base for further studies about applying 
the freemium model in this context. 

Actions to technically realize, package and market the product are subject to budget 
restrictions and limitations of time. Hence, suggested efforts may not be the ideal way of 
applying the freemium business model in a scenario where there is no such thing as scarce 
resources. Rather, the attempt in this study is to present a hands-on strategy as for how to go 
about applying the model in a real world setting, where budgets and time are limited. 

                                                 
8 Anderson, 2008, February 25. 
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The study is limited to how the freemium business model can be applied to expensive and 
advanced solutions on the large enterprise market, but it does not consider the rationale 
behind this specific application of the model. In other words, return on investment 
calculations as to justify the application of the model in this particular context are not 
performed. Rather, the study explores how the freemium business model can be applied in an 
efficient way given that it should be applied. Hence, no explicit efforts to criticise the 
freemium model are made.  

Neither are the business and financial effects of applying the freemium business model to a 
company operating on the large enterprise market part of the empirical findings of this study. 
The case study that constitutes the empirical findings only covers contemporary activities, i.e. 
activities that take place in between project initiation and launch of the free product. The 
performance of the product post launch and the commercial outcome of the freemium project 
are not studied. 

Since justification for applying the freemium business model in this setting and business and 
financial effects is not part of this study, no comprehensive marketing plan9 for the entire 
product life-cycle is established. Rather, a short term go-to-market plan is presented. The go-
to-market plan focuses on marketing mix strategy at launch and only briefly touches upon 
other marketing plan components such as underlying situation analyses, long term strategic 
plans, financial projections, long term performance plans and post launch evaluations. In line 
with the previous paragraph, the empirical findings only include a go-to-market plan, not 
execution and outcome of the plan. 

Finally, the study is limited to product development that enables offering the product for free. 
Customer requirement driven product development to improve the functionality of the 
existing premium product that is the base for the free product, is not part of the study. 

1.5 Disposition 
Following this introductory chapter, the methodology that is employed to accomplish the 
purpose and present answers to the research questions in the question formulation is described 
and motivated. The third chapter reviews literature and theories that are relevant to the 
purpose and question formulation followed by a chapter where the empirical findings of the 
study are presented and analysed. Then conclusions are drawn in chapter five and in the 
subsequent chapter results and conclusions are discussed by the authors. Finally, 
recommendations for further developments of the freemium concept and suggestions for 
future research are presented. 

                                                 
9 See Kotler & Keller, 2007; Best, 2005 for examples of marketing plans. 
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2. Methodology 
In this chapter the authors describe and motivate the methodology that is used to accomplish the 
purpose of this study and provide answers to the research questions in the question formulation. First, 
the choice of subject is motivated and the research purpose and approach are described followed by a 
discussion of the different research methods employed. Finally, the object of the study, the company 
Teleopti, is presented.  

2.1 Choice of subject 
Since the popularity of the freemium business model is growing and companies offering 
complex and expensive products and services have not yet adopted the model to any great 
extent, the authors considered a study exploring how the freemium model can be applied in 
this context to be highly relevant. Furthermore, the subject includes many aspects of 
integrated product development and therefore it strongly relates to the authors’ area of interest 
and expertise. 

2.2 Research purpose 
There are three basic purposes of research: explore, describe and explain.10 The research 
purpose usually depends on the present level of knowledge within the current field of study.   

 Exploratory research – In the exploratory stage the researcher tries to gain as much 
knowledge as possible with respect to some phenomenon. The aim of exploratory research 
is to develop suggestive ideas that can form the basis for future research. 

 Descriptive research – In the descriptive stage the researcher develops careful descriptions 
of patterns or relationships which have been suspected by exploratory research. The 
objective of descriptive research is to develop empirical generalisations of cause and effect 
relations. 

 Explanatory research – In the explanatory stage the researcher tries to explain a certain set 
of events and how the investigation may apply to other investigations. The purpose of 
explanatory research is to develop explicit theories that can explain the empirical 
generalisations which have been suggested by descriptive research. 

This study is primarily exploratory since the purpose is to shed light on and explore how the 
freemium business model can be applied to expensive and advanced solutions on the large 
enterprise market. The study also describes how a free product within the freemium concept 
could be technically realised, packaged and marketed to obtain the desired lead generation 
effect and conclusions are drawn regarding why it should be realised, packaged and marketed 
the suggested way. Thus, the study includes descriptive and explanatory elements. 

2.3 Research approach 
A central question within all fields of research is how to relate theory and reality to each 
other.11 With regards to this matter, research can be either deductive or inductive, see figure 
2.1. 

                                                 
10 Yin, 2003. 
11 Patel & Davidsson, 1994. 
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 Deduction – If the approach is deductive the researcher draws conclusions about some 
specific phenomenon based on existing theories. 

 Induction – If the approach is inductive the researcher studies the object of research and 
formulates a theory based on the empirical findings. 

 
Figure 2.1 The relationship between theory and reality in research. (Source: adapted from Patel & 
Davidsson, 1994). 

A third approach, abduction, can also be used. Briefly, abductive research is a mix of the 
deductive and inductive approach.12 

Very little theory exists on the freemium business model in general and to the knowledge of 
the authors, no theory at all exists on the application of the model to expensive and advanced 
solutions on the large enterprise market. Therefore, the authors aim at laying the foundation 
for a theory of success factors for this specific application of the freemium business model. 
Hence, the approach of this study is inductive. 

2.4 Theoretical study 
A theoretical study was carried out with the main purpose of mapping the knowledge that is 
available on the freemium business model and contiguous areas. The theories and concepts 
related to the freemium business model form the core of the theoretical framework. Since the 
freemium business model is relatively new, particularly the term freemium, it has not been 
studied to any great extent yet. Thus, there are not many research papers and books available 
on the topic. As a result, most information about the freemium business model is obtained 
from online sources such as company websites, blogs, discussion forums and newspaper 
articles. 

In addition, theory in the field of marketing was studied. The main purpose of including 
marketing theory in the theoretical study was definition of concepts, but different strategic 
and tactical marketing aspects were also explored to provide guidance on how the free 
product could be marketed. In the theoretical framework, concepts are defined in a section 
about marketing in general and then theoretical guidelines for business-to-business marketing, 
online marketing and international marketing are provided. Marketing textbooks and journals 
represent the primary sources of information. 

                                                 
12 Erzberger & Kelle, 2002. 

THEORY THEORY

REALITY

DEDUCTION INDUCTION

The path of 
proof 

The path of 
discovery 
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2.4.1 Critical evaluation of literature 
One could argue that online sources such as blogs and discussion forums, upon which the 
majority of theories related to the freemium business model are based, are not credible and 
reliable sources of information. That may very well be the case. However, since the research 
approach is inductive, analyses of empirical findings and conclusions are not based on 
theories from such sources. Rather, the study explores how the freemium business model can 
be applied to expensive and advanced solutions on the large enterprise market and a 
foundation for formulating theories on the subject is laid. In this context, theories related to 
the freemium business model merely provide practical guidelines for the empirical study 
regarding how to go about applying the freemium business model. In a few instances, 
analyses of empirical findings and conclusions are also compared to theory with the purpose 
of providing at least partial justification for the suggested ideas. Against this background, the 
potential lack of credibility and reliability of some of the literature sources does not affect the 
value of the results and conclusions in this study. 

2.5 Pre study 
Inducing theory and presenting an all-encompassing answer to the purpose and question 
formulation of this study requires a deep understanding of how the freemium business model 
is currently applied on the B2C and SME market, which is why existing freemiums were 
benchmarked. As mentioned before, there is not much literature available on the freemium 
concept. To fill in the gaps, a pre study was carried out in which the authors could create their 
own picture of how the freemium model is being used. The findings of the pre study are 
partially presented in the theoretical framework, but also used the same way as the available 
theory on the freemium business model – as practical guidelines for the empirical study 
regarding how to go about applying the freemium business model on the large enterprise 
market. 

A number of different freemiums were benchmarked, e.g. Flickr, Skype and Winamp. The 
main points of attention were the interface between the free and the premium version of the 
products as well as the packaging and the marketing. 

2.6 Empirical study 
Ultimately, an empirical study consisting of a qualitative case study at the Swedish software 
development company Teleopti was performed. 

2.6.1 Research approach 
An empirical study could be either quantitative or qualitative. Essentially, statistical methods 
are used to collect and analyse data in quantitative studies whereas qualitative studies employ 
verbal methods of data collection and analysis.13 What method is preferable depends on the 
character of the purpose and the question formulation of the study. 

Since the freemium business model has not yet been applied to expensive and advanced 
solutions on the large enterprise market to any great extent, it is not possible to collect vast 
amounts of data for statistical analysis. Instead, this study aims at an in depth exploration of 
how the freemium model can be applied in this particular context which could only be 

                                                 
13 Patel & Davidsson, 1994. 
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achieved through qualitative analysis at this stage of research on the topic. Hence, the 
approach to the empirical study is qualitative. 

2.6.2 Research strategy 
There are five basic research strategies: experiment, survey, archival analysis, history and 
case study.14 Which one is most suited for the study at hand depends primarily on the form of 
research questions posed, whether the focus is on contemporary or historical events, and the 
extent to which the researcher can control actual behavioural events.  

The fact that the freemium business model has not yet been applied to expensive and 
advanced solutions on the large enterprise market to any great extent and the subsequent 
choice of a qualitative approach rules out selecting a survey, an archival analysis, or histories 
as the strategy for conducting this study. Neither is an experiment suitable; experiments are 
usually carried out in order to investigate cause and effect relations, which is not the intention 
of this study. A case study however is appropriate since it provides an opportunity to perform 
an in-depth analysis of a particular set of contemporary events and answer such research 
questions as how a free product within the freemium concept could be technically realised, 
packaged and marketed. Therefore, a case study at the software development company 
Teleopti was performed. 

2.6.3 Data collection 
When conducting a case study, data can be collected from six sources: documents, archival 
records, interviews, direct observation, participant observation and physical artefacts.15 
According to Yin (2003), the fact that multiple sources of evidence can be used for collecting 
data on a case is a major strength of the case study method.  

In the early stages of the case study, internal interviews were conducted with people 
representing many different functions at Teleopti: product development, marketing, sales, 
implementation and consulting, training, support and company management. The purpose of 
these interviews was to get a deeper understanding of the business and the operations of the 
company, to get the respondents’ view of the freemium concept and to establish a relationship 
with different stakeholders at the company. Documentation such as product information and 
marketing material was also viewed throughout the study. However, interviews and 
documentation merely served as background information as for how to go about applying the 
freemium business model to one of Teleopti’s products, rather than as actual results. 

Instead, the results presented in this thesis are primarily based on what could be characterised 
as participant observations. The authors explored different issues related to the question 
formulation by viewing literature and benchmarking existing freemiums and by arranging 
meetings and brainstorming sessions with employees at the company. Based on the insights 
gained, the authors put together decision bases that included alternative views on the issue at 
hand followed by a recommendation for what alternative to choose. These decision bases 
were continuously presented to the company supervisor of the thesis, who made the final 
decision. In cases where the supervisor did not have the authority to make a decision, the 
decision bases were brought to the relevant person or decision forum. The authors were then 
responsible for executing the decisions regarding packaging and marketing of the free 
product, whereas they were only responsible for communicating decisions regarding technical 

                                                 
14 Yin, 2003. 
15 Op. Cit. 
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realisation and product development to the Development Department, which then acted upon 
the decisions. 

Hence, since the data collection took place in real time through the authors’ participation, the 
main data collection method in this study was participant observation. In other words, the 
authors participated in and were to a large extent responsible for the application of the 
freemium business model to one of Teleopti’s products. 

2.6.4 Data analysis 
Qualitative data analysis can be divided into three different activities: data reduction, data 
display, and conclusion drawing and verification.16  

 Data reduction – Reduction of data is part of the analysis in the sense that it helps sharpen, 
sort, focus, discard and organise data which allows for conclusions to be drawn and 
verified. 

 Data display – Display of data is also part of the analysis in such way that conclusions can 
be more easily drawn from data that is displayed in an organised and compressed fashion. 

 Conclusion drawing and verification – Drawing and verifying conclusions concerns noting 
regularities, patterns, explanations, possible configurations, casual flows and propositions.  

In this study, data was reduced by focusing on data that is related to the question formulation 
and discarding excess data. In addition, data that is of no interest in general but clearly 
specific to the studied company was left out, unless the data was necessary to support the 
understanding of other relevant findings. Company specific data that was left out include 
information such as the complete free product license agreement, specific languages to be 
included in the free product, internal responsibilities for carrying out certain tasks etc. 

Results and data are displayed in an organised way following the structure and order of the 
research questions in the question formulation. Further, results are not displayed and analysed 
in separate chapters, but continuously. When reading a separate analysis chapter it can be 
difficult to remember all details of the empirical findings, which in such case makes repetition 
of results inevitable. Intertwined data display and analysis allows for a more compressed 
display since empirical findings do not have to be repeated. However, in order to avoid 
confusion about what represents results and what represents analysis, clear distinctions are 
made between objective results and more subjective analytical comments throughout this 
thesis. 

Finally, conclusions are drawn by suggesting possible configurations and proposing how the 
research questions could be answered. In cases where theory exists on the analysed topic, 
conclusions are questioned, justified or verified by theory comparisons. 

2.6.5 Critical evaluation of empirical study 
Critical evaluation of an empirical study commonly involves an assessment along two 
important dimensions of research quality: validity and reliability. In short, validity concerns 
whether a research method measures what it aims at measuring whereas reliability concerns 
whether measures are free from errors and biases.  

Validity 
There are three kinds of validity: construct validity, internal validity and external validity.17 
                                                 
16 Miles & Huberman, 1994. 
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 Construct validity – whether operational measures are correct in the sense that they are 
really measurements of the concepts being studied 

 Internal validity – whether the manipulation of certain conditions are really the cause of 
the observed effects 

 External validity – whether the findings of the study can be generalised beyond the 
immediate study 

To ensure a high degree of construct validity of the study multiple sources of data were used 
even though participant observations constituted the main source of evidence. On the other 
hand, collecting data through participant observation presents an opportunity to perceive 
events from the viewpoint of someone “inside” the case study rather than external to it.18 This 
should strengthen the construct validity of the study since events were observed directly 
rather than measured indirectly by the use of some constructed measurements or interview 
questions. Finally, empirical findings were continuously reviewed by key figures at the 
company, since they took part in making the decisions. 

Internal validity is only a concern for explanatory case studies in which the researcher is 
trying to determine cause and effect.19 Since this study does not intend to establish such 
causal relationships a discussion on internal validity is not relevant. 

In terms of external validity, critics of the case study method argue that case studies provide 
little basis for scientific generalisation.20 However, according to Yin (2003) case studies are, 
just like experiments, generalisable to theoretical propositions and not to populations and 
universes. As mentioned before, very little theory exists on the freemium business model in 
general and on the application of the model on the market for large enterprises in particular, 
which is the foremost reason why this study is exploratory. Hence, drawing conclusions that 
are generalisable to entire populations and universes is not the intention of this study. Rather, 
the authors aim at presenting theoretical propositions that can serve as a basis for future 
research and lay the foundation for a general theory of success factors for this application of 
the freemium business model. 

Reliability 
For reliability of a study to be high, a later researcher following the same procedures and 
conducting the same case study all over again should arrive at the same findings and 
conclusions.21 Efforts to increase reliability in this study include a case study database in 
which all collected data was gathered and saved by the authors, e.g. voice recordings of 
interviews, meeting protocols, internal presentation materials, ideas, proposals and decision 
bases. According to Yin (2003) a case study database increases markedly the reliability of the 
entire case study. The reason is that other researchers have the possibility to review the 
evidence directly and not be limited to the case study report. 

In addition to the case study database, the authors sought to create a rich dialogue with key 
figures at the company, assimilate all available information without bias, be adaptive and 
flexible to newly encountered situations and be unbiased by preconceived notions.22 These 
conscious efforts should further strengthen the reliability of the study. 

                                                                                                                                                         
17 Yin, 2003. 
18 Op. Cit. 
19 Op. Cit. 
20 Op. Cit. 
21 Op. Cit. 
22 Op. Cit. 
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One of the main concerns regarding participant observation in case studies is the potential of 
biases.23 The researcher may at times become a strong supporter of the organisation that is 
being studied and assume positions or advocacy roles contrary to good scientific practice. To 
prevent this scenario from happening, the authors made sure to always present rival views and 
alternative perspectives on issues to the decision makers at the company.  

2.7 Company description24 
The case study was carried out at Swedish software development company Teleopti AB. 
Teleopti is one of the world's leading developers and providers of solutions for strategic 
workforce management (WFM) in contact centres, as well as solutions for telecom expense 
management (TEM). The company has two main products, Teleopti CCC for WFM and 
Teleopti Pro for TEM. These are available directly from Teleopti and from a network of 
business partners around the world. Hundreds of enterprises all over the world rely on 
solutions from Teleopti to improve operating efficiency and service levels. For example, the 
company can count some of Scandinavia's and Europe's largest and most competent telecom 
users as customers. These include E.ON, Ericsson, FEXCO, Fonecta, Manpower, Mobilkom 
Austria, Nespresso, NHS Direct, SAS, Statoil, Telenor, Teleperformance, Vodafone, Volvo, 
WM-data and several leading Scandinavian banks. 

Nils Bildt, who still is the CEO, founded the company in 1992. Since then, Teleopti has 
grown steadily and is doing so at an increasing pace. The company strategy has been to stay 
cautious and to finance growth through its own income. This has created a solid company 
with sustainable and self-generated growth, one that has been profitable every year. Profit is 
invested in future support and further development, with the aim of promoting satisfied 
customers, co-workers and owners. In January 1998 Teleopti had 9 employees, a year later 
25, and today the company has more than 100 employees.  

2.7.1 Product description 
The object of the case study at Teleopti was the company’s solution for WFM, Teleopti CCC, 
to which the freemium business model was applied. Before describing Teleopti CCC, the 
principle of WFM is introduced somewhat further. 

WFM 
The central part of WFM is to ensure that the right people with the right skills are in the right 
place at the right time. Like most quality enhancing practices, WFM is not a tool, but an 
operating philosophy and a business culture involving all parts of the organisation. 
Nevertheless, the technical solution plays a vital role when converting strategy to action in a 
complex reality. The six core parts of the WFM process are forecasting, staffing, scheduling, 
operating, analyzing and reporting, see figure 2.2. Each part is dependant on the input from 
the other parts, there is no start or end point and the time frames can be everything from 
several years down to minutes or even seconds. To be able to counter the constant changes in 
the surroundings and other unexpected events, a well working WFM process must be highly 
flexible. The forecasting part can be highlighted as a cornerstone of a well functioning 
process since it is the foundation of all other planning.25 

                                                 
23 Yin, 2003. 
24 The section is based on information from the Teleopti website: www.teleopti.com. 
25 Engbrink, 2008. 
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Figure 2.2 The Workforce Management process (Source: Engbrink, 2008). 

An example is inbound telephony in a contact centre. To be able to offer short response times 
and staff agents who can answer the customers’ different questions it is essential to know how 
many calls, and what type of calls, that will come in during every time interval of the day. 
When this is known, the optimal workforce can be put together and scheduled according to 
the predicted needs. Large contact centres often engage more than 1000 employees, making 
manual planning very complicated. Under these circumstances, a WFM solution is an 
indispensable aid. 

Teleopti CCC 
Teleopti offers both the technical solution and the WFM knowledge and consulting services 
to help customers get the highest return on investment. Customers are primarily large contact 
centres worldwide but Teleopti is heading for the retail and enterprise WFM markets as well. 

The technical solution, Teleopti CCC, consists of a base package and a number of optional 
modules. The base package comprises the key elements for contact centre planning and 
workforce management. This includes accurate forecasting, staff management, work rule 
administration and shift generation, automatic scheduling, agent self-service, reporting etc. 

The solution consists of different modules, where the modules Forecasts, People, Shifts, 
Schedules, Intraday, Reports and MyTime form the base package. Forecasts is used to predict 
workloads for different contact channels on different time levels: yearly, monthly, daily and 
on an intraday level. The People module is used to manage and administer the staff. In the 
Shifts module shifts that will help optimising the schedule for the predicted workloads are 
prepared. The Schedules module automatically creates schedules that meet the predicted 
needs. The Intraday module presents a possibility to monitor operations during the day and 
facilitates taking appropriate action if anything unexpected occurs. Reports is a tool for 
follow-up and evaluation of the operations. Finally, MyTime is used by agents to view 
schedules and reports and to fill in shift preferences. 

Examples of optional modules are Real Time Adherence for monitoring agent performance in 
real time, Performance Manager for advanced reporting and analyses, and Payroll 
Integration for exporting work hours to the salary system. Another example, Employee Self 
Service, includes agent schedule messaging, holiday planning and shift trading tools for agent 
empowerment. 
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3. Theoretical framework 
This chapter summarizes the key findings of the theoretical study. The first part tries to distinguish and 
bring clarity to the myriad of terms in the software world. The term freemium is positioned within this 
myriad, followed by an overview of theoretical propositions related to the freemium concept. The 
second part defines certain relevant concepts in marketing and provides theoretical guidelines for 
business-to-business marketing, online marketing and international marketing.  

3.1 The freemium business model 
For deeper understanding of the freemium business model it is helpful to be familiar with 
certain software definitions and terms. There is a lot of confusion of concepts on the subject. 
The following paragraphs aim at giving the reader an idea on where the freemium business 
model comes from and how it is related to other concepts and models in use. 

Freeware and shareware are two commonly used software terms. The term freeware has no 
clear and accepted definition but is often described as software which is available at no cost 
for an unlimited period of time and which is free for redistribution. However, modification of 
the software is not allowed, the users do not have access to the source code and the software 
ownership is retained by the developer.26  

The rationale behind shareware is to let users try the software before purchase, but also to 
help the authors with their word-of-mouth advertising. The Association of Shareware 
Professionals distinguishes between free trials (try-before-you-buy) and shareware. Free trials 
can be classified as shareware if the users are allowed to share the software with others.27 
Shareware are usually offered as trial versions with limited functionality, or as full versions, 
but for a trial period, e.g. 30 days.28 While redistribution of shareware programs is allowed, 
modification is not. Hence, the source code is not available for the users.29  

A commonly misused term is free software. Free software is a matter of rights, not price, and 
refers to software that the users are free to run, copy, distribute, change, improve, etc. A 
precondition for this is that the users have access to the source code.30 

On top of that, terms like trialware, adware, liteware and crippleware are likely to appear 
when the freemium business model is discussed. Trialware is essentially the same thing as 
free trials. Hence, trialware encompasses the try-before-you-buy concept in a larger sense 
than shareware since it could, but does not necessarily have to be free for redistribution.31 
Adware can be either partially or fully financed by advertising.32 Software in which some 
features are left out completely is called liteware or feature limited software. Crippleware 
refers to a complete version of a software but with limited functionality, also called disabled 
software.33 All of these concepts could, but do not have to, fall into the shareware category. 

Distinguishing between what terms refer to distribution of the software, what terms refer to 
the marketing and business model and what terms refer to the product itself can give a deeper 

                                                 
26 PC Magazine: Definition of freeware; GNU Operating System, 2009: Categories of Free and Non-Free 
Software. 
27 Association of Shareware Professionals: What is Shareware?. 
28 Wikipedia: Shareware. 
29 GNU Operating System, 2009: Categories of Free and Non-Free Software. 
30 GNU Operating System, 2008: The free software definition. 
31 The Software Licensing Portal: Trial software. 
32 Wikipedia: Adware. 
33 The Linux Information Project, 2006: Freeware definition. 
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insight into the freemium concept. Shareware is to a large extent a method of distribution. 
However, shareware is a method of marketing as well, since its purpose also is to promote 
word-of-mouth advertising. While crippleware and liteware refer very much to the product 
itself, freeware, trialware and adware refer primarily to the marketing and business model.34 

The freemium model has much in common with the shareware philosophy. Whether 
freemium is a business model or a marketing model has been debated, but that issue is not 
within the scope of this thesis. The freemium model is comparable with shareware from the 
try-before-you-buy and the marketing point of view. Companies that offer shareware with 
limited functionality that is free for an unlimited period of time in fact use the freemium 
model. On the other hand, an essential part of freemium is that there should be no time limit 
for the free part which is not the case for many shareware products.35 The definition of the 
freemium model does not state whether the free product should be shareware, as in free to 
share (redistribute), or not. Hence, the free part of the freemium product could potentially be 
shareware but does not have to be. The connection to freeware is more far-fetched. The free 
product in a freemium strategy is, in isolation, comparable with freeware, but with the same 
reservation as for shareware, it does not have to be free to redistribute. 

3.1.1 Definition of the freemium business model 
The original definition of the freemium business model is the one that Fred Wilson articulated 
on his blog in 2006: 

Give your service away for free, possibly ad supported but maybe not, acquire a lot of 
customers very efficiently through word of mouth, referral networks, organic search 
marketing, etc., then offer premium priced value added services or an enhanced version of 
your service to your customer base.36 

The basic idea of the freemium business model is that the minority of customers who pay 
subsidise the majority that does not. The free product is a way of reaching a large customer 
base, like a form of marketing, usually converting just a small fraction to paying customers.37 
Wilson’s definition suggests two main lines of action: one could either offer the complete 
product for free, making money on additional services like for instance support, or give away 
a basic version of the product for free in order to sell a more advanced one. Going with the 
last option means that other choices have to be made. Then the free product can either be one 
part of the premium product with full functionality or a complete version of the product but 
with limited functionality, also known as feature limited and disabled software respectively. 

Yet, what counts as a freemium approach is not generally agreed upon and variations of the 
definition occur. For the sake of simplicity, the original definition is referred to when 
mentioning the freemium business model in this thesis. However, the on-going debate of free 
as a fast growing approach, foremost in the online business, is rather interesting in the context 
of this study. For that reason, a few alternative views of the freemium concept, stated by 
author and journalist Chris Anderson, are presented below. Anderson, who is well known in 
the debate regarding free, defined the following four freemium models when discussing the 
freemium approach with one of the biggest software-as-a-service companies:38 

                                                 
34 Popescu, 2008. 
35 Lindstedt, 2008. 
36 Wilson, 2006. 
37 Anderson, 2009. 
38 Anderson, 2008, November 12. 
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 Time limited – 30 days free, then pay. The upside is that it is easy to implement and that 
the risk of cannibalisation on the premium product is low. The downside is that many of 
the customers will be unwilling to commit enough to give the software a real test.  

Time limited is an approach that does not fit into Wilson’s definition of freemium, but it is 
commonly used for shareware as discussed above. 

 Feature limited – basic version free, more sophisticated version paid. Anderson considers 
this the best way to get maximum reach and states that the customers converting to 
premium are doing so for the right reason since they understand the value of what they are 
paying for. These customers are also likely to be more loyal and less price sensitive. The 
challenge is that two versions of the product need to be created and that it is a fine line 
between giving away too much and giving away too little in the free version. With too 
many features the free product could be sufficient for many customers which lowers the 
conversion rate whereas with too few features the free product customers may not use the 
product long enough to convert. 

This way of using the freemium model belongs to the original definition and covers both 
feature limited and disabled software as defined above. 

 Seat limited – can be used for free by a limited number of people, but more people than 
that is charged. This is easy to implement, like the time limited approach, and easy to 
understand as well. However, it might cannibalise on the premium version on the low end 
of the market. 

 Customer type limited – Small and young companies get it free, bigger and older 
companies pay. Benefits of this model are that the customers are charged according to their 
ability to pay and that a relationship is established to fast-growing companies early. 
Challenges with the model are that it is complicated and requires a verification process that 
is hard to police. 

Worth mentioning is that the customer type limited approach is used on the B2B software 
market. Since November 2008, Microsoft BizSpark offers Microsoft's business software for 
free to software developing companies that are less than three years old and have less than $1 
million in revenues.39 

3.1.2 Interface between the free and the premium product 
Returning to the two central choices, feature limited or disabled software, there are a few 
factors that have to be taken into consideration when deciding upon which is suitable. Both 
feature limited and disabled software is known to encourage users to purchase the product 
they are trying while full functional time limited software has shown the opposite effect.40 
However, different types of software programs require different trial types. It is important to 
see the needs of the customers and how they best can observe the benefits of the software. As 
established earlier, the freemium business model implicates that usage of the free product is 
not time limited. This should be suitable for complex software since such software requires 
longer evaluation time, which is supported by Faugère & Tayi (2007). 

The interface between the free and the premium product is of high significance when adopting 
the freemium model. A limited version may cannibalise sales from the premium version and 
consequently lower profits, contrary to the effects aimed at. Again, finding the right balance 

                                                 
39 Microsoft BizSpark, 2008. 
40 Popescu, 2008. 
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between giving away too much and too little is non-trivial. The quality of the free product 
needs to be high enough to make potential customers acquire and benefit from it, but low 
enough to create demand for the premium version.41 The proportion of features depends on 
the type of software in question. Faugère & Tayi (2007) suggests a number of factors to take 
into consideration when designing free software samples. If the number of features needed for 
learning about the software is low, the sample can contain fewer features. As opposed to that, 
a sample of an integrated software, where the features are depending on each other, has to 
include most of the features in order to communicate the essence of the premium version. 
However, attention should also be paid to the nature of the features. High-intensity features 
are features that are critical to achieving the purpose of the software while low-intensity 
features are not.42 

3.1.3 Success factors 
The following success factors are enunciated in articles, blogs and online discussions about 
the freemium concept and related topics. Most of the recommendations are aimed for start up 
companies in general and companies offering simple and cheap products on the B2C and 
SME software markets in particular. Specific recommendations directed towards established 
companies offering complex and expensive software are difficult to find. 

General 
First, dealing with digital products where the cost for multiple copies is close to zero is 
essential when adapting the freemium model.43 For an online start up company that rely 
completely on the freemium model a characteristic number is that one percent of the users 
support all the rest. This means that for every user who pays for the premium version, 99 
others get the basic free version, which is only feasible if the cost of serving the non-paying 
99 percent is kept at a minimum.44 Shah (2006) agrees that the resource consumption needs to 
be kept low but also proposes that the cost for the free product should be seen as a marketing 
expense. 

Lindstedt (2008) establishes that the foundation of freemium is that the free product or service 
has to be completely free of charge. Wilson (2006) declares that whatever the customers get 
for free, they should always get for free. A retreat of the value proposition could create 
badwill and possibly result in alienation and loss of potential customers. This is another 
reason why the interface between the free and the premium product should be carefully 
considered and needs to be set at an early stage.45 

Another success factor is that the free product works well; that at least the major bugs have 
been exterminated. Poor quality in the free product will not sell the premium product and 
could create badwill.46 

Registration, download and installation 
The matter of whether registration should be required for download is well debated and the 
conclusion seems to be quite unanimous – complicated registration processes should be 
avoided since it could scare potential customers away.47 

                                                 
41 Haruvy & Prasad, 1998. 
42 Faugère & Tayi, 2007. 
43 Lindstedt, 2008. 
44 Anderson, 2008, February 25. 
45 Heires, 2007. 
46 Op. Cit. 
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Popescu (2008) suggests that asking for full name and e-mail address usually is okay, but that 
requiring phone number and postal address is too much. Another recommendation is to 
eliminate all barriers to the initial customer acquisition, meaning that not even downloads 
should be required to start with. If an application can be provided online, that is preferred. 
Otherwise, the download and installation procedure has to be as straightforward as possible.48 
To sum up, the steps before the customer can actually start using the product should be as few 
and as simple as possible. All activities that may cause frustration should be avoided so that 
people will not abort before there is a chance to convince them about the superiority of the 
product. 

Demand for the premium product 
The main purpose of using the freemium business model is to market the premium product 
and generate a large number of leads by obtaining a large installed customer base. Hence, 
creating demand for the premium product is one of the most important success factors. 

Besides finding the accurate interface between the free and the premium product, there are a 
number of tips on how this can be achieved. It is crucial to make the customer fully aware of 
what the premium product is capable of doing, which is why it is imperative to ensure that the 
free product presents all the features of the premium product even though all of them are not 
accessible.49 For example, locked features and options can be visible but greyed out.50 
Communicating the possibility and convenience of buying the premium product is also very 
important. Including “buy” buttons in the application is a good reminder of the fact that there 
is a premium version and that it is available for purchase at any time. Information on how to 
buy should easily be found on the website as well.51 

Making the customers understand why the premium service has to cost money is also of great 
importance. The best example is when the customers implicitly understand why, for instance 
when the premium service results in a direct cost for the supplier. However, a great job in 
articulating the value that comes with the paid service, for example on the website, can also 
have a strong influence on the conversion rate from free product users to paying customers.52 

Instructions and support 
Thorough product documentation, including instructions and help files, is of great 
significance for several different reasons. One reason is to minimise the costs. Poor 
instructions could result in a large number of support errands which should be avoided. 
Furthermore, if the non-paying customers cannot figure out how to use the free product, 
badwill could be created and these customers will most certainly not be interested in the 
premium product.53  

A common way to differentiate the free and premium version is by providing different levels 
of support, although such differentiation should be made with caution according to Shapiro & 
Varian (1998). Highlighting the added value of support in the premium offer may send signals 
of low quality and lack of reliability. In addition to that, failing to deliver on promises in 
terms of support can turn into a public relations nightmare. Lindstedt (2008) suggests that 

                                                                                                                                                         
47 Lindstedt, 2008; Wilson, 2006. 
48 Wilson, 2006. 
49 Popescu, 2008. 
50 Hadley, 2003. 
51 Popescu, 2008; Hadley, 2003. 
52 Wilson, 2006. 
53 Hadley, 2003. 
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being generous with support, even for the non-paying customers, is important to be able to 
succeed in applying the freemium model. To ease the workload for the support team, a 
discussion forum might be helpful. The discussion forum will function as a platform where 
users can help each other with both technical and usage problems. Users promoting the 
premium product at the forum may also function as an additional sales force.54 

In summary, the success factors identified for the freemium business model are: 

 Keep the costs for the free product at a minimum 

 Set the interface between the free and the premium product at an early stage and do not 
change it 

 Provide a free product of sufficient quality 

 Minimise the barriers to the initial customer acquisition 

 Create demand for the premium product 

 Provide thorough product documentation 

 Be generous with support 

3.1.4 General flow from a user perspective 
To identify the general flow from a user perspective a number of existing freemium 
companies, primarily on the consumer market, were benchmarked. The series of actions for 
basic and relatively cheap products on the B2C market is schematically presented in figure 
3.1. 

 
Figure 3.1 General flow from a user perspective. 

The lighter boxes in the figure represent steps that are not always a part of the process. 
Noteworthy is that many free products are not only distributed from the company website but 
also from software distribution websites such as CNET Downloads (www.download.com). 

An example of a company offering free trials of complex and expensive software targeting the 
B2B market is Microsoft. Even though most of the trials are time limited and therefore do not 
fit entirely into the freemium business model, the specific Microsoft flow was considered 
relevant in the context of this thesis since the type of software is similar. The difference from 
the general flow presented above is that Microsoft requires registration before download. 
However, Microsoft is also using the freemium model. The company provides a light version 
of their SQL Server without charge, the SQL Server Express. This trial is not time limited and 
registration is optional. If the customer chooses to register, it is rewarded with access to 
product updates, information resources, forums and e-learning discounts. The premium 
version is offered without limitations in functionality as well, but then as a 180-day trial. For 
this trial, registration is required. 

                                                 
54 Hadley, 2003. 
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3.2 Marketing 
Marketing is about delivering value to customers by satisfying their needs and wants at a 
profit for the company.55 To structure the process of delivering value, marketing can be 
divided into strategic and tactical marketing. The formula “segmentation, targeting, 
positioning” (STP) is the essence of strategic marketing, which concerns choosing what value 
to deliver and to whom. Tactical marketing involves efforts to provide and communicate the 
chosen value. 

3.2.1 Segmenting56 
Market segmentation provides the basis for the selection of target markets. A target market is 
a chosen segment that a company has decided to serve. Customers within a segment have 
similar characteristics along some dimension(s) that makes it possible to target the whole 
segment with a single marketing strategy. Hence, grouping customers based upon similarities 
through market segmentation is a prerequisite for selecting appropriate marketing strategies. 

There are three broad groups of segmentation criteria: behavioural, psychographic and profile 
variables. Behavioural variables refer to benefits sought, usage rate, purchase occasion, 
purchase behaviour etc. Lifestyle and personality are psychographic variables and profile 
variables include for example geographic, demographic and socio-economic variables. 

3.2.2 Targeting 
Market segmentation is a means to an end – target marketing.57 When the market is 
segmented into a number of segments that are homogenous within segments but 
heterogeneous between segments one or a few target market segments have to be chosen. The 
target segment or segments that the company decides to serve should be measurable, 
substantial, accessible, actionable and compatible.58 Other important factors to take into 
account when evaluating and selecting a market segment or segments to serve are:59 

1. Market factors such as segment size, segment growth rate, segment profitability, price 
sensitivity, bargaining power of customers and barriers to segment entry and exit 

2. Competitive factors such as nature of competition, new entrance rate and competitive 
differentiation 

3. Political, social and environmental factors such as political issues, legislation, social 
trends and environmental issues 

4. Company capability such as exploitable marketing assets, cost advantages, technological 
edge and managerial capabilities and commitment 

3.2.3 Positioning 
Positioning is the act of designing the company’s offering and image to occupy a distinctive 
place in the mind of the target market.60 Everything that the product communicates should 
contribute to form a coherent picture of the product in the minds of customers, a picture that 

                                                 
55 Kotler & Keller, 2007. 
56 The section is based on Jobber, 2004. 
57 Jobber, 2004. 
58 Kotler & Keller, 2007. 
59 Jobber, 2004. 
60 Kotler & Keller, 2007. 
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in one sense or another differentiates it from other products.61 Target market selection 
accomplishes part of the positioning, but competing successfully also involves providing 
customers with a differential advantage that is clearly and consistently communicated, 
credible and competitive.62 

The first step in positioning is determining on a strategy for what kind of sustainable 
competitive advantage should be offered to the target market.63 An appropriate combination 
of competitive scope and competitive advantage has to be chosen for the product, see figure 
3.2. The competitive scope can either consist of a broad or a narrow target and the 
competitive advantage could be related to price or differentiation. Differentiation can be 
achieved in many ways but essentially all of them fall into one of the following categories: 
product differentiation, service offering differentiation, personnel differentiation, distribution 
channel differentiation, or product image differentiation.64 

 

 

 

 

 

 

 

Figure 3.2 Competitive strategies for positioning a product (Source: Porter, 1985). 

When the competitive strategy is in place the company has to establish a value proposition 
and a product identity that support the selected competitive advantage and can be clearly, 
consistently and credibly communicated. The value proposition represents the reason why the 
target market should buy the product, i.e. the customer benefits.65 Product identity and 
product image represent different sides of the same coin. Identity is the way a company aims 
to identify its product, whereas image is the way the customers perceive the product.66 
Positioning is the part of the value proposition and the product identity that the supplier 
chooses to communicate to its selected target market in trying to bridge the gap between 
product identity and product image.67  

Establishing a value proposition and a product identity involves choosing Points-of-
Difference (PODs) and Points-of-Parity (POPs).68 PODs are attributes or benefits consumers 
strongly associate with a product, positively evaluate and believe are unique to the product. In 
isolation or together, PODs form the competitive advantage. POPs on the other hand, are 
associations that are shared either with competing products or with the entire product 
category. The inclusion of POPs in the positioning is necessary both to convey category 

                                                 
61 Apéria & Back, 2004. 
62 Jobber, 2004. 
63 de Wit & Meyer, 2004. 
64 Kotler & Keller, 2007. 
65 Op. Cit. 
66 Op. Cit. 
67 Aaker, 1996. 
68 Kotler & Keller, 2007. 
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membership to the target market but also to position against competitors and negate their 
PODs. 

3.2.4 Marketing communication 
Marketing communications are the means by which companies attempt to inform, persuade 
and remind customers about the products sold by the company.69 Designing and managing 
marketing communication is about what to say, how to say it, to whom and how often.  

The development of informative and persuasive communications must be based on the 
positioning and differentiation strategy of the company and the goals of the communication.70 
The message has to be designed accordingly and an appropriate communications mix has to 
be chosen.  

Message 
When designing the message, one should distinguish between message content and message 
construction.71 Message content refers to the strategies that may be used to communicate an 
idea to an audience, whereas message construction refers to the problem of how to physically 
construct the message. 

Message content 
When determining message content, marketers must first decide on what idea to 
communicate. The message should help establishing POPs and PODs in the minds of the 
target audience.72 Furthermore, the marketer has to tackle a number of issues in selecting 
persuasive message content:73 

 Message complexity – the decision of how much information to place in a message 

 Conclusions – the decision of whether to directly state the inference that customers are 
expected to obtain from the message or leave it open-ended 

 Comparative messages – the question of whether to directly, indirectly, or not compare the 
product to competing products 

 One- versus two-sided messages – the question of whether to present an audience with both 
sides of an issue 

 Vividness – the design of vivid messages through personal relevance, concreteness and 
closeness in context and time 

 Lectures versus dramas – the decision of whether to persuade by having a source directly 
address the audience or employing characters to indirectly address the audience by 
speaking to each other 

 Rhetorical figures – the use of rhyme, puns, hyperbole, metaphor, irony and paradox to 
increase interest and provide additional meaning to messages 

 Humour, fear and surprise – the question of whether to employ techniques such as 
humoristic elements, fear appeals or elements of surprise in a message 

                                                 
69 Kotler & Keller, 2007. 
70 Mowen & Minor, 2000. 
71 Op. Cit. 
72 Kotler & Keller, 2007. 
73 Mowen & Minor, 2000. 
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To break through the noise in the environment a marketer can try to connect to customer 
needs, be vivid, be distinctive, surprise etc. However, the message content has to be consistent 
and kept clear and simple in order to avoid exhausting the cognitive capacity of the target 
audience.74 

Message construction 
Although marketers must worry about message content, they should also be concerned with 
how the message is constructed. Message construction includes deciding where information 
should be placed in a message to get maximum impact. The primacy effect states that 
information placed at the beginning of a message has the most influence whereas the recency 
effect occurs when information at the end has the greatest impact. Material presented in the 
middle of a message is relatively poorly remembered and has the least impact, which is why 
key pieces of information should not be placed in the middle of a message.75 

Another important question when constructing a message is how often key pieces of 
information should be repeated. Repetition is required for learning to take place, but too much 
repetition can lead to advertising wear-out, which results in increasingly negative responses.76 
How much repetition is necessary for maximizing learning depends on both the person 
receiving the information and the information to be learned.77 

Another structural issue concerns whether the information in printed communication should 
use a list format or a narrative format in which information is presented in paragraph form. 
Research on the topic indicates that attitude toward the message is improved when the 
narrative format is used.78 

Communications mix79 
The marketer’s tool box, the marketing communications mix, consists of six main modes of 
communication: 

 Advertising – any paid form of non-personal presentation by an identified sponsor 

 Sales promotion – short-term incentives to encourage product trial or purchase 

 Events – company-sponsored activities and programs to create product or brand related 
interactions 

 Public relations – programs promoting or protecting company or product image 

 Direct marketing – use of mail, phone, fax, email, or the Internet to communicate directly 
with specific customers and prospects 

 Personal selling – face-to-face interaction with prospects for the purpose of making 
presentations, answering questions and procuring orders 

Marketers must decide on a relevant mix of these different types of communication modes 
and then select specific efforts and media channels. In addition, marketers must settle on 
reach, frequency and timing of the communication efforts. 
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76 Op. Cit. 
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3.2.5 Brand names 
Selecting a name for a new product is often considered the centrepiece of introductory 
marketing campaigns.80 Brand names can be an extremely effective shorthand means of 
communication.81 A well-planned brand name will require less marketing resources to 
achieve recall.82 An effective name can also enhance awareness and create a favourable image 
for the product.83 There are a few inherent characteristics which lead to memorable names that 
support the desired product image. Product names should be simple; familiar and meaningful, 
emotional; different, distinctive and unusual; easily recalled; easily pronounced and spelled; 
make use of phonetic, orthographic, morphologic or semantic devices; and make a sound 
associate of product category, as well as being legally protectable.84 

A study by Klink (2001) highlights the importance of meaningful names and concludes that 
products with brand names using sound symbolism and semantics enhance product liking and 
positioning. According to Keller, Heckler and Houston (1998) a brand name explicitly 
conveying a product benefit leads to higher recall of a marketed benefit claim consistent in 
meaning with the brand name compared with a non-suggestive brand name. Conversely, a 
suggestive brand name leads to lower recall of a subsequently marketed benefit claim 
unrelated in product meaning compared with a non-suggestive brand name. Durgee and Stuart 
(1987) suggest that the most effective names are not expressive of the individual product’s 
identity and benefits at all but rather of the product category itself. According to Keller (2003) 
it is also important to recognize the role of the brand within the corporate branding hierarchy 
and how the brand should relate to other brands and products. 

3.2.6 Brand extensions 
When a product that employs a new brand name is introduced and the product is in a category 
new to the company it is a traditional new product, 85 see figure 3.3. If the product employs a 
new brand name in a firm’s present category it is called a flanker brand. Brand extensions, 
when a firm uses an established brand name to introduce a new product, can be classified into 
two categories. Category extensions or franchise extensions take an existing brand name and 
apply it to a category that is new to the company, whereas line extensions use an existing 
brand name in a firm’s present category. A line extension often involves a different target 
market segment, a different flavour or ingredient, a different form or size, a different price-
performance ratio, a different version, or a different application for the brand.86 

                                                 
80 Keller, Heckler & Houston, 1998. 
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83 Aaker, 1991. 
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Figure 3.3 Product introduction opportunities for a company (Source: Tuber, 1981). 

Advantages of brand extensions can broadly be categorized as those that facilitate new 
product acceptance and those that provide feedback benefits to the parent brand or company 
as a whole.87 Advantages for the new product include potentially better brand image, reduced 
risk perceived by customers, higher probability of gaining trial, higher efficiency of 
promotional expenditures, lower costs of introductory marketing programs and avoidance of 
costs of developing a new brand. Potential parent brand and company benefits include 
clarified brand meaning and enhanced parent brand image, extended customer base and 
increased market coverage, brand revitalization and permission for subsequent extensions. 

Extending a brand can be enormously profitable, but it can also be dangerous since it can 
seriously damage the parent brand.88 Disadvantages and risks of extending a brand include 
customer confusion and frustration, damaged parent brand image, diminished brand 
identification with any one product, diluted brand meaning, cannibalization of sales of parent 
brand and a forgone chance to develop a new brand.89 

Brand extensions are more likely to be successful when there is a fit or similarity between the 
extension and the parent brand.90 However, communication strategy for an extension should 
emphasize information about the extension rather than remind about the parent brand.91 

Line extensions 
Line extensions can be horizontal or vertical.92 Horizontal line extensions employ the same 
price-performance ratio as the core product whereas vertical line extensions are either 
premium or lower priced. 

Consumers use experience with the parent brand to infer the quality of the line extension.93 
Research shows that line extensions of strong brands are more successful than extensions of 
weak brands.94 Extensions of strong brands are also more successful when entering the market 
early. Earlier extensions facilitate the market expansion of the parent brand. 
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3.2.7 Business-to-business marketing 
A few important characteristics of the business market differentiates B2B marketing from 
B2C marketing,95 see table 3.1.  

Table 3.1 The main differences between consumer and business markets (Source: Bly, 1998; Fill & 
Fill, 2004; Kotler & Keller, 2007). 

CHARACTERISTIC DESCRIPTION 
 CONSUMER MARKETS BUSINESS MARKETS 

Number and type of buyers: Many, small Few, large 

Purchase orientation: Individual or family needs Organisational and individual needs 

Nature of the purchasing process: Simple, single-step Complex, multi-step 

Number of people involved in the 
purchasing process: Small Large 

Decision time: Short Long 

Size of purchase: Small quantities and values Large quantities and/or values 

Consequence of poor purchase: Limited Potentially critical 

Nature of products and services: Standard range of products Customized packages 

Pricing methods: List prices Quantity discounts, competitive 
bidding and negotiation 

Distribution channel configuration: Complex and long Simple and short 

Communication focus: Psychological benefits Economic/utilitarian benefits 

Primary communication mode: Non-personal: advertising Personal: direct marketing and 
personal selling 

Supplier switching costs: Limited Large 

Nature of relationships: Low or moderate importance, value 
chain relationships 

Close, strategic, interdependencies, 
complex networks of relationships 

 
Indeed, the differences outlined above are generalised and do not apply in all instances. 
Noteworthy is also that there are many similarities between B2B and B2C marketing. 
Nevertheless, as a result of these fundamental differences, somewhat different marketing 
strategies and programs are required to reach and influence business buyers as opposed to 
consumers.96 

Segmenting, targeting and positioning 
Business markets can be segmented with some variables that are employed in consumer 
markets, but B2B marketers can also use several other variables:97 
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1. Demographic variables – industry, company size and location 

2. Operating variables – technology, usage rate, customer capabilities 

3. Purchasing approaches – purchasing-function organisation, power structure, nature of 
existing relationship, general purchasing policy, purchasing criteria 

4. Situational factors – urgency, specific product applications, size of order 

5. Personal characteristics – buyer-seller similarity, attitudes towards risk, loyalty 

The demographic variables are generally considered most important, followed by the 
operating variables all the way down to the personal characteristics of the buyer.98 

The second and third aspect of the STP formula, targeting and positioning, are essentially 
governed by the same fundamental rules in both B2B and B2C marketing, even though the 
general guidelines suggesting that target segments should be measurable, substantial, 
accessible, actionable and compatible may be of somewhat greater use on the consumer 
market.99 On the other hand, target segment selection is of even greater significance in B2B 
marketing than in consumer marketing, as the revenue from a transaction can be substantially 
higher from one segment to another.100 Worth mentioning is also that B2B positioning 
traditionally has been more focused on rational and functional benefits than B2C positioning 
in which expressive and emotional benefits are emphasized to a greater extent.101 However, 
more emotional approaches to positioning are emerging on the business market. 

Buyer roles and purchasing process 
Understanding the purchasing process and what buyer roles are involved is important in B2C 
marketing, but as pointed out in table 3.1, the purchasing process on the business market 
generally involves more people, is more complex, takes more time and has higher stakes than 
the consumer purchasing process. Hence, understanding the purchasing process and what 
buyer roles are involved is an integral part of B2B marketing.102 

Buyer roles 
Not only are representatives of many different functions usually involved in a business 
purchase, but these representatives also take on different buyer roles:103 

 Initiators – request the purchase and propel the purchasing process 

 Users – use the product once it is acquired and subsequently evaluate its performance 

 Influencers – often help set the technical specifications and assist the evaluation of 
alternative offerings 

 Deciders – make final decisions since they have the formal authority to make decisions or 
since their internal influence carries most weight 

 Buyers – select suppliers and manage the purchasing process 

 Gatekeepers – have the potential to control the type and flow of information to the 
organisation 
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One individual can adopt one or many different roles. In any case, it is important for the 
marketer to identify and understand the different roles involved and to refine the message to 
meet the needs of each targeted role.104 

Purchasing process 
Not all business buyers apply the same purchasing process, but a typical purchasing process 
of a company includes the following steps:105 

1. Need awareness and definition 

2. Vendor identification 

3. Information gathering 

4. Vendor evaluation/initial selection 

5. Request for proposal (RFP) or Request for quote (RFQ) 

6. Narrowing of vendor’s choices 

7. Demonstration/presentation by vendor(s) 

8. Reference checking 

9. Vendor selection 

10. Negotiation 

11. First purchase 

12. Evaluation 

13. Repeat purchase 

Sales process106 
Understanding the purchasing process and its complexities is a prerequisite for designing an 
adequate marketing program. However, to improve marketing effectiveness, the sales process 
should also be closely aligned to the purchasing process of the target market. A typical sales 
process contains the following actions: 

1. Inquiry, prospect or lead generation 

2. Lead qualification 

3. Proposal/quote 

4. First sale 

5. Repeat sale 

In each stage of the sales cycle the potential customer is referred to with different terms. 
Widespread and classic definitions of these terms are:  

 Suspect: A company that possesses the characteristics of a potential customer, i.e. a 
company that is included in the selected target market. Suspects are usually 
companies, since B2B marketers usually target the company first and then 
the individual. 
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 Inquiry: An individual who has in some manner responded to one or more of the 
company’s marketing communications. 

 Prospect: An individual who not only has responded but also works for a company that 
is included in the selected target market. 

 Lead:  An individual who represents a company included in the selected target 
market and, according to some qualification criteria, has shown a serious 
interest in buying the company’s products.  

 Opportunity: A lead that is qualified according to some minimum qualification criteria, 
wants to talk to a salesperson, is in the later stages of the purchasing process 
and wants to purchase in a relatively near future. 

How companies define these terms differ, but the imperative is to make the definitions clear 
and communicate them internally so that everyone knows exactly what their implications are 
in relation to the company sales cycle and the potential customer’s purchasing process. 
Misunderstanding of these terms is at the root of many failed marketing programs, since 
expectations of results are based on perceptions of what these terms embody. 

Applying the above definitions of the terms to the general sales process outlined above, the 
first step is where marketers target suspects with marketing communication. The intended 
result is the generation of inquiries, prospects or leads. The second step includes actions to 
qualify prospects into leads and leads into opportunities. In the third step a proposal or a quote 
is presented to the opportunity and this is typically where the sales department takes over 
from the marketing department. The fourth step is where a deal is closed and the opportunity 
turns into a customer. Finally, the fifth step represents repeat purchases by customers who 
have decided to stay loyal with the company.  

BANT 
As already noted, the definitions of terms referring to potential customers differ. What is 
classified as a lead and an opportunity varies depending on qualification criteria. The most 
accepted qualification criteria according to Coe (2003) are BANT – an acronym for budget, 
authority, need and timing. The BANT criteria or parts of them can be used either to qualify 
into leads or to qualify into opportunities as long as the company has predefined the meaning 
of the criteria and how they are to be used:  

 Budget – How much money must be available or in the potential customer’s budget to buy 
the product? Is the potential customer in disposal of such budget? 

 Authority – Who has the authority to make a purchase decision and therefore needs to be 
involved? Does the individual that the company is in contact with possess this authority? 

 Need – What needs or conditions should exist before the product would be of value to the 
potential customer? Does the potential customer have these needs?  

 Timing – How imminent is the potential customer’s purchase decision?  

Business partners107 
The original reason for using distributors on business markets was to perform a “time” and 
“place” function, particularly in an international setting. Companies used to search for the 
best distributors, educate and train them, and provide commissions and support. Then the 
distributors went forth into their territories and sold to end markets. Only infrequently did a 

                                                 
107 The section is based on Coe, 2003. 



 Jepson & Lundin  
 

29 

manufacturer directly communicate to the end user other than through advertising, as this 
level of contact was the preserve of the distributor. 

Today, companies have come to realize the importance of close relationships and networking 
on business markets. Thus, business partners have turned into an important channel in B2B 
marketing communication. Manufacturers educate, train and motivate the distributors just like 
before, but nowadays they exert more marketing control. Manufacturers now target the end 
markets through direct marketing. Inquiries, prospects and leads are generated and qualified 
by the manufacturer and then passed on to an appropriate distributor. At the same time, the 
functional responsibility that distributors assume has expanded to include total sales coverage, 
adding value and servicing. 

Marketing communication 
According to Coe (2003) the difficulty of building a brand in today’s cluttered environment 
puts the goal far beyond the reach of most B2B companies. Yet, many marketers deceive 
themselves regarding this goal and continue to spend money on brand or image advertising 
that would be far better spent on generating inquiries, and in the end of course sales. 
Therefore, Coe argues, should inquiries be the primary goal of B2B marketing 
communication. 

Prior to designing the marketing communications program, the marketer must first determine 
what balance between quantity and quality of inquires is desired.108 Should the company go 
for large quantities of inquiries or smaller quantities where most responses qualify as leads? 
Then offers and messages that generate the desired quality of inquiries can be developed and 
proper communication channels and media deployed. 

Even if inquiry, prospect or lead generation is the primary goal, marketers must not forget to 
deal with the middle steps of the purchasing process and the sales process.109 As pointed out 
earlier, the sales process should be closely aligned to the purchasing process of the target 
market. To be effective, marketing communications for the multiple steps of the sales process 
should therefore be coordinated and planned for as a series rather than as separate efforts.110  

Message 
Some of the fundamental differences between business and consumer markets affect the way 
the message should be designed.111 B2B products are often complex and business buyers are 
sophisticated professionals that want to buy or even need to buy. Therefore, messages should 
not be superficial, oversimplify or try to fool the audience, and the use of humour, 
entertaining elements or other creative tactics is usually less necessary than in B2C marketing. 
Business buyers will read the message anyway if it is relevant, engaging and important in the 
sense that it helps them make an informed decision about taking the next step in the 
purchasing process. Hence, messages should be direct, to the point and educating. Clarity is 
also essential to reduce complexity.  

To reach the multiple buying interests involved in a B2B purchase the needs of different roles 
and functions should be addressed with different messages.112 This could either be done 
through different versions of the communication copy that contain different messages or 
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through compartmentalisation where there is a section of the copy explicitly listing benefits 
for different roles. 

Coe (2003) also stresses the importance of message relevance and differentiating messages 
based on role and progress in purchasing process. The messages and offers in each stage 
should be designed to move the potential customer from one stage of the purchasing process 
to the next. Furthermore, the author notices that the word “free” works wonders in the initial 
stages of the purchasing process. Even thought the word seems overused, messages including 
“free” yield higher response rates. 

Communications mix 
All six modes of communication in the communications mix – advertising, sales promotion, 
events, public relations, direct marketing and personal selling – can be applied in a B2B 
marketing context. However, the only mode of communication that can really pinpoint and 
communicate to specific individuals with the accuracy, customization and timing required on 
business markets is direct marketing, particularly direct mail or email and telemarketing.113 
Other forms of communication such as public relations, advertising and trade shows can all 
have value in the overall communication perspective, but direct marketing is superior in terms 
of inquiry generation. Thus Coe (2003) argues, should direct marketing form the core of the 
communication and only be supported by other communication efforts. 

3.2.8 Online marketing 
There are many ways companies and their customers can benefit from the use of the Internet 
in marketing: lowered transaction costs through electronic market places, increased market 
orientation, global market reach, customization of products, delivery of web services, 
improved customer service operations, efficient gathering of market research, improved 
market communication, efficient training and education,  accelerated innovation, interactive 
customer management, streamlined supply chain management, improved distribution channel 
configuration, effective partner relationship management etc.114 

To capitalize on the capabilities and potential benefits of the Internet companies must craft 
and manage their websites effectively.115 General guidelines for designing an online interface 
concern the areas of content, context, community, connection, customization, communication 
and commerce. 

 Content – what digital material is presented (information, products and services). It is 
imperative that a website includes the relevant content a visitor demands and needs. 

 Context – how the material is presented in terms of design and layout. Websites can be 
aesthetic or functional. The context of a website should be user-friendly, easily navigable 
and designed with the target market and the value proposition in mind. 

 Community – website users’ possibility to interact with each other, build bonds and share 
common interests. Communities are useful in building relationships with and among 
website users. Active communities can be a valuable tool for sharing information, tips and 
providing feedback. 

 Connection – links with other useful websites. If a user cannot find what is needed on a 
website, it adds value to the user experience to be referred to a website where the needs can 
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be satisfied. Building connections also presents opportunities to earn revenue from 
referrals to affiliated websites. 

 Customization – ability to present flexible information tailored to different users or to be 
modified by users to suit their unique needs. Customization is important in the sense that it 
delivers personalized value to individual visitors. 

 Communication – means by which interaction between the website and its users is 
permitted (e.g. live chat, email or telephone). Communication could be one-way or two-
way; two-way communication contributes to a more satisfying user experience.  

 Commerce – capability to execute commercial transactions. Commerce requires features 
such as a shopping basket, invoicing, secure credit card processing and order 
acknowledgement. 

A well-designed website is not enough to ensure benefiting from the potential advantages of 
the Internet.116 The website must also be effectively managed to leverage its potential. 
Website management involves two key aspects: building site traffic and managing online 
relationships. In terms of building traffic, it is important to communicate the website through 
other communication channels. Managing online relationships is about encouraging visitors to 
return by providing appropriate incentives. 

3.2.9 International marketing117 
Engaging in global business offers a number of opportunities: By transferring knowledge 
around the world, an international firm can build and strengthen its competitive position. 
Market saturation can be avoided by lengthening or rejuvenating product life cycles in other 
countries. Firms can benefit from reaching many more customers etc. 

In international marketing the basic principles of marketing still apply. However, their 
applications, complexity and intensity may vary substantially because of the different set of 
macroeconomic factors that apply in foreign countries. 

A great challenge to a firm doing business internationally is the macroeconomic environment. 
The cultural, the economic and the political and legal environment differ between countries. 
Diversity in terms of cultural variables such as language, religion, values and attitudes, 
manners and customs, aesthetics, technology, education and social institutions needs to be 
coped with. Economic variables related to the various markets’ characteristics such as 
population, income, consumption patterns, infrastructure and geography form a starting point 
for assessment of market potential for the international marketer. Yet another challenge is 
presented by the political and legal environment, since politics and laws affect the 
international business behaviour of firms, particularly in the areas of agreements, antitrust, 
boycotts, corruption and ethics.  

To benefit from the opportunities and deal with the adversities of international trade the 
different set of macroeconomic factors has to be understood and responded to in order to let 
international markets be a source of customer needs satisfaction and company growth and 
profit. 
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4. Results and analysis 
This chapter displays the empirical findings of the case study at Teleopti along with the authors’ 
analyses of the findings. Product development, packaging and marketing findings are revealed and 
analysed one at the time consistent with the structure of the question formulation. 

4.1 Product development 
The pre study indicated that when the freemium business model is used in start-up companies, 
the free product is usually developed first. Then the premium product is added after some 
time, often when the free product is already established on the market. In the Teleopti case, it 
was the other way around. The premium product, Teleopti CCC, already existed and formed 
the base when developing the free product. The upside of already having a premium product 
with demonstrated functionality is that the conditions for creating a well functioning free 
product are excellent. This is a great advantage since launching a free product with many 
flaws and bugs could generate badwill.118 Furthermore, a free product of low quality could 
end up consuming considerable resources which should be avoided according to the 
theoretical findings.119 

4.1.1 Interface between the free and the premium product 
The interface between the free and the premium product has to be set at an early stage.120 The 
free product can either be one part of the premium product with full functionality or a 
complete version of the product but with limited functionality. This choice should be based on 
the nature of the software and the challenge lies in giving away enough to demonstrate quality 
and create demand for the premium product, but not so much that there is no need for 
upgrading.121 In the Teleopti case study, the decision to select one single module to offer for 
free was made based on the following motivation: 

 Teleopti CCC is a modularised product. Choosing one part of the product to give away for 
free was thereby simplified. 

 This choice was also considered to have higher potential of creating demand for the 
premium product. A full version of Teleopti CCC, but with limited functionality, could 
potentially satisfy the needs of some potential customers completely. Giving away only 
one module would more likely create demand for the premium product for these customers 
as well. 

 Fewer adjustments had to be made when creating the free product. If the full solution 
would be limited in functionality more resources would be consumed, particularly in terms 
of product maintenance. 

Choice of module 
As mentioned in the product description in chapter two, Teleopti CCC base package consists 
of the modules Forecasts, People, Shifts, Schedules, Intraday, Reports and MyTime. These 
modules were all subject to evaluation when the module that would be offered for free was to 
be chosen. The Forecasts module appeared to have the most promising qualities for becoming 
a powerful leads generator. The following motivation was the basis for the decision: 
                                                 
118 Heires, 2007. 
119 Anderson, 2008, February 25; Shah, 2006. 
120 Heires, 2007. 
121 Anderson, 2008, November 12; Haruvy & Prasad, 1998. 
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 The Forecasts module does not require input from other modules and advanced features 
can therefore be used in isolation. Since forecasting is the foundation of all other planning 
and a vital part of the WFM process122 the Forecasts module was considered to include 
several of what Faugère & Tayi (2007) call high-intensity features. Based on this, offering 
the Forecasts module as a stand-alone product would demonstrate the superiority of 
Teleopti CCC and give the customer a hint of the full potential of the system. Thereby, the 
desired demand for additional modules could be created. A challenge resulting from 
choosing the Forecasts module was that it requires input from the telephony platform or 
some other source of statistical data. However, this problem was considered relatively easy 
to solve technically. The main issue was rather to design the import function to be as easy 
to use as possible, in order not to be a barrier for the users to get familiar with the product. 

 The People module was not selected since its advanced features cannot be used in 
isolation. In this case, an Excel-sheet would do just fine. The fact that People does not 
require input from other modules could not make up for that. If not utilising the advanced 
features, People is a relatively simple module that does not demonstrate the superiority of 
the premium product, which is why the module would not create the desired demand for 
additional modules. 

 Neither does the Shifts module require input from other modules. It would, as a stand-alone 
product, eliminate the manual creation of shifts and be time-saving for the users. Still, that 
would probably not be enough to create demand for additional modules. The advanced 
features of the Shifts module can be used in isolation, but their full potential would not be 
demonstrated without the use of other modules. This calls for other modules to be offered 
for free as well, which was not desirable. 

 Offering the Schedules module for free would definitely demonstrate the superiority of 
Teleopti CCC but was not considered an option. Schedules is barely possible to give away 
since it requires input from several other modules. Furthermore, if somehow that problem 
was to be solved, the core benefit of the premium product would be given away and there 
would be no need for most of the other modules. 

 Intraday, Reports and MyTime can be seen as support modules that are useless without 
other modules since there would be no information to view, distribute, access and edit. 
Without input from other modules, these modules would not demonstrate the core 
functionality of the premium product since they are tools for information management and 
follow-up rather than tools for staffing, which is the essence of Teleopti CCC. Hence, these 
modules contain mainly low-intensity features123 that are not critical to achieving the 
purpose of the product. 

4.1.2 Detailed interface and technical adjustments  
When the Forecasts module had been selected to be offered free of charge the detailed 
interface – exactly what was going to be a part of the free product – had to be determined. 
How the differences between the free and premium product were to be technically realised 
had to be figured out as well. 

For instance, it was discussed whether the Reports module should be a part of the free 
offering or not. The Reports module would make it easier for the users to visualise and 
analyse the forecasts, which could potentially contribute to demonstrating the superiority of 

                                                 
122 Engbrink, 2008. 
123 Faugère & Tayi, 2007. 
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the premium product. However, Reports was considered to add too much value to the free 
product and the possibilities for visualising and analysing in the Forecasts module were seen 
as sufficient, which is why it was decided to not include Reports in the free offering. Another 
decision was to predefine all settings that have to be made outside the Forecasts module, 
which made the Settings module redundant. 

Creating demand for the premium product could be done through the user interface. Popescu 
(2008) suggests doing this by making sure features of the premium product are visible 
although not accessible. In the Teleopti case, this was done by leaving the locked modules 
visible but greyed out, as recommended by Hadley (2003). A wish was to connect tool tip 
boxes with short information notes to the greyed out modules, but this was proven to be hard 
to realise. Instead, descriptions of the other modules were provided in the online Help, which 
is further introduced in the Packaging chapter. 

There were several concerns regarding protection of the intellectual property. One such 
concern was whether to completely separate the Forecasts module technically, or to deliver 
Teleopti CCC in full but with permissions only to use the Forecasts module. Since completely 
separating the module would demand more resources for product development as well as for 
maintenance the decision was to use permissions. Drawbacks of this option was that it 
resulted in a larger download package and that it involves a greater risk since the source code 
for the complete solution will be distributed. The latter was solved by obfuscating124 the code 
as well as removing parts of it. 

Another topic for discussion was whether the functionality within the Forecasts module 
should be limited or not. However, the advantages of making such limitations were unclear 
while the fact that this would require more development resources was obvious. Thus, the 
decision was to keep the full functionality of the Forecasts module in the free product. 

It was determined that the free product should not support integration with the telephony 
platform. The integration is usually made by Teleopti staff and, besides the fact that it would 
create a huge barrier for the customers to get started, it was not considered reasonable to 
require such a technical implementation from the users. The alternative solution was to 
develop a manual function for importing statistics, where the user pastes data into an Excel 
worksheet which is then converted to a CSV-file and imported into the system. The manual 
import function is also useful in the premium product, for the purpose of demonstration and 
training. The function brings the possibility to demonstrate the product to potential customers 
with data from their own business. It is also useful during implementation projects since the 
function can be used to start training before the integration with the statistical platform is up 
and running.  

Another difference between the free and premium products were the choice of server. In 
Teleopti CCC Microsoft’s SQL Server is used. This solution was not an option for the free 
product, since the price is too high. Giving away a product that includes an expensive third-
party product would not be feasible. Instead, important factors when deciding upon which 
server alternative to use for the free product were: 

 The server had to be cheap or completely free of charge in order to keep the costs for the 
free product down 

 Since the development resources and the resources required for maintenance had to be kept 
at a minimum the new server should not require too many adjustments in the script 

                                                 
124 Obfuscation is the act of transforming human-readable source code into obfuscated code that is impossible to 
understand. The main purpose is to deter reverse engineering (Wikipedia: Obfuscated code). 
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 The server had to be possible to bundle with the free product download package 

The Microsoft SQL Server Express was chosen. It is, as mentioned before, a light version of 
Microsoft’s SQL Server that is provided free of charge. The advantage of choosing a solution 
from the same supplier was that no adjustments had to be made to the script. This also implies 
that no resources will be needed for maintenance of a second script. 

4.2 Packaging 
Packaging refers to the offering (what the customer gets) as well as how the offering is made 
available to the customer. Thus, the customer should be at focus when packaging a product or 
service. However, it is also important to secure a streamlined process from the company’s 
point of view. Since the product in this case was to be offered free of charge, the significance 
of the latter was increased. An efficient internal process allows for low continuous costs, 
which is consistent with the success factor that costs for serving the non-paying customers 
should be kept at a minimum.125 

Before determining on packaging details, the specific flow from the customers’ point of view 
was analysed and mapped. Figure 4.1 illustrates the flow for the Teleopti freemium venture. 
Most steps will be explained and motivated in this chapter and the following chapter about 
marketing. The last row concerns usage of the free product and will not be described further. 
However, the data import and visualisation of the forecast were discussed in the previous 
section on product development. 

 
Figure 4.1 Specific flow from a user perspective. 

Simplicity in the initial customer acquisition process was one of the success factors identified 
in the theoretical study.126 Even though it is preferable to eliminate all potential barriers 
before the customer can try the product, the decision was to require registration and to carry 
out manual approval of the non-paying customers. This was primarily based on the Teleopti 
sales process of premium. Most existing freemiums have a premium part that can be 
purchased online. In the Teleopti case, the premium product is far more expensive and 
complex than other premium products currently available on the market. Online sales of the 
premium product is therefore impossible to realize in the near future. Since lead generation is 
the main purpose of applying the freemium model, Teleopti needs contact information to the 
free product users to be able to sufficiently stimulate demand for premium. Furthermore, only 
                                                 
125 Anderson, 2008, February 25; Shah, 2006. 
126 Lindstedt, 2008; Popescu, 2008; Wilson, 2006.  
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the free product users that contact Teleopti can be classified as real leads if registration is not 
required, which will make it hard to measure the success of freemium in terms of lead 
generation. 

Optional registration with benefits that Microsoft uses for the SQL Server Express was an 
undesirable alternative as well, in part for the same reasons as for the no registration option 
and in part because it was desirable to control who downloads the free product. The latter also 
led to the decision to carry out manual approval of the non-paying customers. Manual 
approval would make it more difficult for competitors and non-serious actors to get hold of 
the product. 

The decision regarding registration meant that the download had to be carried out from a 
password protected user webpage. This brought the positive side effect of being able to 
protect the product documentation. Detailed documentation and instructions is only available 
on the user web for authorised users. This makes it harder for competitors to get hold of the 
information and be able to position against Teleopti. In addition to that, the user web could 
also bring a feeling of exclusiveness to the users. 

4.2.1 Website 
Since the complete flow from the users’ perspective takes places online, the website had to be 
user friendly as well as usable. The opposite could make the users give up before completing 
the process which would result in fewer leads and possibly badwill. Hence, the main focus 
when designing the website was to present adequate information and material within a logical 
and user-friendly structure.127 

The freemium website can be reached from several different places on the Teleopti website 
and consists of an open part, available to the public, and a password protected user area. The 
ambition was to make the website easily navigated with the most relevant information on the 
start page and the option of reading more detailed information on adjacent pages.  

On the open web the potential customers should be able to quickly get a grasp of the product 
and its features and benefits. It was also considered important to provide information about 
the offering to ensure the potential customers know what they are getting into. This included 
information on registration, download and installation, system requirements, instructions and 
support. In addition to that, making the registration and the log in procedures clear and simple 
was of high priority. A screen shot of the open web can be viewed in figure 4.2. 

                                                 
127 Compare Mohr, Segupta & Slater, 2005. 
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Figure 4.2 Teleopti freemium website – open web. 

What was important when designing the user web was that the product download should be 
easy to localise and the system requirements clearly communicated. Even though the resource 
consumption should be kept at a minimum, the customers should not feel like they have been 
left in the lurch. The user web should therefore provide answers to as many questions as 
possible. With that in mind, the user area was loaded with a comprehensive FAQ (Frequently 
Asked Questions), relevant instructions on different levels, adequate support information etc. 
A screen shot of the user web is presented in figure 4.3. 

 
Figure 4.3 Teleopti freemium website – password protected user web. 
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4.2.2 Registration and authorisation 
The registration and authorisation procedures had to be kept as simple as possible, both from 
the users’ and Teleopti’s point of view. To make the barrier for the potential customers low 
the required information was limited to the following: name, company name and website, 
role, phone, email and country. Optional fields for additional information that makes 
communication about the premium product easier for Teleopti were also added to the 
registration form. The time frame of the authorisation process was considered important to 
communicate in order to avoid upsetting customers. 

The internal procedure was clearly defined to provide the best possible service to customers 
as well as to minimise the internal resource consumption. Rules of customer eligibility were 
set up to make the authorisation procedure run smoothly and responsibilities were specified to 
avoid confusion. A schematic overview of the registration and authorisation procedure can be 
viewed in figure 4.4. 

 
Figure 4.4 The registration and authorisation procedure. 

4.2.3 Download and installation 
The download and installation procedures had to be straightforward.128 The ambition was to 
make the procedure standardised meaning that the number of choices that the user has to 
make are limited, recommended choices are preset and instructions are available for each step 
of the process. Thus, a standardised installation wizard was created to be at the users’ 
assistance during installation. To create the right expectations it was also considered 
important to communicate the installation time on the website.  

4.2.4 License terms 
Even though all users of the free product need to register and be manually approved, keeping 
track of these users is more difficult than keeping track of the paying customers. This, 
together with the fact that the product is released without cost online, and that the freemium 

                                                 
128 Wilson, 2006. 
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approach potentially will attract a large number of users, makes it very important to protect 
the intellectual property and therefore adjust the license terms for this specific purpose. 

The main adjustments made to the Teleopti CCC license terms were the following: 

 The distribution rights are exclusively Teleopti’s. It is not allowed to distribute or make the 
software available in any form or in part. Building additional applications on the 
technology or on the output from the software is also prohibited. 

 No warranty. Since the product is free of charge the software is provided “as is”, without 
express or implied warranties of any kind. 

 Teleopti only grants the right to use the software and has the possibility to withdraw this 
right. 

 No liabilities regarding commercial damages, loss of data, business interruptions, etc.  

 Teleopti has the right to contact the users. For instance with additional information and 
offerings. 

The users are instructed to read through and accept the license terms during installation of the 
software. If the terms are not accepted, the installation will be aborted. 

4.2.5 Instructions and training 
Hadley (2003) points out thorough product documentation as a success factor, reasons being 
that it minimises support costs and that the learning process has to be as painless as possible 
to make the customers adopt the product. Poor instructions can be very frustrating for the 
users and can in a worst case scenario create badwill. 

Teleopti CCC customers usually attend a three day training session when they start using the 
solution. The WFM software is complex and Forecasts is one of the most complex modules. 
On top of this, the general process of creating a forecast is also rather complicated. To be able 
to fully benefit from the solution, the users need knowledge about and experience of the 
forecasting process. Hence, instructions and training that enables the customers to learn using 
the free product on their own represented a challenge. 

The solution came to be a comprehensive set of instructions and training that was put together 
with the aim of meeting the needs of every user. This included product specific instructions 
on two different levels: Learn the basics and Master the system, as well as an online training 
session on a general level: Excel at the art of forecasting. An overview is presented in figure 
4.5, followed by brief descriptions of the content in each level. 

 
Figure 4.5 Overview of the selection of instructions and training. 

 Learn the basics – On the basic level of product specific instructions a quick guide with 
written step-by-step instructions was provided to help the users get started. For users who 
prefer watching and listening, the video tutorial collection offers a similar walkthrough 
within the user interface. In addition to this, a demo database with a demo forecast was 
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included in the download package. This gives the users the opportunity to get to know the 
product without immediately having to import their own statistics. 

 Master the system – For usage on a more advanced level or for specific questions the users 
have access to a complete manual as well as context sensitive online help from within the 
application. 

 Excel at the art of forecasting – The online training session, Forecasting - The base for 
successful Workforce Management, helps the users acquire deeper understanding of the 
forecasting process on a general level by pointing out the most important factors to take 
into consideration when forecasting. 

4.2.6 Support, upgrade and bug reporting 
The fact that there is no warranty could be considered negative by the users. However, a 
warranty in the Teleopti case would need to have restrictions since Teleopti does not have 
remote access to the free product users. All problems might therefore not be possible to solve 
within reasonable time. The term warranty indicates that the supplier is obligated to correct all 
technical problems during the warranty period whereas the term technical support does not 
create such expectations. Hence, free technical support with restrictions was considered a 
better option than a warranty with restrictions. Being generous with support was also one of 
the success factors identified in the theoretical study.129 

A central restriction is that Teleopti does not offer any service level agreements (SLAs), 
which means that Teleopti does not promise any specified response times when handling free 
product support errands. The reason for this decision was that, besides the lack of remote 
access, a potential success in terms of lead generation could cause a large number of support 
errands from non-paying customers that are not budgeted for. 

The launch of the free product will most likely increase the workload for the Teleopti support 
team. For that reason, support is only available from a support form on the user web. Support 
by phone was considered to be unmanageable if the number of support errands gets large. On 
the other hand, offering free technical support is a way to facilitate bug reporting. Since the 
free product and the Teleopti CCC Forecasts module is basically the same, bug reporting from 
free product users is valuable for the premium product as well. This also brings the advantage 
that bug fixes will be prioritised since both products have the same development track. When 
a bug is repaired, the bug fix will be available for download in the next patch on the user web. 
Hence, no bug fixes are delivered directly to the users. When a user encounters technical 
problems, the first recommended action is to download the latest patch since the problem 
might already be repaired. 

The free technical support does not address the possible usage problems that are likely to 
appear since the solution is rather complicated, as previously stated. If available instructions 
are not good enough, badwill could be created. That is why usage support should be offered 
as well. By offering charged usage support, users will try to solve problems on their own 
before contacting support and the amount of support errands would be minimised. The fact 
that there is usage support is probably of greater significance than the price of it, since its 
mere existence can lull the customer into a sense of security. Then again, to avoid badwill it is 
essential to minimise the need for usage support by providing a satisfying set of instructions. 

Offering charged usage support demands a proper payment and administration solution, for 
example online credit card payment. In view of the fact that Teleopti does not have such a 
                                                 
129 Lindstedt, 2008. 
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solution implemented, and it is a rather extensive project to take on, no usage support will be 
offered initially. The customers are simply referred to available instructions and other 
information on the website. 

4.3 Marketing 
Achieving the goal of increasing lead generation requires adequate marketing efforts. No 
matter how superior the functionality of the product is and how unique the offer is, Teleopti’s 
free product will not succeed unless its existence is communicated and its attractiveness is 
conveyed. For the purpose of ruling out how Teleopti’s free product should be marketed at 
launch and five weeks on, a go-to-market plan covering objectives, targeting and positioning 
strategy, market communication and lead follow-up plans and measurements was developed. 
The content of the go-to-market plan and the name of the free product is presented and 
analysed below. 

4.3.1 Name 
In the marketing literature, numerous brand name characteristics that enhance awareness, 
recall and product image are suggested.130  However, it would not be possible to follow all 
theoretical guidelines when selecting a product name, since for example phonetic, 
orthographic, morphologic and semantic devices are not easily combined in one single name.  

Concerning the name of Teleopti’s free product, three features were considered desirable to 
convey in the name: 

 Product category – forecasting tool 

 Product family – Teleopti CCC is the parent brand 

 Cost –  free of charge 

Durgee and Stuart (1987) suggest that the name should be expressive of product category, 
which is why the product name should signal that it is a forecasting tool. Since consumers use 
experience with the parent brand to infer the quality of a line extension131 and Teleopti CCC 
is generally considered to be an advanced solution of high quality, it was also appropriate to 
include Teleopti CCC in the name. Finally, the main purpose of launching the free product is 
to increase lead generation. Hence, potential customers must instantly be notified that the 
product is free of charge. 

According to this reasoning the name should be ‘Teleopti CCC Free Forecasts’ or a name of 
equivalent meaning. However, as noted earlier, following all guidelines for naming a product 
as suggested by marketing theory is not possible. ‘Teleopti CCC Free Forecasts’ could not be 
characterized as a simple and distinctive name. Neither is it suitable for practical reasons, 
since marketing texts often are limited to a certain number of words. Using four words to 
mention the product would be wasting communicative space. Against this background, it was 
decided that the name of Teleopti’s free product should be: 

Teleopti CCC Forecasts 
a free product in the Teleopti CCC solution suite 

                                                 
130 See Robertson, 1989; Klink, 2001; Keller, 2003. 
131 Kin & Sullivan, 1998. 
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The choice of name is based on the assumption that the free of charge aspect is only used to 
attract potential customers and increase marketing response rates.132 Thus, this aspect could 
be communicated in the subtitle, which is only mentioned in headings. Once the heading has 
notified potential customers that the product is free, they will not have to be reminded of this 
fact as many times, whereas product category and product family has to be reinforced. 
Reminding of category will help customers relate to communication about product features 
and benefits and reminding of product family is seen as an enabler when it comes to 
stimulating demand for the premium version Teleopti CCC. 

In naming the free product Teleopti CCC Forecasts, the role of the brand within the corporate 
branding hierarchy was recognised; the product could be categorized as a vertical line 
extension.133 In addition to stimulating demand for the premium version, Teleopti hopes this 
naming strategy will allow the company to experience some of the advantages related to 
brand extensions such as higher probability of gaining trial, lower costs of introductory 
marketing programs, avoidance of costs of developing a new brand and an extended customer 
base for the parent brand.134 

4.3.2 Objectives 
In order to plan and design an adequate marketing program, the strategy, the purpose and the 
goals of launching the free product Teleopti CCC Forecasts were defined. 

Strategy 
Teleopti started out as a niche player on the market for workforce management solutions, 
offering a high-end differentiated product to a narrow target audience. Even though 
differentiation is still the primary competitive strategy for Teleopti CCC, the 
internationalisation of the company and the shift to a broad worldwide target audience has 
forced the company to compete on price as well. However, as identified by a Teleopti 
SWOT135 analysis, the lack of low cost and entry solution is one of the company’s greatest 
weaknesses.136 

By applying the freemium business model, Teleopti is not just introducing a low cost solution, 
but challenging the existing price-performance relationship on the WFM market to create new 
market space.137 The strategy behind applying the freemium business model to Teleopti CCC 
and launching Teleopti CCC Forecasts for free download is to combine low cost (free of 
charge) and differentiation (superior performance).138 This combination is unique on the 
WFM market and represents an innovation of customer value.139 In other words, a low cost 
advantage is added to the Teleopti CCC solution suite to create customer value and enable the 
acquisition of a large customer base, see figure 4.6. 

 

 

                                                 
132 See Coe, 2003. 
133 See Best, 2005. 
134 See Keller, 2003. 
135 SWOT, the analysis of Strengths and Weaknesses, and Opportunities and Threats, is one of the most common 

and widely-recognized tool for conducting a strategic marketing audit (Piercy & Giles, 1989). 
136 Påhlman, presentation 2008-11-25. 
137 See Kim & Mauborgne, 1999. 
138 See Porter, 1985. 
139 See Kim & Mauborgne, 1999. 
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Figure 4.6 Competitive strategy of launching Teleopti CCC Forecasts for free  
(Source: adapted from Porter, 1985). 

Purpose 
The purpose of launching Teleopti CCC Forecasts is to: 

 Create a powerful leads generator 

 Create attention and PR to raise brand awareness 

In essence, the product Teleopti CCC Forecasts brings no benefits to the company in itself. 
Rather, it is a means to an end: stimulating demand for and increasing sales of Teleopti CCC. 
Thus, just as much as Teleopti CCC Forecasts is a freestanding new product, it could be seen 
as an advanced communication tool devoted to lead generation for Teleopti CCC. 

Goals 
The goal for the five weeks following launch of Teleopti CCC Forecasts was set to 100 leads, 
see table 4.1 Thereafter the goal is to generate an average of 10 leads per week. 

Table 4.1 Goals for Teleopti CCC Forecasts. 

PERIOD LEAD GENERATION GOALS 
Launch 20 leads per week on average 100 leads in the first five weeks 

Long run 10 leads per week on average 500 leads annually 

 
These numbers should be viewed upon in the perspective of Teleopti’s overall lead generation 
goal. The company strives to generate 2.000 leads annually for both its products 
accumulated.140 The fact that the 500 annual lead generation goal for Teleopti CCC Forecasts 
represents 25 percent of the total lead generation goal highlights the strategic importance of 
the product and the company’s strong belief in the applicability of the freemium business 
model to the market for large enterprises. 

Worth mentioning is that Teleopti does not make the traditional distinction between inquiries, 
prospects and leads as suggested by Coe (2003). Instead, all potential customers who have 
responded to marketing communications by the company are classified as leads, unless it is 
obvious that they are not part of the target market. Therefore, the goal of launching Teleopti 
CCC Forecasts is essentially identical to what Coe suggests should be the goal for all B2B 
marketing communications: inquiry generation.  

                                                 
140 2.000 leads in total was Teleopti’s lead generation goal for both products in 2008. 
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4.3.3 Segmenting and targeting 
Teleopti segments markets in accordance with theory on B2B market segmentation.141 Main 
segmentation variables are geographic location, company size and industry. Since workforce 
management is not considered an industry vertical, but stretches horizontally across 
industries, there is also a need for a segmenting parameter within the business of workforce 
management. Thus, Teleopti segments the market based on type of operation such as contact 
centre, retail and enterprise workforce management. Yet another segmenting parameter of 
operating character employed by the company is workforce management solution experience: 
greenfield or brownfield.142 Finally, Teleopti defines buyer role and position/title with the 
purpose of describing the target market further and being able to properly address the target 
audience with communication. 

For Teleopti CCC Forecasts a target market that follows the Teleopti CCC target market 
closely was selected since the main purpose of launching Teleopti CCC Forecasts is to 
generate leads for Teleopti CCC, see table 4.2. 

However, since Teleopti CCC is not fully developed to fit enterprise and retail workforce 
management yet and since the data import function of Teleopti CCC Forecasts is more 
standardised than statistical platform integration, it was decided that the Teleopti CCC 
Forecasts target market should only include contact centres initially. 

Furthermore, as Teleopti CCC Forecasts can be downloaded without the formal authority to 
make decisions and purchases, the target audience of Teleopti CCC Forecasts should include 
users (Resource Planners) to a greater extent than the Teleopti CCC target audience. The 
rationale behind this extension of the target audience is that users can serve as strong 
influencers and advocate upgrading to the premium version Teleopti CCC. 

Table 4.2 Target audience description for Teleopti CCC Forecasts. 

SEGMENTING/DESCRIPTIVE VARIABLE TARGET AUDIENCE DESCRIPTION 

Geographic location: Global 

Company size: 
Large enterprises globally 
SMEs in mature markets* 

Industry: All kinds of industries 

Type of operation: Contact centre 

Workforce management solution experience: Greenfield and brownfield 

Buyer role: Decision makers, buyers and users 

Position/title: Operational Managers, Contact Centre Managers, 
CIOs, IT Managers and Resource Planners 

*  Northern and Western Europe, Middle East and North America are considered mature markets in the workforce 
management business 

                                                 
141 See Kotler & Keller, 2007. 
142 Coined by the building industry greenfield and brownfield refer to clean, undeveloped land (greenfield) and 
contaminated land or land with existing structures (brownfield). Transferred to the IT industry greenfield 
customers lack previous experiences with the product category, whereas brownfield customers are switching 
from a competing product (TechEncyclopedia: greenfield). 
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In the marketing literature, a number of factors to take into account when selecting a target 
market for a product are identified.143 However, since the purpose of introducing the free 
product is to generate leads for an existing product for which a target market is already 
selected, market factors; competitive factors; political, legal and environmental factors; and 
company capabilities are of secondary importance. The target market of the free product must 
follow the target market of the existing premium product if leads that can be qualified are to 
be generated. On the other hand, the possibility of using the free product as means to 
broadening the target market of the premium product should not be excluded. For instance, 
the free product opens up opportunities for reaching SMEs and greenfield customers, and for 
getting a foothold in new geographical markets. 

4.3.4 Positioning 
As stated by the strategy of launching Teleopti CCC Forecasts, the product is unique in the 
sense that it combines superior performance and low cost (free of charge). Hence, the core of 
the positioning, which forms the competitive advantage should be that the product offers 
advanced functionality, free of charge. 

Value proposition 
Consequently, the selected value proposition for Teleopti CCC Forecasts includes both 
customer benefits related to the functionality of the product and benefits related to the free 
offer. In both parts of the value proposition, rational and utilitarian benefits rather than 
expressive and emotional benefits are emphasised, as suggested by theory on B2B 
positioning.144 

Customer benefits related to the product 
Through the use of Teleopti CCC Forecasts customers will gain knowledge about future 
workloads and staffing requirements, both in the short and in the long run. The accurate and 
reliable forecasts of the product are also the basis for staffing optimization; improved 
employee satisfaction; improved customer service and customer satisfaction; reduced costs; 
and enhanced profitability, se figure 4.7. 

 
Figure 4.7 Product related customer benefits of Teleopti CCC Forecasts. 

                                                 
143 See Jobber, 2004. 
144 See Fill & Fill, 2004. 



Jepson & Lundin   
 

46 

Customer benefits related to the offer 
In terms of the free offer, one of the greatest benefits is that Teleopti CCC Forecasts presents 
customers with an excellent tool for evaluating Teleopti’s solution and making an informed 
decision prior to purchasing Teleopti’s premium workforce management solution. 

For greenfield customers, the free offer also presents an opportunity to test and become 
familiar with workforce management solutions in general without a large up-front payment of 
a license fee. In addition, greenfield customers are likely to experience operational 
improvements through the free use of one of the best forecasting tools on the market. 

Due to the fact that the product is not a complete workforce management solution, brownfield 
customers are less likely to switch to using Teleopti CCC Forecasts for operational purposes. 
Still, brownfield customers will benefit from the free offer since it allows benchmarking of 
current workforce management solution with Teleopti’s new and modern solution. 

Product identity 
The selected product identity of Teleopti CCC Forecasts includes a number of features and 
attributes to support the value proposition, see appendix 1. Most of those features and 
attributes are Points-of-Parity to convey category membership to the target market and to 
position against competitors and negate their Points-of-Difference.145  

Just as the case of the target market, the product identity of Teleopti CCC Forecasts follows 
closely the product identity of Teleopti CCC in general and the identity of the forecasts 
module in particular. The only real difference is the free of charge element in the identity of 
Teleopti CCC Forecasts. This profitability enhancing feature is also the most important POD 
in relation to competing products. 

4.3.5 Market communication 
Market communication at launch will be directed toward the current target audience of 
Teleopti CCC Forecasts – communication efforts are chosen and message is shaped 
accordingly. As noted earlier, communication could be directed toward other groups later on 
with the purpose of widening the Teleopti CCC target market. 

Message 
In many instances, Teleopti CCC Forecasts will represent a person’s first contact with 
workforce management solutions in general and Teleopti in particular. To reduce complexity, 
the message will therefore be kept clear and simple.146 Focus will be on customer benefits and 
supporting features, not Teleopti strengths such as global or award winning. Instead, such 
strengths will be communicated post download of Teleopti CCC Forecasts when trying to 
stimulate demand for Teleopti CCC. Nevertheless, Teleopti does not intend to have a hidden 
agenda when communicating with potential customers. Rather, the company will be explicit 
about the intention to sell the premium version, Teleopti CCC, from the very beginning. Not 
having a hidden agenda may seem obvious, but this note is important since techniques to fool 
customers have proved to be adverse in a B2B context.147 

 

                                                 
145 See Kotler & Keller, 2007. 
146 See Bly, 1998; Blackwell, Miniard & Engel, 2001. 
147 Bly, 1998. 



 Jepson & Lundin  
 

47 

The main points that need to be conveyed in all communication about Teleopti CCC Forecasts 
are: 

 What it is (product category) –  forecasting tool 

 What it costs –  free of charge 

 What product family it belongs to –  the Teleopti CCC solution suite 

These points equal what Teleopti is trying to convey in the name of the product and the 
rational for communicating these features is identical, see section 4.3.1. 

In addition to the mandatory points above, a number of benefits of the product and the offer 
are to be communicated as well as relevant features and attributes to support the benefit 
claims. With the intention of warranting coherence and consistency in the marketing 
communication, a message platform for the communication of Teleopti CCC Forecasts was 
created, see appendix 2. The message platform is based on the positioning of Teleopti CCC 
Forecasts, i.e. the differential advantage, the value proposition and the product identity. 

Depending on communication purpose, communication mode and target audience some of the 
messages of the platform will be selected and included in the communication. The message 
platform also constitutes an excellent basis for differentiating the message based on role or 
function and based on progress in the purchasing process, which is identified by the literature 
as a key point in B2B marketing communication.148 

Communications mix 
Benchmarking of existing B2C freemiums showed that these freemiums are usually marketed 
aggressively online via social networking sites, video sharing sites, download sites, vendor 
listing sites, blogs, communities, etc. The intention seems to be creating brand awareness and 
a favourable brand image by spreading the message to as many consumers as possible and by 
initiating word-of-mouth.  

As pointed out by Coe (2003), building a brand in today’s cluttered environment is far beyond 
the reach of most B2B companies. Being a micro-multinational manufacturer on the business 
market, Teleopti has long ago realized that the primary goal of all their marketing 
communication should be lead generation rather than branding.  

Social networking sites, video sharing sites, download sites etc. may very well be effective 
communication channels for B2C freemiums, both in terms of branding and creating purchase 
intentions. Nevertheless, for a company targeting large enterprises these channels are reaching 
out to an audience that is way too wide and includes far too many people that could never 
afford the company’s products and lack the need for them anyway. This insight is reflective of 
some of the fundamental differences between B2B and B2C marketing; the business market 
includes fewer and larger buyers, and transactions are fewer but transaction values much 
higher. This is particularly true on the market for large enterprises. Hence, Teleopti needs to 
market Teleopti CCC Forecasts through channels that are narrower and more precise in terms 
of reaching the desired target audience.  

To spread the message about Teleopti CCC Forecasts to as many people within the target 
audience as possible, without cannibalizing on Teleopti CCC, the following communication 
channels and efforts were selected to be utilised by Teleopti at launch: 

 The Internet 

                                                 
148 See Bly, 1998; Coe, 2003. 
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 DM (email) 

 Business partners 

 Press release 

 A number of small scale additional efforts 

The Internet 
A separate website for Teleopti CCC Forecasts was designed. The website consists of an open 
web where customers can register for a free download of the product and logon to the 
Teleopti CCC Forecasts user web. On the user web the product can be downloaded as well as 
a wide range of instructions. To get traffic to the Teleopti CCC Forecasts open web, clickable 
Flash banners are available in relevant places on the company website.  

The main focus of the open web is raising interest in the product and encouraging registration. 
In addition to registration and login functions, the open web therefore includes information 
about Teleopti CCC Forecasts in terms of product features and benefits; registration, 
download and installation procedure; instructions and training options; and support terms. In 
order for visitors to get a taste of the product, there is a Flash demo available, highlighting the 
benefits of the product and showing screenshots of the graphical user interface. Potential 
customers can also read selected customer quotes about the product if they wish to get an 
opinion from a more objective source. To encourage registration and download, potential 
customers are informed that every 100th download of the product will be rewarded with a free 
operational assessment offering. Finally, to convey the product family and promote the 
premium version, there is a page devoted to Teleopti CCC. 

Apart from allowing customers to download the product and accompanying instructions, the 
user web includes a wide-ranging and informative Frequently Asked Questions (FAQ) section 
and a page about the handling of support matters. A ‘Bits and Bobs’ section provide news, 
tips and service offerings. However, since registration is already completed and a lead has 
been registered in the CRM system when customers access the user web, the main purpose of 
the user web from a sales process perspective is to qualify the lead into an opportunity. 
Hence, plenty of room is given to stimulating demand for the premium version. The benefits 
of a complete workforce management solution are established and information on how to 
purchase Teleopti CCC is provided. 

Overall, when building the Teleopti CCC Forecasts web much emphasis was placed on the 
content, context and connection elements, whereas community, customization, 
communication and commerce were set aside.149 However, there is a logical explanation to 
the exclusion of such features, namely cost. Applying the freemium business model to the 
market for large enterprises poses a great risk to Teleopti since the concept has not been tested 
in such context before. Building online functions that are more complex and expensive than 
plain content add to that risk. Hence, aspects of community, customization, communication 
and commerce could be added following upon the initial evaluation of the concept, if it turns 
out to be successful.  

DM 
To build traffic to the Teleopti CCC Forecasts web and increase lead generation a two-step 
electronic direct mail campaign will be carried out. The first email will be sent out the day of 
launch. It will inform about the introduction of the unique product Teleopti CCC Forecasts 
and encourage downloading the product for free. The purpose of the second email that will be 
                                                 
149 See Mohr, Segupta & Slater, 2005. 
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sent out four weeks after launch is to remind targets not to miss out on the golden opportunity 
and notify those who did not pay attention to the first mail. 

The mailing list will be obtained from Teleopti’s CRM system and include all leads, prospects 
and customers. These statuses in the CRM system imply different stages in the purchasing 
process. Subsequently, the purpose of addressing these different statuses varies. Leads and 
prospects get a chance to ‘try before they buy’, which hopefully puts Teleopti in a better 
position when they reach the vendor selection stage of the purchasing process. Teleopti CCC 
Forecasts can also spur an upgrade decision to the latest version of Teleopti CCC among 
customers, since they get a chance to easily view some of the improvements and test parts of 
the new version. 

Business partners 
Partners will be involved in Teleopti’s freemium venture in one or two ways. On their 
websites there will be a Flash banner and a link to Teleopti CCC Forecasts open web in order 
to get traffic to the site. Partners will also be invited to participate in a joint marketing 
campaign where partners send emails about Teleopti CCC Forecasts to their CRM system 
contacts. 

Incentives for partners to participate include: 

 Partners can grow their business since Teleopti will work on leads and partners get to close 
the deals 

 When selling Teleopti CCC, partners can offer customers to try before they buy  

 When selling solutions of other kinds, partners can include a free workforce management 
tool from Teleopti in their offering 

 Repeat purchase can increase since partners can use Teleopti CCC Forecasts to encourage 
customers to upgrade to the new version of Teleopti CCC  

Evidently, Teleopti CCC Forecasts presents an opportunity for joint benefits and deepening 
the relationships with business partners. To convince partners of this and get them onboard, 
Teleopti will utilise a three-step electronic DM campaign. The first email will include brief 
information about the unique launch of Teleopti CCC Forecasts and describe how partners 
can participate. The second email will inform partners about the launch of the product in more 
detail and encourage them to be part of this venture in both or either of the two ways 
mentioned above. The purpose of the third email, which will be sent out after launch of the 
product, is to remind and encourage those who are not yet part of this (successful) venture to 
participate. 

Clearly, Teleopti has adopted the modern way of treating relationships with distributors as 
described by Coe (2003). The responsibility of most Teleopti business partners already 
include sales coverage, adding value and servicing. Through the partner involvement in the 
freemium venture, Teleopti also exerts marketing control since leads are generated and 
qualified by Teleopti and then passed on to partners. In a sense partner involvement could be 
viewed as the B2B substitute to communicating freemiums on sites such as social networking 
sites, video sharing sites and download sites where relationship networks, word-of-mouth and 
building website traffic are central themes.  

Press release 
To support the direct marketing communication and the partner efforts to build traffic to the 
Teleopti CCC Forecasts web, a public relation initiative will be carried out. The scope of this 
initiative is a press release about the launch of the unique product Teleopti CCC Forecasts to 
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relevant press: contact centre magazines, technology magazines, business magazines, contact 
centre organisations etc. The purpose of the press release is lead generation, but also creating 
attention and PR, and initiating word-of-mouth on the business market for software 
technology in general and within the contact centre business in particular. 

Additional efforts 
Additional marketing efforts at launch include communicating Teleopti CCC Forecasts in 
Teleopti employees’ email signatures. The sales force will also be provided with Teleopti 
CCC Forecasts product leaflets for distribution, see appendix 3. Finally, Teleopti CCC 
Forecasts will appear at the trade shows and exhibitions that the company is planning to 
attend adjacent to launch of the product. At these events, Teleopti CCC Forecasts flyers and 
giveaways will be distributed, the product will be communicated on roll-ups to draw people to 
the Teleopti stand and instant registration will allow visitors to become Teleopti CCC 
Forecasts customers on the spot.  

4.3.6 Lead follow-up 
B2B marketing literature points out that the middle steps of the purchasing process should not 
be forgotten and highlights the importance of coordinating the marketing communications by 
planning for the entire sales process.150  With the aim of qualifying leads into opportunities, a 
follow-up plan for the middle stages of the sales process was developed. 

One or two weeks after registration, the marketing department will send the free product 
customers a questionnaire with the purpose of getting feedback on the free product and 
qualifying the leads into opportunities. The questionnaire will include questions that confirm 
the information submitted upon registration, questions that verify that download and 
installation was successful, questions of product evaluation character and questions that aim 
at qualifying the lead according to the BANT criteria. Depending on the answers to the 
questions the leads will either be qualified or disqualified. 

Once a month a reminder will be sent out to those free product customers that have not yet 
filled out the questionnaire. If the customer still does not respond, the lead will be added to a 
telemarketing list. Telemarketing campaigns based on these lists will then be carried out on a 
quarterly basis. 

                                                 
150 Bly, 1998; Coe, 2003. 
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4.3.7 Measurements 
Finally, the go-to-market plan included suggestions for follow up measurements to be 
analysed post launch. The key figure in evaluating the success of Teleopti CCC Forecasts is 
the number of approved registrations since this figure corresponds to the goal of generating 
leads. However, other numbers should also be collected in order to measure the success of the 
freemium concept, the communication effectiveness and the usage rate of the product, see 
table 4.3. 

Table 4.3 Measurements of success for Teleopti CCC Forecasts. 

MEASUREMENT CALCULATION MEASUREMENT PURPOSE 

Number of leads = Number of approved registrations  

Success of Teleopti CCC 
Forecasts 
- Communication effectiveness  
- Product attractiveness 

Approval rate 
Number of approved registrations= 

Number of registrations
 Communication effectiveness 

- Target audience reach 

Opportunity conversion rate 
Number of opportunities= 

Number of approved registrations
 

Communication effectiveness 
- Target audience reach 
- Follow-up strategy 

Long term usage rate 
Number of new license key requests= 

Number of approved registrations
 Product attractiveness 
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5. Conclusions 
This chapter summarizes the most important conclusions of the study. First, to fulfil the purpose of the 
study, the application of the freemium business model to expensive and advanced solutions on the 
large enterprise market is contrasted to application of the model to cheaper and less complex 
consumer products. Thereafter, success factors for the product development, packaging and marketing 
of the free product for large enterprises are summarized. 

Many of the success factors that are relevant when applying the freemium business model to 
cheap and uncomplicated freemiums on the consumer market pertain to application of the 
model to expensive and advanced solutions on the large enterprise market. However, the 
study has also identified a few important differences between these two contexts.  

5.1 Advanced freemiums for large enterprises vs. less complex 
consumer freemiums 
The following differences can be identified when applying the freemium business model to 
expensive and advanced solutions on the large enterprise market as opposed to applying it to 
cheaper and less complex products on the B2C or SME market. 

 Most start up companies that are using the freemium model develop the free product first 
and then add features to create a premium product. In the Teleopti case, the course of 
action was reversed; the premium product already existed when applying the freemium 
model and formed the base when developing the free product. 

 To take advantage of the existing premium product there are two strategies to choose from. 
The free product can either be one part of the premium product with full functionality or a 
complete version but with limited functionality. What is suitable for each and every 
software vendor depends on the type of software and further, the type of features the 
software contains. Questions that should be reflected upon are: 

 Is the software modularised or integrated? 

 Which option is most likely to create demand for the premium product? 

 How many adjustments have to be made in order to realise the free product? 

 As opposed to best practices for less complex consumer freemiums, requiring registration 
and authorisation is desirable for advanced freemiums targeting large enterprises since: 

 The requested information is needed to be able to sufficiently stimulate demand 
for the premium product 

 It is desirable to control who is downloading the free product 

 Most freemiums on the B2C and SME market are easy to use and do not require a lot of 
instructions and training. For complex software it is essential to provide an extensive set of 
instructions in order to minimise the need for support and to avoid badwill. Furthermore, 
unless the users learn the free product, they will not understand the superiority of the 
premium product. 

 Cheap and less complex freemiums have a premium part that can be bought online. In the 
studied case, the premium product is far too expensive and complex to make online sales 
an option. Interaction between customers and sales representatives is a vital part of the 
sales process, which is why it cannot solely take place online. 
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Based on these differences, on previously suggested success factors for consumer freemiums 
and on further insights from this case study a number of success factors for applying the 
freemium business model to expensive and advanced solutions on the large enterprise market 
are summarized below. 

5.2 Success factors for advanced freemiums targeting large 
enterprises 
The following overall success factors for applying the freemium business model to expensive 
and complex solutions on the large enterprise market can be extracted from the results and 
analyses presented in the previous chapter: 

 Self-sufficient customer processes and streamlined internal processes 

 User-friendly product and processes 

 Adequate marketing communication 

 Substantial stimulation of demand for the premium version 

 First-to-market 

These success factors can be further broken down into more specific guidelines as for what to 
take into consideration when applying the freemium business model in this particular context. 

5.2.1 Self-sufficient customer processes and streamlined internal processes 
Self-sufficient customer processes and streamlined internal processes are important since 
offering a product for free download could be very costly if substantial internal resources are 
required on a continuous basis. Important considerations when designing the internal 
processes and the processes involving customer actions are: 

 Limit the internal resources required for maintenance: The realisation of the free product 
should require as few adjustments from the premium product as possible. This brings the 
opportunity to achieve dynamic effects from a common maintenance track. Hence, 
adjustments that have to be made should as far as possible be useful in the premium 
product as well, in order to avoid multiple development and maintenance tracks. 

 No requirements on internal resources for implementation: Download and installation 
have to be simple enough to be managed autonomously by the customers. Thus, 
complicated settings and integrations should be avoided. 

 No requirements on internal resources for training and education: A comprehensive set of 
instructions that enables customers to independently learn how to use the system should be 
provided. 

 Limit the internal resources required for support: The free product has to function well 
and to a great extent be bug free. Offering support is recommended, but it should only be 
available by email. With a well functioning product, the technical support should be free of 
charge. If usage support is provided it should be charged in order to encourage customers 
to first turn to downloadable training and instruction options for help. 

 Quick and simple internal administration of leads: The manual steps in the lead 
management process should be as few as possible and clearly defined in terms of 
responsibilities and administration guidelines. 
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5.2.2 User-friendly product and processes 
The free product and the processes involving customer actions have to be user-friendly. An 
important goal of offering a product for free is to generate goodwill, but such product could 
easily turn into a source of badwill if the product and the processes are not executed in a user-
friendly fashion. Key points in ensuring user-friendliness are: 

 Navigable and informative website: Free product customers must be able to find relevant 
content quickly and easily, the information must be presented in a suitable context and 
connections to other relevant web pages should be present. 

 Clear, simple and quick registration and login procedure: Only essential contact 
information should be mandatory for registration in order not to scare potential customers 
away. Additional information that could be valuable for future communication should be 
optional. 

 Quick and simple download and installation procedure: The download and installation 
procedures cannot not take too long or be too complicated since customers may then give 
up or fail before completing the process. 

 Clear and comprehensive usage instructions: The usage instructions have to be 
straightforward in order to allow users to get to know the product quickly. Furthermore, it 
is important to provide a comprehensive set of instructions that meets the need of every 
user and that enables those who are interested to take full advantage of the system. 

 Support possibilities: Technical support should be offered free of charge so that customers 
feel confident that help is available if needed. An additional effect of the technical support 
offering is that it communicates a product of high quality. Providing charged usage support 
should also be considered. 

5.2.3 Adequate marketing communication 
If the free product is not communicated adequately potential customers will not learn about its 
existence and no leads will be generated. Success factors in the marketing of the free product 
include: 

 Identical target market: The target market of the free product should follow the target 
market of the premium product closely, since the main purpose of launching the free 
product is to generate leads for the premium product. However, the target market of the 
free product could include users to a somewhat greater extent, since downloading the 
product does not require the formal authority to make decisions and purchases. Worth 
mentioning is also that the free product could be used as means to broadening the target 
market of the premium product. For instance, the free product opens up opportunities for 
reaching SMEs and greenfield customers, and for getting a foothold in new geographical 
markets. 

 Chose an appropriate B2B communications mix: The primary goal of the marketing 
communication should be lead generation rather than branding and the communications 
mix should be chosen accordingly. Marketing channels that are narrow and precise in 
terms of reaching the target audience with accuracy and the right timing have to be 
selected. Hence, direct marketing should form the core of the communication and only be 
supported by other communication efforts. 

 Involve partners: To reach out to more companies on the target market, current business 
partners should be involved in the marketing of the free product with the purpose of 
spurring word-of-mouth and building traffic to the free product website. 
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 Convey product category, that the product is free of charge and that the product is 
advanced and of high quality in all marketing communication: In order to capture the 
target audience’s attention and encourage download of the free product the message should 
emphasize what kind of product it is, that it is totally free of charge and that it is not just a 
free sample but an advanced solution that can really improve operations. 

5.2.4 Substantial stimulation of demand for the premium product 
Once leads have been generated, the demand for the premium product has to be stimulated. 
Otherwise no deals will result and consequently no revenue. Success factors in the marketing 
of the premium product include: 

 Stimulate demand for the premium version through the free product: Greyed out modules 
or features, descriptions of these or information about the benefits of the premium version 
are possible ways of stimulating demand through the user interface of the free version. 

 Uniform positioning: The positioning of the free product should follow the positioning of 
the same module in the premium version closely. In such case, customers can more easily 
recognize the relationship between the products and infer the quality level of the free 
product to all parts of the more advanced and complete premium version. 

 Apply a vertical line extension strategy: The parent brand should be included in the name 
of the free product in order to stress the relationship between the free and the premium 
product. 

 Communicate product family in all marketing communication: In one way or another, the 
parent brand should be communicated in all marketing communication of the free product 
with the purpose of making customers aware of the existence of a premium product and the 
relationship between the free and the premium product. 

 Substantial communication of the premium product on the free product website: On the 
website of the free product, the benefits of a complete solution should be communicated to 
stimulate demand for the premium version. Providing information on how to upgrade is 
also imperative. 

 Line out a detailed follow-up plan of leads: Post download of the free product, the 
premium version has to be communicated heavily without annoying customers. In order to 
avoid spamming customers, a carefully prepared follow-up plan of leads should be 
developed. 

5.2.5 First-to-market 
Finally, being first-to-market is desirable, since attention and PR will otherwise be limited. A 
company applying the freemium business model on the market for large enterprises may not 
be doomed to fail if not first-to-market, but research indicate that earlier line extensions have 
helped in the market expansion of high-quality brands.151 Strong brand line extensions 
entering early tend to be more successful than extensions entering later on. 

Only if the company is the pioneer in applying the freemium model on the market the 
company is operating on, substantial attention, PR and word-of-mouth can be created. This, in 
turn, is a pre-requisite for creating a real boost that significantly triggers the acquisition of a 

                                                 
151 Reddy, Holak & Bhat, 1994. 
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large customer base for the premium product. Hence, the first mover advantage is potentially 
great. 

 

The above success factors for applying the freemium business model to expensive and 
complex solutions on the large enterprise market and the resulting practical guidelines can be 
seen as guiding principles when determining how to technically realize, package and market 
the free product on the market for large enterprises. 

 



 Jepson & Lundin  
 

57 

6. Discussion 
In this chapter the results and conclusions of the study are discussed as well as their implications for 
business on the market for expensive and advanced solutions offered to large enterprises. 

6.1 Discussion of results and conclusions 
As mentioned before, self-sufficient customer processes and streamlined internal processes 
are important since offering a product for free download could be very costly if substantial 
internal resources are required on a continuous basis. Internal resources required for 
maintenance, product implementation, training and education, and support have to be limited 
or even eliminated. A free product that does not form a direct source of revenue cannot be 
costly to keep on the market, since this would put the company in a position of great risk. 

In addition, the large one time investment in terms of product development, packaging and 
marketing efforts that is inevitable when applying the freemium business model must also be 
limited. Actions to technically realize, package and market the product are subject to budget 
restrictions and limitations of time and applying the freemium business model is a great risk 
to the company in the first place. Against this background, one should be aware that all 
aspects of the application of the freemium model cannot always be treated in a way that 
would be ideal. The level of ambition may have to be reduced throughout the freemium 
application project in order to be first-to-market or to reduce costs and risks, which was the 
case during the freemium application project of this case study. Rather the ambition should be 
to apply the freemium business model in the best possible way given the time and budget 
restrictions at hand. Hence, the success factors and resulting guidelines suggested by this 
study should be seen as a starting point and overall guiding principles as for how to go about 
applying the freemium business model to expensive and advanced solutions on the large 
enterprise market when resources are scarce. 

At the same time as there are budget restrictions related to the free product when it comes to 
both continuous resource consumption and one time investments, there is a fine line between 
goodwill and badwill. However, ensuring user-friendliness is costly both in terms of 
continuous and up-front costs, which results in an important paradox. Certainly, if the product 
and the processes involving customer actions are not user-friendly the free product will not be 
a powerful generator of quality leads, but an increase in lead generation cannot come at any 
cost. Finding the right balance between user-friendliness and costs presents a great challenge 
to a company applying the freemium business model. 

Another challenge is to avoid cannibalizing on the premium product. The free product cannot 
be of such functionality and communicated in such way that the need and the demand for the 
revenue generating premium product are reduced. This stresses the importance of a carefully 
thought-out interface between the free and the premium product, adequate marketing 
communication and substantial stimulation of demand for the premium product.  

6.1.1 Generalisability 
As mentioned before, drawing conclusions that are generalisable to entire populations and 
universes is not the intention of this study. Rather, since very little theory exists on the 
freemium business model in general and on the application of the model on the market for 
large enterprises in particular, the authors’ aim has been to present theoretical propositions 
that can serve as a basis for future research and lay the foundation for a general theory of 
success factors for this application of the freemium business model. 
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Having this said, one should note though that the five success factors suggested by this study 
– self-sufficient customer processes and streamlined internal processes, user-friendly product 
and processes, adequate marketing communication, substantial stimulation of demand for the 
premium version and first-to-market – are of broad character. This makes it easy to assume 
that the success factors are generalisable beyond this particular case study. However, more 
evidence is needed to confirm this assumption about the results. The same goes for the 
guidelines resulting from the overall success factors. They are of broad character and the 
authors have deliberately left out all guidelines where it is apparent that they are company 
specific. Nevertheless, the guidelines have to be subject to future research in order to be 
confirmed as generalisable beyond this immediate study. 

6.2 Implications for business 
The results and conclusions of this study have a number of implications for business on the 
market for advanced workforce management solutions. If Teleopti’s freemium venture turns 
out to be successful, all competitors should copy Teleopti’s strategy and most likely they will. 
In such scenario, applying the freemium business model to workforce management solutions 
will become the industry standard, meaning all companies must adhere to this strategy in 
order to stay competitive. In that case, Teleopti will lose the competitive advantage gained 
through Teleopti CCC Forecasts. The fact that the competitive advantage is not defendable in 
the long run is one of the main reasons why being first-to-market is considered a success 
factor. By the time other companies have managed to develop, package and market a free 
product, Teleopti will have had plenty of time to enjoy the competitive advantage of the free 
product as well as time to apply the freemium business model to the company’s other product. 

On the other hand, if the freemium venture turns out not to be the success Teleopti expects it 
to be, the company should analyse the reason for failure. If the analysis reveals that the free 
product is poorly executed in terms of technical realization, packaging or marketing Teleopti 
should act to improve what has caused the failure. However, if the market turns out to be 
completely uninterested in free workforce management tools and the whole idea of applying 
the freemium business model on this market turns out to be bad, the venture will be a dearly-
bought experience to Teleopti. 

The results and conclusions of this study also have implications for business on the overall 
market for expensive and advanced solutions offered to large enterprises. Other non-
competing firms in a situation similar to that of Teleopti could and should apply the freemium 
business model if Teleopti’s freemium venture turns out to be successful. In such case, the 
results and conclusions of this study can serve as guidelines as for how to go about technically 
realizing, packaging and marketing the free product. 
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7. Recommendations 
In this last chapter the authors provide recommendations on how Teleopti could proceed with the 
application of the freemium business model. The authors also present suggestions for future research. 

 7.1 Recommendations to the case study company 
This study resulted in a number of success factors and specific guidelines for applying the 
freemium business model to expensive and complex products on the large enterprise market. 
However, not all guidelines presented were used in the Teleopti case due to various reasons, 
mainly limitations in time and budget. The following recommendations are therefore directed 
towards Teleopti in order for the company to further improve their freemium venture. A 
number of post-launch activities are recommended as well. 

A few improvements could be made to the Teleopti CCC Forecasts website. If the freemium 
venture turns out to be a success in terms of number of free product users, a discussion forum 
could be added to the user web. Enabling online credit card payment should also be 
considered. That would bring the opportunity to sell usage support and to add charged 
training options as a supplement to the existing set of instructions and training. The charged 
usage support could be offered as support tokens and additional training options could 
encompass advanced online training sessions as well as classroom training. 

An additional feature that would facilitate lead follow-up is registration of how often the 
application is used. This could be done by a logging webpage that opens every time the 
program is started. 

In order to maintain the interest and attention around Teleopti CCC Forecasts after launch, 
new languages could be added once a month. Along with this, communication could be 
directed towards relevant markets, for instance by sending press releases to contact centre 
organisations in relevant countries. 

In terms of marketing, focus could be put on getting more partners involved in order to 
increase the traffic to the Teleopti CCC Forecasts website. Whether and in that case how, 
alternative communication channels such as YouTube and LinkedIn could be useful might 
also be interesting to explore. 

Using Teleopti CCC Forecasts as means to widen the Teleopti CCC target audience is highly 
recommended, for example in order to get a foothold in new geographical markets such as the 
US and BRIC152. Occasionally, communication efforts for Teleopti CCC Forecasts could be 
focused on certain groups or markets within the Teleopti CCC target audience. Such groups 
and markets could be: 

 New geographical markets – with the purpose of acquiring a large customer base quickly 

 SMBs and greenfield customers – in order to raise interest and establish relationships to 
companies with a growing need 

 Certain industries – with the intention of increasing market penetration 

 IT departments – to improve ability to sell on IT departments 

                                                 
152 BRIC – Brazil, Russia, India, China 
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7.2 Suggestions for future research 
This study could be seen as inspiration and a foundation for future research on the application 
of the freemium business model, particularly the application of the model to expensive and 
advanced solutions on the large enterprise market.  

First of all, research could be carried out to confirm the validity of the success factors and the 
guidelines suggested by this study. Their generalisability could also be examined and 
additional success factors added. The research focus could be on turning the basic framework 
of this study into a comprehensive framework of success factors and guidelines for applying 
the freemium business model to expensive and advanced solutions on the large enterprise 
market.   

Throughout this study, a number of related questions that deserve further research attention 
have also been raised. Differences in how the freemium business model should be applied by 
companies that differ in terms of product architecture, company size, industry etc., but share 
the common denominator of offering expensive and advanced solutions to large enterprises 
would be an interesting topic of research. 

Another relevant research topic could be the business and financial effects of applying the 
freemium business model to a company operating on the large enterprise market. Questions 
such as how lead generation is affected, what percentage of the leads results in a deal and 
what financial impact the model has on the company applying it would be interesting 
questions to study. 

Finally, the effects on the whole market could be studied. How do the customers react if a 
company decides to apply the freemium business model, how is the market position of that 
company affected and how do the competitors act in response are all interesting questions that 
would add to the knowledge base around the freemium business model. 
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Appendix 1. Product identity of Teleopti CCC Forecasts 
Features of Teleopti CCC Forecasts to support the value proposition of the product and the 
offer are: 

Accurate and reliable forecasting 
 Forecasts are based on historical data and sophisticated forecast algorithms 
 Historical data is validated 
 Small volumes and skills are handled accurately 
 Business intelligence can be applied to edit forecasts 
 Seasonal variations, market trends, campaign periods and other factors can be taken into 

account 

User-friendly 
 Automated forecasting 
 Easy-to-grasp step-by-step workflows through the use of “wizards” 
 Easy-to-grasp graphical representation 
 Deviations can easily be spotted and forecasts are easily edited 
 Modern graphical user interface that resembles Microsoft Office (Outlook and Excel)  

Powerful 
 Multi-site forecasting 
 Multi-channel forecasting 
 Multi-skill forecasting 
 Short-term and long-term forecasting 
 Resource and/or volume forecasting 
 “What if” scenarios  

Flexible 
 Easy to tailor to customer operations 
 Available in several languages 
 Suitable for all types of operations (small or large, single or multi-site, single or multi-

channel) 
 Variable timescale: 
 historical data can be broken down into appropriate interval lengths  
 different time periods can be planned for (next hour, day, month, quarter, or year) 
 Adjustments to forecasts can easily be made  

Profitability enhancing 
 Basis for staffing optimization and reduced staffing costs  
 Basis for improved employee satisfaction 
 Basis for improved customer service and customer satisfaction 
 Basis for operational improvements 
 Free of charge 
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Appendix 2. Message platform for Teleopti CCC Forecasts 
Depending on communication purpose, communication mode, target audience, role and 
function, and progress in the purchasing process some of the following messages will be 
communicated when marketing Teleopti CCC Forecasts: 

Messages about the offer 

MESSAGE COMMENT / UNDERLYING MEANING 

Unique offer / Golden opportunity Product of superior functionality that is free of 
charge 

Save cost at no cost Cost saving product that is free of charge 

First advanced [workforce management tool / 
forecaster] on the market that is free of charge 

The market has never seen anything like this 
before 

Totally free of charge No financial commitments at all 

Free for unlimited time Not just free during a period of trial 

Not just a free sample Teleopti CCC Forecasts can really improve 
operations 

Messages about the product 

MESSAGE COMMENT / UNDERLYING MEANING 

Optimise staffing through accurate and reliable 
forecasting Accurate and reliable forecasting 

Reduce forecasting efforts through user-friendly 
interfaces and workflows User-friendly 

One of the most powerful forecasting tools on the 
market Powerful 

Forecasts on your terms 
Flexible 

can be tailored to the needs of your business 

Take control of your contact centre operations for 
increased profitability 

Profitability enhancing The [foundation of/basis for] improved customer 
satisfaction, employee satisfaction and increased 
profitability 

[World class / superior] [workforce management tool / 
forecaster]  

The support you need to predict and plan for the 
future  

Your perfect tool for reaching your targets  

Why have your staff work when they don’t have to?  
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Appendix 3. Teleopti CCC Forecasts product leaflet 
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