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Tech differentiation at work

Four situations where sharp tech and data differentiation improved
revenue and margins

“While engineering excellence and strong customer

. . " Robin Sparrefors
relationships had kept us ahead for decades, these no longer i”m
guaranteed a competitive edge. Data, software, and Al had

become main levers of differentiation, profitability and ﬁlm Sam Noble

growth. We had to rethink not just what we built, but how
we competed.”

To stay ahead, ‘IndCo’ realized they needed to redefine their competitive approach. With margins
under pressure and digitally savvy new players moving fast, traditional competitive moats could vanish
overnight. It was no longer sufficient to rely on established business models and innovation focused
on product-plus-aftermarket-services. The company set out to reshape its strategy, revisiting its
commercial objectives, go-to-market model and product portfolio, with focus on differentiation through
technology and data.

To do this, IndCo adopted a Tech Differentiation Strategy* when developing its new digital services.
Once implemented, the Tech Differentiation Strategy approach quickly delivered results across at least
four competitive situations.

* For brevity, we refer to the approach as the Tech Differentiation Strategy, though in practice it is as
much about data as technology, and as much about risk mitigation as differentiation.

A synthetic case from real-world experience

This article is based on a synthetic case, drawing on Konsert's experience from recent Tech
Differentiation Strategy engagements with real-world clients. The insights are grounded in actual work,
but all details have been anonymized and combined into a single, fictional case: IndCo.

Fact box

For the real-world clients, the Tech Differentiation Strategy helped deliver significant results. One company shifted
from billable hours to a high-margin managed services model, capturing part of a value pool worth about €500
million. Another increased the software share of its total revenue, changing market perception and adding billions
of dollars to enterprise value. A third recast its offer as “Outcome as a Service” to protect a €3 billion legacy
business from new entrants and rapid commoditisation. A fourth secured its market position and “right to play”
with proprietary analytics that proved value beyond what customers or competitors could deliver.
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IndCo, a fictional company inspired by the four cases above and other client experiences, is portrayed as a
manufacturer of high-performance industrial process equipment, historically focused on equipment sales and
service contracts. The company supplies equipment modules (“IndCo Modules”) of hardware and software that
integrate into customer production systems. Each module is engineered to customer requirements and can serve
multiple functions within a production line.

IndCo was facing both the pressure and the opportunity of a shift toward smart, data-driven solutions. The
transformation was championed by the Chief Technology Officer, who was responsible for shaping the company’s
future business. Recognizing the need for a Tech Differentiation Strategy, the CTO connected the lead business
division for IndCo’s digital services initiative with Konsert.

The division had assembled a team of top talent, led by an entrepreneurial product owner and involving the
company’s key strategic thinkers and most capable technical experts. The bold vision was to codify IndCo’s deep
domain expertise into software and deliver data-driven services built on that foundation. These services were
designed to optimize the performance of both IndCo’s own equipment and the broader industrial systems in
which it operated. The vision included services that could deliver operational performance gains, improved
reliability through predictive maintenance, extended asset life through targeted system upgrades, and
environmental benefits.

Realizing this vision required close collaboration with system integrators, platform providers, third-party software
companies, and customers. It also meant navigating the potential frictions with these value chain partners.
Addressing these risks was a key reason why a Tech Differentiation Strategy was essential.

Tech Differentiation 1. Target Value

Strategy

A strategic approach to:
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associated risks

= Align commercial, innovation, and
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VALUE POOL
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Position the business for sustained
growth and profitability

Figure 2: Overview the tech differentiation strategy
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Four competitive situations proving the value of a Tech

Differentiation Strategy

Before diving into how IndCo developed its Tech Differentiation Strategy, let’s first fast forward to the outcomes and
examine four defining situations where the company tested its new competitive positioning, and proved its value.

a) Defending domain expert profits in a platform world

Avoiding commoditization while driving revenue through interoperability

b) Capturing fair revenue share in partnerships

Asserting IP to balance power with dominant players

c) Investing with precision

Making smart make-buy-partner choices based on tech stack and IP insights

d) Negotiating data access
Securing critical machine and customer data access to power digital value creation

Figure 3: Overview of the four competitive situations

a) Defending domain expert profits in a platform world - avoiding
commoditization while driving revenue through interoperability

As IndCo began developing digital services, the company found itself competing not just with traditional rivals, but also
with system-level giants like Rockwell Automation and Honeywell, as well as platform players such as AWS and Palantir
that were expanding into the industrial space. To succeed, IndCo needed to establish a defensible edge while
remaining interoperable within these broader ecosystems.

A central risk lay in the nature of IndCo’s differentiation: its domain expertise. Turning that expertise into software and
data meant codifying proprietary, often tacit, knowledge. Once embedded in digital services, this know-how risked
being exposed to and replicated by larger players. The company faced the threat of commaoditization and being pushed
out of high-value, high-margin positions in the value chain.

To avoid this outcome, IndCo’s Technology Differentiation Strategy process helped make deliberate choices for how to
remain a vital, plug-in partner rather than a replaceable component in the larger systems. The strategy dictated where
in the tech stack to invest in innovation and intellectual property to differentiate (for example in module-specific data
ontology, root-cause fault prediction, and near-module system performance diagnostics) and where to focus on
seamless interoperability with broader platforms (for example in southbound and northbound connectors and APIs,
application deployment in near-module systems, and edge event brokerage and management).

This helped IndCo to reinforced its value-adding role in ecosystem negotiations with both customers and system
players. Even dominant players recognized the advantage of IndCo’s digital tools, which integrated smoothly into
existing environments and contributed meaningful differentiation, and acknowledged that IndCo’s positioning and
intellectual property made them indispensable. As a result, IndCo has begun to unlock recurring revenue streams at
higher price points for it data-driven optimization and asset life-cycle services, rooted in its domain expertise.
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b) Capturing fair revenue share in partnerships — asserting IP to balance power
with dominant players

To accelerate its pivot to data-driven offerings, IndCo identified the need to collaborate with one of a few major software
players specializing in production management software and process control integration. A shortlist of potential partners
was drawn up, and after initial discussions, one stood out as the clear favourite.

However, as negotiations progressed, it became clear that the dominant player intended to claim the majority of the
value. Early proposals suggested a 20/80 revenue split in favour of the larger partner.

Anticipating this dynamic, IndCo quickly created roughly 10 patent applications covering both key building blocks (such
as module-specific data models, digital presetting and calibration, and module remaining lifetime analysis) and the
system-level architecture for how those blocks interacted in the larger production system (such as sequencing and
orchestration algorithms, cross-module performance diagnostics, and integration of near-module controls with plant-
level systems). This resulted in an IP portfolios covering the choke points for superior performance in the IndCo-
Software partner joint solution.

Armed with this foundation, IndCo challenged the default assumption and stated: "We control the choke points. Without
us, this doesn’t work."

The result was an approximately equal revenue split, despite the partner’s scale and broader patent portfolio. More
importantly, the IP-backed negotiation shifted the relationship dynamic. The larger partner gained confidence in IndCo’s
uniqueness and value, becoming a more committed development partner and investing more R&D resources into the
joint solution.

c) Investing with precision — making smart make-buy-partner choices based on
tech stack and IP insights

Informed by a granular understanding of the technology stack, IndCo applied a structured Make-Buy-Partner roadmap.
They prioritized R&D in areas where core competencies offered a true competitive edge such as optimising system
performance from IndCo module data, while expanding their capabilities and ability to differentiate through targeted
M&A and strategic partnerships.

M&A and partnership decisions were guided by IP analyses, which served as a signal for innovation intensity and
potential defensibility in key technology areas. This approach helped address time-to-market pressures, bridge
capability gaps, and reduce technical uncertainty, while avoiding unnecessary reinvention and poor-fit acquisitions.

For example, to gain advanced sensing capabilities (important for predictive modification & maintenance intelligence)
IndCo acquired a European specialist firm with proprietary sensor technology and deep expertise in material science.
The acquisition accelerated the product roadmap by ~18 months and gave IndCo an exceptionally talented workforce,
a set of unique technical assets and key competences that competitors couldn’t easily replicate.

In another case, to enhance its cognitive analytics capabilities (focused on real-time decision support and adaptive
system behaviour) IndCo partnered with a leading US-based software provider. Rather than investing heavily in building
in-house cognitive analytics capabilities, IndCo integrated the partner's proven building blocks into its offering. This
move avoided millions in upfront development and recruitment costs, and enabled smarter automation across diverse
customer environments.



d) Negotiating data access — Securing critical machine and customer data
access to power digital value creation

While the first three situations centred on technology, IndCo’s success increasingly depended on access to data. In
many cases, data was equally or even more critical than the technology itself.

For example, both IndCo’s system performance services and energy and CO2 reduction services, required real-time
data from process control systems embedded in third-party machinery. However, machine manufacturers were often
reluctant to allow access to data flowing from their controllers. This created friction and uncertainty that risked delaying
or derailing promising digital offerings.

IndCo responded with a carefully structured approach to data negotiations. The goal was not to claim data ownership,
but to guarantee consistent, secure, and timely access. Granularity was key. IndCo developed a detailed understanding
of the types of data required and the mechanisms by which data access and consumption would occur. In the end,
access arrangements proved mutually beneficial as customers gained more value from the equipment, and IndCo’s
digital services could deliver their intended impact.

By successfully navigating these negotiations, IndCo also began to shift market perceptions. Once seen primarily as a
hardware provider, IndCo demonstrated its capability as a serious software and data player. The ability to engage
credibly in data partnerships helped secure market acceptance, customer success, and a sustainable position in the
emerging ecosystem.



The basis for success: Tech Differentiation Strategy

IndCo’s ability to win in all the four competitive situations described had one common denominator: the creation and
execution of a Tech Differentiation Strategy.

At its core, IndCo’s Tech Differentiation Strategy was an execution plan for accelerating value by systematically acting
on opportunity and mitigating risk. It provided a shared taxonomy and a canvas for strategic dialogue and decision-
making. Most importantly, it enabled deliberate and coordinated action across commercial, technology, data, and legal
domains.

The strategy was built around four steps: Target, Position, Capture, and Control value. These were not sequential but
were applied iteratively, each informing and influencing the others over time. The strategy itself was also not static. It
was continuously refined and adapted as IndCo’s business evolved, and it was designed to support action even before
all answers were in place. In dynamic environments, waiting for complete certainty means falling behind.

Tech Target value Position for value Capture value Control value

Differentiation Where 1o pla Right-to-win Differentiate and Sustain
Strategy play o manage risks advantage -
Execution plan

Exhibit 1: Simplified Tech Differentiation Strategy development process

1. Target Value

IndCo recognized the need to reshape its business model, go-to-market strategy, and product portfolio to enable digital
services. Continuous improvements alone would not be enough. More transformative moves were required, but these
came with many options and a high degree of uncertainty. The question was where to begin.

The starting point was the Target Value step, focused on selecting high-value customer use cases. This involved
identifying attractive value pools and defining how to capture a fair and substantial share of them.

IndCo systematically assessed market attractiveness based on customer needs such as operational efficiency, cost
savings, the shift from CAPEX to OPEX, and carbon footprint reduction. These insights were combined with evaluations
of offering evolution and scalability, risk considerations, and IndCo’s ability to differentiate. This approach laid a solid
foundation for the company’s future business direction. Use cases with the greatest economic and strategic potential,
and where IndCo could establish a competitive edge, were prioritized. This approach laid a solid foundation for the
company’s future direction.

1. Target Value 7 : Use case 1: Customer system performance from
- IndCo Module data

Use case 2: Predictive modification &

maintenance intelligence

Use case 3: Energy and CO2 reduction
VALUE POOL

Exhibit 2: Select high-value customer use cases to target
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Step 2. Position for Value

In parallel with the Target Value step, IndCo conducted Position for Value analyses to identify where in the value chain it
would have a right to win. By analyzing the attractiveness of different value chain positions, along with the current
positioning and anticipated moves of customers, competitors, new entrants, suppliers, and partners, IndCo was able to
select high-value positions where it could compete effectively.

The analysis also identified potential frictions that IndCo’s digital services and strategic repositioning might create with
other actors in the ecosystem. These insights informed the subsequent Capture and Control Value steps and helped
guide how to defend selected positions and proactively mitigate technology and data-related risks.

2. Position for Value ' Anticipate competition from system/platform

players

Access key missing tech capabilities and talent
with M&A and partnerships

Access PLC-level data

Exhibit 3: Select positions in the value chain with a right-to-win

Step 3. Capture value

Arguably the most fundamental element of the Tech Differentiation Strategy is the Tech & Data Map. This is a granular
reference architecture outlining the technology stack and data required to develop and deliver the intended products
and services over time. It enables a shared taxonomy and serves as a canvas for strategic dialogue and decision-
making, allowing teams to systematically act on opportunities and mitigate risks.

IndCo built a high-resolution tech and data reference architecture for its digital services and roadmap. This became the
foundation for strategic choices, helping the company identify where to innovate and, equally important, where not to
invest time and resources. It pinpointed the technology and data areas that contributed disproportionately to customer
value. This clarity also informed key make-buy-partner decisions, including the acquisitions and partnerships that
secured differentiating sensing and cognitive analytics capabilities.

3. Capture Value

Invest in domain expertise for differentiation
Risk mitigation for plug-and-play solutions

M&A in advanced sensing and cognitive analytics

Exhibit 4: Assess the tech stack, define critical control points, focus investments, and mitigate risks
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Step 4. Control value

The final step in the iterative strategy development process is Control Value. Building on the Tech & Data Map, this step
focuses on planning how to establish and leverage IP control points, including intellectual property rights such as
patents, IT-based controls, secrecy, and contractual mechanisms, to strengthen differentiation and mitigate risk.

Rather than treating IP as a box-ticking, after-the-fact exercise, IndCo made it a core component of its technology and
business planning from the outset. The company identified key control points: critical technology and data building
blocks that enabled superior performance, the architecture that defined how those components interacted, and the use
cases and configurations that delivered customer value.

Importantly, IndCo did not just build IP portfolios. It also planned and prepared how to use them strategically. The
results were tangible, as demonstrated in the four competitive situations—for example, securing a more favorable
revenue split with a major software partner through patent-backed positioning, and gaining access to valuable
operational data through negotiations with machine manufacturers.

IP played a dual role. It enabled near-term value capture in high-stakes situations and helped build a lasting competitive
advantage that supported long-term growth and profitability.

4. Control Value Protect key domain expertise and critical

ke
IPR-based control solutions

Contractual control ) ) o
Leverage choke-point IP in partner negotiations
IT-based control .
Secrecy-based N Control PLC data access with contracts
control \

Exhibit 5: Plan for how to build and use IP for sustained advantage

Based on the four steps (1) Target Value, (2) Position for Value, (3) Capture Value, and (4) Control Value IndCo
consolidated its Tech Differentiation Strategy into a clear and actionable direction. The strategy was operationalized by
defining concrete solution starting points to guide execution. These starting points translated the strategic intent into
value acceleration plans across the teams responsible for delivery. Commercial, innovation and development, and
legal/IP functions were each equipped with aligned, execution-ready plans tailored to their role in implementing the
strategy.
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Conclusion

The Target-Position-Capture-Control Value approach underpinned every real engagement that inspired the synthetic
IndCo narrative. In each case, the Tech Differentiation Strategy gave leadership a shared strategic canvas, a common
vocabulary and granular insight into technology, data and intellectual property. This alignment enabled coordinated and
deliberate action to deliver the wanted results:

» Shift to managed services. One client moved from billable hours to a high margin managed-services model,
addressing customer savings in a value pool of about €500 million.

» Software-driven valuation lift. A second client raised the software share of total revenue, reshaping market
perception and adding billions of dollars to enterprise value.

» Outcome as a Service. A third client faced an imminent commaoditisation threat by launching an Outcome as a
Service offer that protected a €3 billion legacy business from new entrants.

» Right to play with proprietary analytics. A fourth client asserted analytics capabilities and proved unique value-add
beyond what customers could achieve in-house or with any other provider.

Across these and other engagements, the Tech Differentiation Strategy sharpened competitive edges, reduced risk and
positioned businesses for sustained growth and profitability.
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