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Agenda for today

Summary of suggested pricing model / outline of 
„burning questions“ (14.30 – 15.00)

Different options for access control (15.00 – 15.30)

Questions and clarifications (15.30 – 16.00)

Coffee break (16.00 – 16.30)

Suggested pricing model: Discussion and agreement 
on choices for business model (16.30 - ...)
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Suggested pricing model: two periods 

funded period unfunded period

Feb. 2009

nbusiness model at all

very simple access 
control

Business model: complex ?

Access control: reflects complexity of Business Model
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Pricing model / funded period 

no business-oriented undertaking in this period

free access

limited supply of data: no geometries 
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Suggested pricing model / unfunded period 

access control component allows access according to 
„individual“ purchasing agreement
customer can select between

usage rights of data: online use only / offline usage 
allowed
level of access: pan-european / selection
level of detail: three different groups

reflection of „typical“ NMCA approach: services vs. 
data products 
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General characteristics of offering

free access: restricted to a certain amount of data (both in terms of 
level of detail and traffic generated). Sole use by portal entry and 
manual retrieval. IP-based traffic cap (ref Google maps)
paid access: Web service, can be integrated into own products. 
Level of detail based on pricing scheme. Different options according 
to user role implementation details. User access is based on role 
descriptions. Access control will determine the level of detail that 
can be covered in pricing model.
basic idea: Adaption of freemium business model, where free 
offerings allow users to familiarize with quality and scope of offering 
without having to pay a single penny. „Real use“ of service must be 
paid. Example: flickr.com limits space for photos
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Suggested pricing model / example
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Pricing model suggestion

„upfront“ fee for VARs to buy access to EGN Central 
Service

additional margins are fully up to the VARs individual 
calculation and business model: both risk and chance

EGN Central 
Service VAR EnduserNMCA

VAR pricing 
scheme

EGN pricing 
scheme
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Distribution and value adding

Paid access is offered to VARs only for product integration

More value is generated with each additional step

Unique selling proposition: access to quality-checked official 
pan-european data (this cannot be provided by another 
organization nor community (e.g. Open Streetmap))

EnduserNMCA

Country-specific 
Geonames Data 

/ Services
EGN Service

Commercial 
application using EGN 

service

Value 
added to 

EGN 
service

VAR

Value added to 
country-specific data / 

services

EGN Service Host

Value being utilized
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Revenue share suggestion
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Suggested pricing model / assumptions

calculation was based on manageable demand 
expectations (only a small fraction of the target market 
would respond), scaling is a challenge

calculation was based on repeated purchase 
expectations (in line with data update cycle by 
NMCAs)

calculation resulted in showing a profitable undertaking 
within a short period of time
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Suggested pricing model / preconditions

calculation presumes 
sophisticated access control in place (as provided by 
ESRI)

an attractive pan-european product (that is where all / 
most European NMCAs contribute towards a real 
European product)
an interest in profitable undertaking

that an organization acting as business partner for VARs 
exists 
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Geonames business experience from NMCAs

survey: Do your Geonames data products and/or 
services generate revenue?

13 NMCAs replied (1 stated confidentiality of revenues, 
1 generates no rev at all) 

8 below 10.000 €

3 between 10.000 and 50.000 €
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Hot topics

Do we need a sophisticated business model at all?

Do we appreciate the existence of an attractive pan-
european product as a joint entry product comprising access 
to different national NMCA products / offerings?

Do we want to make this attractive and easy to grasp / to 
integrate for VARs?

Do we want to make this a profitable undertaking?

Does someone take over the responsibility of being acting 
business „owner“?
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Summary of suggested pricing model / outline of 
„burning questions“

Different options for access control

Questions and clarifications

Suggested pricing model: Discussion and agreement 
on choices for business model
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Access control during project period

Access via reference application only

Authentication based on IP (range)

Authorisation granted without restriction

Accessible dataset is limited: no geometries
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Access control beyond funded period

Technical solution: Web Authentification Service / Web 
Security Service

Authentication by Username and password

Authorisation based on individual rights (ref. pricing 
model)

Individual rights require contractual agreement
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Option A: Complex business model used 

Technical solution: Web Authentification Service / Web 
Security Service

Authentication by Username and password

Authorisation based on individual rights (ref. pricing 
model)

Expandable model

Might not maximise usage of existing data
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Option B: Simple business model used 

Technical solution: Web Authentification Service / Web 
Security Service

Authentication by Username and password

Flatrate (or similarly simple) access

Authorisation grants full access to data; no further 
specification of access rights

Competition to existing NMCA business
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Option C: No business model at all 

Technical solution: Web Security Service

No authentication necessary, IP-based capping 
according to amount of data retrieved

Threat to individual NMCA business: access to 
Geonames data would be free 

So far, revenue generation by Geonames data is 
limited (according to survey results). Do you agree?
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Decisions to take

Option A (complex), B (simple) or C (none)?

Flatrate model, no pricing differentiation?

Complexity of business model and pricing?
Should offline usage be part of the pricing scheme (Y/N)

Selection of access level: pan-european / selection of 
countries (Y/N)

Selection: (Three) different user profiles? (Y/N)
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Backup slides
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Freemium: where does it come from?

..obviously blogs are of some relevance....
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Freemium: Certain requirements

Connection between actors, so word of mouth and other 
marketing strategies work. Usually based on internet 
communities
Scalable model design: running costs evolve from both free 
and premium offering, each new premium customer 
increases overall profit
Cost calculation must make sure that operation cost of all 
offerings can be covered by the profit gained by premium 
offering alone
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Definition of freemium model

Combines „free“ and „premium“ business model
Initial offering: basic services for free
Charge for advanced or special features
Effect: 

Gain customer base by means of offering basic services for 
free
Grow profitable by winning paying customers for extra services

Examples: Relationship networks offer very useful basic 
services with limitations

OpenBC/Xing
flickr.com
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Adaption of freemium model to EGN

Aim: gain a significant customer base by offering free 
geonames data expecting that this is of significant value to 
customers
Free, officially approved and quality assured geoname data 
access delivers value that is (actually) not delivered by any 
other offering
To avoid misuse, service levels will not be guaranteed: if too 
many requests occur over a given period from a certain ip 
range, access is blocked
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Elements of EGN BM: Value Proposition

What is unique about the EGN service?
What distinguishes the EGN service from competitors?
What kind of value does the EGN service generate for its 
customers?

business-specific value
Increased efficiency
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Elements of EGN BM: Customer segments

Which customer segments does the EGN service adress?
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Elements of EGN BM: Distribution channels

How is the EGN service and Geonames data distributed?
Which production process lies beneath the model?
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Elements of EGN BM: Customer relationships

How does the EGN service distributing organisation connect 
to the target market?
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Elements of EGN BM: Value configuration

What is the specific value chain within the EGN service and 
geonames data offering?
Some possible elements for description of the value 
configuration can be:

Organizational setup
Process steps within a value chain
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EGN Value Chain

EGN Service 
Host VAR EnduserNMCA

Revenue

Revenue
(minus 
VAR 

margin)

Revenue 
according 
to share 
model

EnduserNMCA

Country-
specific 

Geonames 
Data / 

Services

EGN 
Service

Commercial 
application using 

EGN service

Value 
added to 

EGN 
service

VAR

Value added to 
country-specific 
data / services

EGN Service 
Host

Value being 
utilized
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Elements of EGN BM: Partner network

Core partners
EGN consortium partners
Reference group members
Partners of VARs?
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Elements of EGN BM: Cost structure

Investment cost
Operation and maintenance cost
Consensus on cost model developed within cost/benefit 
analysis?
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Elements of EGN BM: Revenue model

Revenue streams: how are they generated?
Revenue estimates?
Consensus on revenue model developed within cost/benefit 
analysis?
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Revenue flows within EGN BM

Suggestion as a starting point for discussion
Rationale behind it: all contributing partners need to be
motivated to help build an attractive service; thus all 
contributing partners must receive something in return....
Actors that should be considered

Suppliers of technical infrastructure: EGN service host
Suppliers of geonames data that is requested by the actual
end-user: local NMCA
Suppliers of geonames data that is not being requested by the
actual end-user: other NMCAs
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