
Qencode Competitive Strategy 
and Customer Acquisition Plan

Qencode offers an all-in-one video infrastructure solution that uniquely combines 

advanced AI-driven per-title encoding, S3-compatible media storage, and integrated 

CDN for high-speed delivery. With a transparent pricing model, powerful tools for 

engagement, and now available for streamlined purchasing via AWS Marketplace, 

Qencode is ideal for companies seeking efficient, scalable, and budget-friendly video 
solutions that reduce operational complexity and increase reliability. 

Key Target Audiences and Customer Segments (from ICP Call and Spreadsheet)

1. Educational Platforms (e.g., LMS providers like Udemy, Pluralsight):

▪ Pain Points: High volume of educational content with stringent needs for video quality and 

reliability.

▪ Opportunity for Qencode: Showcase per-title encoding to optimize quality while reducing 

costs, and highlight the built-in media storage for seamless management.

2. Religious Streaming Services (e.g., Sardius):

▪ Pain Points: Need for reliable, live streaming solutions with scalable backend to support 

growing audiences.

▪ Opportunity for Qencode: Promote Qencode’s integrated CDN, built-in storage, and 

value-added services (e.g., metadata and thumbnails) as a more comprehensive solution 

than Bitmovin or Mux.

3. Influencer and Adult Platforms (e.g., Mavtek, Tag Mango):
▪ Pain Points: Need high-quality video delivery at a low cost due to high volumes of 

short-form content; are often looking to reduce operational costs.

▪ Opportunity for Qencode: Emphasize Qencode’s cost savings from per-title encoding and 

storage integration, and provide flexible free trials or credits to drive adoption.

4. Sports Streaming and Analysis (e.g., Flow Sports):

▪ Pain Points: Reliable, low-latency streaming for live events, with tools for analysis and 

post-production.

▪ Opportunity for Qencode: Highlight Qencode’s end-to-end workflow solution with 
live-stream support, content management, and multi-CDN capabilities for optimized 

streaming across regions.
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Key Strategies to Win Business from Competitors

1. Develop Tailored Messaging for Each ICP Segment

▪ Objective: Target specific needs identified in customer segments (e.g., reliability for religious 
services, cost efficiency for educational platforms).

▪ Messaging: Use examples from existing Qencode clients in each segment to build trust. 

Position Qencode’s seamless setup, AWS Marketplace access, and cost benefits as solutions 
for their unique operational challenges.

▪ Execution: Create segment-specific landing pages, whitepapers, or case studies for educational 
platforms, sports streaming, influencer platforms, and religious streaming services.

2. Leverage AWS Marketplace to Simplify Procurement and Increase Visibility

▪ Objective: Capture AWS customers looking for a simplified purchasing process and the ability 
to use AWS cloud credits.

▪ Messaging: Emphasize that AWS Marketplace access provides not only billing convenience but 

also aligns with existing AWS-based infrastructure for a smoother integration experience.

▪ Execution: Use AWS Marketplace marketing and AWS co-marketing options to promote 

Qencode specifically for customers seeking alternatives to Elastic Transcoder. Reach out directly 
to existing AWS Marketplace customers identified in the CRM (using contact points gathered) 
to communicate potential savings and scalability benefits.

3. Highlight Unique Technical Advantages in Targeted Campaigns Against Competitors

▪ Objective: Appeal to technical decision-makers by showcasing Qencode’s differentiators like 

per-title encoding, built-in storage, and multi-CDN.

▪ Messaging: Build out comparison content (e.g., “Why Qencode Over Mux?”) that illustrates 

specific pain points each competitor may have, such as Mux’s lack of per-title encoding or 
Elastic Transcoder’s need for separate storage.

▪ Execution: Distribute targeted email and LinkedIn campaigns to prospects in the CRM list. 

Provide complimentary trials or credits for companies like Peloton or Notion that have expressed 

interest in better value propositions than existing solutions (as per the transcript).

4. Capitalize on Existing Partnerships for Co-marketing and Cross-Referrals

▪ Objective: Strengthen partnerships with existing collaborators like Backblaze, Contentful, and 

Iconic, using them as referral and co-marketing channels to reach relevant audiences.

▪ Messaging: Highlight Qencode’s reliability and compatibility through shared marketing 

initiatives with partners. For instance, Contentful clients might benefit from Qencode’s 
integrated tools that optimize content management workflows.

▪ Execution: Work with each partner to craft joint content or webinars targeting industries most 

represented in the CRM (e.g., LMS and influencer platforms), leveraging these relationships to 
access new leads.

5. Utilize Qencode’s Existing Success Stories to Validate Value Proposition

▪ Objective: Convince potential customers by demonstrating successful use cases within their 

industry or service type.

▪ Messaging: Case studies should detail how Qencode solved critical issues for similar customers 

(e.g., reliability for Sardius or cost savings for educational platforms).

▪ Execution: Develop an outreach campaign to existing CRM contacts with segmented case studies 

that specifically highlight similar industry challenges. Send these as part of personalized outreach, 
with a follow-up to book demos and offer AWS Marketplace credits to expedite conversion.
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Implementation Plan

1. Customer Segmentation and Targeted Campaigns

▪ Use CRM data and categorize prospects based on needs identified in the ICP call and 
spreadsheet (e.g., LMS, influencer platforms). Design segmented email campaigns 
highlighting relevant Qencode advantages.

2. AWS Marketplace and Co-selling Initiatives

▪ Collaborate with AWS for Marketplace exposure, targeting segments like LMS providers 

and religious platforms. Emphasize AWS cloud credit usage in all AWS-targeted 

marketing efforts.

3. Content Marketing and SEO for Competitive Differentiation

▪ Publish comparison articles, case studies, and “Why Qencode” guides to position 

Qencode strongly against competitors. Use SEO to ensure content ranks highly for 

terms like “video transcoding,” leveraging Qencode’s domain strength.

4. Partner Programs and Co-marketing

▪ Tap into partnerships with Backblaze, Contentful, and Nvidia Inception to co-market 

Qencode. Work closely with these partners to access new customer bases aligned with 

Qencode’s core segments.

5. Direct Sales Outreach and Follow-up Strategy

▪ Conduct direct outreach to high-value CRM contacts, particularly paid users with 

limited contact history, offering consultations and AWS credit incentives. Follow up 

on identified opportunities in the CRM, focusing on segments like Peloton and Flow 
Sports with tailored solutions.
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