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From ldea to Impact:

A Practical Guide to Strategic Product Development
for Membership and Non-profits
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About this guide

Senior leaders in membership bodies and non-profits are under pressure to grow income,
demonstrate impact, and deliver clear value to diverse audiences with finite resources. New
products and services can unlock revenue and relevance, yet too many are launched on gut
feel, rushed stakeholder requests, or untested assumptions. The result is low adoption, weak
returns, and frustrated teams. This guide distils the core concepts, tools, and lessons shared in
the Intercloud9 webinar Empowering Leaders in the Membership Sector: Strategic Product
Development and turns them into a concise, step-by-step playbook you can apply immediately.

1. Why product development matters

Membership and non-profit organisations exist to serve missions - to drive change, represent
communities, and deliver meaningful value. But missions are only realised through action. That
action flows through the products and services people choose to use, pay for, and recommend.

Productis the mechanism that translates organisational intent into tangible outcomes for
members, beneficiaries, employers, learners, partners, and funders.

When product strategy is missing or inconsistent:

e Portfolios become bloated or confusing.
e |nternal effort is spread too thin.
e Members struggle to understand what’s valuable - or what is for them.

Aligning product development with mission and commercial goals enables teams to focus on
the opportunities that matter most and ensures finite resources are directed toward delivering
impact and income.

An estimated 50 percent of non-profit organisations have invested in
products or digital transformation programmes without a clear strategy.

The result?

Underused tools, costly rework, and missed opportunities. It is a clear
signal to pause and ask: Are our current products delivering on both
purpose and performance?
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2. Where product sits in strategy
2.1 The Strategy Pyramid (mission to market)

Strategic alignment does not happen by accident. It requires clarity on how each layer of your
organisation’s strategy contributes to delivering value - and how that value reaches your
members. We recommend viewing strategy through five interconnected layers:

1. Business strategy (why we exist and where we play).
2. Commercial strategy (how we create, capture, and realise value).
3. Supporting layers:
o Marketing strategy answers when we go to market.
o Product strategy defines what we offer and for whom.
o Sales strategy determines where and through which channels our offerings
reach target segments.

Seeing these as an integrated stack prevents teams operating in isolation and ensures each
new idea can be traced back to mission fit and commercial intent.

------------------------------------------ Why we exist? Where do we play?

Business

Strategy

Commercial NSRRI How we create, capture and realise value?
Strategy

Marketing Product Sales
Strategy Strategy Strategy
(When) (What/Who) (Where)

------------------------------------- How do we execute?

2.2 The commercial strategy cycle

Commercial strategy is iterative: landscape and opportunity analysis; audience and insight
research; co-created value propositions; product development; commercial planning;
execution; measurement; continuous improvement. Product development sits at the heart of
the cycle - itis where insights are translated into testable, launchable offers that can generate
income and impact.
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3. What goes wrong most often?

Despite the best of intentions, most new product initiatives in membership organisations fall
short of expectations - not due to a lack of passion or expertise, but because of avoidable
process failures.

3.1 Three root causes of failure

Across sectors, it is estimated that up to 95% of products fail to meet their intended
outcomes. While causes vary by context, three root issues consistently emerge:

Solving the wrong problem
Ideas are shaped by internal assumptions, not member insight. Offers are
designed before the need is validated.

Listening to the loudest
Product development is steered by vocal stakeholders or isolated anecdotes
rather than representative evidence.

Underestimating complexity
Smallideas quickly spiralinto projects with hidden costs, unclear ownership, or
unsustainable delivery models.

Each of these risks can be reduced (and often prevented) through structured discovery, cross-
functional alignment, and early-stage evidence gathering.

3.2 The Reactive Product lifecycle (how failure happens)

Many organisations fall into a recurring pattern that feels familiar, but rarely leads to successful
outcomes:

o Trigger event: A board request, member complaint, or internal idea sparks action.

o Enthusiasm and internal buy-in: Funding is allocated based on perceived urgency or
appeal.

o Build begins without user validation: Scoping happens quickly, often in isolation from real
member input.

e Modest launch: A blog, email, or web update is issued with limited reach or campaign
planning.

o Disappointing engagement: Uptake is low, feedback is mixed, and momentum fades.
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e Blame or abandonment: Marketing is questioned, or the product is quietly reworked or
shelved without structured learning.

Mapping your current product portfolio against this pattern can quickly reveal where resources
are leaking - and where governance or insight might have changed the outcome.

4. Across functional operating model

Successful product development is not the responsibility of a single team; it is a team sport.
Each function plays a distinct and critical role:

o Product defines the right offer based on insight and strategic priorities.

e Marketing tells the right story to the right audience at the right time.

o Sales or engagement reaches the right people through the right channels.

e Operations and delivery ensure the product is delivered in the right way, sustainably
and at scale.

When these teams work in isolation:

e Member needs are misinterpreted.
e Launches are delayed or underpowered.
e Products are built that do not align with internal capacity or market readiness.

When they align early, key decisions - pricing, messaging, delivery model, and success criteria -
are shaped collaboratively, not retrofitted after the fact.

Product’s role is to lead that coordination effort across the organisation, not by owning every
decision, but by ensuring everything fits together. By structuring early-stage collaboration,
Product ensures that teams are solving the same problem, for the same audience, with the
same intent.
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5. Opportunity Assessment Framework (the 4-lens view)

Not every idea is worth building, even if it is exciting, requested, or seemingly aligned. To make
informed product decisions, we recommend applying a simple but powerful framework: the 4-
lens view.

Lens Core question Typical evidence Red flags
1. Strategic fit Does this align with Strategic plans; Pet projects; weak
mission, strategy, board priorities; alignment to core
and current policy drivers; strategy
priorities? competitive
positioning
2. Customer Do target users truly  Qualitative Overreliance on
desirability need or want it? interviews; jobs-to- surveys; unclear
be-done; demand problem framing
signals; behaviour
data
3. Financial Can it generate or Market sizing; pricing Unclear pricing
viability protect tests; margin rationale; failure to
income/value modelling; LTV uplift  recover cost of
relative to effort? delivery plus margin
4. Delivery Can we build, Capability mapping; Reliance on
feasibility deliver, and maintain  skills matrix; partner  unavailable skills;
it? options; costed hidden ongoing
delivery model support load;
underestimated
effort to deliver and
service

Apply this assessment:

e Before committing resources to a new idea.
e As a prioritisation tool when multiple ideas compete.
o Torevisit legacy products that may no longer meet today’s standards.

Run this screen in a structured, time-boxed workshop with key stakeholders, typically product,
marketing, sales, finance, and operations. Each lens should be reviewed based on available
evidence and internal capacity.

For each opportunity, capture:

e Abrief score or traffic light rating across the four lenses
e Supporting evidence or assumptions

e |Immediate risks or unknowns

e Acleardecision or recommendation

o Next steps and lessons learned
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6. The Strategic Product Lifecycle - discover then deliver

Many agile delivery methods focus on build iterations but underplay value proposition
development and go to market planning. A strategic product lifecycle separates two disciplines:
1) - discover the value then 2) - deliver the value.

Many agile delivery methods excel at building quickly - but often underemphasise the stages
that come before development (e.g. clarifying the problem, planning how the product will
succeed in market).

To address this, we separate the process into two distinct but connected phases:
6.1 Phase 1-Discover the value

This phase is about evidence before investment. It focuses on identifying real needs, testing
assumptions, and defining what is worth building, and why. Teams often adopt a lean approach
to this process.

Key activities include:

o Frame the problem
Clarify who has the need and why it matters, to them and to the organisation.

e Gather member insight
Use qualitative methods (interviews, observation, jobs-to-be-done). Avoid relying on
surveys alone.

e Co-design with users
Involve a small, representative user group early. Recognise or compensate their
contribution.

o Test concepts rapidly
Use mockups, facilitated feedback sessions, or pilot workshops to validate direction
within days - not months.

e Prioritise what works
Focus on validated concepts. Park or reshape anything unsupported by evidence.

o Build an evidence-backed backlog
Translate insight into testable features or offers - not just ideas.

6.2 Phase 2 - Deliver the value

Once you know what works, focus on building lean and launching well. This phase turns
validated insights into working products, supported by a clear go-to-market plan, it is also the
phase where agility becomes critical to the team. Key activities include:

o Define the MVP scope
Build only what is required to meet the validated need - nothing more.
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e Plan go-to-market early

Align product, marketing, and sales so messaging, channels, and support are in place
before launch.
e Launch with clear objectives
Set measurable OKRs so teams know what success looks like, and when to adapt.
e Monitor, learn, and iterate
Scale, improve, or retire based on real-world feedback and performance data.

The strategic product lifecycle diagram below illustrates how these 2 key phases of discovery
and delivery break down into areas of work as described above.

Align on Business
Strategy

The Strategic Product Lifecycle

Learn & Improve

Launch & Monitor Define & Validate
Deliver the value the Real Problem Discover the value
Explore and Co-design
Solutions with Customers

Plan Go-to-Market

Test Early Concepts
with Real Users

Build What Works

7. Confidently assessing demand

Relying on internal enthusiasm is a risky foundation for product investment and development.
Instead, use a hierarchy of demand signals to assess how confident you can be that members
will truly engage with or pay for what you’re building.

7.1 Hierarchy of demand signals

The table below provides a set of useful signals you can listen for when determining whether
genuine need for a product has really been established.

Signal What it sounds like Confidence Level
Assumption “We believe members will love this.” Very Weak
Internal Opinion “Our board or senior team think it’s Weak

needed.”
Stated Preference “Survey respondents say they would use Moderate

or buyit.”

Page 8 of 17 © Intercloud9 Ltd, 2025, all rights reserved



( Intercloud

Signal What it sounds like Confidence Level
Validated Insight “Pilots or early tests show strong Strong
behaviour or interest.”
Commitment “Members give time, data, or money in Very Strong
advance.”

Progression from internal opinion to validated insight can often be achieved in weeks with
targeted outreach to willing members.

Practical tips

o Use lightweight pre-registration forms
Gauge interest before investing in development. Even basic landing pages or sign-up forms
can reveal early traction.

o Offer early-bird pricing or pilot access
Limited cohort offers or discounts in exchange for early feedback are powerful indicators of
real intent.

o Track conversion across stages
Compare survey responses to actual pilot participation to identify gaps between what
members say and what they do.

o Ask commitment-framing questions
“Would you pay for this if it launched next quarter?” Follow up with written expressions of
interest or letters of intent.

8. Pricing new offerings

Pricing is more than a financial calculation; it is a strategic signal to customers. It influences
how a product is perceived, who adopts it, and whether it can be sustained long term.

During Intercloud9’s Strategic Product Development webinar, a live poll revealed the most
common pricing approaches currently used by participants:

Use tiered or bundled pricing 0%

Use perceived value or willingness to
pay research

B 10%
Price at competitor parity [l 10%
Apply cost +% pricing | N 30%

Offer new products free of charge [ INININIGINGGGNNNNNNNNNN 50%
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These results reflect a pattern seen across membership organisations: many pricing decisions
are shaped by internal habit, fear or simplicity, not member value or strategic positioning.

Free isn’t always the right price.
Free products can be valuable tools when used intentionally. They may support:

e |nsight gathering.

e |ead generation.

e Memberengagement.

e Testing of future paid propositions.

But if used by default, or offered without a clear path to value capture, they can:

e Undermine the value of both individual products and the broader membership offer.
e Create lasting expectations that future innovations will also be free.
e Limit future investment and innovation by removing potential revenue streams.

If free becomes the norm, your members will stop seeing the value in what they have to pay for,
and innovation opportunities become harder to fund.

8.1 Common pricing starting points

Pricing conversations often begin with whatever is easiest to hand: a competitor’s list price, a
round number, or a quick poll of stakeholders. These shortcuts can be useful for speed, but
they hide important questions about value, cost to serve and member perception. Use the
starting points below as prompts, not prescriptions. The aim is to make your initial anchor

explicit, test it against evidence and adjust quickly as you learn more.

Free Drive engagement, gather Can erode perceived value if
insights, generate leads ortest an  overused or positioned poorly
idea

Cost-plus Markup Covers internal costs, often the Doesn’t reflect what members
go-to approach are willing to pay; assumes costs

are accurate

Competitor Align with similar organisations Difficult to differentiate; may

benchmark and mark norms. misprice value or market

opportunity

Willingness-to-pay Price based on member Requires effort but increases

research perception of value confidence and fairness

Tiered membership  Drive upgrades, retention, and Needs careful modelling to avoid

bundling upsell opportunities cannibalisation or complexity
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8.2 Product development pricing best practice:

o Decide pricing purposefully, do not default to free or cost-plus.
e Test pricing assumptions early using behavioural signals and interviews (not just surveys).
e Factor pricing into your go-to-market planning, not as a final step.

Avoidable errors - in both thinking and execution - are a leading cause of underperformance.
Below are seven common product fallacies and execution pitfalls to watch for before and
during delivery.

9. Five product fallacies

Certain myths crop up repeatedly when teams develop products. They sound plausible, they
save time in the short term, and they can be hard to challenge once they take root. The fallacies
that follow are common traps that derail focus, dilute impact and waste scarce resources. Use
them as a checklist: if any ring true in your organisation, pause and reset the underlying
assumption before pressing on.

1. Field of Dreams: Building without validated demand. If it doesn’t solve a real,
evidenced problem, they will not come.

2. Perfect Product Fallacy: Waiting for a flawless solution delays learning and increases
the risk of missing market timing.

3. Sunk Cost Spiral: Continuing to invest in an unvalidated product because of previous
effort or expense.

4. Vocal Minority Trap: Over-prioritising feedback from a few influential voices instead of
representative insight.

5. Digital Fix Fallacy: Assuming technology alone creates value. Tech is a delivery
mechanism, not the value itself.

10. Execution pitfalls

Even with a solid proposition and clear demand signals, delivery can still go off course.
Misaligned roles, vague timelines and weak go to market plans are typical ways good ideas
stall. The pitfalls below highlight where execution usually unravels. Review them early, assign
ownership for each risk and build simple routines that keep teams coordinated and
accountable.

Even if the idea is sound, poor execution will stall success. Common gaps include:

e Unclear user need: problem not well defined or validated.

o Solution-led starting points: jumping to features before understanding the job to be
done.

o Design by committee: diluted decisions, unclear accountability.
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o No delivery or resource plan: teams unclear on scope, timing, or capacity.

¢ No go-to-market plan: no pathway to awareness, uptake, or engagement.

o No success metrics: can’t track what good looks like or when to pivot.

e Absent governance: no structure for reviewing progress or making trade-offs.

11. Metrics, evaluation, and learning loops

Success does not end at launch, it depends on how effectively teams learn, adapt, and improve
over time. Yet many organisations move directly from delivery to promotion without clearly
defining what success looks like or how it will be measured. Without this clarity, impact
becomes difficult to assess, and valuable learning opportunities are often missed.

Establishing clear, meaningful metrics helps teams:

e Align teams around shared goals.

e |earnwhatis working (and what is not).

e Build trust with stakeholders.

e Decide when to scale, iterate, or retire a product.

One proven method for structuring this approach is the use of Objectives and Key Results
(OKRs). OKRs offer a practical and lightweight framework for setting goals and tracking
performance. However, the usefulness of any metric depends on how well it reflects the
original problem being solved and the value the product is intended to deliver. It is important to
review performance regularly - ideally weekly or fortnightly during early launch phases-before
settling into a more sustainable rhythm once the product becomes established.

Time to pause and reflect: How do you currently track product success? Are all teams
working toward a common objective and measuring results collectively to achieve it?

If not, consider adopting OKRs. They’re not just a performance tool, they offer a structured way
to drive cross-functional alignment, maintain focus, and create accountability across the entire
product lifecycle.

12. Quick alighment sound check

Even in effective teams, misalighment often hides in plain sight. Afew simple questions can
reveal whether your organisation is truly working toward shared goals or operating in silos.

Try asking these three questions across product, marketing, membership, or leadership teams:

1. Whatis one interesting insight a member shared with you this month?
2. Whatis the average lifetime value of a member?
3. How do we decide what gets built, and who is involved?
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If the answers are unclear, inconsistent, or vary widely between teams, that is a red flag.

It suggests that insight is not flowing, decisions are not coordinated, or teams lack a shared
understanding of purpose and priorities. Strong product alignment does not require more
meetings; it requires shared mental clarity.

13. Practical templates and worksheets

A strong product strategy is only as effective as the conversations it enables. The following tools
are designed to help teams test assumptions, align early, and make confident decisions
throughout the product lifecycle. These templates are intentionally lightweight. They do not
require specialist software, complex training, or multi-week processes, they are meant to guide
you and your teams to have productive and structured conversations.

13.1 Opportunity Assessment scorecard
Purpose: Ensure product ideas are strategically aligned, wanted, viable, and feasible.

Instructions:
Assess ideas across each lens using brief discussion and available evidence.

Template:
Product/ Idea: Date:
Facilitator: Version:

Score each 1 (weak) to 5 (strong). Capture supporting evidence + actions.

Strategicfit.......... [1-5] Evidence:
Customer desirability ...... [1-5] Evidence:

Financial viability .... [1-5] Evidence:

Delivery feasibility ... [1-5] Evidence:

Top 3risks / assumptions:

Pre-launch demand signals collected (Sign-
ups/endorsements/commitments):

Recommendation (Explore further/Pilot/Park/Prioritise):

Next decision gate (date / approver):
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13.2 Discovery interview guide (jobs-to-be-done prompts)

Purpose: Understand what users are really trying to achieve so you can design the right
solution.

Instructions:
Use this to clarify the user's job, pain points, and current alternatives.

Template:

“Target User Group:

Main Job to be Done:

Why is this job important?

What makes it hard today?

What are users doing instead?

What would success look like?

Any emotional or social aspects of the job?”

Sample Interview Guide:

These prompts help uncover context, barriers, and perceived value:

e Tell me about the last time you tried to [achieve the outcome].

e What made that difficult?

e Whatdid you try instead?

e  What would good look like next time?

e Howvaluable would it be if we solved that?

e Have you ever paid for something like this before?

e [fa solution existed, would you pay for it - and how much would feel reasonable?

13.3 Objective-Key Results Metrices
Purpose: Align teams on shared objectives and track meaningful outcomes over time.

Instructions:
Use this template to define clear Objectives and Key Results at the product or initiative level.
Obijectives should be qualitative and motivational. Key Results should be specific, measurable,

and time bound.
Template:

“Objective:
What are we trying to achieve?
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Key Results:
1.
2.
3.

Lead Team(s):
Who owns this objective?

Supporting Functions:
Who else contributes to its success?

Review Cadence:
(e.g. Weekly, Fortnightly, Monthly)

Risks & Assumptions:
Anything that might affect progress or validity?”

13.4 Launch readiness checklist

Purpose: Ensure product, marketing, sales, and delivery teams are aligned before launch so
you avoid the ‘we built it, but no one launched it properly’ trap.

Instructions:
Use this checklist in a pre-launch planning session. It helps confirm whether your team is ready
to release, promote, and support the product confidently.

Checklist

e Targetaudience is clearly defined and understood

e MVP scope is confirmed and mapped to validated user needs

e Pricing has been tested with users or aligned to market insight
e Marketing narrative, proof points, and assets are agreed

e Sales or member engagement teams are trained and enabled
e Onboarding, FAQs, and support materials are ready

e Delivery capacity is scheduled and costed

e Keyrisks are identified and mitigated

e Success metrics are agreed and trackable from day one

e Post-launch review is scheduled and resourced

e FEach action has a clear owner and timeline

e Are success metrics agreed and ready to track from day one?
e [sthere alaunch timeline and responsible owner per action?
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Purpose: Reflect on what was delivered, what worked, and what should happen next - while
lessons are still fresh and actionable.

13.5 Post-launch review template

Instructions:

Run this 4-8 weeks after launch with representatives from product, marketing, engagement,
delivery, and support teams. Use it to inform decisions on iteration, scaling, or retirement - and
to capture insights that apply beyond this specific product.

Review Summary:

e Product/ Feature Launched:

e launch Date:

e Original Objectives / OKRs:

e Key Results + Targets:

e Actual Results (Period):

e Top Member Feedback Themes:

e Financial/ Commercial Performance:
e Key Learnings:

e Decision: Scale/Improve/Pause/Retire
o NextActions & Owners:

Discussion Prompts:

e What worked well and why?

o  Whatdidn’tgo to plan?

o  What are members doing or saying?

o  What do the metrics show, and what do they mean?
e Are we still confident in the value proposition?

e What decisions need to be made now?

o What should we apply to other teams or products?

14. Next steps

If this guide surfaces opportunities or concerns in your current product portfolio, let us help you
turn insight into action. Whether you are improving existing offers, launching something new, or
enabling teams to work more strategically, Intercloud9 works with membership and non-profit
organisations to:

o Audit product portfolios against mission, market demand, and revenue potential.
e Facilitate cross-functional workshops to prioritise opportunities and align teams.
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e Build product playbooks, pricing models, and go-to-market strategies tailored to your
context and to activate your teams with the resources they need to maximise success.

e Support rapid insight research, pilot programmes, and early-stage validation.

e Equip teams with training, tools and confidence to make better product decisions in-house.

You can schedule a free 30-minute call with the Intercloud9 team at www.intercloud9.co.uk or

connect directly with the session facilitators:

Jenny Watkins - Director of Professional Services - jenny@intercloud9.co.uk

Motaz Hadheri - Associate Consultant, Product Development Strategy -
motaz@intercloud9.co.uk

We hope you found this guide useful.
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