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The choice

F5 announced general availability of NGINX One on 17 September 2024. The cloud console is
designed to manage F5 NGINX instances and NGINX Open Source through one interface. F5
described visibility, policy and patch-management features, with security and optimization
capabilities and integration with F5 Distributed Cloud Services. The announcement included
selected customer and partner endorsements, but no quantified, representative customer
outcomes; it also did not disclose pricing or adoption targets. [3]

Assume you advise F5 on its next planning cycle. How should it sequence commercialization?
Consider making the console a low-friction way for NGINX users to discover and manage the
product; leading with enterprise sales and channel relationships to sell paid capabilities; or
staging both routes through limited tests before expanding. These are hypothetical choices, not
F5’s announced plan. Public sources do not establish a transferable resource pool between
these routes.

Which route would you prioritize, what would you measure, and what evidence would
change your decision?

F5’s position at launch

F5's FY2023 Form 10-K described a portfolio that includes BIG-IP software and systems,
subscription NGINX, and Distributed Cloud Services on a subscription SaaS platform. It said
offerings may operate as independent modules or as integrated solutions, and that it monitors
customer acceptance of new offerings and consumption models. The filing did not report
NGINX-specific revenue, an NGINX installed-base count or conversion data. [1]

F5’s latest reported quarter before launch was Q3 FY2024, ended 30 June. Company-wide
revenue was $695 million, compared with $703 million a year earlier. Software revenue was
$179 million, up 3%; systems revenue was $130 million, down 16%; and services revenue was
$387 million, up 3%. Management said software growth and services fueled the quarter. These
reporting categories cover F5, not NGINX One, and the quarter ended before its general
availability. [2]

F5 expected FY2024 revenue of about $2.8 billion, roughly flat year over year, and forecast
approximately 12% non-GAAP earnings-per-share growth. This was company guidance, not a
result or an NGINX One forecast. [2]
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In its filings, F5 attributed delayed purchases to customer budget constraints and said
stronger-than-normal maintenance renewals suggested some customers were extending
existing deployments. F5’s view was that macroeconomic uncertainty, rather than architectural
shifts or competitor losses, explained softer new-product demand. These are management
explanations, not independently established causes. [1, 4]

What remains unknown

The launch announcement did not state NGINX One’s price or access terms, which
environments are eligible, the size of an addressable installed base, customer activation or
usage, paid conversion, retention, support burden or unit economics. Nor did it establish
whether NGINX One and Distributed Cloud Services share a buyer or procurement path. A broad
OSS presence is not the same as an eligible installation, an active console user or a paying
customer.

These gaps leave room for competing interpretations. A console could help users manage
complex NGINX environments and create a route to paid services. It could also attract users
who remain on open-source software, require substantial support, or lack purchasing authority.
Enterprise selling may connect the offer to buyers and channel partners, but F5 has not
disclosed the relevant commercial terms or evidence of cross-sell. A staged approach could
reduce uncertainty, though the public record does not show what can be tested independently
or at what cost.

Research lens

Studies of enterprise software platforms suggest that technical openness and integration can
encourage ecosystem participation while making it harder to capture value through lock-in;
platform owners also rely on partner coordination and joint selling. Schreieck, Wiesche and
Krcmar's evidence comes from one SAP cloud-platform case, not NGINX One. Engert et al. find
varied complementor engagement trajectories in two enterprise platform ecosystems; their
qualitative study does not forecast F5 adoption or revenue. [5, 6]

Murciano-Goroff, Zhuo and Greenstein study web-server software, including NGINX, and caution
that open-source use may not appear in ordinary paid-software measures. Only the abstract
and indexed excerpts were accessible for this case preparation; no detailed estimates are used.
Server presence does not identify NGINX One eligibility, buying authority or willingness to pay.
[7]

Questions for discussion

1. Which commercialization route best fits what F5 knows at launch?

2. How would you distinguish OSS presence, an eligible environment, active console use and
paid adoption?

3. Which measures would connect technical use to retention, paid conversion and support
requirements?

4. What evidence would support or weaken management’s budget-constraint explanation for
delayed purchases?

5. What would you need to know before assuming that NGINX One and Distributed Cloud
Services can be sold together?
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Information cutoff: 17 September 2024. All routes and proposed measures are classroom
options, not disclosed F5 plans or targets.
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