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BLUE OGEAN STRATEGY

Creating Uncontested Market Space

Prepared for Business Leaders,
Strategists & Innovation Teams.
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Strateqy Is not about Fighting harder;
It IS about choosing the right fight.
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Blue oceans are rarely created by technology breakthroughs alone. They are created when a company links
innovation to what buyers actually value, at a mass-market price, supported by a profitable cost structure.
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Breakthroughs require the simultaneous
pursuit of differentiation and low cost.

B

_Eliminate and reduce factors
the industry competes on to
drop the cost structure.

e

T

Raise and create elements
the industry has never offered
to lift buyer value.

v

Value innovation occurs only when the whole system of a company’s utility, price, and cost activities is properly
aligned. Innovation without value is just technology; value without innovation is just incremental improvement.
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Visualizing the competitive reality exposes the red ocean hiding in plain sight.

The Strategy Canvas is both a chart and a conversation
starter, mapping the visual profile of a strategy.
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Compelling Tagline: The
strategy's profile is so clear
It can be communicated in a
Al single, memorable message.
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Focus: The curve heavily r 3.
Emphasizes a handful of [}iyergence: The Shape
factors rather than deliberately ignores industry
5 1 spreading resources thin. norms and breaks away
L e from competitor clusters.
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Key Competing Factors
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A new value curve requires aggressively dropping
costs while creating new demanda.

ELIMINATE

-

Which factors that the industry has long
competed on should be eliminated entirely?

(Strategic Effect: Lowers cost structure).

REDUCE

il
b

Which factors should be reduced well
below the industry standard?

(Strategic Effect: Lowers cost structure).

]

Which factors should be raised well

above the industry standard?
(Strategic Effect: Lifts buyer value).

| CREATE |- 1> :

Which factors should be created that
the industry has never offered?

(Strategic Effect: Creates new demand)

|

< >1

rA strategy that only raises and creates inflates costs; one that only eliminates 1
and reduces feels cheap. A viable strategy acts on all four levers.

ie* sundaresh.blog



SUNDARESH
KAMARAJ

Systematically exploring beyond industry boundaries
reveals uncontested space.

=8¢
ji=3
Alternative Industries: Strategic Groups: Chain of Buyers:
Examine products serving Study why customers Shift focus from the
the same underlying trade up or down the traditional target
purpose in different down between segments buyer to influencers,

forms (e.g., cinema vs. within the same industry. purchasers, or end users.
restaurants).
® 1N & L9
o~

Op 2o {O
Complementary Offerings: Functional-Emotional Functional-Emotional Time and Trends:
Capture value in the Appeal: Shift an Appeal: Shift an |dentify macro trends
overlooked spaces emotion-driven industry emotion-driven industry shaping the market and
before, during, and after toward pure function, toward pure function, design for how they will
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The largest growth opportunities lie in understanding
why people actively reject the industry.

> Soon-To-Be: Customers who
minimally use the offering while
waiting for something better.
(Example: Tolerating office coffee but
buying premium on the way to work).

| > Refusing: People who have
consciously rejected the industry’s

offerings. (Example: Avoiding gyms

because they feel intimidating).

Current

Market

> Unexplored: People in distant markets
no one has ever thought to serve.
(Example: Seniors in a youth-marketed
category).

{ b Interview 15-20 non-customers directly.

Surveys fail because non-customers lack the vocabulary of your category.
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A commercially viable strategy must pass four
sequential tests before major investment.

Utility. 1@
Does the idea
offer exceptional
buyer utility?

Gate 2
W, (D)
Price. G Cost. @é Adoption. _%Q

s the price _ | Can the | 5 | Areadoption

B easily accessible , company achieve a hurdles

to the mass of | the target cost ' (eTtplnyees.bl_
buyers? and still earn partners, public)

healthy profits? 'addeé‘rte'gggda%' d

" If the answer is “No” at any stage, rethink before launch.

Do not launch until all four gates are cleared.
Do not launch until all four gates are cleared.

Viable }
i\ Strategy 2
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Value innovation scales down to redefine the game at the street level.

Anil's Bean Street Priya's Mocha Corner

Strategy: Benchmarking and
copycat features. Matching
flavored lattes (180 to ¥170).
Adding Wi-Fi when the
rival does.

Action: Stopped watching the rival;
watched the street (non-customers).

ERRC Application:

O 0 06O

Eliminate Reduce Raise Create

+ Eliminated bloated 40-drink menu.

* Reduced table density.

 Raised comfort and power outlets.

* Created silent-study corners and
a 60-second takeaway counter.

A

Result: Competing viciously for the same small pool of Result: Shifted the customer base to parents, students,
casual coffee drinkers. Drowning in shrinking margins. and commuters. Made competition irrelevant.
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Redesigning competing factors unlocks vast pools
of first-time users: Curvelane Fitness

Context: 14 mid-tier gyms facing 8% churn, intimidated customers, and fierce price wars with national chains.

8 Eliminated:  \¢ [ Reduced: =] EEB Raised: )| [ Created: ~

Mirrored walls, Equipment variety, Beginner support, 45-min guided

heavy free-weights, membership hygiene, community sessions, life-event

premium locations contract length warmth membership pauses

Before (Year 0) VS. After (Year 2)

J/ 3,200 Active members 3’200 - 7 18,400
J 34% Member retention (12 mo.) 34% - 7 71%
J 6% Operating margin 0% 7 2 19%
! ¥12.3Cr Revenue - #12.3Cr » ¥32.8Cr
J 8% First-time gym-goers 8% 7 /) 52%
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Disciplined implementation transforms market
exploration into strategic reality
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| Cross-functional,

| 4 Populate the Four J
Actions grid
2. Draw As-Is Canvas \ g - 8. Run Sequence
Plot 7-12 current 8. Pass Utility, Price,
competing factors _ 6. Draw To-Be Canvas Cost, Adoption gates
Ensure focus, divergence, ]
and tagline
3. Explore Six Paths o
Systematic divergent Alian i .
thinking l | ~ ign incentives,
v ) v | 7. Validate monitor for red-ocean
Test prototypes with convergence
: / | K non-customers
= o 1
4. Map Non-Customers || (\Yi2
Identify 3 tiers of : i 9. 0I| /
== latent demand | 11/ \
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Escaping the red ocean requires
an enterprise-wide reorientation.

@" Strategy & Finance

S |

(Validate target cost models,
unit economics, and
investment cases)

(Enable “Create” moves and
automate early-warning analytics
for competitor convergence)

QL’Q | Tech & Data |

‘ ! Operations & Supply Chain

(Redesign processes to deliver
the critical "Eliminate” and

‘Reduce’ cost savings)

./

The New
Value Curve

Of | HR & Culture

(Reshape hiring profiles and
incentives to prevent behavioral
relapse into red-ocean habits)

\E ‘ Product & Marketing

(Translate the curve into tangible
experiences targeting
non-customer tiers)
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Blue Ocean Strategy serves as the connective
tissue between diagnosis and execution.

Phase 1: Pre-Blue Ocean (Diagnosis)

&

:>ﬁ;<: Porter's Five Forces

Use to confirm the
margin pain of the
current red ocean.

L

|

J5fo PESTLE Analysis

Use to spot macro trends [
that feed the "Look
Across Time" path.

Phase 2: During Blue Ocean (Design)

& ' Jobs-To-Be-Done

Use as the interview lens
to analyze non-customer
workarounds.

*

Blue Ocean
Strategy

Design Engine

Use to stress-test exceptional
buyer utility in the viability
sequence.

Phase 3: Post-Blue Ocean (Execution)

! Business Model Canvas

Translate the ERRC grid
directly into a coherent
revenue and operating model.

)

1

0l | OKRs / Scorecards

Tie performance metrics
exclusively to the newly
raised and created factors.
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Practical execution demands a

rigorous, phase-gated approach.

Preparation & Analysis

Executive sponsor
secured.

o

v
o

As-Is canvas drawn

Non-customer pain
points catalogued via
Interviews.

with validated factors.

Design & Validation

z ERRC grid completed
with concrete entries in
all four quadrants.

\/ Focus, divergence, and
tagline tests passed.

M Target cost achievable
with healthy margins
verified.

Execution & Renewal

o

v
7

Tipping point leadership
applied to scarce
resources.

Fair process utilized for
employee buy-in.

Strategy canvas
reviewed annually to
spot convergence.
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Blue Ocean Strategy: A Step-by-Step Guide to Creating Uncontested Market Space

Phese 1: Understanding the
Current Landscape
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Phase 2: Identifying New

Executing the Move

Phase 4

Red Ocean vs. Blue Ocean

Blue Ocean

Unknown market space, demand
is created, growth is rapid.

Red Ocean

Known market space, rules set,
rivale fight for share.

Step 1: Assemble the Right Team

Form a small, aglle cross-functional group (6-8 people)
who understand customer pain points.

Step 2: Draw the "As-Is” Strategy Canvas

igh &
ion Current Competitors

g
£
£

Low >
o ® ® ® ® @ ® 9 @ 00

Key Factors

Plot your company against competitors across 7-12 key factors
to visualize how similar current strategies are,

Step 3: Explore the Six Paths

© 606 0

Buyer Chains
Imllmrhs Gruups
s
Bo
I-'u'rchunl Emuhuml l.'.‘-mplemmtu'f Time/Trends

Offerings

Lunk across alternative industries, strategic groups, buyer
chains, complementary offerings, functional-emotional
appeals, and time/trends.

Step 4: Map the Three Tiers of Non-Customers

T
*-a™ Thar 1:

Comura  Spea-o-in
Customers

Identify "Soon-to-be” users, "Refusing” customers who
rejected the industry, and "Unesplored™ markets.

, Step 5: Apply the Four Actions Framework (ERRC) ﬁ

Raise

Which factors charts should be
raised rahed above industry
renanword?

Eliminate

Which factors the
industry takes for grented
should be removed?
Effect: Lawers cost structune

Effect: Liite buyer value

Create

Which factors shocts should be
created hor the industry
cenenenda?

Effect: Create: voaw one waviel

Reduce

Which factors should be
reduced well bethel
inessirg orendorde?

Effect: Lawers cost structure

Step 6: Draw the “To-Be" Strategy Canvas

High &
— Focus,
.E Divergence,
= and a Tagline
=

Low >

Key Factors

Ensure new value curve shows Focus, Divergence from the
industry, and a Tagline communicating the leap in value,

Step 7: Test the Idea with Users

Validate the new offering through prototypes and concept
tests with both current customers and non-customers.

Step 8: Run the Blue Ocean Sequence

Adoption
Hurdle
Mitigation

Exceptional Strategic Target

Prising Coating

Buyer Utility
(Yes) (Yes) (Yes) (Yes)

Pass four sequential tests for utility, pricing, costing, and
adoption hurdle mitigation.

Align organization’s structure and incentives, and monitor for
“red ocean convergence” to know when to innovate again.

The Signatures of a Winning Strategy

&

Visibly Different Shape
on Canvas

Clear, Memorable
Message

A successful move must demonstrate a visibly different
shape on the canvas and a clear, memorable message.
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The definitive principles for creating
uncontested market space.

1. Competing is Exhausting; Creating is Profitable.
Stop fighting over a shrinking pie and redefine the rules of the game.

2. Value Innovation is an Integrated System.
Differentiation and low cost must be pursued simultaneously
across the entire enterprise.

3. Obsess Over Non-Customers.
The most lucrative demand is hidden in the populations
your industry has historically ignored.

Competition is the biggest destroyer of wealth, and the most enduring
businesses are those that have successfully moved beyond it.
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instagram.com/sundareshka @ facebook.com/ksundaresh

@ linkedin.com/in/sundaresh-kamaraj
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