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About Atlassian
Marketplace

Atlassian is a SAAS
company. They develop
products for team
productivity and
management. 

Atlassian Marketplace is a
place where
supplementary apps to
Atlassian apps are
published. These apps are
generally created by
smaller businesses
referred to as Atlassian
partners.



Project brief
When I joined Atlassian, the product team
was speaking about a very obvious problem,
the state of Atlassian Marketplace.

My objective: Research and test concepts
being developed for Atlassian marketplace
and give strategic directions ahead. 

The objective is to rebuild the entire service
for Atlassian partners, redefine their
experience and rebuild their trust with
Atlassian.

Research Redesign

Priority & goals Long term strategy



Project timeline



Marketplace
partners
Based on their GMV, no. of apps, support
from Atlassian and activity on
Marketplace, partners have been divided
into four categories

Un-tier partners
Have one or more listed apps on marketplace ​
Have no assigned management help from Atlassian​
Small contribution to marketplace revenue

1.
2.
3.

Silver tier partners
Have one or more listed apps on marketplace with 3 or
more annual version updates​
Most have no assigned management help from Atlassian​
Small contribution to marketplace revenue

1.

2.
3.

Gold tier partners
Have one or more listed apps on marketplace with 3 or
more annual version updates​
Most have no assigned management help from Atlassian​
Small contribution to marketplace revenue

1.

2.
3.

Platinum tier partners
Have one or more listed apps on marketplace with
regular version updates annually​
Have assigned management help from Atlassian
through Targeted Personal Managers (TPM)​
Most contribution to marketplace revenue​

1.

2.

3.



Current state of
Marketplace and
its risks



SAAS market growth
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Building platforms on
marketplace haven’t been
updated since it started



80% & 5%
Phenomena 

Marketplace at Atlassian has recently come into light. So far the focus was on
selling 1st party apps but as Atlassian grows with the Saas market, Atlassian’s

counterparts need support as well. Currently 80% of revenue within Marketplace
comes form ~5% of Marketplace partners. That is a staggering statistic discovered

in data analysis by Atlassian.​

And 80% of Marketplace partners only contribute to 5% of the revenue



Addressing the
problem



E2E squad

Product managers
Product designers
Researchers
Program Managers
Research and design heads

The E2E team was developed as a product team
to redesign the entire experience for partners. 
The team involved 





Areas of improvement identified

1.CONTROLLING THE
FRAGMENTATION OF PLATFORMS 

Unique ID & Partner account
Management 
Seamless first-time experience 
Architecture to support teams 
User and permission management 
transition to a different partner type 

2. IMPROVED ACCESS TO
DOCUMENTATION & ENABLEMENT  

Contextual and tailored guidance 
Release track
Progressive Rollout

3. IMPROVING COMMUNICATION FOR
PARTNERS 

Unified view of Atlassian
communication 
Improved transparency for approvals 
Change management alerts and
notifications 



4. INCREASING ACCESSIBILITY TO
CUSTOMER INSIGHTS 

Testing and early customer feedback 
Enabling potential customers to pre-
register their interest 

5. EASY ACCESS TO PRICING AND
PACKAGING TOOLS 

Tool up the partners
In context help for pricing and
packaging 
Coupons to entice new customers 

6. DEEPER INSIGHTS INTO A
PARTNER'S BUSINESS, PRODUCTS,
CUSTOMERS & MARKETS 

Metrics - business level
Metrics, performance analytics and
reports - app level 
Marketer Experience Future State



Low Fidelity Concepts were
developed for XYZ experience



Research on trends
and industry practices Expert advice

Feedback from
developer forums

*But they haven’t actually spoken to marketplace partners yet...

How E2E squad developed XYZ



Assumption Mapping

Unification and communication
Pace of delivery
Perceived impact on partners in
terms of flexibility and ease
Understanding the reporting needs
of small partners

We identified four key areas where
most potentially impactful assumptions
were made. These include

1.
2.
3.

4.



Research



Objectives

Phase A: 
What are partners impressions and comprehension

about the initial concepts we have in mind, to potentially improve
their experiences (around designing app listings, reporting and

monitoring, beta testing capabilities, streamlining in-bound
communication etc).

Phase B:
Identify a prioritised roadmap view of what high-ROI

initiatives to focus on in the next year to improve partner
experience

and as a result, minimise partner churn.



Methodology

Phase A: Quant + Qual

Existing partners from partner
panel
Mix of 

small/unmanaged
mid/silver tier
large/gold/platinum

Target Group:

Kano Survey
Method:

Phase B: Qual

Subset of respondents from Phase A
Ensuring good representation from:

New to platform and small
Medium (unmanaged, can even
include emerging silver partners)
Large (lesser in number)

Target Group:

1:1 interviews, concept testing,
participatory research

Method:



Concepts to be tested









Kano Model in Action

Concepts were introduced via video
before starting the Kano survey.
Survey questions were image-based,
with 12 concepts rated using Likert
scales.
Participants chose their top 3 concepts
and explained their choices to
conclude the survey.
Respondents expressed interest in
further research and detailed
interviews for enhanced study insights.

1.

2.

3.

4.



Survey Sample



Analysis of kano survey



Analysis



Interview Plan
Introduction (10 minutes) 1.

2. Top 3 concepts (30 minutes) 

3. Design Dashboard (10 minutes) 

4. Prioritization Activity (10 minutes) 



Interview Sample Characteristics



Key
Insights



There’s something for everyone, but the
highest impact is on small partners

fragmentation is the biggest problem to
solve for

Data and analytics are important, but their
reliability and actionability is the critical

component

Role-based customisation and flexibility
came out as the most requested feature.

Agency bias: A sense of control

Integration capabilities with their existing
tools and development formats

A mindful transition is very important
versus "flipping a switch"



Different partner archetypes
have different needs



Strategic
Directions



Key foundation

Balance in marketplace 
Healthy competition 
Promote innovation 
Reduce risk of depending on large partners for most of the GMV 

Given the risks of dependency on large partners that we discussed
earlier, it is healthier to uplift small and mid-sized partners to ensure: 

1.
2.
3.
4.

Focus on small partners first
All partner needs are different, so
there’s no one solution for all
To repair trust, systemic solutions
are necessary



Directions

MVP concepts & priority fixes
Tailor solutions to organisation

needs
A systemic solution

Immediate action Time-taking solution Long term strategy



Solution
Sets



Solution 1: Designing XYZ experience for MVPs in
successive releases 



This strategy looks at the specific requirements of
the different partner archetypes. Services will be
tailored according to the needs of partners such

that they pay for the services and have the
motivation and resources to upgrade to a higher

tier.

Solution 2: Tier-Tailored solutions



Solution 3: The Long game

Design for the user
personas within partner

archetypes

Benchmark partners based
on their potential, not just

GMV

Create a sustainable system
so that history doesn’t

repeat itself

Identify personas within partner
organisations​
Fill the gaps in information​
Design User-journeys for users within
partner organisations​

1.

2.
3.

Beyond resources and support, partners
also require a more human way of
categorisation
Motivate partners by rewarding and
recognising their growth

1.

2.

Feedback loops and dedicated teams
for marketplace. It’ll be worth it
Cultivate a better relationship with
partners

1.

2.



Afterall, 
their customers
are Atlassian’s
customers



The concepts developed by Atlassian team were low fidelity
screens only for conceptual understanding during research.
This proved as a challenge in understanding the exact tech

requirements of the project

•Literature on SAAS marketplaces is difficult to find and I had to
rely mostly on Atlassian's internal reports and data

•Due to the recession and layoffs that started in 2022, this
project was deprioritised just before my internship ended. My

proposed solutions will have to wait before they can find
validation by implementation.

Challenges faced



My learnings

The Power of Collaboration and
Diverse Perspectives

Impermanence in the Face of
Rapid Change

The Balance Between Innovation
and Privacy that Atlassian

navigates
The Complexity of Simplicity

is universal

Value is often associated with
revenue. Quality and excellence

maybe by-products of it



Thank
you!


