Open Source Business Models

How a 30 year old software philosophy holds the secret to

monetizing software when generative Al drives production costs
towards zero

KOSLAB



Generative Al is driving the cost of
software production to zero

The Price of Everything Is Changing: - - . | | 828 artifcialnteligence

ﬁ:ﬁ;t}g:&?gﬂ Lh: grc:ftware Business I 0L R g _ | SaaSr._localypse Watch: Agentic Al i_s |
N : breaking the SaaS model, automating
| o e e @ | - L, WY 2 \ L | execution, and exposing weak,
S N s ¥ - un-differentiated tools.
| [ f X in B @ &
| In 2024, Satya Nadella declared “SaaS is dead." By 2026, the
“SaaSpocalypse" is the defining trend in tech.

“Software is eating the world” “Software is eating the world, but Al is going to
- Andreessen Horowitz (2011) eat software” - Jensen Huang, Nvidia CEQO (2017)
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e 30-Year-0ld Answer to the AI Threat

hat “Generative AI is driving the cost of software toward zero”
sounds like a doomsday story for tech businesses.

But what if a multi-billion-dollar industry already solved this?

The core business of Free & Open Source Software (FOSS) has spent
three decades thriving on software that is given away for free. )

£ NotebookLM




About: Me | Mohd Izhar Firdaus Bin Ismail a.k.a KageSenshi

. Open source conftributor since 2005
15 years+ professional history in Python / Linux / Data Engineering / Open Source

KOSLAB
. Conftributed work to multiple Open Source projects:

- \ Fedora, Plone, Morepath, Obviel,
‘. ::5 ot ;

Various patches here and there,
. Past organizer in multiple FOSS / tech events:

_ FOSS.My 2008 & 2009, Fedora User Developer Conference KL 2012
‘ _ Contributor in early days of pycon.my, geekcamp KL, barcamp KL,
&

CtF organizing crew of HackinTheBox 2010-2014

. Led data engineering team & business as HOD & solution architect in Abyres
Group from 2014 to 2025, Co-founder of Inigo Consulting 2009-2014
. Current:

Managing Partner / Solution Architect of KOSLAB PLT — a digital sovereignty solution
startup, currently focusing on 100% open source sovereign data & Al platform,

Acting executive director of Koperasi Sumber Terbuka Selangor Berhad (KOSTEM), o
cooperative of Malaysian Open Source service providers & freelancers
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Brief History Of Free & Open Source
Software Movements
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The Pendulum offSlelisVEIGC g e1gY

The Academic Era:
Open Sharing

ﬁ (1950s - 1960s) !
o .
T,

T
=

SOFTWARE DELIVERED
WITH HARDWARE, NO
_;_.'.".':::.'.'.::'_.'___ SEPhR.ATE FEES‘

HARDWARE PURCHASE

SOURCE CODE OPENLY
MODIFIED AND SHARED AS
AN ACADEMIC PRINCIPLE

1950s -1960s

Software was delivered with hardware, with no separate fees.
Source code was openly modified and shared as an academic
principle. (Not copyright-able until 1974).

The Corporate Era:
Proprietary Licensing
(Late 1970s - 1980s)

COMPUTER VENDORS
BEGIN CHARGING FOR
SOFTWARE LICENSES

LEGAL RESTRICTIONS,
ASSET PROTECTION. AND
LEASING CONTRACTS BECOME
THE INDUSTRY STANDARD

~ Late1970s - 1980s

Computer vendors begin charging for software licenses.
Legal restrictions, assets protection, and leasing contracts
become the industry standard.
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The Free Software Rebellion: Liberating Cyberspace

Founded by Richard M. Stallman (MIT Al Lab, 1983), the Free Software Foundation aimed to end wasteful
duplication of programming effort. The core philosophy: “Free as in Freedom, not Free Beer.”

Free Beer

Free as in Freedom

Freedom 0 (Use)

Run the program for any purpose,
with no restrictions.

Freedom 1 (Study)

Access the source code to
understand how it works.

Freedom 2 (Share)

Redistribute copies to help
others in your community.

Freedom 3 (Improve)

Modify the program and distribute
improvements to advance technology.
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To achieve widespread market acceptance, Keyree||Elolo eI e (LR oV el A
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software licenses.

“We chose ‘open source' to dump
the moralizing and
confrontational attitude... and
instead promote open source ideas
| on pragmatic, business-case
| grounds."

— Michael Tiemann
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The Legal Engine: FOSS is NOT Public Domain

Free & Open Source Software (FOSS) is
strictly copyrighted. Authors retain their
intellectual property but choose to grant
users additional rights through a license.

: N
Any user automatically becomes a |

licensee upon acquiring the software.

If you violate the terms, the author has the
legal right to enforce the license or sue.

This copyright foundation is the engine _ !_Intellectual
that makes open-source business models » Property
possible. Retained
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The License Spectrum Matrix - /\ B

= COPYLEFT

__

e Rule: Parts of derivative

O STRONG 2

COPYLEFT &

¢ Rule: Strict enforcement. o Rule: Most flexible.

-

All derivative works works must use the Derivative works do not
must use the exact - same license (usually need to be open source.
same license. Strongest . library modifications). Most ‘
°+Restnctmns | ‘ Flexlble * Impact: Requires only .

e |mpact: Linking projects
may retain proprietary,
closed-source licenses.

 |mpact: Projects using
these libraries are forced
to be open-source.

o Examples: GPL,AGPL. \ « Examples: LGPL.

attribution to the original .
author. Highly business- \

friendly for proprietary
wrapping. A

N Examples: MIT, BSD, i




The Open Source
Business Model
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The Enterprise Gap: Why businesses pay for free software.

The Engine 5 The Armor

Community | The Enterprise Challenge:
Foundation | Need for built-in accountability and assurance.
(Asds) |/ - =

Open source
community
editions.

No implied
warranty.

@

Unknown
state.




The Code Trade-off: Upstream vs. Enterprise

Upstream

I DX

Rapid Changing

3

[
Latest & Greatest Features
| |

— — 1t

Can be Unstable

]

Sf—| =i

No Warranty, Minimally Supported

t = =

Free of Capital Cost

Enterprise

Predictable, Fewer Changes
Tried & Tested Features

Generally More Stable

Strict SLAs, Certifications, Warranty

Charged for Support & Services



The Enterprise Software Value Chain

1. Open Public Development

Software built in public
with frequent community
improvements

2. Productization Stage

Enterprise takes a code
snapshot, stabilizes it,
and wraps it in a
warranty model

b

3. Services Ecosystem

System Integrators (SIs)
and ISVs add professional
consulting and training

4. Enterprise Delivery

Customer receives
productized software with
complete SLAs and
accountability



Open Source Development & Consumption Model

n
------------------------------------------------------- LR

Upstream Community

Independent

Problem Reports & Code Enhancements

Enterprise Product
Company

Problem Reports

Developers

Trusted
Developers

@

Enterprise
Developers

- —OmMmunity
Source Code

Community

Support Forum

Support Reguests

KOSLAB

Source code

~Ll- Executables

Prablem
Reports

Distribute

ommunity

SEers

Repository

Build

e T e .

This chain may extend further downstream,
where organizations pick up source code from
enterprise companies to create derivative
works
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Stable source code
& enhancements

Enterprise Fork
t} Source Code
Repository

@ Enterprise
Executables
Distribute

89 ® Enterprise

VgIh® Users

S Enterprise

Support

Froblem Reports
& Support Requests
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The Revenue Engine: Software is free, human time is premium.

Service-Based Models

Services
{0

Yt - :
S Implementation & Integration
" ¢ Custom Software Development

oo : o
kﬁ*ﬁ@ Consulting & Training

Subscriptions
(e=) SaaS/PaaS/laaS

IE i Managed Services & Operations

@ @i l Support & Warranty

Hybrid OpenCore Funnel

OpenCore

==
Revenue —— "'
|

Massive Top-of-Funnel:
Free Software Time

Core software remains
open source, but revenue
is generated by selling
proprietary plugins and
enterprise management
tools.
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The Archetypes of Open Source Monetization

Archetype 1: The Packager

Archetype 2: The Dual-Licensor

Archetype 3: The Cloud Host

. Community Project _:
(e.g., Fedora)

Enterprise Grade OS
(e.g., Red Hat)

Takes rapid community projects, stabilizes
them over years, and sells heavily supported,
risk-free systems to corporations.

Community Core
Database

Proprietary Management Tools
(e.g., MySQL Enterprise)

Controls core community development but
restricts advanced enterprise capabilities
behind a paid commercial license.

0ss |
Project A

Various OSS Projects

oss |[...|l oss |
Project B Project C
T e =

Fully Managed Service
(e.g., AWS)

Takes fragmented open-source projects and
provides them as frictionless, fully hosted
cloud services with guaranteed uptime.
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Conclusions
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The future of software monetization lies in
enterprise assurance, not code generation

THE SOFTWARE EQUATION / | THE SERVICE EQUATION N
SUE SOFTWARE DAMEGL / :
Fix/ /7% 3 'R Legal
Troubleshoot /4 Compliance
[ someone to ensure |
operational :
Data N Safety
Backups / Compliance

Al driving raw

code creation
st to S0
| Total Commercial Value:

= ] | = T Comprehensive Service |
ow-L0. ——
Cﬁ Software J\ i ‘ di & Assurance

Raw Code (S0) + Enterprise Assﬁrance = Total Commercial Value

]
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(%) KOSLAB

Building Digital Sovereignty With Open Source & Al

If you are looking for sovereign data platform solution
with Open Source technologies, expert services around
Open Source technologies, or an Open Source service

provider yourself, let's talk.

https:.//koslab.org/


https://koslab.org/

Questions?
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THANK YOU

KOSLAB PLT
(202604000340 / LLPO045561-LGN)
Contact us at izhar@koslab.org or +60172792765

KOSLAB



mailto:izhar@koslab.org
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