
 

Business Coaching Report - Commercial Development of an AI, VR and AR Lake 

Recovery Intelligence Platform 

 

1. Entrepreneurial opportunity and coaching focus 

The proposed concept combines artificial intelligence (AI), virtual reality (VR) and 

augmented reality (AR) to monitor and communicate the ecological recovery of degraded 

natural lakes over time. The platform would integrate environmental data from sensors, 

field observations, biodiversity assessments, historical datasets and, where appropriate, 

drone or satellite imagery. AI would transform these heterogeneous inputs into recovery 

trends, anomaly detection, ecological indicators and future scenarios, while VR/AR would 

make the results understandable and immersive for decision-makers, visitors, educators 

and other stakeholders. 

The venture must identify a customer problem important enough to justify payment. Lake 

managers already receive scientific reports, monitoring datasets and maps; therefore, a 

new solution must improve a decision, reduce uncertainty, support accountability, or 

communicate restoration progress more effectively than existing tools. The first 

commercial version should consequently focus on a specific high-value decision rather 

than attempting to serve every possible user from the beginning. 

2. Recommended first commercial problem 

The strongest initial customer problem is the difficulty of demonstrating whether 

restoration investments are producing measurable ecological recovery and 

communicating that progress to funders, authorities and stakeholders. Restoration 

programmes often generate data through different contractors, monitoring campaigns 

and research teams.  

The recommended first proposition is therefore a "Lake Recovery Intelligence" service 

that consolidates monitoring evidence, calculates a limited set of recovery indicators, 

visualises change through time and produces decision-ready outputs. VR and AR should 

initially support interpretation and communication, rather than becoming the product 

itself.  

3. Priority paying customers and first use case 

Customer segment 
Need / purchasing 

motivation 
Best initial use case Priority 

Lake / basin 
authorities 

Demonstrate ecological 
status and justify 

management decisions 

Recovery dashboard + 
annual evidence 

report 
Very high 

Municipalities 
Show progress to citizens, 

councils and funders 

Public-facing recovery 
visualisation linked to 

verified data 
High 



 

Customer segment 
Need / purchasing 

motivation 
Best initial use case Priority 

Restoration projects 
/ consortia 

Track intervention 
outcomes and report 

project impact 

Project monitoring 
and before/after 

recovery evidence 
Very high 

Protected-area 
managers 

Understand habitat 
recovery and 

communicate stewardship 

Habitat and 
biodiversity recovery 

views 
High 

Museums / 
environmental 

centres 

Engage visitors with local 
environmental change 

Immersive VR/AR 
recovery experience 

Medium - 
second-

stage 
Research 

organisations 
Integrate data and explore 

scenarios 
Analytical workspace 
/ data collaboration 

Medium 

 

Coaching recommendation: begin with restoration projects and lake-management 

authorities because they combine a clear need for evidence, an identifiable budget or 

project owner, and access to the environmental data required to make the solution 

credible. 

4. Recommended value proposition and product architecture 

The platform should be positioned as an evidence-to-decision system. Customers are not 

buying AI, VR or AR as isolated technologies; they are buying a clearer understanding of 

whether a lake is recovering, where progress is occurring, where risks remain, and how 

this can be demonstrated to other stakeholders. 

A concise value proposition could be: For organisations responsible for restoring 

degraded lakes, the platform transforms fragmented environmental monitoring data into 

a continuous, visual and explainable recovery story, mixing AI-supported trend analysis 

with immersive VR/AR views that improve intervention planning, reporting and 

stakeholder understanding. 

5. Minimum viable commercial solution 

Component Function in first version Customer value 

Data integration 
layer 

Combine selected sensor, field, 
biodiversity and historical 

datasets 

Creates one coherent 
evidence base 

Recovery indicator 
engine 

Track 5-10 validated indicators 
over time 

Makes progress 
comparable and 
decision-ready 

AI trend / anomaly 
module 

Detect unusual changes and 
emerging trajectories 

Directs attention to 
areas needing 
investigation 

2D spatial 
dashboard 

Show hotspots, trajectories and 
intervention zones 

Supports routine 
management and 

reporting 



 

Component Function in first version Customer value 

VR recovery 
timeline 

Compare degraded, current and 
target/future states 

Powerful for 
communication and 

review meetings 

AR field layer 
Display site-specific 

environmental information on 
mobile devices 

Connects field visits to 
monitoring evidence 

Scenario 
visualisation 

Illustrate plausible recovery 
pathways under assumptions 

Supports planning and 
stakeholder 
discussion 

6. Differentiation strategy 

The venture should avoid competing directly with generic GIS dashboards, monitoring 

portals or VR content studios. Its distinctive position is the integration of four layers: 

environmental evidence, longitudinal recovery analytics, spatial decision support, and 

immersive communication. The most defensible asset can become the data model and 

recovery logic that connect specific restoration interventions to observable ecological 

changes over time. 

Alternative What it does well 
Gap the proposed solution 

could address 
Conventional 

monitoring report 
Scientific detail and 

regulatory credibility 
Limited continuity and weak 

interactive exploration 

GIS / dashboard 
platform 

Maps and data visualisation 
May not interpret recovery 
trajectories or restoration 

outcomes 

Digital twin 
Scenario modelling and 

system integration 
Can be complex and expensive 

for focused restoration use 

VR/AR studio 
Strong immersive 
communication 

Usually lacks validated 
environmental analytics 

Proposed platform 
Connects evidence, recovery 

analytics and immersive 
interpretation 

Must prove data quality, 
usability and decision value 

 

7. Market-entry strategy: from lab prototype to first paid pilot 

The recommended route to market is pilot-first and problem-led. The entrepreneur 

should not begin by building a complete VR world or a broad multi-lake platform. The 

first pilot should answer one customer decision: can the tool make restoration progress 

easier to interpret, report and act upon than the customer's current process? 

Stage Action Evidence to collect Decision gate 

1. Customer 
discovery 

Interview 12-15 
lake managers, 

restoration 
coordinators and 

Current reporting 
pain, decision 
delays, data 

Is the problem 
actively funded? 



 

Stage Action Evidence to collect Decision gate 
environmental 

authorities 
fragmentation, 
budget owner 

2. Data feasibility 

Audit one 
candidate lake and 

select a limited 
indicator set 

Data access, 
frequency, gaps, 

comparability and 
ownership 

Can a credible 
recovery baseline 
be constructed? 

3. MVP build 

Create dashboard + 
AI trends + one 

immersive recovery 
view 

Usability, expert 
validation, 

processing effort 

Does the prototype 
improve 

understanding? 

4. Co-designed 
pilot 

Run with one 
restoration project 

/ authority 

Use in meetings, 
reporting and field 

visits 

Does the customer 
use the output in 

real decisions? 

5. Paid 
continuation 

Offer annual 
monitoring / 

reporting package 

Price acceptance, 
renewal intent, 

procurement path 

Will the customer 
pay to continue? 

6. Replication 

Deploy at lakes 
with similar 
restoration 

programmes 

Implementation 
time, reuse rate, 

sales cycle 

Can delivery be 
standardised? 

8. Business model options 

A recurring service model is preferable to one-off VR development. The most attractive 

architecture combines an implementation fee for data onboarding and model 

configuration with an annual platform and analytics subscription. Optional immersive 

modules can then be priced as premium services for stakeholder engagement, education 

or public communication. 

Revenue model How it works Advantages 
Recovery Monitoring-as-a-

Service 
Annual fee for data integration, 

indicators, alerts and reports 
Recurring revenue; tied 

to management need 

Project-based pilot 
Fixed scope for one lake / 

restoration project 
Easy market entry and 

budget fit 

Institutional subscription 
Access to dashboard, analytics 

and users 
Scalable after validation 

VR/AR premium module 
Custom immersive content and 

field overlays 
Higher-value add-on; 
visible differentiation 

Multi-lake licence 
Portfolio dashboard for 

authorities / consultancies 
Scales across several 

sites 

Data / API services 
Controlled access to processed 

indicators or models 
Adds ecosystem value 

9. Coaching conclusion and immediate next steps 

The concept has strong differentiation potential if it is positioned as a lake recovery 

intelligence service rather than as a VR/AR product. The recommended first paying 



 

customers are restoration projects and lake-management authorities, because they 

already need to track environmental change, demonstrate results and communicate 

progress to funders and stakeholders. 

The first commercial use case should be a recovery-monitoring and reporting pilot for 

one lake with an active restoration programme and sufficient historical data. The MVP 

should combine data integration, a limited recovery indicator set, AI-supported trend 

analysis, a spatial dashboard and one carefully designed immersive view. AR field 

functionality and advanced scenario modelling should be added only after the core 

decision-support value is demonstrated. 
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