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Business Coaching Report - Cadastral and GIS Service for Lake Restoration
Projects

1. Framing the commercial problem

The proposed service is technically credible because cadastral and GIS information often
becomes a practical bottleneck before ecological restoration measures can be
implemented. A municipality, lake administrator, environmental consultant or EU-funded
project may know what ecological intervention is desirable, yet still face uncertainty
about parcel boundaries, ownership, access, legal status, cadastral inconsistencies and
the land footprint required for buffer zones, wetlands, access corridors or other nature-
based solutions.

The first commercial positioning should be narrow and outcome-oriented: a specialised
pre-restoration land-readiness service for a defined lake perimeter or intervention zone.
It gives the client a rapid picture of whether the land situation is sufficiently clear to
proceed, which parcels require clarification, where access constraints may arise and
which ownership patterns could affect project timing or stakeholder engagement.

For the first market, the strongest customers are organisations that either control
restoration budgets or directly support project preparation. Municipalities and lake
administrators have the clearest ownership of the problem, while environmental
consultants and engineering firms can become valuable channel partners because they
already prepare feasibility studies, technical designs or funding applications. EU-funded
project beneficiaries are also attractive because they often need documented territorial
evidence before pilot activities can begin.
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The recommended first client is a municipality or lake administrator preparing a concrete
restoration or nature-based solution intervention. This produces the most direct proof of
value because the service can be linked to a real implementation decision rather than to
a generic mapping exercise.
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2. Structuring the service package and exact deliverables

The service should be productised so that a potential client immediately understands
what is included, how long it takes and what decision the outputs support. A vague offer
such as “GIS and cadastral support” is difficult to compare, price and procure. A stronger
offer is a fixed-scope Lake Land-Readiness Assessment for a clearly defined study area
around a lake or proposed intervention zone.

The assessment should combine desktop cadastral review, GIS integration and targeted
verification of information that affects restoration feasibility. It should not attempt to
replace legal due diligence, land surveying required for formal boundary determination,
or specialist permitting advice. Instead, it should function as an early-warning and
decision-preparation service that identifies where these additional steps are likely to be

needed.
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The minimum viable commercial service should therefore include five elements: a
defined geographic scope, a standardised data checklist, the core GIS outputs, a short
land-readiness report and a client debrief. The report should classify findings by urgency
- for example, “ready”, “requires clarification”, and “potential implementation constraint”
- so that non-cadastral clients can act on the results without interpreting raw cadastral

data themselves.

A useful premium option would be a follow-up “implementation support” package
covering data updates, additional mapping for redesigned intervention zones,
coordination with project consultants and preparation of map annexes for funding or
procurement documents. It creates recurring revenue without changing the core
technical competence of the service.
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The service could also be modularised by study-area size and complexity. A small pilot
zone could be assessed using a standard package, while a full-lake or multi-municipality
project would require customised scoping.

3. Pricing method and commercial model

Pricing should reflect the value and complexity of the assessment rather than only the
number of hours spent producing maps. A pure hourly rate makes the service look like
general technical drafting and does not capture the value of reducing delays, avoiding
unsuitable intervention sites or helping a project team identify land issues before
procurement and construction.

The recommended approach is a hybrid fixed-fee pricing model based on three scope
drivers: geographic area, parcel/ownership complexity and required depth of analysis. A
base package should have a clear price range for a defined study area, with supplements
for high parcel density, fragmented ownership, additional data sources, field verification
or accelerated delivery.
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Before setting final prices, the entrepreneur should estimate the internal delivery cost of
a standard assignment, including data acquisition, GIS processing, cadastral review,
quality control, client communication and revisions. A target gross margin should then be
added, together with an allowance for commercial time and professional liability. The
price should be tested against the budget scale of environmental studies and restoration
preparation, not against low-cost generic mapping services.

Three commercial packages are recommended for market testing. The first is a “Rapid
Screening” package for a limited intervention zone. The second is a “Full Land-Readiness
Assessment” including all core maps and the management report.
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The third is an “Implementation Support” package that continues after the assessment
and supports the project team through design refinement and pre-implementation
clarification.

For public clients, framework agreements and project-based contracts may be more
realistic than subscriptions. For consulting and engineering firms, however, a recurring
subcontracting relationship can become the most attractive business model because the
service can be integrated repeatedly into feasibility studies, NbS design assignments and
EU-funded restoration projects.

4. Demonstrating value and building the route to market

The commercial challenge is to demonstrate that the service is not an optional mapping
exercise but an early-stage risk-reduction tool. The strongest sales argument is that land
uncertainty can delay restoration projects, force redesign, complicate stakeholder
engagement and create avoidable costs. The service therefore creates value by making
these constraints visible before more expensive technical work begins.

The first reference case should be a real lake restoration or nature-based solution project
in Romania where the study area can be clearly bounded and where the client is willing
to discuss the practical usefulness of the outputs. The pilot should document not only the
maps produced, but also the decisions influenced by the assessment: whether an
intervention zone was changed, whether a parcel required clarification, whether access
planning improved, or whether the project team avoided pursuing an unsuitable location.

A simple commercial validation process is recommended. First, conduct 8-12 interviews
with municipalities, lake administrators, environmental consultants and EU-project
managers. The interviews should test when land-related uncertainty appears in their
project workflow, who currently resolves it, what delays or costs result, and whether they
would pay for a standardised pre-restoration assessment. Second, present a one-page
sample deliverable and ask which elements would be essential for procurement. Third,
offer a paid pilot rather than a free technical demonstration.

The sales message should be tailored to each buyer. Municipalities should hear a risk-and-
readiness proposition: “know where land issues may block the project before committing
restoration funds.” Environmental consultants should hear an integration proposition:
“add a specialised cadastral-GIS work package to your environmental or NbS study
without building the capability internally.” EU-funded projects should hear a project-
execution proposition: “document the territorial readiness of demonstration areas and
reduce implementation uncertainty.”

The first marketing assets should be practical rather than promotional: a two-page
service brochure, a sample map, an anonymised example land-readiness report, a one-
page pricing structure and a short case showing how the assessment changed or de-
risked a restoration decision.

The immediate route to market should follow four steps. First, define and standardise the
Full Land-Readiness Assessment. Second, identify one pilot client connected to a live lake-
restoration or NbS project. Third, convert the pilot into a documented reference case with
quantified time saved, issues detected or implementation decisions improved. Fourth,
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approach environmental consultancies and engineering firms that can incorporate the
service into larger restoration assignments.

The business has good potential because it occupies a specialised intersection between
cadastral engineering, GIS and environmental project preparation. The strongest
competitive position is not “better maps”, but a repeatable decision-support service that
converts land and cadastral complexity into actionable information for restoration teams.
If the offer is standardised, priced by scope and complexity, and supported by one or two
credible reference projects, it can become a commercially viable niche service with
opportunities for replication across lake, wetland, river-restoration and nature-based
solution projects in Romania.
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