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BUSINESS COACHING REPORT
EXPANDING AN AGRICULTURAL MACHINERY BUSINESS INTO LAKE
MAINTENANCE EQUIPMENT

1. Coaching context

The participant works in the sale and distribution of agricultural machinery and has an
academic background in agriculture. The proposed diversification would extend this activity
into specialised equipment for the ecological maintenance of lakes, wetlands, and shorelines.
Potential equipment categories include aquatic vegetation harvesters, reed-cutting machinery,
floating waste collectors, and compact machines for wetland and shoreline maintenance.

The opportunity is commercially plausible because many potential users need access to
specialised equipment but may not have sufficient utilisation to justify ownership. Demand
may also be seasonal, project-based, geographically dispersed, and dependent on
environmental permits and ecological assessments. These conditions make the choice of
commercial model as important as the choice of machinery.

Vegetation-management equipment should not be positioned as a means of
indiscriminate clearance. Selective intervention must follow an ecological assessment
identifying invasive, excessive, obstructive, or senescent vegetation and defining appropriate
areas, timing, methods, and biomass management. This safeguards ecological credibility and
reduces regulatory, reputational, and operational risk.

The participant requested coaching support to compare three alternatives: direct
equipment sales, equipment rental, and managed lake-maintenance services using machinery
sourced from specialised manufacturers. The assignment therefore focused on market
validation, asset risk, seasonal utilisation, recurring revenue, partnerships, and a practical entry
strategy.

2. Coaching objectives

The overall objective was to identify a commercially viable and environmentally
responsible route for entering the specialised lake-maintenance equipment market.

The first objective was to define the most relevant paying customer segments and
distinguish them from beneficiaries, influencers, and technical partners. The second objective
was to compare sales, rental, and managed-service models against capital requirements,
operational complexity, customer preferences, seasonality, and revenue potential. The third
objective was to design a low-risk pilot that tests real demand before significant investment in
a specialised fleet. The fourth objective was to specify practical evidence for deciding whether
and how the new activity should be scaled.

3. Coaching methodology

The coaching methodology combined customer-segment analysis, commercial-model
comparison, service design, operational-risk assessment, and pilot validation.

Customer analysis began with organisations that control budgets and procurement
decisions: municipalities, lake administrators, water-management bodies,
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environmental service contractors, restoration consortia, private

lake or leisure-site operators, fisheries and aquaculture businesses, and infrastructure owners.
NGOs and research institutions generate projects or provide expertise, but they are not
automatically the primary payer.

The three commercial options were then assessed according to six questions: who owns
the equipment; who carries utilisation risk; who provides operators and transport; who assumes
maintenance and breakdown risk; how easily the offer can generate recurring income; and what
evidence the customer needs before purchasing.

The final stage translated the preferred model into a validation sequence: interview
prospective customers, select a narrow equipment use case, secure a manufacturer or service
partner, conduct a paid or co-financed demonstration, document ecological and operational
results, and decide whether to remain asset-light or invest in selected equipment.

4. Comparison of commercial options
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Direct sales are suitable for large operators with regular workloads, internal operators,
maintenance capacity, and procurement budgets. Rental is more attractive where customers
have temporary or seasonal needs but can operate the equipment safely. A managed service is
preferable where customers lack specialist operators, ecological protocols, logistics, or
confidence about the correct intervention.

The recommended entry model is a staged hybrid. The business should initially act as
a specialist distributor and service integrator, obtaining large machines from manufacturers or
contractors only after a customer order is confirmed. Managed pilot services should be used to
demonstrate demand and performance. Rental should be introduced selectively for compact,
transportable, standardised machines with predictable maintenance. Investment in larger
equipment should follow only after repeated paid demand and an acceptable utilisation
forecast.
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5. Key coaching insights

The strongest value proposition is not simply access to specialised machinery.
Customers need an intervention that is correctly selected, environmentally justified, safely
delivered, and documented. The commercial offer should therefore connect equipment with
preliminary site assessment, method selection, trained operation, transport, maintenance,
biomass or waste handling, and a concise completion report.

The participant's agricultural background is relevant because vegetation management,
machinery selection, field operations, seasonality, biomass handling, and relationships with
rural stakeholders can transfer into this market. However, lake work introduces additional
requirements related to aquatic ecology, hydrology, navigation or water access, protected
species, permits, operator safety, and pollution prevention. These capabilities should be secured
through partnerships and procedures rather than assumed.

A broad catalogue should not be the first investment. The initial offer should focus on
one or two repeatable problems, such as selective harvesting of excessive aquatic vegetation,
reed management in accessible shoreline areas, or collection of floating waste. Each use case
should have a defined customer, machine type, ecological preconditions, operating window,
price basis, and evidence of completion.

Seasonality can be reduced through a portfolio of complementary services, but it cannot
be eliminated. The business should plan deployment calendars by region, avoid debt based on
optimistic utilisation, negotiate manufacturer demonstrations or short-term access, and
calculate transport and mobilisation separately from operating fees.

The principal commercial risks are purchasing equipment before demand is validated,
underpricing mobilisation and downtime, accepting ecological responsibility without qualified
expertise, and treating public interest as proof of a procurement budget. Letters of interest are
useful, but paid pilots, framework agreements, purchase orders, and recurring bookings provide
stronger validation.

6. Recommended Business Model Canvas
The Business Model Canvas below presents the recommended asset-light hybrid

model. It combines specialist distribution with managed services and selective rental rather
than committing immediately to ownership of a broad fleet.

KEY KEY VALUE CUSTOMER CUSTOMER

PARTNERSHIPS | ACTIVITIES PROPOSITIONS | RELATIONSHIPS | SEGMENTS

* Specialised * Customer and * Access without * Consultative * Municipalities
manufacturers site diagnosis unnecessary needs assessment and lake

* Ecologists and * Equipment ownership * Demonstrations administrators
water experts sourcing and * Right machine and pilot projects » Water-

* Operators and demonstration for assessed * Dedicated management
contractors * Sales, rental and conditions technical support bodies

» Lake service delivery * Selective * Seasonal or * Environmental
administrators and | ¢ Training and ecological framework contractors
authorities maintenance intervention agreements * Restoration

* Transport and * Ecological and * Integrated * After-sales and consortia
maintenance operational transport and maintenance * Private lake and
partners reporting operation support tourism operators
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» Waste and
biomass handlers

KEY
RESOURCES

* Distribution
relationships

* Machinery and
technical
knowledge

* Qualified
operators and
experts

* Transport and
storage access

* Protocols,
insurance and
permits

* Reduced capital
and utilisation
risk

* Documented
completion and
maintenance

* One supplier for
equipment and
support

CHANNELS

* Direct
institutional sales

* Public
procurement and
tenders

* Manufacturer
referrals

* Demonstration
sites

* Restoration and
water networks

* Fisheries and
aquaculture
operators

COST STRUCTURE

* Equipment access or depreciation

* Transport, operators, fuel and maintenance

* Storage, insurance, training, permits, ecological
assessment and business development

REVENUE STREAMS

* Equipment sales margin and commissions
* Rental and mobilisation fees
» Managed service fees per project, day or area
» Maintenance, parts, training, assessment and

reporting fees

Figure 1 - Business Model Canvas for ecological lake maintenance equipment
Source: developed by the business coach using Business Model Canvas logic

7. Recommended pilot and commercial offer

The first offer should be a paid assessment and demonstration package for one defined
maintenance problem at one lake or wetland site. It should include a customer interview, review
of the site and available ecological information, confirmation of permits and responsibilities,
selection of an appropriate machine and manufacturer, mobilisation plan, supervised
intervention, and a short report on area treated, operating time, output, incidents, biomass or
waste handling, and customer feedback.

The pilot should preferably use equipment supplied temporarily by a manufacturer or
specialist contractor. This tests customer demand, logistics, operating costs, pricing, and
partnership quality without forcing the participant to purchase a machine before utilisation is

known.

Pricing should be transparent and modular:

e assessment and intervention planning fee;

e mobilisation and transport fee based on distance and equipment requirements;

e operating fee per day, hour, hectare, tonne collected, or defined work package;
e operator, fuel, consumables, biomass or waste handling, and reporting charges;
e optional maintenance, training, rental, or equipment-purchase quotation after the pilot.
Outcome-based pricing should be used cautiously. Ecological outcomes depend on
weather, hydrology, nutrient inputs, regrowth, and actions outside the provider's control. Initial
contracts should therefore price controllable outputs and service levels while reporting

environmental indicators separately.
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8. Validation criteria and decision rules

Further investment is justified when the following evidence is available:

e at least three credible organisations confirm a recurring maintenance problem and a
realistic procurement route;

e at least one customer accepts a paid or co-financed pilot rather than requesting only a
free demonstration;

e the pilot confirms safe access, legal feasibility, qualified operation, and an acceptable
ecological intervention window;

e the quoted price covers equipment access, mobilisation, labour, fuel, maintenance,
insurance, partner costs, contingencies, and a sustainable margin;

e customers express repeat demand or interest in a seasonal or multi-year agreement;

e amanufacturer is willing to support demonstrations, training, spare parts, warranty, and
predictable delivery;

e project demand supports a realistic utilisation rate before the business purchases
specialised equipment.

A large machine should be purchased only when contracted or strongly evidenced
demand can cover annual ownership and fixed costs under a conservative utilisation scenario.
Until then, agency sales, manufacturer-backed demonstrations, subcontracted machinery, and
managed services provide a safer route to market.

9. Recommended action plan

During the first month, the participant should select two priority use cases, identify ten
prospective customers, and interview at least six procurement or operational decision-makers.
The interviews should test the frequency of the problem, current methods and costs, equipment
access, ecological requirements, preferred commercial model, budget source, and purchasing
calendar.

During the second month, the participant should identify three specialised
manufacturers or service partners and compare machine suitability, demonstration terms,
operator training, transport requirements, warranty, spare-parts availability, and territorial
distribution arrangements. No exclusivity should be accepted before market demand and
supplier performance are tested.

During the third month, the participant should submit one assessment-and-
demonstration proposal with a complete cost calculation and defined responsibilities. After the
pilot, the business should compare actual versus estimated costs, customer value,
environmental safeguards, operational risks, and probability of repeat work.

The recommended market position is specialised access to lake and wetland
maintenance equipment, combined with ecological screening, trained operation, and flexible
sales, rental, or managed-service options.

10. Conclusion

The opportunity is viable enough to justify structured market testing, but not immediate
investment in a broad specialised fleet. The most appropriate starting point is an asset-light
hybrid model that uses the participant's distribution expertise, manufacturer partnerships, and
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managed pilot services. Direct sales should remain available for customers with frequent use
and sufficient operating capacity, rental should be introduced selectively, and managed services
should address customers that need results without acquiring machinery.

Commercial credibility will depend on proving that the business can match the correct
equipment to assessed ecological conditions, mobilise it at a competitive total cost, operate
safely through qualified partners, and convert pilot work into repeat contracts. The decision to
purchase equipment should follow validated utilisation, not precede it.

Coaching requested by: Adrian Danaila (Romania demosite)
Business coach: Oana Daniela Modrogeanu
Signature':"ﬂ ) c' LC{..? AM— -

Date: 14th of Septémber 2026



