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Business Coaching report
Commercial roadmap for an Al-powered lake recovery intelligence service

1. Commercial positioning and first customer opportunity

The proposed entrepreneurial concept outlines a specific problem in lake restoration:
organisations invest in restoration measures but often lack a continuous, integrated and
easy-to-interpret way to demonstrate whether the ecosystem is actually recovering over
time.

The strongest commercial position is therefore not to sell an Al platform as a technology
product, but to sell a Lake Recovery Intelligence service. The customer is purchasing
evidence about restoration progress, early warning of setbacks and support for deciding
whether interventions should be continued, adapted or expanded. This outcome-oriented
framing is really important because many potential buyers already have access to
monitoring data; their difficulty is integrating datasets, comparing them over time and
translating them into management decisions.

For the first market, the recommended focus is on organisations that are already
responsible for a funded restoration intervention and therefore have both a clear need for
evidence and a budget context. Restoration projects, lake or basin authorities and
municipalities managing degraded lakes are the strongest initial candidates.

Table 1. Priority customer segments for market entry

Segment Primary problem Abll:;t;’ to Best first offer | Priority
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funded evidence that o recovery Very
. . . . monitoring . . .
restoration interventions deliver : intelligence high
. o is budgeted
projects ecological improvement package
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Lake / basin & Medium- | monitoring and Very
i, for management and . . .
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support service
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. Pilot for one
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restoration
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communication
. Need stronger analytical | Indirect / White-label
Environmental o : . .
: capability for client partner- analytics or High
consultancies . .
projects funded subcontracting
Research Need integrated datasets Project Res.earc.h / :
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organisations and advanced analysis dependent :
partnership
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Recommended first use case: monitor one active lake-restoration intervention and
provide a quarterly or seasonal Recovery Intelligence Report showing baseline condition,
trajectory of key indicators, anomalies, confidence levels and recommended management
questions.

2. Minimum viable Lake Recovery Intelligence service

The first commercial version should be deliberately narrower than the full technical
vision. A common risk is to integrate every available sensor, satellite product and
biodiversity dataset before confirming what customers actually use in decisions.

The MVP should therefore include a limited number of indicators selected jointly with the
pilot customer. Depending on the lake and restoration measure, these could include
water-quality variables, one or two biodiversity indicators, spatial information from field
or remote sensing, and a small historical baseline. Al should initially be used for functions
that create obvious customer value: trend detection, anomaly detection, trajectory
comparison and automated synthesis. More advanced prediction should be introduced
only after sufficient longitudinal data are available.

Table 2. Recommended MVP components and customer value

MVP . Initial
What it does Customer value .
component recommendation
Baseline and Shows selected Makes progress
recovery indicators against the visible and Essential
dashboard starting condition comparable
Al trend Identifies improvement, Reduces manual
. stagnation or interpretation Essential
detection . : .
deterioration over time effort
Flags unusual .
Supports earlier :
Anomaly alerts | measurements or abrupt : . Essential
. investigation
ecological changes
: . Supports targeted Essential if
Spatial recovery | Displays where recovery pp & .
. management geospatial data
map is stronger or weaker g :
decisions exist
Summarises multiple Facilitates Pilot carefully;
Recovery score / - . - .
indicator set indicators with communication to | avoid black-box
transparent logic non-specialists scoring
Supports
Predictive Estimates future planning and Phase 2 after
scenarios trajectories resource adequate data
allocation

Data credibility is valuable to the commercial proposition. The platform should
maintain clear metadata on the source, date, spatial resolution and quality of each
dataset. Al-generated interpretations should be traceable to underlying evidence. For
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institutional customers, explainability will be more valuable than algorithmic complexity.
The service should distinguish measured observations, model-derived estimates and
forecasts so that managers understand the confidence attached to each output.

The first deliverable should be service-oriented rather than software-oriented: an
onboarding workshop, a data-integration setup, a dashboard for a small number of
recovery indicators, anomaly notifications, and a periodic management report. This
allows the entrepreneur to learn which outputs are genuinely used before investing in
extensive software development.

3. Revenue model, pricing and willingness-to-pay validation

The most appropriate early business model is a hybrid between project-based
implementation and recurring subscription. Restoration projects often work with fixed
budgets and defined reporting periods, so a paid pilot or annual project package is easier
to procure initially. Once the platform becomes embedded in lake-management routines,
the commercial objective should shift toward recurring service agreements.

Table 3. Business-model options to test

. T Coachin
Model How it works Strength Limitation 8
assessment
Fixed fee for one Low-risk Non-
. lake, limited entry and recurring if i
Paid pilot . y & Best first offer
indicators and strong not
defined period validation converted
Annual Recurring access to Requires
Recovery dashboard, Predictable | proven value | Recommended
Intelligence analytics, alerts revenue and reliable core model
subscription and reports data flows
Project- itori . I R
oject bgsed Custom rno_nlto iNg | riis exis ting evenue Useful for early
analytics and reporting for a may be
: . procurement : market entry
contract restoration project irregular
Multi-lak Portfolio vi
u'tl axe ortiolio view Scalable and | Longer sales | Strong scale-
authority across several .
. high-value cycle up model
licence lakes
Environmental Reduces Lower
Partner /
white-label consultants resell customer- control of | Useful channel
or integrate the acquisition customer strategy
model : . .
service burden relationship

Pricing should be based on scope and decision value rather than simply the number of
sensors or datasets. The main price drivers should include number of lakes or monitoring
zones, number and complexity of data sources, update frequency, level of Al analysis,
reporting frequency, number of institutional users and required customisation.
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The entrepreneur should avoid competing on low-cost data processing; the offer should
be positioned around reduced interpretation effort, clearer evidence of restoration
performance and better intervention decisions.

Willingness to pay should be tested through concrete purchasing scenarios. Instead of
asking whether stakeholders like the idea, present a defined pilot package and indicative
price range. Ask who would approve the expenditure, which budget line could finance it,
what reporting requirements must be met, and what evidence would justify renewal. A
strong validation signal is not positive feedback but a paid or co-funded pilot, a letter of
intent, or willingness to allocate a specific budget.

For a first pilot, the team should offer a limited six- to twelve-month package covering
data integration, a small set of recovery indicators, quarterly interpretation, anomaly
alerts and a final recovery assessment. The commercial objective should be agreed from
the beginning: if predefined value criteria are met, the customer is invited to convert the
pilot into an annual service agreement.

4. Commercial roadmap from pilot to scalable Lake Recovery Intelligence service

The route to scale should be evidence-driven. The first milestone is not a technically
complete platform but a reference case demonstrating that one customer uses the
intelligence produced by the service to make or justify a restoration decision. The venture
should therefore validate customer desirability, data feasibility and economic viability in
parallel.

A practical roadmap is recommended:

Stage 1 - Customer discovery: interview 12-15 restoration project managers, lake
authorities, municipalities and environmental consultants. Identify the reporting
decisions they struggle with, existing monitoring arrangements, procurement logic and
budget ownership.

Stage 2 - Pilot selection: choose one lake with an active or recently completed restoration
intervention, available baseline data and a cooperative institutional owner. Avoid a site
where the data foundation is too weak to demonstrate change.

Stage 3 - MVP deployment: integrate only the data needed for the agreed recovery
question, produce an operational dashboard, and deliver regular Al-supported
interpretation rather than a feature-heavy platform.

Stage 4 - Decision-use validation: document whether alerts, trend analyses or recovery
indicators influenced meetings, reporting, sampling plans or restoration choices.
Customer behaviour is stronger evidence than satisfaction alone.

Stage 5 - Commercial conversion: propose an annual Recovery Intelligence subscription
with defined service levels, reporting frequency and data responsibilities. Use the pilot
results as the business case.

Stage 6 - Replication: target lakes with comparable restoration problems and
progressively standardise data connectors, indicator libraries, reporting templates and
onboarding procedures.
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The strongest long-term competitive advantage is likely to emerge from the accumulated
recovery dataset and the decision logic developed across multiple lakes. As more
interventions are monitored, the platform can learn which combinations of ecological
indicators respond to particular restoration measures and under which environmental
conditions.

The business should track both environmental and commercial indicators.
Environmental metrics include completeness of the data streams, consistency of trends,
number of validated anomalies and usefulness of recovery indicators. Commercial
metrics should include pilot conversion rate, annual recurring revenue, customer
acquisition time, gross margin per lake, renewal rate and the proportion of analysis that
can be standardised rather than manually customised.

Coaching conclusion: the concept has strong commercial potential if it is positioned as a
decision-support service for organisations that already invest in lake restoration. The
recommended first offer is a paid Lake Recovery Intelligence pilot for one restoration
project, followed by conversion to an annual subscription. The first development priority
should be to prove that integrated Al-supported analysis changes or strengthens a real
management decision. Once this value is demonstrated, additional data sources,
predictive functions and multi-lake benchmarking can be introduced progressively,
creating a scalable service rather than a custom research platform.
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