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Executive Summary
The H2020 POWER Project focuses on the development and implementation of the POWER Digital Social
Platform (DSP) providing a meeting place for relevant stakeholders regarding urban water related issues. The
comparison between the POWER DSP and existing DSPs, presented in D4.1, shows the robustness of the
POWER DSP in providing, amongst other characteristics, two-way communication including gamification,
between a wide variety of stakeholders regarding a wide-spectrum of water-related issues.
The POWER approach includes the following software components:
•

The POWER HUB overarching DSP management and content development software with
accompanying website and social media accounts;

•

Four POWER Key Demonstration City (KDC) DSPs (‘PUB tier’) and associated apps (‘MOB tier’) which
each focus on a local water challenge, and demonstrate to the wider community the POWER
approach to community engagement and empowerment;

•

The POWER best practice repository, which includes best practice information on water challenges
from the KDC and from additional follower cities;

This deliverable presents the results of market analysis, comparison and fundamentals for the development
of a business case to be followed for POWER (this will be covered in D5.7 which is due in M48). An extensive
desktop review of different data sources and market research of similar services was conducted to examine
the potential business model for commercial exploitation of the POWER DSP after the end of the project. The
cost of setting up (CAPEX) and operating (OPEX) the POWER DSP as a service was analysed, considering that
the POWER DSP is an open source platform with the overall cost for the DSP setup estimated at
approximately €17,000 and with overall annual operational costs estimated at €65,000. We present possible
models for sharing these costs between the member cities in a sustainable fashion.
While many digital social platforms have created substantial value for commercial entities1, the POWER
consortium members (as described in D4.1) believe that POWER is to focus on its social mission, and
therefore will be most likely to be exploited by political / municipal administrations fostering waterenvironment related dialogue between the various stakeholders.
As a result, the two potential POWER exploitation strategies place the municipalities as exploiters of the
POWER DSP, with either: (a) the municipalities engaging the services of a social open source software

1

Accenture, 2016, Platform Economy: Technology driven business model innovation from the outside in “It is
estimated that digital platforms will capture 30 –40% of the value created in industrial chains. As of 2016, platformbased companies employed 1.3 million people with a total market capitalization of €4 trillion.”
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community of programmers / commercial software support provider (chosen by tender); or (b) individual
municipalities absorbing relevant DSP functionalities into the municipality’s existing site.
As a result of our analysis, including surveying subscription rates of similar digital platform (platforms that
provide services to municipalities) we conclude that the POWER DSP should adopt a “subscription model”
approach, collecting initial registration fee and subsequent annual subscription fee from subscribing
municipalities, in order to generate revenue to cover at least the €17,000 setup and €65,000 annual
operational costs mentioned above. An initial registration fee and subsequent subscription fees are
necessary to cover all costs. The amount of such fees depends on the number of subscribing municipalities:
a smaller number of member municipalities will entail a higher fee structure (unless additional funding is
provided by other sources) with a larger number of member municipalities enabling a lower fee structure.
The following table shows an example of the potential fee structure for 50 and 100 municipalities.
Expenses

50 Member Cities

100 Member Cities

Municipality Registration Fee (Year 1)

€1,640

€820

Annual operational Municipality Annual Subscription Fee
expenses: €65,000
(Year 2 and onwards)

€1,300

€650

Setup costs: €17,000

These options will be further analysed and discussed with our KDCs and Follower Cities, in order to present
a suitable exploitation plan in D5.7 (due M48).
The aim of this current deliverable is to provide a market analysis of the Digital Platform market and to lay
the foundation for the discussions – which can now commence – regarding exploitation business plans.
Exploitation strategies are investigated with a defined strategy and will allow a business plan to be presented
in D5.7.
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Introduction

POWER is a user-driven H2020-CAPS2020 action and an EIP (European Innovation Partnership) Water Action
Group related project pioneering the digital Water Community approach to sharing knowledge and
experience on water scarcity, water security, water quality and water consumption-related issues in different
EU and EU-associated cities, thus creating an important tool for EU water policy.
The POWER Digital Social Platform (DSP) is an open source digital platform that connects stakeholders
interested in municipal water-environmental related issues. In line with the centrality of the municipalities
in POWER (both the KDCs and Follower Cities), we foresee that the municipalities will serve as the key drivers
of the POWER exploitation.
In line with the POWER mission statement, the POWER DSP is to continue (a) to be available to subscribers
and non-subscribers alike without any monetary fee to end-users even after the conclusion of the H2020
funded POWER project, (b) to support and increase citizen awareness about urban water related issues, and
(c) serve as a repository for best practices (and technologies) related to water scarcity, water security, water
quality and water consumption.
Understanding that the aim of POWER is to ensure that the DSP will be exploited after the end of POWER,
and to continue to foster and support the project ambitions, our analysis will first survey business models of
commercially oriented digital platforms, followed by a study of public sector/ community collaborative /
municipality oriented digital platforms.
As every digital platform, including open source applications, incur initial setup and subsequent maintenance
costs, the sustainable operation of the POWER DSP is dependent on identifying a business model that will
generate the funds needed.
One possibility examined is that of a commercial exploitation partner. This requires convincing a commercial
entity that funding the continued operation of the POWER DSP will generate commercial benefit. When
analysing a commercially oriented digital platform, the differences between traditional business models and
those relevant to the digital platform market must be understood. In conventional businesses, value is easily
calculated based on revenue generated by “demand of” and “payment received”, for example, a pair of shoes
or a translation service. However, for digital platforms, for example Facebook and LinkedIn, where consumers
do not pay for the consumption of a service, other concepts / methodologies must be applied to calculate
the value of these platforms. Metrics such as number of users, number of clicks, visits to site, even when the
users do not pay for use of the product, are applied with revenue being generated by a long list of possible
business models (for example freemium, subscription, ad-base etc). In our analysis regarding the potential
value of POWER DSP to a commercial exploitation partner we will try to answer the following questions: what
are POWER’s exploitable assets? To whom do the POWER assets bring value?
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The second possibility examined is that of non-commercial exploitation of the POWER DSP. Our analysis
includes a survey of comparable public sector digital platforms and also, considering the budgetary restraints
of public sector entities, and presents potentially sustainable subscription-based models that will generate
the necessary source of funding. Here the potential benefits of an open source platform are examined,
including identifying entities that specialise in supporting open source social benefit applications.

The document starts by identifying the project exploitable results. An examination of commercial, community
collaborative and open source platforms (chapters 3, 4 and 5 respectively) and business models for digital
social platforms (chapter 6) is presented. We then outline the result of a SWOT analysis (chapter 7) and the
analysis of costs (chapter 8) of the POWER DSP. Finally, we draw some conclusions and describe potential
business models to be further assessed in D5.7.
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New exploitable technologies and products from POWER

This section identifies exploitable assets of the POWER project. Subject to observing ethical and privacy
regulations, POWER contains several potentially exploitable assets, some in the project’s exploitable
foreground and others developed by the project itself.

2.1

POWER exploitable foreground

The potential exploitable POWER assets can be defined by type of assets, specific assets, and ownership (see
Table 1):
•

The first column gives information about the type of each asset. The assets have been classified into
different types. Specific activities will then be performed on each asset type. New products, new services
and new knowledge will typically undergo a market analysis, and possibly a business model design phase.

•

The second column lists the identified exploitable assets. As explained above, some of them reflect the
project deliverables (e.g. DSP) and some come from multiple deliverables (e.g. new knowledge and
services).

•

The third column, “ownership share”, identifies the percentage of ownership of each partner. A result
may indeed be owned by more than one POWER partner. In such a case, the joint owners must agree on
the allocation and terms of exercise of their joint ownership. The reported shares are provisional, and
quantified on the basis of the project work plan; they can be discussed and revised at a later stage of the
project to reflect the ongoing activities and effective results.
Table 1: POWER - Main exploitable assets
Type of Asset

Asset

New technologies,
products

POWER DIGITAL SOCIAL PLATFORM HUB, PUB,
MOB

New services

POWER DSP services for example showing
location of floods, providing access to community
gardening or connecting school children

New services
New services
New knowledge /
contents
New knowledge /
contents

New decision support tool including the
Governance Capacity Framework
Guidance for employing the ConCensus approach
Design Jam methodology for collaborative idea
development workshops that allows for rapid idea
creation, prototype development and first
evaluation feedback
EU guidelines and white papers, national and
local integrative plans on water and waste and
climate change

Ownership share
Whilst software will be open
source, BASEFORM, as its
developers, have
technological advantage for
exploitation.
KDCs
KWR/UU
CTM
EICPM
POWER members in
accordance to content
developed by each member
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Urban “Best Practice”

KDCs and contributing
organisations/entities

POWER exploitable assets

In order to fully understand the total value of the POWER DSP, we must add to the program foreground, the
additional assets gleaned by the project itself. These can be identified by employing methods for valuating
intangible company assets2:
•

Data base

•

Brand name / reputation.

•

Customer base

Translating these concepts to POWER:
•

Data base – as described above and accumulated in the POWER “Best practice” repository.

•

Brand name – this value of this intangible asset will be defined and measured by the global recognition
achieved by POWER

•

POWER customer base includes a wide variety of stakeholders related to the urban water issue.
Exploiting this asset must of course be performed while observing ethical and privacy requirements. A
closer examination of POWER suggests that the customer base includes several categories, for example;
government regulators, municipal residents /water consumers, school children, drivers interested in
avoiding flooded streets, real estate investors interested in buying real estate that does not suffer from
flooding in basements etc. It seems logical that the identity of specific segments of the customer base
are dependent on the identity of the eventual exploitation entity.

It should be noted that the full value of these assets, and the POWER DSP as a whole, will only be fully realised
towards the end of the project. At the same time, it must be remembered that in order for the DSP to provide
a viable service, the DSP will require continuing maintenance and support.

2

https://www.cgma.org/resources/tools/valuing-intangible-assets.html

Page 9 of 39

D5.6 Market Analysis
19.03.2018

3.

POWER
687809

The “Commercial” digital platform market – new source of value for
conventional businesses

Klaus Schwab, founder and executive chairman of the World Economic Forum, stated in 2016 that he believes
the world is experiencing the fourth industrial revolution. This is a revolution of networks, platforms, people,
and digital technology that is “blurring the lines between physical, digital and biological spheres.” It is
believed that digital networks tie together these spheres in a way that enables new forms of sharing,
distributed intelligence and value creation3.
This revolution, according to Schwab, marks a critical inflection point where worldwide shifts from physical
to digital, closed-source to open-source and linear to exponential, are happening. New forms of assets
(intangible) and new ways of doing business (networks) mean that the formal frameworks and foundations
used globally to design, measure and value organizations are becoming increasingly inadequate and
misleading, leading to the misallocation of limited human and financial resources.
Highlighting the vectors in today’s evolving market, Peter Nichol4 notes that the business models applied in
the Digital Platform market are shifting value from products and services to interactions 5. Ecosystems are
now promoting scale through interactions, not volume. The orchestration of interactions enhances an
ecosystem’s value as organisationally siloed processes transform into a shared ecosystem, a community of
trust. Nichol remarks that, in today’s world, platform ecosystems build better businesses.
Nichol continues his analysis noting that emerging business models are moving from pipes to platforms:
toward communities of value and away from the traditional pipeline, value models originating from
manufacturing supply chains. Shifts in markets, shifts in competitive advantage, and shifts in value creation
have highlighted that value can no longer be created solely by company processes rearranging labour and
resources. Value creation stems from scale grown out of interactions.
The European Commission has identified Digital B2B (business-to-business) platforms and data-driven
business models as the engine of Europe’s growth, industrial transformation and job creation6. Digital
platforms have grown dramatically over the past decade and are present in every industry sector. By
harnessing the intelligence of big data and digital platforms, European industries can enhance productivity
and performance, increase profitability, strengthen their competitive advantage, reduce risk, and pave the
way for innovation.

3

Network Revolution: Creating Value Through Platforms, People and Technology; Knowledge@Wharton, April 2016;
Barry Libert, Megan Beck, Jerry Wind
4
A contributing columnist to CIO.com recognized for achievements in digital innovation by the CIO 100 awards program
and advisor for strategies across digital, innovation and blockchain technologies.
5
The Next Generation of health IT; Peter B. Nichol, Nov 2016; CIO – IDG Communications
6
Big data and B2B digital platforms: the next frontier for Europe’s industry and enterprises, Strategic Policy Forum in
Digital Entrepreneurship, European Commission, 2016
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Traditional firms across many sectors are moving to establish their own B2B platforms, as a means to
innovate, experiment with new business models, and develop smart products and services. Industrial
companies are expected to make 3.6% cost reductions annually over the next five years by basing business
decisions on big data analytics. It is estimated that digital platforms will capture 30 –40% of the value created
in industrial chains7. They will be the engine of tomorrow’s growth, industrial transformation and job
creation. As of 2016, platform-based companies employed 1.3 million people with a total market
capitalization of €4 trillion8.

3.1

Digital Platform – Source of value to all companies

Nichol, in his analysis, explains that outside-in technology-driven business models define the platform
economy. These models do not create value from inside the organisation; value is created by the community
outside the organisation. These technological changes disrupt business models and alter the global
macroeconomic environment9. The economy is undergoing a rebirth with platform ecosystems that bring the
enterprise to scale in months not years. Nichol continues and proclaims, “Every company across every
industry has the potential to unlock the power of platform-based business models”.
To explain the difference between the traditional way of doing business and the new digital way,
Knowledge@Wharton10 identifies four business models, each with its own value proposition:
•

Asset builders deliver value through the
use of physical goods (physical capital).
These

companies

make,

market,

distribute, sell and lease physical things.
•

Service providers deliver value through
skilled people (human capital). These
companies hire and develop workers who

Figure 1. Wharton’s Digital Business Models

provide services to customers for which they charge.

•

Technology creators deliver value through ideas (intellectual capital). These companies develop and
sell intellectual property, such as software, analytics, pharmaceuticals and biotechnology.

7

Elżbieta Bieńkowska (speech), 2015 Reindustrialisation of Europe: Industry 4.0 - Innovation, growth and jobs, Forum
Europe conference
8
Accenture, 2016, Platform Economy: Technology driven business model innovation from the outside in
9

https://www.mckinsey.com/business-functions/digital-mckinsey/our-insights/new-evidence-for-the-power-of-digital-platforms

10

Network Revolution: Creating Value Through Platforms, People and Technology; Knowledge@Wharton, April 2016;
Barry Libert, Megan Beck, Jerry Wind
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Network orchestrators deliver value through relationships (network capital). These companies
create a platform that participants use to interact or transact with many other members of the
network. They may sell products, build relationships, share advice, give reviews, collaborate etc.

Knowledge@Wharton noted that by leveraging technology and the network effect, network orchestrators
outperformed the rest. Network orchestrators, on average, grew revenue faster, generated higher profit
margins, and used assets more efficiently than companies using the other three business models. These
advantages resulted in remarkably higher enterprise values.

Figure 2. Business models - Performance Comparison11
Knowledge@Wharton suggests that physical things do not scale quickly, easily or cost effectively. Building
the U.S. interstate highway system took 35 years and an estimated $425 billion (at 2006 rates of dollars). In
contrast, Facebook grew to 500 million users in a little more than six years. Digital technology and networks
make all the difference.
Not only are many of the most valuable goods in the market — such as ideas, intellectual capital, and access
digitisable, but also our digital networks allow these valuable goods to proliferate with great ease. The scaling
cost is close to zero. When you add the network effect, where each additional participant (or node) in the
network increases the value for every other participant, the network drives its own growth.
However, few organisations have adjusted their business model in light of the new possibilities probably
because changing an organisation’s business model is difficult. Each business model is the outcome of capital
investment in one of the four asset types physical, human, intellectual or relationship capital. Leaders must
reallocate funds to drive business model change, but most leaders are held captive by outdated mental

11

Network Revolution IBID Knowledge@Wharton
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models. Most of today’s business leaders honed their skills in the industrial age, and have difficulty shifting
away from physical assets towards digital network assets. To help them do that, ten principles (Figure 3)
differentiating how network orchestrators operate – Firm-Centric vs Network-Centric – have been
identified12.

Figure 3. Ten Principles Differentiating Network Operators13
Network Proliferation in Every Industry, Every Function
The Wharton research goes further and shows that companies that have truly built network-orchestrating
organisations do not just do one thing differently; they do everything differently, from leadership to
recruiting to production to advertising. Networks have evolved differently in different industries from
transaction platforms like Apple Pay and PayPal to marketplaces like Etsy and eBay to social platforms like
Facebook and LinkedIn. Networks are crossing traditional industry and geographic boundaries, making
traditional ways of looking at the market obsolete.
Network revolution is affecting the following industries: real estate, automotive, finance, health care,
industrial, education, publishing, transportation and logistics, advertising, public relations and marketing,
sports and entertainment.
Traditional brick-and-mortar companies are embracing platform ecosystems and developing new emergent
strategies. The Wharton research suggests that the implications for organisations are significant. Networked
business models unlock greater growth, revenue, profit, and value, but achieving them requires existing
leaders to adapt not only what they do, but also their thinking, in order to adapt their people, processes,
products and technologies to the network world.
With reference to the commercial business models illustrated in Figure 1, the POWER DSP may be
commercially attractive to a variety of commercial entities, including existing “network orchestrators” and/or

12
13

Based on research and experience advising firms by Barry Libert, Megan Beck, Jerry Wind (see above)
Network Revolution IBID Knowledge@Wharton
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companies that are presently “asset builders” or “technology creators” aspiring to evolve into “network
orchestrators”. Can the POWER DSP, an existing global digital network providing access to a wide spectrum
of users/subscribers, be leveraged by a commercial entity to metamorphose from “firm-centric” thinking to
“network-centric” thinking?

3.2

Digital Platforms – Connecting customers really matters

Mckinsey14, after analysing its survey of more than 2,100 global executives, found that going beyond the
mere digital delivery of products or services and setting up an online marketplace, correlates with markedly
improved performance at established companies.
Mckinsey’s analysis noted that the nature of the chosen platform matters and that benefits increase when
platforms redefine value propositions for customers, reshaping the demand side of the market. Many
companies do so by enriching their products or services with information, social content, or connectivity,
providing an easier experience for customers. Indeed, demand-driven platform plays, when combined with
an offensive digital corporate strategy, are strongly correlated with superior financial performance about
six to more than seven percentage points in earnings before interest and taxes (EBIT) and revenues relative
to the non-platform, defensive players. The revenues and EBIT of the latter group declined, suggesting that
some companies will face greater competitive pressures ahead.
The Mckinsey analysis provides quantitative support, in terms of company earnings, of the value generated
by digital platforms that include social content and connectivity (in comparison to simple online purchasing)
to established companies. The POWER DSP provides a ready-made platform that includes these added value
elements of information, social content and connectivity, that can be easily leveraged by a wide variety of
commercial entities interested in increasing their commercial viability.

3.3

Summary of commercial digital platform market

Digital platforms are recognised as a source of substantial value in all industry sectors. Even companies in
non-digital sectors (vendors of goods and services) acknowledge the need to move from pipes to digital
platforms that enable the shifting of value from products and services to interactions. Understanding the
new vectors of the digital economy, companies are scrambling to position themselves as Network Operators,
in order to achieve higher growth, competitive advantage and sustainability.
The logical conclusion of this analysis is that the POWER DSP – as it achieves recognition and subscribership
in the Urban Water Related Sector – can be seen by commercial entities serving this industry sector as an
attractive Digital Platform that in turn can provide substantial value to these companies. Thus the POWER
14

https://www.mckinsey.com/business-functions/digital-mckinsey/our-insights/new-evidence-for-the-power-ofdigital-platforms, Jacques Bughin & Nicola van Zeebroeck; McKinsey Quarterly Aug 2017
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DSP can be leveraged and exploited by “traditional valve-and-pipe” companies (to paraphrase the above
“brick-and-mortar” description) to embrace platform ecosystems and developing new emergent strategies.
At this stage, given that POWER has so far achieved a limited “customer base” (at least when related to the
numbers that are interesting to commercial platforms), the POWER DSP may not project substantial value for
a commercial exploitation entity. This deliberation must be brought along with other considerations when
assessing the viability of exploiting POWER DSP as a commercial platform. In general, the “customer base” of
digital platforms has been affected by external factors to the project, such as stricter regulations on personal
data management (General Data Protection Regulation) and the Facebook data misuse scandals. However,
the most relevant consideration relates with the social ethos of POWER, which emphasises on the
interconnectivity and promotion of collaborative processes for change and innovation in the water sector
across its stakeholders (public and private sector, non-governmental organisations, and the general public),
and not in the size of its user base.
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Community collaborative platforms (non-profit)

As previously described in D4.1, DSPs are widely used in social welfare applications, implemented and
maintained by public sector entities. With the rationale of these DSPs being community collaborative
platforms, subscriptions are usually free or kept to a minimum with the interested government or non-profit
entity covering the costs of the DSP maintenance and upkeep.
Table 2 summarises the various characteristics of the community collaborative DSPs, based on the digital
platforms described in D4.1
Table 2: Business Models for Non Profit Community Collaborative Platforms

1.

Platform
Wireless
Emergency
Alerts (WEA) 15
Formerly
Personal
Localized
Alerting
Network
(PLAN)

2.

UrbanWINS
Agoras

Purpose
Enables government
officials
to
send
emergency alerts to all
subscribers with PLANcapable devices if their
wireless
carrier
participates in the
program

Co-creating innovative
waste prevention and
management
strategies in cities

# Subscription
Almost
all
mobile phone
subscribers in
the USA.
Wireless
customers do
not need to sign
up to receive the
alerts. They are
automatic.
UrbanWINS
subscribers.
Target of 1000
stakeholders by
June 2019

Business Model
Wireless customers receive alerts
for free.
Collaborative effort between
federal government agencies
(FEMA & DHS S&T) and industry
associations (ATIS & TIA)

Funded by H2020.
European Advisory Board is to be
responsible for creating an
UrbanWINS Alliance to ensure the
further uptake of the project’s
results.
No data regarding future support
of Agoras. 16

3.

The
Water Online knowledge
approximately
sharing
platform
for
Network Web
500,000
global
water
Platform
members from
professionals,
195
different
researchers,
countries
technicians,
private
sector
employees,
policy makers for the
purpose of solving
world’s
water

Founded and managed by Aqua
SPE. Subscription is free.
FREEMIUM Model - Revenues
from sales of Premium and
Featured Company profiles listing
17
:
• Water Job Post -49 CHF / 2
weeks

15

https://en.wikipedia.org/wiki/Wireless_Emergency_Alerts
UrbanWINS Communication and Dissemination Strategy WP8 Sept 2017
17
http://aquaspe.com/about-us
16
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• List a Product/Service 45 CHF / month
• Sponsored
Products
75 CHF / month
• Sponsored Jobs - 65 CHF / 2
weeks

problems
by
exchanging
the
knowledge
learned
and
experiences
gained in the field

Digital Marketing Services:
• Weekly Digest Header Ad 349 CHF / month
• Weekly Digest Footer Ad 289 CHF / month
• Monthly Newsletter Header Ad
- 1,800 CHF / month
• Monthly Newsletter Footer Ad 1,500 CHF / month
• Digital Marketing Package 9,800 CHF/year

18
19

4.

The
Water
Supply
and
Sanitation
Technology
Platform
(WssTP) 18

To
develop
and
disseminate innovative
technologies, as well
as to be a worldwide
reference for the
water
industry,
enhancing
communication
between
public/private entities
and citizens.

172 members Subscription Model
and a network • Multinational Corporations:
of
at
€30,000/year
approximately
• Research and Technology
7000
people
Developers:
including
o Regular: €3,000/year
academics,
o Reduced: €1,050/year
policy makers, • Utilities:
and water users
o Regular: €3,000/year
o Reduced: €1.050/year
• Large Water Users:
o Regular: €3,000/year
o Reduced: €1.050/year
• SME’s (annual):
o €500/€250
o €1,500/€750
o €3,000/€1,500

5.

Amsterdam
Smart City 19

To connect smart city
innovators to help setup innovative projects
and
solutions
in
Amsterdam
and
beyond

Over 4582
innovators:
startups,
corporates and
more

FREE Subscription
An open community, which is free
for everybody to join, you only
need an account.
Funded by Program Partners

http://wsstp.eu/
https://amsterdamsmartcity.com/
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ASC is a public-private partnership
consisting of 11 program partners;
all of which delivering 1 fte (fulltime equivalent) in kind to the
program, plus a financial
contribution.
6.

The EIP WATER To
facilitate NA
On-Line
matchmaking between
Market Place 20 water
innovators
across the entire value
chain, with a particular
focus
of
linking
demand with supply.

Free to join and Use

7.

Vlaamse
Milieumaatsch
appij (Flanders
Environment
Agency) 21

To
raise
public NA
awareness,
collect
external input for
policy ideas and to
promote both events
and initiatives to the
professional and nonprofessional sectors.

Free subscription

The European
Environment
Foundation 22

To raise awareness,
communicate with the
foundation’s
target
groups which are
established individual
experts, researchers
and
related
associations, permit
the
exchange
of
knowledge

nearly
500
experts
are
users of the
EnviroNetwork
and
the
foundation has
attracted more
than
2,000
followers
on
Facebook and
just over 1,400
followers
on
Twitter.

Free Subscription

Dedicated to the
economic growth of
Peterborough, placing
emphasis
on
the
development of the

1,033 followers FREEMIUM
(supported
by
on
LinkedIn, municipality) that combines three
over
19,000 approaches:
followers
on

8.

9.

Peterborough
City Council /
Opportunity
Peterborough
24

An official entity of the regional
Flemish government and funded
by Flemish Government

Finance provide by DBU23
(German Federal Environmental
Foundation)
and
other
governmental and commercial
sponsors.
EEF was founded in 2011 as a nonprofit foundation under Swiss law
as a non-profit foundation under
Swiss law

20

https://www.eip-water.eu/my-market-place/how-it-works
https://en.vmm.be/
22
https://www.european-environment-foundation.eu/en-en
23
https://www.dbu.de/
24
https://www.opportunitypeterborough.co.uk/
21
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circular economy by Twitter
and
involving local SMEs
achieves
an
average of just
over 300 hits for
each
video
released
on
Youtube

• Invest in Peterborough – free
access
• the Bondholder Network membership fee of £100
/annum
• Business Support – free access

Allowing port users to
neatly integrate their
operations at the port
of Antwerp into their
global operations.

Free subscription
B2B, B2C, C2C (see Table 6)

Additional online-only services to municipalities

In addition to the above, there are several Digital Platforms that provide additional services to municipalities
with the fee structure linked to the number of inhabitants of the municipality. It should be noted that the
services provided are supported by a regulatory framework which, at least in part, is a source of demand for
these services. The relevance of this model (a type of subscription model similar to the Freemium model) to
sustaining the operation of the Digital Platform is obviously dependent on number of municipalities that
subscribe. Table 3 illustrates a list of such platforms, services provided and fee structure.
Table 3. Business models of platforms providing services to municipalities
Platform
1.

Klimaschutz-Planer25

Service

Business Model

Online energy and •
CO2 balancing tool
•
•
•

2.

ECOSPEED Region26

Online energy and Varying Annual Fee per number of residents for
CO2 balancing tool
additional tool:
•
•
•
•

25
26

Municipality Annual Subscription Fee: €150
(min.) - €1,500 (max)
Variable Fee per inhabitant: €0.03
Fee for Additional Services (online training etc):
€1,200
Higher fee for non-members of Climate Alliance

Less than 2,000 residents: €350
2000 – 4999 residents: €550
5000 – 9999 residents: €750
10,000 – 19,999 residents: €950

http://klimaschutz-planer.de
https://www.ecospeed.ch
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•
•
•
•
•
3.

27

City
Cycling Encouraging
residents
to
(STADTRADELN) 27
commute via bicycles
with local politicians
as role models

20,000 – 49,999 residents: €1,250
50,000 – 99,999 residents: €1,500
100,000 – 249,999 residents: €1,750
250,000 – 499,999 residents: €2,000
Above 250,000 residents: €2,500

Varying Annual Participation Fee per number of
residents:
•
•
•
•
•
•

Less than 10,000 residents: €330
10,000 – 49,999 residents: €660
50,000 – 99,999 residents: €1,100
100,000 – 499,999 residents: €1,650
Above 500,000 residents: €2,200
Higher fee for non-members of Climate Alliance

https://www.stadtradeln.de/home/
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Open source platforms

POWER has been designed as an open source platform. This in line with the understanding, as capsulized by
Tim O’Reilly, that “the proliferation of issues and the scarcity of resources to address them all, leaders inside
and outside the government are turning to the principles of participation, collaboration, transparency, and
efficiency to address the challenges facing our country and the world”28.
Whilst there are business models for commercial open source applications, the full social impact of POWER
can be achieved by adopting a pure open source approach where a community of users and developers of
the software is fostered, promoting not just maintenance updates but ‘forking’ into new developments or
customizations that can be shared by the community (the license under which the POWER software has been
published implies that any modifications can only be published under the same license). Only thus can
individual municipalities continue POWER’s CAPS Mission Statement while at the same time performing
adaptations and even increasing functionalities in accordance with regional issues, needs, customs and
regulatory frameworks – thus increasing the size of the POWER community.
Regarding software support, unlike commercial software that restricts you to a vendor and their terms, open
source means you do not have to restrict yourself to choosing between the support offerings of companies
that supply support contracts. One can be proactive and put your exact support requirements out to Tender,
such as was done e.g. in the Call for Proposals for changes to Libre Office and OpenOffice issued in March
2014 and required by a group of German and Swiss public bodies. 29
Support for open source applications is provided by various communities of software programmers dedicated
to the Open Source concept, with process set by the dynamics of this free market. Examples of open source
support organisations include (but not limited to):
a. Open Source Initiative (https://opensource.org/)
b. The LINUX Foundation (https://www.linuxfoundation.org/)
c. Tansitiv Technologies (https://www.transitiv.co.uk/)

A.
B.
C.
D.
E.

5 Ways to Support Open Source Application*
Support the software yourself
Pay project sponsor
Engage a third-party
Take out a commercial support contract
Get support by your system integrator or IT consultants
*source: https://www.cio.com/article/2376960/5-ways-to-get-open-source-software-support.html

28
29

http://openwaterfoundation.org/resources/open-source-software
https://www.cio.com/article/2376960/5-ways-to-get-open-source-software-support.html
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Regarding POWER, it is noteworthy that there exist a few examples of open source initiatives dedicated to
Water / Ecological applications (Table 4).
Table 4: Examples of open source initiatives with water/ecological applications
Open Source
Community
Open Water Foundation
(OWF)

PublicLab
https://publiclab.org/about

Description

Projects Similar to POWER

A non-profit social
enterprise that is
working to provide an
open source software
platform to help
organizations make
better decisions about
water.

http://openwaterfoundation.org/

A community and nonprofit democratizing
science to address
environmental issues
that affect people

https://publiclab.org/wiki/open-water

The issue of open source support requires additional research, especially regarding the possibility of utilising
an existing or creating a community of open source programmers that will volunteer to support services,
maintain and add functionalities to the POWER DSP. Even the open source support organisations mentioned
above, seem to request/require payment of membership fees. Lacking such a framework, the POWER
consortium should construct and publicise a tender for support services. These issues are to be researched
in the coming months.
This in no way detracts from the added value provided by an open source application, and the relevance of
open source platforms to generate revenue, either directly or through linked services and parties, as seen by
the plethora of open source applications on the market.
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Digital social platform business models

Having established that digital platforms bring substantial value to traditional businesses, it is appropriate to
identify relevant business models for potential exploiting entities. As the discussion regarding the
exploitation of POWER’s outputs is just commencing (the result of these discussions and additional analysis
are to be submitted in Deliverable 5.7), the following subsections will provide POWER partners with
necessary information in future discussions with potential exploitation entities.

6.1

Digital platform business models – by form of value generation

Table 5 summarises known business models employed by digital platforms, classified by form of value
generation30.
Table 5: Business Model - by Value Generation
Business Model

Description

Characteristics

1.

Freemium

Combination of free services • Designed to attract a network effect.
and premium services for pay • The free version of the service in a
freemium model works well when it is
designed to attract network effect, a
service that becomes more valuable as
more and more people use it.

2.

Two-Sided
Marketplace

A platform for economic •
exchange between two
distinct user groups that •
provide each other with the
benefits of a large network31.

•

3.

Data as a product A company that owns data
or service
and then sells that data
directly to a consumer or a
business

•
•
•
•

30
31

Value for both sides must be clear from
the start.
Designed to attract a network effect – a
two-sided marketplace works well when
its design allows it to add increasing
numbers of users in order to create a
network effect.
The more users there are on one side of
the marketplace, the greater the value
of the services they receive from the
other side, and vice versa.
Most relevant in sectors where
companies build moats around the data.
When the data fills critical data and data
quality gaps.
When the data sold drives revenue
growth or cost reduction
Must be GDPR compliant

https://reasonstreet.co/business-model-library/
Platforms – Two/multi-sided markets, Stanford BUS-21, Martin Westhead
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Customers sign up for
periodic access to a product
or service

•

Use of a product or service is
metered, and customers are
charged when they use the
service

•

•
•

•

Differs from outcomes based
business models like “payper-click” or add-on business •
models
like
“in
app
purchases.”
6.

Advertising
Supported models:
•
•
•

7.

Advertising as a primary •
source of revenue.
•

Apple enabling
ad blocking
Programmatic
advertising
Native
advertising

Customers understand the service and
the unique offering.
Predictable revenue streams
Pricing requires experimentation with
costs and bundled subscription
offerings over time
Works well when the service can be
effectively metered.
Pay-per-use arguably gives the company
more information about how customers
use and value their products and
services.
Low barriers to customer adoption.
Value relationship is very clear to the
customer.
Preferred in serving large audience.
Works well with:
o Highly targeted audience
o Delivering utility
o Ads that have similar context as
content

Flat-Rate Business Charging a fixed fee for use of Preferred by customers because provides
Digital Platform (versus cost transparency and makes comparison
model
charge by hour)
easy.

Digital Platform Business Model – by parties involved32

6.2

Table 6 depicts a survey of known business models employed by Digital Platforms, classified by parties
involved.
Table 6: Business Model - Parties Involved
A.

32

Business Model – Parties Involved
Business to consumer (B2C)

Characteristics
Business or transactions conducted directly between
a company and consumers who are the end-users of
its products or services.
Businesses that rely on B2C sales must maintain good
relations with their customers to ensure recurring
business.

https://www.investopedia.com/terms/b/btoc.asp
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B.

Business to Business (B2B)
(or BtoB in some countries)

One business makes a commercial transaction with
another.

C.

Consumer to business (C2B)

D.

Consumer to consumer (C2C)

A business model where an end user or consumer
makes a product or service that an organisation uses
to complete a business process or gain competitive
advantage. 33
An environment, usually online, where customers
can trade with each other34

33
34

https://www.techopedia.com/definition/23258/consumer-to-business-c2b
https://www.investopedia.com/terms/c/ctoc.asp
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SWOT analysis

The POWER approach, as described in the project Grant Agreement (GA), has been conceived in order to
address specific water issues at a municipal level whilst at the same time permitting all stakeholders from
any region to be informed of individual municipal strategies in relation to the aforementioned issues via a
central best practices repository, which is constituted by the project website. POWER is designed to be an
instrument of connectivity between urban water-related stakeholders. It is multi-lingual by design, therefore
making it relevant to a geographically and culturally varied audience.
POWER, like some of the DSPs examined in previous sections and in D4.1, is dedicated to the subject of water.
The POWER approach goes far beyond the development of yet another interactive website on water; the
POWER approach is also tested in practice (through the four KDCs). It is a connected platform for cities with
water-related challenges integrating a mix of technical (online) modules, on-site measures, and analytical
guidelines to intertwine DSPs in the local governance context and best practices driving collective awareness,
collaborative knowledge sharing through the extended community of experts and stakeholders.
None of the cases of water platforms examined in detail can boast the unique combination of elements that
POWER provides although subsets of the elements of the POWER DSP approach can be found (see D4.1 for
further details). Common elements include an extended community of experts and stakeholders and the
user-driven knowledge sharing. There are a number of crucial elements unique to the POWER approach for
stimulating awareness and engagement, that only few, if any other initiatives provide. None of them
incorporates gamification, let alone gamified visualisations. In POWER, these elements play an important role
supporting the different engagement approaches implemented to foster active usage of the platform
functionalities by all stakeholders involved taking into account the knowledge of different local communities
and contributing to individual as well as collective awareness raising. The four existing platforms integrate
and visualise live-data and actively involve citizens to collect data (e.g. using citizen engagement approaches).
Furthermore, while many platforms collect and share information and articles including also best practices,
only some have a dedicated, easily navigable collection of best practice reports. Similarly, only a few other
platforms make use of citizen science initiatives to engage with their users.
The POWER DSPs integrate a survey engine, connected to all analytics and gamification elements through
the DSP HUB developed in Work Package 2 of the project. Surveys are targeted forms of reaching out to
citizens and obtaining well-organised feedback on specific questions.
POWER is designed to interact with citizens, to create awareness and influence behaviour. It is designed to
listen and is structured to publicise inputs in an organised manner. Decisions should be made with the
support of an informed community, ideally taking advantage of its collective intelligence. This is especially
true for water because of the very long-term implications of decisions. The capacity of POWER to

Page 26 of 39

D5.6 Market Analysis
19.03.2018

POWER
687809

communicate complex, long-term issues in a simple form and to involve citizens in the debating of said issues
means that POWER is a mechanism that can also support difficult, multi-criteria decision-making. The most
important premise of the POWER DSPs is that they have as their principal objective the creation of stable
policies, the implementation of which, is guaranteed by a broad social consensus.
The analysis of strengths, weaknesses, opportunities and threats for the POWER DSP is summarised in Table
7.
Table 7: POWER DSP SWOT analysis
Strengths:
• Tool for open and transparent multi-stakeholder
approach
• Applicable to numerous policy debates
• Four diverse KDCs demonstrate concept and
approach
• Editable in various language
• Multilingual examples already demonstrated
• A technically robust and simple platform
• Channels public interest and participation on
specific policy issues
• Open source:
o free acquisition costs and licensing fees
o potential for external organisations to positively
contribute to the development of the software
o potential for decreased hardware costs
o quality and security is generally considered good
o Usually more mature and/or validated than
proprietary software
o Mitigated risk of one vendor stopping to support
software

• Integrated survey engine connected to all analytics
and gamification elements through the DSP HUB,
in order to reach out to citizens and obtain
constant and well organised feedback on specific
questions.
• Events feature which permits close tracking of
who will attend events via simple interaction and
the recording of attendance as a result of the DSP
itself being employed.
• Gamified elements supporting the engagement of
users and stakeholders in the DSP and ideally
modify their everyday habits and behaviour with
regard to water issues.
• Own Terms of Use and Privacy conditions

Weaknesses:
• Regional circumstances means that there
are likely to be regional variations in
willingness to pay for product/service
• No current languages beyond the ones
used in KDCs, e.g. French, German, Chinese
(however some best practices in German
already exist)
• Current uncertainty with regard to pricing
(to be developed during remainder of
project)
• Willingness to pay not yet established
• The benefit of specialised marketing
strategy and advertising for different
sectors is recognised
• Dependent of shareholder inputs
• Not yet achieved prominence in the market
• Open source:
o Need for solid legal infrastructure to support
use of open source software (OSS)
o Need to include OSS in business model
o Maintaining customised versions of OSS
components may be challenging
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• Piloted on some difficult issues (with background
of lack of public awareness/interest)
• Approach allows guarantee of policy (the
ConCensus approach being developed within
Work Package 4)
• Already extending beyond EU (Jerusalem KDC,
follower cities)
• International support through networks (WSSTP,
EIP Water, among others)
• Supporting supranational policy
• HUB technically robust, well developed and tested
• HUB services provided by commercial company
experienced in providing commercial DSPs
Opportunities:
• A global platform providing access to wide variety
of localities.
• Connects to a wide range of stakeholders,
therefore providing access to and data from a very
varied potential customer base.
• Opportunity to provide more functionality than
stakeholder website
• Initial workshops have established that user
demand exists
• Provides means for interaction with citizens
• Allows multi-stakeholder content creation /
management
• Arabic content will help to open up market to
Arabic-speaking nations
• 2018-2020: target US, China, India, Iran
• 2020 onwards: target Sub-Saharan Africa
• Existence of POWER mobile app adds
functionality, usage and market value of DSP.
• Follower network for dissemination and
exploitation
• Link with ‘smart city’ movements
• Open source software:
o May significantly lower efforts required when
adopting new open source system.
o Enables new business possibilities and/or
create new markets.
o Help companies capture intellectual energy.

Threats:
• Existence of Water Utility/Municipality
internet sites and DSP’s that lower traffic
and attractiveness of POWER DSP.
• Lack of unified strategy and demand for
usage endangers sustainability of DSP after
project end
• PUB/MOB management uncertainties
• Open
source
code
may
create
unwillingness to pay for product/services
• View that city stakeholders could create
the same ‘in house’
• City stakeholder owner may feel need to
exercise more control if there is no
external body involved (currently EU/
POWER consortium offers ‘independent’
status)
• City stakeholders not prepared to pay
cost/subscription
• City stakeholders may be fearful of citizen
interaction
• Open source software:
o Creative commons/Open Data may not
appeal to all potential clients
o Entails company giving up some control
to outside community.
o Increases
dependence
upon
community.
o Contributions from external entities
may suffer from lack of documentation.
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o May cause productivity and work climate
boosts, because engineers probably also have
open source tools at home.
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Analysis of cost

For the duration of the project, the POWER DSP is maintained by Baseform, the DSP designer and operator.
The project has committed itself to operate the service free of charge until the end of 2019 with the
understanding among consortium members that, into the future, end-users may continue to use the service
free of charge. As the operation (maintenance, support, etc.) of any software platform entails costs, this
section provides an overview of preliminary cost estimates at the beginning of 202035. These initial cost
estimates and resource requirements will be examined in depth, with possible further refinements, in D5.7.
The dialogue between POWER community members and engaged users creates a stream of updates and
additions to the software which keeps the system 'alive' and relevant, which in turn can be characterised into
three core activities:
•

The POWER DSP deployment must be kept operational.

•

Users must be supported with training and advice.

•

User feedback must be continuously rolled into the support pipeline for potential development.

The following sections describe relevant requirements that any future operator should consider.

8.1

POWER open source software

The entire software project has been published as open-source repositories for open development on GitHub:
github.com/power-baseform. They are published under the GNU General Public License 3. One notable
feature of this license is that any further development by a member of the community can only be published
under the same license.
The three repositories cover the HUB (content manager), the PUB (website) and the MOB (the mobile
application, both Android and iOS versions). Together they form the complete POWER software project
exactly as it is currently deployed for the project’s KDCs (See Deliverable 2.1 - Sections 1.3 and 4.2.3)

8.2

Technologies and Hosting

The hardware layer is critical for keeping the deployment operational and secure. Much of the core systems
administration and hardware management is offloaded to cloud services that offer virtualised hardware.
However, the management of the deployment, including upgrades and emergency restarts associated with
bugs and the stresses of increasing load on the systems presents a basic minimum cost that cannot be
avoided.

35

The technologies and the cost estimates for DSP set up and maintenance are based on provisional initial evaluation
discussed with Baseform, the current DSP maintainer.
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The resources necessary to plan and implement updates on the live deployment are essential to achieving a
minimum service level. For example, a typical service level of 99.9% uptime means the service can be
unavailable for less than 9 hours per year. Implementing a regular, planned update schedule and planning for
and recover from catastrophic errors are essential.
The technologies required to implement the POWER DSP are listed in Deliverable 2.1/ Section 4.2.2. The
server resources needed to host the DSP with the technologies described in D2.1 are available at most hosting
services around the world.
Technical (IT-related) and non-technical (content support and marketing) requirements are relevant when
evaluating the establishment of new DSPs in follower cities or continuing the operation of the existing DSPs
in the KDCs. In the light that the existing technical support and maintenance of the DSP will probably conclude
at the end of the POWER project (lack of funding for the cloud services and maintenance resources), entities
need to consider these requirements and their associated costs.

8.3

IT Requirements for implementation

This section enlists the IT requirements for the implementation of the DSP, including relevant steps in its
installation and operation as well as the working knowledge and skills required by staff in the operator
entities.
For the installation of the DSP, the open-source code should be adapted, entailing:
•

Customisation of the user interface (UI) of HUB, PUB

•

Creation of new MOB apps based on the POWER project apps

•

Possibly localise to new languages

•

Adding features, such as private groups or online chat

•

Publishing back all the newly developed/modified code online in the open-source repositories (GPL
terms)

During operation, the applications should be supported and maintained, including:
•

Bug tracking

•

Response to support requests

•

Update the HUB, PUB and MOB to keep up with operating systems’ changes

•

Keeping server environment updated and secured

•

Managing backups, redundancy, disaster recovery, etc.

Based on the hosting technologies and software used, operators require IT staff with the following working
knowledge and skills:
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•

Ruby on rails development

•

Java EE development

•

PostgreSQL development

•

Web app hosting (Apache/NGINX server + Resin/JavaEE + RoR/Passenger + PostgreSQL + Linux server
environment)

•

Apple iOS development and Android development

8.4

Content Support and Marketing

In addition to the above listed requirements, the efficient operation of the DSP requires an entity or individual
that manages and supports the DSP content and marketing – this in addition to the DSP point of contact in
the KDCs. We estimate the scope of this service, based on existing market terms, as 2 weeks/month =
€35,000/year (further details are provided in the following section).

8.5

Initial assessment of resources and costs

The following is an initial assessment of the resources needed for implementation and operation of the
POWER DSP serving a network of municipalities and related users with the related costs. These have been
estimated on the basis of an average gross salary for an experienced technician / programmer of
€60,000/year36. These of course may vary depending on the country and economic conditions, and should be
adjusted at a later time once these variables have been resolved. A more in-depth analysis and breakdown of
costs, with possible refinements, will be part of Deliverable D5.7.
▪

CAPEX (capital expenditure, i.e. setup costs) are estimated to total €17,000:
o

Adapting the open-source code: HUB+PUB minimal adaptation, logos, etc.: 2 weeks = €5,000

o

Adapting the open-source code: MOB minimal adaptation (iOS + Android), logos: 3 weeks =
€7,500

▪

o

Installing production versions: HUB+PUB: 2 days = €1,000

o

Deploying MOB versions: 1.5 weeks = €3,500

Annual Operating Expenses (OPEX) are estimated at about €65,000, expected to remain stable for
the foreseeable future:
o

Hosting: PUB(s) + HUB (Ruby + Java + NGINXG + DB + High Availability): €850/month for 4
servers = €10,200/year.

36

https://www.daxx.com/blog/development-trends/it-salaries-software-developer-trends-2019.
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o

Support and maintain running apps: 4 days/month = €20,000/year.

o

Content support and marketing: €35,000/year.

Cost estimates presented in this section are based on the current existing system operated by the project and
providing the service to 4 KDCs. These total costs are then to be divided amongst the participating
municipalities.

8.6

Potential Subscription Model

Based on the subscription models detailed in section 4.1, we can recommend a business model based on
municipality subscription fees, with a higher initial registration fee – to cover the setup costs, and the
subsequent annual fees to cover the operational expenses listed above. This adapted subscription model
(only municipalities pay subscription fees, with free subscription to residents) is a method to generate the
funding necessary for the DSP continued operation that meets the budgetary limitations of municipalities
and utilities, as presented above in Section 4.1.
Table 8 illustrates an example of the registration and annual fees that should be charged to municipalities or
other organisations.
Table 8: Example of registration and annual fees in a subscription model
Expenses

50 Member Cities

100 Member Cities

Municipality Registration Fee (Year 1)

€1,640

€820

Annual
operational Municipality Annual Subscription Fee
expenses: €65,000
(Year 2 and onwards)

€1,300

€650

Setup costs: €17,000

This model can be modified in line with the characteristics of the POWER municipalities, including, for
example, employing a variable fee based on size of municipalities. This as long as the fees generate the
sufficient funding to cover the DSP costs.
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Conclusions and potential business models

The importance of digital platforms in today’s economy as described in the first chapter of this analysis is the
basis of our understanding that the POWER DSP has potential value for both “for-profit” and “non-profit”
entities. We presented in chapter 3 how commercial entities realise the importance of incorporating a digital
platform in their way of doing business, and not to suffice with the out-dated linear relation between, for
example, valve vendor and customer.
As POWER was established to support urban water-related social and governance issues, the challenge
remains as exploring how relevant entities will support and further develop, from a management and
financial perspective, the DSP. While the “non-profit” vector seems intuitively the easiest and more relevant,
one must keep in mind the limitations of many POWER partners, especially the research institutes and the
regulated public bodies/utilities, in taking upon themselves the responsibility of exploitation. This is because
of the inherent need for even the most robust and successful DSP to require substantial amounts of
maintenance, support, debugging and upgrades, etc. In addition, the need to institute and maintain a system
of revenue/fee collection in line with the business model that is eventually chosen.
On the other hand, a commercial “for-profit” entity with the necessary management experience, IT support
capability and commercial incentive, may very well be ready and willing to commit the resources to exploit a
successful research product such as the POWER DSP.
However, special attention must be given to that such arrangements will continue to support the social and
governance ethos of POWER. In addition, we must also realistically consider that the relatively small
“customer base” achieved so far by the project might meaningfully reduce the commercial appeal of the DSP
for one such exploitation entity.
A potential concept worth exploring might be identifying/constructing a consortium of water-related
commercial companies (equipment vendors, service providers etc.), instead of a single corporate entity, that
will glean benefits from the DSP while maintaining the DSP’s non-business orientation.
As such, the specific business model that will be employed in the exploitation of the POWER DSP, will be very
dependent upon the identity and business motivation of the exploiting entity. For example, who does the
DSP exploiter see as its intended target, home water consumers, businesses, utilities and municipalities?
What is the relevant value play of the specific DSP exploiter? As potential DSP exploiters are engaged, the
answers to these questions will provide the direction needed to identify the relevant business model(s).
This analysis together with discussions between POWER partners seem to indicate two potential exploitation
models:
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a. Model A - Joint exploitation by municipalities, with municipalities providing funding to a commercial
software support provider / community of open source programmers.
b. Model B - Independent exploitation by each municipality (deployment on the municipality own
infrastructure or absorption into the existing municipal site or platform).
As the POWER DSP is intended to provide social benefits and not commercial benefits, it is the consensus of
the consortium partners that public access to the POWER DSP should continue to be without charge, thus
making irrelevant the business models for commercial DSPs discussed above (and listed in Annex A & B).
Nonetheless, funding is required to cover expenses of DSP support, suggesting the implementation of a
subscription business model with the member municipalities.
To enable the formulation of a detailed and focused business plan for the exploitation of POWER, the
following months must be utilised for the following steps:
•

Perform additional study regarding open source support providers and costs.

•

The POWER consortium, especially the KDCs and Follower Cities, have to decide which exploitation
model to implement, with first and foremost having to decide if POWER will continue as a
collaborative enterprise or will exploitation be performed independently by each municipality.

•

Whatever exploitation model (collaborative / independent) is adopted, the following should be
assessed:
o

Identifying or constructing a social open source application support community will
substantially decrease the subscription fee

o

Employing a commercial software support provider should be decided by tender

o

Absorption of POWER functionalities by municipalities will enable each municipality to
decide budget and functionalities in line with its specific needs and financial capabilities

•

Implementing Model A (collaborative exploitation) will also entail:
o

Constructing necessary legal structure.

o

Identifying the operator that will maintain the DSP and prepare detailed cost structure of
continued DSP operation.

o

Agree upon and implement revenue model that will fund DSP operator;
▪

All municipalities pay same annual subscription fee

▪

Subscription fee based on number of residents
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As an initial analysis, this document will serve the POWER partners to understand the options before them
and to instigate the discussion that will result in an achievable exploitation plan for the DSP, which will be
presented in Deliverable 5.7.
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Annex 1: Business Model Benchmarks to Decide Which Business Model to Choose 37
Business Model

Conversion rate to paid: The rate at which free
users convert to paid users

Which combination of features drive the
network effect? Do users understand how and
when to invite other users?

Free user growth rate, referral rate

What is the value of each paid customer?

Lifetime value, average revenue per user

What is the cost to acquire a customer? While
free users drive the bulk of new users, paid
forms of marketing can help to expand to new
segments and smooth growth.

Cost of Customer Acquisition

Two-Sided
Marketplace

What makes supply and demand grow on each
side of the network marketplace?

Total gross marketplace volume – the total dollar
value of transactions over a time period.

Two-Sided
Marketplace

What is the likelihood that a user will find a
match on the marketplace?

(1) Trading liquidity: the percent of listings that
participate in transactions within a given time
period. (2) Matching efficiency: the time it takes
for a user searching the network to find a listing.

Two-Sided
Marketplace

Do the users trust the buyers and sellers?

Trust metrics, percent of users reporting high net
promoter scores on both sides of the marketplace

Two-Sided
Marketplace

Is the marketplace increasing in scale and
growing in dominance?

Is the cost of customer acquisition
decreasing greater than the growth in customer
lifetime value?

Data as a
Product/Service
Model

Explore/Exploit: size of user base drives the
underlying value of the data, and some
companies seek to monetize the data asset too
quickly and directly, limiting upside growth

User growth vs. revenue growth vs. competition

Data as a
Product/Service
Model

Saas core metrics: data-as-a-service is similar
to most software-as-a-service businesses, and
can be measured against the primary core
metrics of Saas

Churn, Customer lifetime value, cost of customer
acquisition

Operations scalability: measuring scenarios
that reveal non-linear scaling issues

Cost management of infrastructure, bandwidth,
cost of data sources outside of the company

What unique and differentiated value do we
provide that makes our offering distinctly
better than the alternative? Which unique
customer segment finds this value compelling?

a)

What is the cost to acquire a customer?

Cost of Customer Acquisition

What is the amount of revenue we expect
customers to repeat in any given time period?

Annual returning revenue or ARR or Monthly
Recurring Revenue MRR (looking forward, not
backward)

1.

3.

4.

5.

Freemium

Freemium

Freemium

6.

7.
8.

9.

10.

11. Data as a
Product/Service
Model
12.
Subscription
Business Model
13. Subscription
Business Model
14.

37

Metrics to Measure

Which combination of features to customers
are valued at a premium? Does the customer
understand the offer and why the paid service
costs money?

Freemium

2.

Mechanism to Test

Subscription
Business Model

Qualitative and quantitative: value
proposition test results,

Total target market size

https://reasonstreet.co/business-model-library/
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How many customers will not renew?

Churn rate, or churn total revenue value

Subscription
Business Model

Viability threshold: will the subscription
business grow profitably?

Rule of Thumb: LTV > 3 x CAC (lifetime value is
greater than 3 times the cost of customer
acquisition

Pay-per-Use Model

Similar metrics to subscription models: how
does the customer progress from awareness to
close

Awareness, Acquisition, Activation

Pay-per-Use Model

How many customers does the business retain
each month, how many exit

Churn

Pay-per-Use Model

Measure detailed monthly recurring revenue
to make sure new MRR outpaces cancelled or
downgraded MRR

Pay-per-Use Model

Net promoter score / referral

Do customers provide a steady stream of ongoing
referrals

Reach: how many people see your content

Monthly active users (MAUs)

Advertising cost

Average CPM (cost per thousand)

Advertising
Supported

Ad performance

For cost per click and cost per action, how do ads
perform. For CPM, how does the spend contribute
to measurable sales for the advertiser “post
campaign conversions”

Advertising
Supported

Engagement: how many people engage with
your content, and with your ads

Facebook’s engagement score. Medium’s TTR –
Total Time Read. For video ads: completion rates,
skip rates.

Advertising
Supported

Audience segmentation

Geographic, demographic presence, propensity to
purchase products/services in a high spending
advertising category

26. Advertising
Supported

Revenue per Visit

Direct revenue originated from ads on the media
property

27. Advertising
Supported

Revenue per Page

RPM – revenue per thousands of impressions of
ads = (Total Ad Revenue / # page views) x 1000

28. Advertising
Supported

Fill rate: how many ads are delivered

# Ad requests, # of delivered ads

29. Advertising
Supported

Experience tradeoffs

Bounce rates, timeouts of users leaving your
content before an ad loads

Customers make the sales decision faster
because pricing is transparent

Speed of conversion from interest to close

Profitability

Per service gross margin and net margin

Flat-Rate

Scalability

What margin efficiencies are gained when sales
volume increases

Flat-Rate

Utilization

What amount of available capacity is utilized in any
given time period

16.

17.

18.
19.

20.

21. Advertising
Supported
22. Advertising
Supported
23.

24.

25.

30.

Flat-Rate

31. Flat-Rate
32.
33.

a)
b)
c)

New MRR
Upgrades/Downgrades MRR
Cancelled MRR
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Annex 2: Examples of Companies Employing Different Types of Value-Generating
Digital Platform Business Models38

Freemium
• Clash of
Clans
• Candy
Crush
• Survey
Monkey
• LinkedIn
• Evernote
• Box
• DropBox
• Hulu
• Skype
• Spotify
• Slack

Two-Sided
Market
• American
Express
• Atari
• Airbnb
• Uber
• Etsy
• Kickstarter
• Microsoft
• Xbox
• Match.com
• OK Cupid
• Amazon
Marketplaces
• Apple
Appstore and
iTunes
• Shutterstock
• Stubhub
• Indeed
• Task Rabbit
• FiveRR
• Upwork
(formerly
Odesk)
• HelloFresh

Data as A
Product
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Bloomberg
Factual
Socrata
Zephyr Health
Axciom
Experian
Sift Science
BlockScore
Climate Corp
Epsilon
People
Lookup
White Pages
PIPL
Intelius
ZabraSearch

Subscriptions
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•

38

Adobe
AOL
Amazon Prime
AT&T
AXA
Barkbox
Birchbox
Blue Apron
Comcast
Dollar Shave
Club
Dropbox
Farm IQ
Farm to Baby
NYC
Frank and Oak
H.Bloom
Harry’s
HBO
Hello Fresh
Honest
Company
Jewelmint
LinkedIn
Lynda.com
Makespace
Metropolitan
Museum
Moma
Museum of
Natural History
Nature Box
Netflix
Salesforce.com
Sprint
Stitch Fix
Telstra
The
Metropolitan
Opera
ThermoFisher
Scientific
Time Warner
Verizon
Zipcar

Pay per
Use

Ad
Supported

• Snapfish
• Pay-perview
television
• Amazon
Web
Services
• Windows
Azure
• Electric
Utilities
like Con
Edison

• Baidu
Buzzfeed
CBS
Conde Nast
CNN
Disney
Facebook
Forbes
Google
Hearst
Medium
NBC
Comcast
The New
York Times
The
Washington
Post
Twitter
Vox
Yahoo

Flat Rate
•
•
•
•
•
•

USPS
UPS
DHL
Fedex
Legal Firms
Consulting
Firms
• Design Firms
• Realtors

https://reasonstreet.co/business-model-library/
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