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Abstract
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Executive summary

This crucial activity allows the project manager to understand which are the possible business model:
and how to attract usetsased on the specific context and available resources in the proj€xut.

top of that, it is also a tool to maximise the impact given the current situation and highlight weaknesses
and opportunities related to scale and growth for each project, understanding when to pivot or
experiment with new solutions and business models.

We decided to codify the Four Quadrant Value Chain Approach after having witnessed the initial
challenges faced by the dRural demonstrator regions first and the mirror regions later. In particular, it
seemed that understanding where to position projedtk@m to make them scalable and sustainable

in some cases required additional iterations and pivots. We believe that with this approach both
partners within the dRural regions and in other projects can benefit from a faster way to get to the
results.

The methodology leverages Wardley majpsa nutshelby mapping the value chains of needs and
projects onto a Wardley Mdp positioning them according to their perceived valuex{%) and
maturity stage (s@xisfi organizations can uncover valuable insightsThis approach enables a
clearer visualization of the strategic environment, revealing opportunities for innovation,
differentiation, or the commoditization of various components, thereby supporting more informed
decisioamaking and strategic planning.

The vertical axis (#xis) reflects the perceived value to users, with cusfanieg services placed
higher and internal processes lower. The horizontal aaiggpfepresents the maturity of components,
ranging from emerging, highly customized inmo@vatto commoditized, widely adopted industry
standards. This mapping approach facilitates informed deos&img by aligning organizational
activities with market forces and technological trends, enabling clearer visualization of strategic
environmeniand supporting more effective planning and optimization.

The Four Quadrant Value Chain Approach

This section will delve into ttfearacteristics and key features of the four quadrants applied to the
Wardley Maps frameworkhat can be applied to the dRural regional contexts and, by extension, to
other European Projects that focus on innovation, digital transformation, and platform (business)
models.Each quadrant represents a unique aspect of project categorisaiod provides a
structured approach to understanding and mapping various activities, projects, and results based on
their strategic significance, operational focus, and value creation. In other words, the four quadrant
approach helps you map the key traits, poterati services and qualities of KERg§such as
commodities or unique/custbmilt), andprovide templates to apply relevant business models

given the position of the KER in the quadrants.

Four Quadrant Value Chain Approach categorises activities into distin¢trdriehsare better shown
in the rest of the document

T Quadrant 1: Innovation and New Solutiond This quadrant emphasises higlue, bespoke
solutions tailored to specific needs, focusing on innovation, expert guidance, and high marginal
value.

This project has received funding from the Europ
programme under grant agreement No. 101017304,
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T Quadrant 2: Scaling and Adoptior(of KERs and outpui)This quadrant focuses on
scalability and the widespread adoption of solutions, aiming to increase impact and
dissemination, characterised by average marginal value and high volumes.

T Quadrant 3: Digital Transformation and Efficientising This quadrant is dedicated to
enhancing and streamlining internal processes, investing in automation, and setting the stage
for future standardisation.

T Quadrant 4: Interoperability and Compliancé This quadrant addresses the need for
compliance, standardisation, and cost efficiency, emphasising standard tools and resources,
and ensuring interoperability.

Since every quadrant deals with a specific scenario in terms of scale, volumes, and so on, it is possibl
to provide a starting point with broadly applicable business modelsyhich then need to be
finetuned depending on the exact situation of the project manager. For instance, Quadrant 1 presents
a scenario in which higlalue perception, high margin expectation, and highly desirable solutions for
the problem holders. Volume® low since value creation follows extreme customization and needs
are personabled. Hence, possible business models include expert consultiper-yss, and co
development.

To simplify the initial mapping process, if the applicant is familiar with the Technology Readiness Level
(TRL) and the Market Readiness Level (MRL) scales, we can assess the readiness of each KER
quickly find out what is the appropriate quadrant i@ Yfalue Chain, and algwovide guidance and

learning elements to choose the KER business model, or on how to evolve the output iidaH.
alignment not only clarifies the current status and next steps for the KER but alsogutovmddxe

insights irnto how to maximise impact and sustainabilityn the development of the outcom&fien

a project is correctly mapped in the quadrant and the related TRLs or MRLs are correctly identified,
the approach provides a template for (or hindrances related to) scalability, business models,
sustainability, strategic decisions to maximise thectropthe solution. Click on the image or here to

view it in higfresolution.

This project has received funding from the Europ
programme under grant agreement No. 101017304,
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1. Introduction

This document explains howrap Key Exploitable Results (KERS) of projects in a value chain and
identify the feasible business modelg§ his crucial activity allows the project manager to understand
which are the possiblisiness modelsand how to attract users depending on Key Exploitable
Results(KERS) ansased on the specific context and available resources in the proj€at.top of

that, theFour Quadrant Value Chain Approach Approaghalso a tool to maximise the impact given
the current situation and highligigaknesses and opportunities related to scale and growtr

each project, undstanding when to pivot or experiment with new solutions (put more simply,
understand how to omoved from one Quadrant to
two alternative subcategorieslepending on the project stageeither still assessing ttechnical
feasibility (through the Technology Readiness LeVBIss) or working orarket penetratior{through

the Market Readiness LeveMRLS).
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OR ' i OR™
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Figurel: The Four Quadrant Value Chain Approach with pointers for TRLs and MRLs related to the KERs
(discussed more in the following sections). Click on the intreagetorview it in higiresolution.

We decided to codify the Four Quadrant Value Chain Approach after having witnessed the initial
challenges faced by the dRural demonstrator regions first and the mirror regions later. In particular, it
seemed that understanding where to position projedtk@m to make them scalable and sustainable

in some cases required additional iterations and pivots. We believe that with this approach partners
both within the dRural regions and in other projects can benefit from a faster way to get to the results.
We also believe that this work complements other actionable documents developed in recent months
by and with the other partners, such as the position paper.

This project has received funding from the Europ
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How to read this document.

The rest of the document is so structured: it provides an overvidvatom value chain is and the
corresponding tool Wardley MapsThen, it delves into th@ur Quadrant Value Chain Approach
whereby it explainbow KERs can be mapped on a value chand the related implications, namely
that project managers can identify the financial sustainability strategies adoptable in every
maturity stage of the projecin a simplified way that is not requesting a consolidated experience on
business model developmeThen, there is a short section that conneatsatheity level of each

KER and its position into the four quadrantsither with the technical readiness level framework (TRL)
or from the Market readiness (MRL) point of view. Lastly, we provide some guiding examples.

We aim you to:

1 Familiarise yourself with the Four Quadrant Value Chain Approach
T Identify and position your KERS in the right quadrants

1 Define TRLs and MRLs associated with the KERs

T Identify relevant business models attached to the quadrants

Feel free to review the document. However, to speethepeading, we propose to follow the
guidelines below based on your knowledge:

1 If you have familiarity with KERs, map your projects on the four quadrants and identify the
relevant TRLs or MRLs

1 If you have familiarity with business models, read the four quadrants and start to apply to
your project

1 If you find difficulties in mapping your KERs, reed the guiding questions

1.1. Value Chains and Wardley Maps

In a nutshell, by mapping the value chains of needs and projects onto a Wardlgypésiponing

them according to their perceived valueaQ¥s) and maturity stage {2xisyi organizations can
uncover valuable insights. This approach enables a cleareizasoalof the strategic environment,
revealing opportunities for innovation, differentiation, or the commoditization of various components,
thereby supporting more informed decigimgking and strategic planning.

1.1.1. Value Chains

A value chain is a conceptual framework (initially developed by Michael Porter in 1985) that describes
the series of activities and processes required to create a product or seffvar® its conception to
the delivery of value to final consumer/slt includes:

T Primary activities, e.g.: inbound logistics, operations, outbound logistics, marketing, sales and
service, which are directly involved in cr

T Support activities, ensuring the effectiveness of the primary activities e-igpfréistnucture
capacity building, human resource management, technology development, and procurement.

This project has received funding from the Europ
programme under grant agreement No. 101017304,



The Four Quadrant Value Chain Approach 5

The primary purpose of a value chain definition is to help organisations understand how value is
created at each step and identify opportunities for optimization, impact, and sustainability. By
analysing each component, businesses can: determine thedeahgeactivities, reduce inefficiencies,
enhance competitive advantage, improve processes, lfowhte resources more effectivefjhis
systematic approach enables organisations to streamline operations and ultimately deliver
greater value to the consunme of their products or services

1.1.2. Wardley Maps

In the framework described in this docuneepgrticular version of the Value Chain approach has
been followed: the Wardley Map

A Wardley Map isa strategic tool used to position components within a value chain aadchor

them to user needswhich is described along an development/maturity axis. Named after Simon
Wardley, who created the technique in 2005, the primary objective of this toohé&pwisualise

an organisation's strategic environment in an intuitive, informative, and-cceative manner
Wardley identified the need for a method that could link an organisation's value chain to market
forces and to the impacts of new technological trends, thus facilitating more informed strategic
decisions based on theal contexts in which the organisation operates.

1.1.3. The Structure of a Wardley Map

Wardley Maps offer a visualisation that allows for positioning needs, resources, technologies, assets,

activities, pr oducompgoneatd dccosding tedCareesian Coordinate systgml, y
with two orthogonal axes: the vertical axis (Value Chain PositioRegeived Visibility of Value)

and the horizontal axis (Evolutionary Stages). By understanding the structure of the Wardley Maps, it

is easie to understand how the four quadrants work and how to harness them.
Vertical Axis- Value Perception Positioning

Thevertical axis represents the value visibility, as perceived by key usefSomponents that
generate more value for the consumers of value are placed towards the top of the map space, while
those that support the offering internally are positioned towards the bottom. Thidistelgsish
activities that are more directly related to the needs of the value consumers from the activities that
satisfy internal process and operational needahich, although essential, may not immediately be
visible to the ctsmer. For example, custorfi@cing services or products would be positioned higher

up the Yaxis, while baclend operations, capacity building, or internal processes would be placed
lower.

2 More resources on the Wardley Maps can be found oitheépedia page, and on this free quick trainitifpw to
Wardley Map - IT Revolution
Some additional reference resources are here :
T Getting Started with Wardleyds Doctrine | s Easier
f Toals

* %%

,,.: programme under grant agreement No. 101017304.
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Horizontal Axis (XAXis) - Evolutionary/Maturity Stages

Thehorizontal axis indicates the degree of maturity and commoditisation of the output produced

(e.g.: activities, technologies). Close to the axis origin, are innovative and highly customised element:
representing areas of new development and differentiatimoying towards the center, the
components(i.e., products and servicdmcome more standardized and accessible through the
market; farther from the axis origin, the components are fully commoditizé@coming industry
standards or widely adopted abey are, without significant customisation. For instance, an emerging
technology or a newly developed custom solution would be placed close tattseaXigin, while
wellestablished, commoditized services or products, likeadoyeliting, would be dhe far right.

1.1.3.1.Creating a Wardley Map

1. Identify user needsStart by identifying the needs of your users. This involves understanding
what the users require and how they interact with your organisation's products or services.

2. List componentsList all the components necessary to meet these needs. These components
can be technologies, processes, activities, or services.

3. Position componentsPlace each component on the map according to its value chain position
(Y-axis) and stage of evolution -@«is). This step involves critical thinking and a deep
understanding of how each component contributes to the overall value delivered to the user.

4. Analyse dependenciesldentify and map the dependencies between different components.
This helps us understand how changes in one part of the value chain might affect others.

5. Iterate and refine Continuously refine the map as more information becomes available or as
the market and technologies evolve.

Even if mapping items and actions in the Wardley maps can be difficult for inexperienced people, the
author Simon Wardley provides many learning opportunities, mostly oper.sbonece key resources

are the oDoctrine mapping tablesd which expl a
where an item should be placed (especially in the horizonta, &8&® the two tables below:

3 https://medium.com/wardleymaps/epeinglost2ef5f05eblec
4 More resources are available hemnéps://learnwardleymapping.com/landscape/

This project has received funding from the Europ
programme under grant agreement No. 101017304.
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Stage of Evolution | 1 | 11 111 v
Activity (used) Genesis Custom Product (+rental) Commodity (+utility)
x-axis labels Data(implied)

(types of capital) Practice (implied
Knowledge (implied)
Characteristics

Widespread in the applicable market

Ubiquity Rare Slowly increasing Rapidly increasing Vg
PN, Poorly understood / exploring the Rapid increases in learning / Rapid increases in use / increasing fit Commonly understood
ot d unknown discovery becomes refining for purpose (in terms of use)

Focused on build / / / / installation /
a and learning / many models | comparison between competing forms /

of explanation / no accepted forms / |feature analysis e.g. merits of one model

Describe the wonder of the thing / the
Publication Types| discovery of some marvel / a new
land / an unknown frontier

Focused on use / increasingly an
accepted, almost invisible

a wild west. over another component
General Properties
Forming market / an array of
Market. Undefined market competing forns and different models | CF¥ing market / consolidation to a few | Mature market / stabilised to an
of understanding ‘compe! 9 more accep orms . cep 0
Learning on use / focused on testing Learning on operation / using
Znoulsdge sesagement VEes:ipin prediction prediction / verification uouny/gaccepted

Ordered (appearance of being

Chaotic (nen linear) / Domain of the Tinkas) [/ Axbetal VRbmman b

of use / Domain of

Market (Ecosystem) Perception Domain of “expe:

“crazy” “professionals” il
= i Different / confusing / exciting / Leading edge / / common / if not / expected / feeling of
e peroepsion surprising / dangerous uncertainty over results used or available / feeling left behind shock if not used
2 Seen as a competitive advantage / a
ption in Indusry| FUEUTe source of competitive advantage [ ‘57 °% & SOTERT S ACRISE L3 through / Cost of doing business /

/ unpredictable / unknown Casaiazsmpiss: features / this model is better than that| accepted / specific defined models

Righ profitability per unit / a vaiuvable;| Bigh velume / reducing margin /

High future worth but immediate Seeking ways to profit and a ROI / important but invisible / an
Foeus of ivalve investment seeking confirmation of value model { ;0:“':‘::‘1 “1:?:::.“““ / essential component of something
g more complex
Saderatandi Poorly understood / Increasing understanding / Increasing education / constant Believed to be well defined /
el el unpredictable development of measures refinement of needs / measures stable / measurable
| 1 ging / a 1 /| Learning from others / testing the | Competing models / feature diff / E: ial / any is
Compas unstable water / some evidential support evidential support operational / accepted norm
Not tolerated / focus on constant
i Moderate / unsurprising if wrong but | improvement / assumed to be in the right | Surprised by failure / focus on
BERARR Biot -/ tolexuted /i assumed. to be wrong; disappointed direction / resistance to changing the operational efficiency
model
Market action Gambling / driven by gut Exploring a "found" value Market analysis / listening to customers | Metric driven / build what is
Reducing the cost of change
Efficiency (experimentation) Reducing cost of waste (Learning) Reducing cost of waste (Learning) Reducing cost of deviation (Volume)
Decision Drivers Heritage / culture Analysis & synthesis Analysis & synthesis Previous experience

Figure2: Simon Wardley guiding questions for positioning.-tiéglimage available by clicking on the image.
Sourcehttps://medium.com/wardleymaps/findirarpath-cdb1249078c0

Figure3: Simon Wardley behavioural elements for positioning.-tfifiimage available by clicking on the
image. Sourcdittps://medium.com/wardleymaps/doctrik8ob0015688e5
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