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Executive summary 

This crucial activity allows the project manager to understand which are the possible business models 
and how to attract users based on the specific context and available resources in the project. On 
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 projects and how 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 maps. In a nutshell, by mapping the value chains of needs and 
projects onto a Wardley Mapñpositioning them according to their perceived value (Y-axis) and 
maturity stage (X-axis)ñorganizations can uncover valuable insights. This approach enables a 
clearer visualization of the strategic environment, revealing opportunities for innovation, 
differentiation, or the commoditization of various components, thereby supporting more informed 
decision-making and strategic planning.  

The vertical axis (Y-axis) reflects the perceived value to users, with customer-facing services placed 
higher and internal processes lower. The horizontal axis (X-axis) represents the maturity of components, 
ranging from emerging, highly customized innovations to commoditized, widely adopted industry 
standards. This mapping approach facilitates informed decision-making by aligning organizational 
activities with market forces and technological trends, enabling clearer visualization of strategic 
environments and supporting more effective planning and optimization. 

 

The Four Quadrant Value Chain Approach 

This section will delve into the characteristics and key features of the four quadrants applied to the 
Wardley Maps framework that 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 categorisation and 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, potential services and qualities of KERs (such as 
commodities or unique/custom-built), and provide templates to apply relevant business models, 
given the position of the KER in the quadrants. 

Four Quadrant Value Chain Approach categorises activities into distinct areas, which are better shown 
in the rest of the document: 

¶ Quadrant 1: Innovation and New Solutions ð This quadrant emphasises high-value, bespoke 
solutions tailored to specific needs, focusing on innovation, expert guidance, and high marginal 
value. 
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¶ Quadrant 2: Scaling and Adoption (of KERs and outputs) ð 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. 

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

¶ Quadrant 4: Interoperability and Compliance ð 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 possible 
to provide a starting point with broadly applicable business models, which then need to be 
finetuned depending on the exact situation of the project manager. For instance, Quadrant 1 presents 
a scenario in which high-value perception, high margin expectation, and highly desirable solutions for 
the problem holders. Volumes are low since value creation follows extreme customization and needs 
are personalised. Hence, possible business models include expert consulting, pay-per-use, 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 and 
quickly find out what is the appropriate quadrant in the Value Chain, and also provide guidance and 
learning elements to choose the KER business model, or on how to evolve the output itself. This 
alignment not only clarifies the current status and next steps for the KER but also provides actionable 
insights into how to maximise impact and sustainability in the development of the outcomes. When 
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 the impact of the solution. Click on the image or here to 
view it in high-resolution. 
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1. Introduction 

This document explains how to map Key Exploitable Results (KERs) of projects in a value chain and 
identify the feasible business models. This crucial activity allows the project manager to understand 
which are the possible business models and how to attract users depending on the Key Exploitable 
Results (KERs) and based on the specific context and available resources in the project. On top of 
that, the Four Quadrant Value Chain Approach Approach 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 (put more simply, 
understand how to òmoveó from one Quadrant to the other). In particular, KERs can be subdivided into 
two alternative subcategories depending on the project stage - either still assessing the technical 
feasibility (through the Technology Readiness Levels - TRLs) or working on market penetration (through 
the Market Readiness Levels - MRLs).  

 

Figure 1: 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 image or here to view it in high-resolution. 

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 projects and how 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. 

 

 

https://drive.google.com/file/d/1uWA_e-nkcWBtj_xkVQMcCnzrOCDL9Dbt/view?usp=sharing
https://drive.google.com/file/d/1uWA_e-nkcWBtj_xkVQMcCnzrOCDL9Dbt/view?usp=sharing
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How to read this document.  

The rest of the document is so structured: it provides an overview on what a value chain is and the 
corresponding tool Wardley Maps. Then, it delves into the Four Quadrant Value Chain Approach, 
whereby it explains how KERs can be mapped on a value chain and the related implications, namely 
that project managers can identify the financial sustainability strategies adoptable in every 
maturity stage of the project, in a simplified way that is not requesting a consolidated experience on 
business model development. Then, there is a short section that connects the maturity level of each 
KER and its position into the four quadrants, either 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:  

¶ Familiarise yourself with the Four Quadrant Value Chain Approach 

¶ Identify and position your KERs in the right quadrants 

¶ Define TRLs and MRLs associated with the KERs 

¶ Identify relevant business models attached to the quadrants 

 

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

¶ If you have familiarity with KERs, map your projects on the four quadrants and identify the 

relevant TRLs or MRLs 

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

your project 

¶ 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 Wardley Mapñpositioning 
them according to their perceived value (Y-axis) and maturity stage (X-axis)ñorganizations can 
uncover valuable insights. This approach enables a clearer visualization of the strategic environment, 
revealing opportunities for innovation, differentiation, or the commoditization of various components, 
thereby supporting more informed decision-making 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 service, from its conception to 
the delivery of value to final consumer/s. It includes: 

¶ Primary activities, e.g.: inbound logistics, operations, outbound logistics, marketing, sales and 
service, which are directly involved in creating and delivering the òproductó; 

¶ Support activities, ensuring the effectiveness of the primary activities e.g.: firm-infrastructure-
capacity building, human resource management, technology development, and procurement. 
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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 the value-adding activities, reduce inefficiencies, 
enhance competitive advantage, improve processes, and allocate resources more effectively. This 
systematic approach enables organisations to streamline operations and ultimately deliver 
greater value to the consumers of their products or services. 

 

1.1.2. Wardley Maps  

In the framework described in this document, a particular version of the Value Chain approach has 
been followed: the Wardley Map.  

A Wardley Map is a strategic tool used to position components within a value chain and anchor 
them to user needs, which is described along an development/maturity axis. Named after Simon 
Wardley, who created the technique in 2005, the primary objective of this tool is to help visualise 
an organisation's strategic environment in an intuitive, informative, and co-creative 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 the real contexts in which the organisation operates. 

 

1.1.3. The Structure of a Wardley Map2 

Wardley Maps offer a visualisation that allows for positioning needs, resources, technologies, assets, 
activities, products and services (or simply òcomponentsó) according to a Cartesian coordinate system, 
with two orthogonal axes: the vertical axis (Value Chain Positioning - Perceived Visibility of Value) 
and the horizontal axis (Evolutionary Stages). By understanding the structure of the Wardley Maps, it 
is easier to understand how the four quadrants work and how to harness them.  

Vertical Axis - Value Perception Positioning 

The vertical axis represents the value visibility, as perceived by key users. Components 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. This helps distinguish 
activities that are more directly related to the needs of the value consumers from the activities that 
satisfy internal process and operational needs, which, although essential, may not immediately be 
visible to the customer. For example, customer-facing services or products would be positioned higher 
up the Y-axis, while back-end operations, capacity building, or internal processes would be placed 
lower. 

 

 

2  More resources on the Wardley Maps can be found on the Wikipedia page, and on this free quick training How to 

Wardley Map - IT Revolution.  

Some additional reference resources are here : 

¶ Getting Started with Wardleyõs Doctrine Is Easier Than You Think 

¶ Tools 

 

https://en.wikipedia.org/wiki/Wardley_map
https://itrevolution.com/articles/how-to-wardley-map/
https://itrevolution.com/articles/how-to-wardley-map/
https://learnwardleymapping.com/2020/12/07/getting-started-with-wardleys-doctrine-is-easier-than-you-think/
https://learnwardleymapping.com/tools/
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Horizontal Axis (X-Axis) - Evolutionary/Maturity Stages 

The horizontal 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 elements, 
representing areas of new development and differentiation; moving towards the center, the 
components (i.e., products and services) become more standardized and accessible through the 
market; farther from the axis origin, the components are fully commoditized, becoming industry 
standards or widely adopted as they are, without significant customisation. For instance, an emerging 
technology or a newly developed custom solution would be placed close to the X-axis origin, while 
well-established, commoditized services or products, like cloud-computing, would be on the far right. 

1.1.3.1. Creating a Wardley Map 

1. Identify user needs: Start 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 components: List all the components necessary to meet these needs. These components 
can be technologies, processes, activities, or services. 

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

4. Analyse dependencies: Identify 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 open source3. Some key resources 
are the òDoctrine mapping tablesó which explain, using keywords, guiding questions, and examples, 
where an item should be placed (especially in the horizontal axis)4, See the two tables below: 

 

3  https://medium.com/wardleymaps/on-being-lost-2ef5f05eb1ec  
4  More resources are available here https://learnwardleymapping.com/landscape/  

https://medium.com/wardleymaps/on-being-lost-2ef5f05eb1ec
https://learnwardleymapping.com/landscape/
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Figure 2: Simon Wardley guiding questions for positioning. High-def image available by clicking on the image. 
Source: https://medium.com/wardleymaps/finding-a-path-cdb1249078c0  

 

 

Figure 3: Simon Wardley behavioural elements for positioning. High-def image available by clicking on the 
image. Source: https://medium.com/wardleymaps/doctrine-8bb0015688e5 

 

https://medium.com/wardleymaps/finding-a-path-cdb1249078c0
https://medium.com/wardleymaps/doctrine-8bb0015688e5
https://miro.medium.com/v2/resize:fit:4800/format:webp/1*Hr-7aM2-IW34edpBtnKWQQ.jpeg
https://miro.medium.com/v2/resize:fit:4800/format:webp/1*N_AlXpq2V9C0PtWyqDvLHw.jpeg

