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1 EXECUTIVE SUMMARY

1.1 Link with the objectives of the project

This document presents various potential business scenarios for four CITIZEN MEDIA
applications. The main purpose is to assess the feasibility of potential business scenarios for
each of these applications. This is achieved by applying the Portfolio Innovation Check
(PITCH)" tool. Any PITCH tool analysis is based on a qualitative assessment of a number of
fit and viability criteria developed for each application. It serves as a 'filter' preceding the
more elaborated evaluation of specific business scenarios.

The following applications have been investigated:

Kabadada & Kabadu - a video platform for political cabaret

Unortkataster - a web-based register for 'ugly places' in Cologne

Talhonia - a web-based tool for creating stories together

IPTV Applications - offer users the possibility of presenting their own photos and
videos to other TV households

The combination of the Kabadada/Kabadu provides cabaret related content for a growing
online audience. Both websites offer community functionalities and allow registered users to
promote themselves with a user profile and to upload A/V content. Kabadada targets
professional artists, theatres, hosts and cabaret related organizations. Kabadu aims at an
open community of cabaret-affected amateurs and new talents.” The analysis revealed a
number of possible business scenarios for the combined platform. First, Kabadada/Kabadu
as a local non-profit culture portal can be hosted by a local community provider. Second, in
the content compilation company scenario, revenues come from a combination of sponsored
content, automatically inserted bumper ads, commissions from the revenues of ticket sales
and retail of CDs/DVDs. Third, implemented as an on-line booking market place for artists,
the platform can draw revenues from ticket sales. Fourth, as an event driven platform,
Kabadada/Kabadu can be linked to the voting mechanisms of cabaret-related contests.

The emphasis of the Unortkataster application lies in causing direct changes in the neglected
parts (‘Unorte") of the City of Cologne by building up social pressure. It combines Google
Maps with the social networking functions. The users can map their complaints and other
content about deficiencies of their neighborhood and thus start discussions on these issues.
These discussions, supported by audio/video (A/V) material, are arranged along a timeline,
so that any progress (or lack of such) in improving the situations can be tracked. This gives
the citizens of the city a possibility to get their opinions about problems heard and to build up
pressure on the responsible parties. It also gives the user community a sense of
empowerment. Five business scenarios have been developed and analyzed using the
PITCH tool. Both implementation into the municipal eGovernment platform of the city and the
scenario of implementation into the local citizen group's website have been found highly
reasonable and beneficial for all stakeholders involved. Implementation into the local
architecture association's website is not considered very seminal primarily due to lack of user

! PITCH - Portfolio Innovation Check developed by the TNO: Matthijs, Leendertse, Sander Limonard,
Jop Esmeijer and Andra Leurdijk (TNO, 2008). See the APPENDIX for a detailed description.

? As the Kabadada/Kabadadu platforms are already covered in D6.2.1, here we only provide a short
description and a summary of the business scenario modeling.
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fit and insufficient incentives for long term user participation. Implementation as part of a
party's website is considered to be feasible, as long as the party manages to establish high
reach within the short time frame of their electoral campaign. Finally, potential is seen for
commercial utilization of the underlying technology offered as a service, if some
technological enhancements are made.

The Talhonia application, designed to help people work together on a common project,
focuses more on the productivity side of the collaboration. It is a media platform that enables
multiple online users to work on a common media experience at the same time. This can be
a story, a book, a video or any other project that requires real time contributions of remote
users. The feature that distinguishes Talhonia from other collaboration platforms is its
intuitive interface that enables also users with little experience to participate and profit from
modern social networking tools. Three business scenarios have been analyzed by using the
PITCH tool. In the scenario of non-profit Talhonia hosting for communities, potential for
successful implementation is seen as limited. As there is market potential for well-designed,
performing and reliable collaborative applications that enhance the productivity of a team of
professionals, Talhonia license can be successfully commercially hosted by a hosting
company. Building on the same demand, Talhonia license can also be hosted and monetised
worldwide by its parent company.

The IPTV application allows users to share their photographs and videos via the web. Unlike
other content-sharing services, it is integrated with the aonTV offering of Telekom Austria.
Thus, it brings the user-generated content directly to the TV screen. The participating users
form communities with their friends and share their latest photo albums and videos with the
whole group as a part of a seamless media experience. The community members then
interact with each other by voting for their favorite clips. The PITCH tool analysis comes to
the conclusion that a combined approach of applying the business scenario ‘Municipalities'
together with the business scenario 'Special Interest Groups' has the biggest potential. The
combination of support of local social networks and of satisfying the demand of special
interest groups will create a general framework that enables Telekom Austria to enter new
customer segments and to keep the interest of consumers as well as prosumers ongoing.

Not included in this report are ready made business plans for CITIZEN MEDIA applications.
Business models for these types of applications outside the project have not matured yet,
and thus do not provide the recipe for similar services. Moreover, the stakeholders included
in the PITCH tool analysis of the different CITIZEN MEDIA applications could in most cases
not present actual numbers of potential users, web site visitors or subscribers to the services.
Either because they were not allowed to make those public or because they were not
available. In addition the PITCH tool is meant to investigate the viability and fit of different
business propositions, so most of the business propositions linked to the CITIZEN MEDIA
services are still in a development phase. However, the case material produced by applying
the PITCH tool to the different CITIZEN MEDIA services does provide the ingredients for
potentially successful business models. Apart from revenue models, these ingredients are to
be found in certain characteristics of service concepts, types of business partnerships, but
also critical issues that determine the success and failure of a service.

1.2 State of the art at the start of the work

1.2.1 At the start of the project

Developing the CITIZEN MEDIA applications presented in this deliverable has been an
ongoing process depending on and fostered by many factors. The applications have been
developed around the idea of enabling non-professional users to use social networking tools
incorporating A/V content. The central element of the applications is user engagement and
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user participation. These web-based applications reflect the new social dynamics in the times
of web 2.0: They integrate the transformation of the user from a consumer of media content
to a producer of media content and build on the subsequent emergence of various social
networks. At the start of the project there were some examples of large, international user
generated content services such as YouTube and Face Book, that benefited from large
numbers of users and were therefore of interest to advertisers. Most small scale UGC
applications with a more local focus or aiming at a particular niche market, could only survive
due to voluntary contributions of users, hard work of their initiators and/or support from
(government) subsidies or as a (non profitable) part of a larger service portfolio. Few were
able to generate enough income in order to also continue as viable commercial ‘stand-alone’
businesses.

In this business modelling work package, we aimed at developing business models that
could become profitable through payment by end users, advertising or other sources of
income. The user generated content is in most cases part of a larger service concept for a
number of potential stakeholders.

1.2.2 At the end of the project

User involvement creates added value for all participants as the traditional multimedia value
chain is supplemented by new value networks. Such multimedia networks offer many new
opportunities for direct interaction. Examples include online comments to videos, blogs or
votings. Furthermore, multimedia networks encourage users to provide and upload their own
‘original' content. The more intense and frequent these interactions are, the more value
participants will gain.

Finding and assessing potential business models fur such UCG-based applications has been
ongoing during the activities for the business modelling work package (WP6). The process
has involved an intensive exchange of ideas between designers, producers, researchers and
external stakeholders. The feasibility of these business models has been assessed using the
PITCH tool.

The Portfolio Innovation Check (PITCH)® was used to guide the development and
assessment of possible business scenarios. The PITCH tool had already successfully been
applied for the business scenario modelling for Kabadada/Kabadu in D6.2.1. This web-based
tool has been used to assess the viability and feasibility of potential business scenarios. An
important quality of the PITCH tool is that it visualises the results of particular business
decisions and thereby enables and supports fruitful discussions. The tool was used for all
applications in this deliverable to gain insights about business potential and identify ways to
create and capture added value.

1.3 Advancement state of the art

The functionality of the CITIZEN MEDIA applications analysed in this report is very similar to
archetypical global web 2.0 platforms such as YouTube, MySpace or Facebook. All these
platforms offer the possibility to rate, tag, upload, share, syndicate or even remix mostly user
generated content. The service concepts however are of a completely different nature. Most
of the social entrepreneurs start up a CITIZEN MEDIA platform working with a small group of
trusted peers or organizations, who act as the (initial) ‘lead users’. High quality content and
conversation are important values for these social entrepreneurs, who want to offer more
than just another blog or video repository. The business modelling analysis carried out by

® See Appendix for more details.
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using the PITCH tool for the CITIZEN MEDIA use cases and testbed applications has
showed a number of potential service propositions and the extent of the fit with the platform
owners’ organisations and the viability on the market. This has made each of the CITIZEN
MEDIA testbeds and the companies/organisations owning the platforms/services/applications
more aware of potential sources of income and ways to collaborate with other (business)
stakeholders, and also of the restrictions or the requirements in further developing the
applications and services.

1.4 SUMMARY OF CONCLUSIONS

14.1 Main research questions

What are sustainable business models for CITIZEN ME DIA testbed and use case

applications?

Subquestions:

- What is the nature of CITIZEN MEDIA service concepts?

- What are potential stakeholders and business partners for CITZIEN MEDIA service

concepts?

- What are potential sources of revenues?

- What are propositions with which revenues can be generated?

- What are critical (success) issues in setting up a CITIZEN MEDIA business model?

- What are potential business cases for CITIZEN MEDIA testbed and use case applications?

1.4.2

Most important conclusions

Table 1 provides a summary of the four applications and the overall assessments.

Application Description Overall Assessment
Kabadada/Kabadu Platform combination Implementation possible as local culture
offering social networking community, as content compilation
functionalities to cabaret company, as on-line ticket booking market
professionals and interested place or as event driven platform with voting
wider audience functions
Unortkataster Platform for discussion of Implementation feasible as part of municipal
neglected parts ('Unorte") of eGovernment platform, as part of local
the City of Cologne, citizen group's website, or - under certain
incorporating geographical conditions - as part of a party's website;
tagging and progress implementation into local architecture
tracking of identified issues  association's website less feasible; potential
in commercial utilization
Talhonia Collaboration platform Commercial implementation feasible if

enabling multiple online
users to work on a common
media experience at the

Talhonia hosted either by parent company
or license held by hosting company; less
potential for non-profit community hosting

Page 10 of 89




FP6-2005-1ST-41 (038312) CITIZEN MEDIA Deliverable D6.2.2

same time
IPTV Photograph and video Most potential in supporting local social
sharing platform integrated networks and in satisfying special interest
into aonTV offering of groups' demand

Telekom Austria

Table 1: Description and Overall Assessment of CITI ~ ZEN MEDIA Applications

1.4.3 Most important open issues

Open issue 1: Research on business models for CITIZEN MEDIA is still in its infancy.
Although the social implications as well as the impact on civil society of these web 2.0
applications are subject to considerable research, the business modelling is not. In applying
the PITCH tool to the CITIZEN MEDIA services, concrete figures concerning the number of
users or subscribers, the amount of money people would be willing to pay for the services,
the amount of money that could be generated through advertising, (cross) subsidising, or
selling related services were lacking. Therefore the business modelling is a qualitative
exploration of the fit and viability of a number of potential business propositions.

Open issue 2: Some (technical) adaptations to the PITCH tool are required to make it more
user friendly and provide more useful results for the different stakeholders.
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2 KABADADA/KABADU

As the application has been introduced before (see also WP3 (D3.1.1), WP2 (D2.3.1), WP4
(D4.3.1), and even the business modelling for Kabadada/Kabadu has already be presented
in WP6 (D 6.2.1.), this section is kept short.

2.1 Kabadada/Kabadu: Short Description

The combination of kabadada.de and kabadu.de is a web-based audio/video and social
network platform dedicated to the stakeholders of the political cabaret community in German
speaking countries. Being invented within the scope of the EU project CITIZEN MEDIA, the
platform intends to build up new social relationships in an existing community. For registered
users it offers easy upload of user generated content like audio/video files, user profiles,
event or tour dates in the context of the political cabaret community. In addition to offering a
central community information pool on a single website, it also offers web 2.0 functionalities
like blogging, commenting and voting. The platform consists of two parts: One part
(kabadada.de) aims at addressing and supporting the professional stakeholders, such as
professional artists, agents, publishers, political cabaret theatres and the audience. The other
part (kabadu.de) aims at addressing and supporting the amateur artists, talents, newcomers
as well as talent scouts, publishers, hosts and the younger audience.*

Figure 1. Kabadada Start Page www.kabadada.de (Nove mber 2008)

* Rudiger Berg. Abstract service description kabadada/kabadu. Workshop Business Modeling April
2008.
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Figure 2: Kabadu Start Page www.kabadu.de (November  2008)

The platform has been designed in accordance with the requirements of community
stakeholders to meet the user needs at a high level of technique and content. In February
2008 it has left the closed beta status and went online publicly as an open beta version, with
the exception of some additional stakeholder requirements that are still under construction.

The service is running on AMA's own scalable technical infrastructure without dependencies
on 3" party network services like conversion/storage of other platforms or services of content
delivery network providers.

Both parts of the platform have a corporate design, but differ in several functionalities. Some
differences are:

kabadada.de is a closed community. New users have to be invited or recommended
by an existent user of the platform (community control of content quality and context)
kabadu.de is an open community where everybody can register and start uploading
without initial content censorship (open amateur context: political cabaret, satire,
comedy, poetry slam, flmmakers, etc.)

Only kabadada.de allows the user to publish tour/event dates

kabadada.de allows the user to communicate with the professional community
through internal messages that can be read internally but not publicly. Kabadada
users can address the public through the 'Deutschland-Blog’, kabadu users can
address the public or the community through their own public blog on the kabadu.de
site

kabadada.de offers an automatic conversion of uploaded videos to a higher quality
than kabadu.de

kabadu.de allows voting for and rating of amateur A/V content whereas kabadada.de
does not support voting for and rating of professional content

The platform has been designed with respect to the usability needs of the community users,
who are mostly non-experienced users in sense of new information- and communication
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(ICT) knowledge. They only have basic knowledge - but not more. Simple and self-
explanatory operations are therefore very important, e.g. for the upload of video content.”

2.2 Kabadada/Kabadu: Summary of Business Scenario M odeling

The business scenario modeling for Kabadada/Kabadu was already done in deliverable
D6.2.1. Reiterations of the business modeling for this service did not lead to new
propositions or results. Hence, here and in Section 7, we offer a short summary of the earlier
findings:

Kabadada/Kabadu as a local culture portal: Kabadada Kabadu is a local platform
hosting a group of socially engaged artists in the field of cabaret, poetry slam and hip
hop. Apart from being a content library, the platform is a meeting place for these
artists where a social calendar and discussion fora enable social interaction, coaching
and the organisation of events. Possible service provider is Koeln.de.

Kabadada/Kabadu as a content compilation company: the surplus value the platform
owner offers to its members is (1) making a quality production out of the raw footage
of a performance, 2) making a 'Best Of or other filtered (by theme for example)
compilation from the extensive content collection and 3) syndicating this content to
other platforms. This theme can be for example a current political question. Revenues
may come from sponsored content (in program advertising), automatically inserted
bumper ads (micro ads), commissions from the revenues of ticket sales and retail of
CDs/DVDs.

Kabadada/Kabadu as on-line booking market place for artists. By means of a social
calendar, profiles, a content library and a team of moderators (with the role of booking
agents, guarding the quality and reputation of the site) an open system is created
where theatres as well as companies and individuals are able to explore and book
cabaret performances. Revenues come from transaction based commissions: Each
time a cabaret artists is booked, the service provider collects a small fee, the booking
costs. Other (small) revenues could include advertisements (of registration of
performances) and third party services such as ticket sales.

Kabadada/Kabadu is an event driven platform linked to the most important cabaret
contests in Germany. People can explore the performances that are running for the
prize and vote for their favourite cabaret artist before the actual contest, might follow
the contest live during the event, and can view the registration of performances,
reactions etc. afterwards. Voting for an artist on-line might lead to obtaining a wild
card (as is the case in the Dutch ongekendtalent.nl music contest), might count as
one vote in the jury (which in majority consists of professional jury members) or might
play a role in assigning the People's choice Award.

As the business models for Kabadada/Kabadu were already described in Deliverable
D6.2.1., they are not covered again in this deliverable.

® Rudiger Berg. Abstract service description kabadada/kabadu. Workshop Business Modeling April
2008.
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3 UNORTKATASTER

3.1  Unortkataster: Short Description

Unortkataster is a public CITIZEN MEDIA application that supports all citizens of Cologne,
Germany, especially those with interest in urban development. The application is a web-
based multimedia portal, where people can register, annotate, classify, discuss and vote
‘Unorte’ of the city on a map-based platform. 'Unorte’ are real locations which should be
improved according to the perception of the citizens. 'Unorte may comprise a number of
drawbacks and critical locations in the context of urban architecture, infrastructure or
municipal maintenance. The Unortkataster enables different stakeholders of the urban
community to give real locations a virtual description, to share knowledge, and to creatively
participate, publish and consume UGC in form of text, picture or video. It provides the
possibility to make a connection between real life in urban environment and virtual life in
communities. It also supports the users in building up and tightening the social relationships
of community members. The Unortkataster may influence real social life in case of
perception and reactions of other users or the city administration, which can profit of the
knowledge and creativity of the citizens. Unortkataster is an open application in sense of
registration. New users can register themselves and start to participate and contribute
content immediately.

Figure 3: Unortkataster Start Page www.unortkataste  r.de (October 2008)

The development of the Unortkataster is driven by the intention to create an online
application in collaboration with users that virtually facilitates controversial thinking about
critical places (singular: 'Unort’; plural: ‘Unorte") in a real urban environment (the area of the
City of Cologne). The application is intended to publicly collect knowledge of the citizens
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about architectural or social deficiencies of their local environment, to motivate textual and
audiovisual discussions on these topics and to organize and visualize them by temporal and
spatial aspects. The application name was chosen after the contact to the lead user group of
the 'Leitbild Koeln 2020' process was established.

The Unortkataster application was developed referring to initial requirements of the working
team 'image of the city' inside the group of the 'Leitbild Koeln 2020' process. It provides a
community platform for the citizens of Cologne - based on a shared city map. Adding state-
of-the-art community functionalities to a digital map extends the Unortkataster to a multi-user
interface with user administration capabilities and a database structure for storing media
content. The map allows people to mark areas or places considered to be Unorte on the map
and to add opinions and media content to justify the personal decision of the marking.

The setting of a marker creates an 'Unort’. Marking a space on the map of the Unortkataster
is basically the same as starting a discussion about a special location. Other people may add
comments or media content to express affirmation or disaffirmation.

The Unortkataster is also intended to facilitate processes; hence time is the second principle
of organisation. Since each action on the map is recorded with time, the development of the
discussion can be regarded over time relative to its location. Thus the Unortkataster
constitutes a spatial-temporal interface with the possibility of audiovisual communication.
Conversations are connected with places, hence places become blogs. This allows
subscribing to the information feed of a place and the tracking of the ongoing discussion.
Places have a start point and possibly an endpoint in time. They may appear and vanish. If
citizens decide to take part in the discussion about places in Cologne, the time layer of the
map is updated and thereby the discussion is documented.

For a more detailed description of the application and its implementation see D2.3.1 and
D4.3.1_V1.

3.2  Unortkataster: Benchmarking

One of the main features of the Unortkatatser is its map-based interface based on the
Google Maps' Application Programming Interface (API). The Google Maps API allows
operators to embed Google Maps into their web pages. It provides a number of utilities for
manipulating maps and for adding content to the map through a variety of services. Since
Google published its Maps API, numerous applications have been developed that integrate
customized data on top of Google's map interface. Those applications are called mash-ups.

Most prominently, real estate agents use the Google Maps API to underpin their offerings.
Examples include 'HousingMaps' (www.housingmaps.com), a site that displays Craigslist
housing listings on a map, and 'Nestoria' (www.nestoria.co.uk) a similar search engine that
delivers listings of homes for sale or to rent by location and pins them on a map. They allow
for further selections by price, number of rooms etc., and offer local information about
transport and schools in the area. Users of such service are charged if they place information
on the map, for example by listing their homes for sale. Google allows website operators to
incorporate Google Maps into their website if the website is generally accessible to
consumers without charge. Thus most commercial mash-ups monetize their service through
advertising. As in the case of real estate agents Google only also allows website operators to
charge users when they place information on the map (e.g., to list their homes for sale) as
long as this information is then displayed on a 'free' part of the site.

Although there are many and diverse mash-ups using the Google Maps API, only very few
applications resemble the concept of the Unortkataster. Especially the added community
functions make the Unortkataster application unique.
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A similar application regarding the initial objective of tagging deficiencies in the city is
'RottenNeighbor' (www.rottenneighbor.com) - a U.S. website that encourages users to
identify “bad neighbours” on a map. The website is designed to help people find out about
their neighbourhood when searching for real estate. Users can search zip codes and
investigate neighbourhoods using the Google Maps interface. They can point directly at
individual houses and upload information about individuals.

Another interesting website is 'Clean up the World' (activities.cleanuptheworld.org). It
supports a global campaign held in partnership with the United Nations Environment
Program. The campaign aims at inspiring communities to clean up, fix up, and conserve the
environment. The non-for-profit organization was founded in 1990. It recently embedded a
Google Maps mash-up to facilitate planning and promoting of cleaning activities around the
world.

3.3 Unortkataster:  Preparations for Business Scenar o
Development and Assessment

3.3.1 Starting Points for Business Scenarios  °

The concept of the Unortkataster is a flexible framework for various community-platforms,
which all have a connection between the real space and the virtual space. The community
manifests itself on a web-based application and is combined with real places and events to
strengthen the physical community life in neighbourhoods in the different parts of Cologne.
The starting point and main focus is the local aspect of the platform. The application
emphasizes an online community that allows the citizens to get involved. Trust is an
important point for building up the community. The first goal is to initiate the members to a
strong community feeling. The Unortkataster addresses people who have an open view of
their city and want to participate in planning and developing the city. It focuses on people
who are also interested in keeping an eye on the positive presentation of places in the city.
Marking bad places will be a natural expression for the users and they will make the place
where they live beautiful. Cologne inhabitants can influence changes in the city
developments; this is a new way to involve citizens in their local surroundings. The local
online community allows the members distributing information easily about a specific location
in the City of Cologne. It grows with individuals whose connections are common vocation
time and local proximity.

At first sight, the Unortkataster website may be troubling for the local government as it gives
a negative image of the city and may even lead to a decrease in tourism activity or to public
opposition against local politicians' inactivity against pollution. However, if the Unortkataster
website not only shows the current status of an 'Unort’, but also photos which depict a
positive development from an 'Unort' into a nice place, the viewer gets a positive message.

3.3.2 Fit and Viability Criteria

In order to assess the feasibility of each proposed business scenario for the Unortkataster
application, we first discuss critical fit and viability criteria.

Critical criteria refer to potential drivers or barriers for the success of the service. We identify
a total of seven criteria (see Figure 4). Three criteria in the field of fit with strategy and
operations of business partners are (1) fit with strategy of service provider, (2) fit with
technology and (3) fit with users. Four criteria in the field of viability in the market are (1)

® Adjusted from “starting points for a business model”, D6.2.1_V1, pp. 35-36.
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viability of use by prosumers, (2) viability of use by consumers, (3) viability of third party
support and (4) viability of leveraging business model used.

These assessment criteria are identical for the five Unortkataster business scenarios
presented in the deliverable to ensure comparability for the final assessment.

Figure 4: Fit and Viability Criteria for Unortkatas  ter Business Scenarios

34 Unortkataster: Five Business Scenarios

Based on in-depth interviews and extensive desk research we have collected the views of
different business stakeholders. Hence, we propose a set of business scenarios and assess
the business feasibility for each of these scenarios.

We follow three steps to determine the business feasibility for Unortkataster (see Figure 5).
(1) We identify stakeholders and their possible value propositions, (2) we identify a set of
different service concepts with business potential, (3) assess the business feasibility of the
different service concepts and articulate directions in terms of partnerships and value
propositions. For assessing business feasibility of the last two steps, we utilize the PITCH
tool.

In order to make the analysis of scenarios comparable, we refrain from extensive use of
business numbers, as they are not yet available for most of the scenarios due to the early
planning stage and lack of concrete implementation business partners.
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Figure 5: Business feasibility steps (Source: D6.2. 1, p.24)

In the following, we introduce and evaluate the five business scenarios for the CITIZEN
MEDIA application Unortkataster.

3.4.1 Unortkataster Scenario 1:
Unortkataster as Part of a Municipal eGovernment Pl atform

3.4.1.1 Unortkataster Scenario 1: Abstract
Table 2 presents a short description of Business Scenario 1 for the application Unortkataster.

Description

The Unortkataster is embedded in an eGovernment platform employed by the
local city council to connect with its citizens. It provides city planners with up-to-
date information and insights from citizens and allows people to register
problems that require city responses. It thereby helps to effectively locate critical
places and efficiently organize and coordinate the city cleaning and planning.
Through ranking systems and commenting functions citizens may actively
participate in decisions about city projects.

Service provider

City of Cologne: Cologne Citizens' Budget (Koelner Birgerhaushalt)
(buergerhaushalt.stadt-koeln.de)

Value of
Unortkataster
platform

The main value lies in its facilitating functions for eGovernment and the chance
to promote a forum for a more democratic discourse about shaping and
improving the city. The Unortkataster is a tool for effective public debate and
participation in democratic decision-making. It enables the local government to
build and maintain a close relationship with its citizens. The intuitive and visually
appealing interface adds to the user experience and constitutes added value to
the existing Cologne Citizens' Budget platform.

Revenue models

User generated content is leveraged to create societal benefits. Instead of being
a revenue driver UGC is used to reduce costs. Cost savings are realized through
reduced personnel costs for local government and through optimization of
resource management. The Unortkataster offers a non-profit platform relying on
public funding, donations of companies and private persons, and revenue
through sponsoring.

Table 2: Description of Unortkataster Business Scen  ario 1
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3.4.1.2 Unortkataster Scenario 1: Propositions Towa  rds Stakeholders

In this business scenario, the major stakeholder of the Unortkataster is the City of Cologne.
As the application service provider, the city's interest in the Unortkataster lies in its supportive
capabilities for eGovernance. eGovernment refers to using the tools and systems made
possible by ICTs to provide better public services to citizens. The UNESCO defines
eGovernance as "[...] the public sector's use of information and communication technologies
with the aim of improving information and service delivery, encouraging citizen participation
in the decision-making process and making government more accountable, transparent and

effective".’

In this business scenario, the Unortkataster is embedded in the Cologne Citizens™ Budget
("Koelner Birgerhaushalt") platform, an eGovernment initiative founded by the City of
Cologne in 2007, to facilitate civic participation in decision making. Citizens' proposals
concerning what projects the city should spend money on - and where savings could be
realized - are accounted for in preparing the budget of the city. The city's budget constitutes
the financial foundation of a wide range of functions including infrastructure, urban open
places and leisure facilities. Although the final decision is incumbent on the elected members
of the city council, they are compelled to review citizens' proposals and to justify divergent
votes.

The objective of the Cologne Citizens' Budget initiative is threefold. First, it aims at making
the city's budget decisions more comprehensible. Second, it aspires to facilitate participation
and hence improve the dialogue between citizens and the city's administration. Third, it
seeks to provide decision support for the city's policy makers.

During a first participation phase from October 22™ to November 19" 2007 more than 10.000
registered users and over 4.900 content proposals were counted.

The value of the Unortkataster for the Cologne Cititzens' Budget platform lies in its
complementary and supporting functions making the city's online service portfolio more
attractive and facilitating eGovernance. Embedding the Unortkataster with its map-based
interface, adds community functions and the potential to visualize positive changes over time
has numerous advantages for the city's administration.

The map-based interface alleviates the process of identifying and cataloguing 'Unorte’. User
generated content (UCG), filtered through collective rating and categorization, enables the
city planners to assess the urgency of structural measures. The Unortkataster facilitates the
analysis of contributions and supports policy-makers in their decision making. Building on
user input, the Unortkataster could function as a tool to efficiently organize and coordinate
the city cleaning. For instance, citizens can report issues in their neighborhoods and mark
them on the map. Clicking on a marked 'Unort' displays information about a previously filed
report, its date, and the type of incident to prevent double reports. As the authorities are
opposed to sending out employees to identify and document urban deficiencies (e.g., dirty
places), it may eventually be the users who keep them informed. The Unortkataster allows
for easy aggregation of information from multiple sources, and incorporates multimedia in
situations where it will enhance the service experience.

The time-line functionality of the Unortkataster enables monitoring and evaluating the
process to ensure continuous improvement.

The city also profits from added community functions of the Unortkataster. As all information
is generated dynamically, any changes made by the administrator or a user are shown and
reflected instantly across the system. Therefore, the community's data does not become
obsolete like static media but is more likely to be accurate and updated regularly. This
increases the 'stickiness' by giving residents a reason to check back frequently. In addition,

" See portal.unesco.org/ci/en/ev.phpURL_ID=3038&URL_DO=DO_PRINTPAGE&URL_SECTION=201.html.
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community functions allow for more effective public debate and participation in democratic
decision-making and also help to establish a closer relationship between citizens and the
public institution. They provide higher transparency and have the potential to relieve citizen's
negative sentiments about politics. The proactive approach to involve citizens in decision
making enhances the image of the city as it encourages bottom-up innovation.

Overall, embedding of the Unortkataster facilitates eGovernment and thus helps to focus on
customer benefits, reduce process faults and non-value added activities, and ultimately to
improve effectiveness and efficiency of administrative processes.

Targeted users of the Unortkataster and the Cologne Citizens' Budget platform respectively
are all citizens of Cologne. Potential users of the platform want to support the improvement
of the city's structure and image. Embedding the Unortkataster into the Cologne Citizens'
Budget platform offers a number of benefits to the user all aiming at facilitating civic
participation. This combination allows for the Unortkataster not to be limited to collecting city
deficiencies but to go beyond and provide the political means to initiate positive change.
Thus, the combination with the Cologne Citizens' Budget platform not only provides the user
with an organ to voice his or her opinion to the administration department, but also with a tool
to actively participate in decision-making.

The map-based application adds to the user experience and provides a visually appealing
and easy-to-use interface. Furthermore, users of the Cologne Citizens' Budget platform will
profit from added community functions of the Unortkataster building a sense of collective
identity and power. Community functions support sustainable and pro-active use of the city's
eGovernment initiative.

Figure 6: Propositions of Unortkataster Business Sc enario 1

3.4.1.3 Unortkataster Scenario 1: Fit and Viability

3.4.1.3.1 Fit Criterion 1: Fit with Strategy of Service Provider

Embedding the Unortkataster into the Cologne Citizens' Budget platform constitutes a
valuable extension of the existing online portfolio of the city. It is a tool to facilitate civic
participation with marginal effort for the user. The Unortkataster provides citizens with a user-
friendly tool to document and discuss improvable places. The Cologne Citizens' Budget
platform then provides the means and resources for political implementation. In this respect a
perfect fit of both online platforms' objectives is established and synergies are realized. The
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Unortkataster provides state-of-the-art functionalities to make a major contribution in
facilitating civic participation in decision making.

The City of Cologne profits even more from providing the platform if functionalities of the
Unortkataster are adjusted to include the visualization of the positive development from an
Unort to a nicer place. The objective to use the Unortkataster as a tool for the city's
improvement must be clearly communicated to the user. Arguably, the Cologne Citizens'
Budget platform provides the means and the official character to do just that.

Fit score = very good (5/5)

3.4.1.3.2 Fit Criterion 2: Fit with Technology

A few substantial changes in programming are necessary to successfully integrate the
Unortkataster into the master platform. This concerns layout to underline the official
character of the Cologne Citizens' Budget platforms but also a few overlapping functionalities
which need to be adapted. New functionalities (e.g., map function, community features, and
time line) could be implemented at relatively low effort and with high user benefits.
Nevertheless, a few functional changes within the Unortkataster are necessary to support the
objective to turn ugly places into nice places (e.g., red markers for bad places and green
markers for improved places).

Fit score = moderate (3/5)

3.4.1.3.3 Fit Criterion 3: Fit with Users

Both platforms address highly congruent target groups suggesting high user fit. Even if user
motives partially differ today - users of the Cologne Citizens' Budget platform seek
information about the city administration and want to participate in decision making, whereas
users of the Unortkataster want to express their grievances - the combination of both
platforms will animate both user groups to benefit from the information and participation
capabilities of each platform. Both user groups will benefit form added value created by
combining the two platforms. Therefore, growth of the user base is likely to result,
strengthening the online community and thus supporting the objective of the city's
eGovernment initiative.

Fit score = very good (5/5)

3.4.1.3.4 Viability Criterion 1: Viability of Use by Consumers

One objective of the city's eGovernment platform is to inform citizens about planned and
realized projects in improving the cityscape. It is viable that the integration of the
Unortkataster with its visualization capabilities will draw more users to the platform. The
group of consumers using the Unortkataster to find information about critical places and
planned projects in their neighbourhood is mobilized by linking them to the large existing user
base of the city's eGovernment platform.

Viability score = good (4/5)

3.4.1.3.5 Viability Criterion 2: Viability of Use by Prosumers

To successfully integrate the Unortkataster as a facilitating tool for eGovernment, it is
necessary to provide the means and incentives to motivate pro-active user participation. Pro-
activity is highly dependent on the users' perception if their contributions are meaningful and
if they are leading to observable results within the city council. Therefore it is indispensable
to not limit the Unortkataster to a mere collection of deficiencies but to provide the means to
initiate positive change. Due to complementary functionalities, the combination of both
platforms is expected to create the means and incentives to motivate long-term user
participation. The popularity and success of the first phase of the Cologne Citizens' Budget
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initiative confirms that citizens seek straightforward and effective ways to participate in
democratic decision making. The Unortkataster will stimulate pro-active participation due to
its user-friendly visualization and community features which are largely missing in the city's
platform today. The established user base and awareness level of the Cologne Citizens'
Budget platform will lead to increased interest in the embedded Unortkataster application and
the Cologne Citizens' Budget respectively.

Viability score = good (4/5)

3.4.1.3.6  Viability Criterion 3: Viability of Third Party Support

In order to effectively facilitate civic participation via the Unortkataster, strong support from
authorities is required. At first sight mapping and discussing critical places on a public
platform may be troubling for the local government as it highlights negative images of the
city. However, in this concept the Unortkataster is employed to emphasize the city's efforts
for positive change through closer orientation on citizens' desires. The facilitating functions of
the Unortkataster for eGovernment, as described above, are likely to force political decision
makers to support its implementation. In fact, the mayor of Cologne already expressed his
full support of the Unortkataster.

Viability score = good (4/5)

3.4.1.3.7 Viability Criterion 4: Viability of Leveraging Business Model Used

The main value of the Unortkataster for the city is its capabilities to support eGovernment. As
eGovernment intends to reduce costs for the city council, it is expected that the embedded
Unortkataster will help to achieve this objective.

Low investments into the application are expected to result in high savings in time and
money for both users and city administration. Administrative processes can be initiated,
consulted, and carried out through the new access system in a cost-efficient manner. Higher
transparency in reporting city deficiencies via the map-based application is expected to
reduce process faults and non-value added activities. Also, facilitated web self-service is
anticipated to reduce call centre costs. The city's board of complaint is acquitted by the
Unortkataster, thus freeing up resources in the administration process and possibly reducing
costs of inefficient bureaucracy.

Additionally, cost savings through improved orientation on citizens' desires are likely to be
realized. With the Unortkataster, users are given the opportunity and the incentives to
provide the city council with valuable information about their local surroundings. By
identifying and documenting critical places, users partially take over cost intensive processes
which otherwise need to be executed by the city council.

Viability score = good (4/5)
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Figure 7: Feasibility of Unortkataster Business Sce nario 1

3.4.1.4 Unortkataster Scenario 1: Interpretation of Results

The assessment indicates that this business scenario is highly feasible. Embedding the
Unortkataster will be a win-win situation for the City of Cologne officials and residents alike:
Residents will appreciate the ease and convenience of the service and the city will be able to
deliver such service at reduced cost. The service concept seems to fit the interests and
capabilities of the partnership. The visualization of positive developments would further
improve the assessment.

3.4.2 Unortkataster Scenario 2:
Unortkataster as Part of a Local Citizens' Group Web  site

3421 Unortkataster Scenario 2: Abstract
Table 3 presents a brief description of Business Scenario 2 for the application Unortkataster.

Description The platform is used by a non-profit citizen group to connect with its members
and to organize and coordinate voluntary work in cleaning and improving the
cityscape. Incentives to actively participate in turning identified Unorte into nice
places - either through work or financial support - are created by providing a
platform to gain social recognition within the community.

Service provider Local citizen group: 'KoelnAgenda e.V.' (www.koelnagenda.de)

Value of The platform provides added value through connecting active citizens and
Unortkataster promoting a sense of collective identity and power by means of documented
platform events, ratings, commenting and other community functions. It is employed as

an effective tool to promote participatory opportunities.

Revenue models User generated content is leveraged to create societal benefits. Instead of being
a revenue driver, this content is used to reduce costs. Cost savings are realized
through reduced cost for local government. This could be supplemented by
donations of users/citizens and revenue through sponsoring and advertisement.

Table 3: Description of Unortkataster Business Scen  ario 2
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3.4.2.2 Unortkataster Scenario 2: Propositions Towa  rds Stakeholders

In this business scenario, the major stakeholder and service provider of the Unortkataster is
KoelnAgenda e.V.

KoelnAgenda e.V. is a non-profit citizen group organized on a local level to address issues in
support of the public good. Made up of people with common interests, this non-governmental
organization brings citizens' concerns to authorities, monitors policy and program
implementation and organizes voluntary participation of civil society stakeholders at the
community level.

The citizen group's interest in the Unortkataster lies in its supportive capabilities to organize
and facilitate voluntary work in the city. Similar to the first business concept described above,
the citizen group profits from the Unortkataster's map-based visualization of city deficiencies
and its online community functions. By enabling a well-arranged overview of critical and
improvable places, the Unortkataster could function as a cost efficient tool to plan, organize
and document voluntary work in the city. In combination with the online community functions
of the Unortkataster, this offers the citizen group an effective way to foster membership,
increase influence, meet needs, and develop a shared connection among members.

Another stakeholder is the City of Cologne who may profit indirectly by facilitated voluntary
work of citizens - ranging from city cleaning to green space gardening - as it reduces cost for
the city council.

Targeted users are the existing and potential members of the citizen group. The main user
value of the Unortkataster lies in the provision of an online community platform to connect
with people who have common goals and interests. It can be argued, that a sense of
community plays a critical role in stimulating satisfaction with one's residential environment
and encouraging voluntary work. By providing a platform to gain social recognition, strong
incentives to actively participate are given. In additionally, the possibility to document and
retrace an 'Unort's development to a nice place may enhance one's perception of personal
and group empowerment to positively influence the urban environment.

Other important stakeholders are advertisers and sponsors. Advertisers (e.g., home
improvement stores and banks) may be interested in delivering ads on the platform. If
sufficient reach is realized, advertisers can profit from promotional effects of ads that are
relevant to the target group and the site content. Sponsoring enables companies to contact
the target group in a non-commercial environment and to improve the corporate image. From
a marketing perspective, the citizen group's objective to transform 'Unorte’ into nicer places is
more favourable to sponsors than the mere collection of critical places. Companies may
profit from identifying with this goal and from supporting the initiative through sponsoring.
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Figure 8: Propositions of Unortkataster Business Sc enario 2

3.4.2.3 Unortkataster Scenario 2: Fit and Viability

3.4.2.3.1 Fit Criterion 1: Fit with Strategy of Service Provider

The objective of KoelnAgenda e.V. - to sustain and enhance the quality of life in the city
through voluntary initiatives - is strongly supported by the Unortkataster. There is a perfect fit
between the offering of the Unortkataster and the strategy of the service provider. The
Unortkataster provides valuable capabilities to organize and facilitate voluntary work in the
city by means of its map-based visualization of city deficiencies and its online community
functions.

Fit score = very good (5/5)

3.4.2.3.2 Fit Criterion 2: Fit with Technology

Embedding the Unortkatatster into the KoelnAgenda's platform is highly applicable.
Implication costs are expected to be low. Changing the layout is hot mandatory and there are
no overlapping functionalities. As yet, the KoelnAgenda's platform does not provide
community functions to actively involve members online. The slim functional architecture of
the Unortkataster allows for uncomplicated implementation and low maintenance cost.
However, similar to the scenario 1, functional changes to emphasize the objective to turn
ugly places into nice places should be made.

Fit score = good (4/5)

3.4.2.3.3 Fit Criterion 3: Fit with Users

As in Scenario 1, motives of both platforms' users are highly congruent in this case. Special
feature of this business scenario is the fact that both the Unortkataster and the voluntary
citizen group are highly dependent on active user contribution. The full compatibility of user
target groups is expected to strengthen the online and offline community. Additional
application features of the Unortkataster will encourage existing members of the
KoelnAgenda e.V. - and vice versa. Embedding the Unortkataster into the citizen group
platform will draw new users to the application who were not reached before.

Fit score = very good (5/5)
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3.4.2.3.4 Viability Criterion 1: Viability of Use by Consumers

Informing people about local initiatives is a major objective of the citizen group's online
platform. It is viable that integrating the Unortkataster into the citizen group' website will
encourage more users to view the concentrated information the application offers through its
map-based interface. This functionality appeals to supporters of the citizen group who may
not actively engage in initiatives but want to be up-to-date on whatever is happening in their
city.

Viability score = good (4/5)

3.4.2.3.5 Viability Criterion 2: Viability of Use by Prosumers

Due to the established direct connection between the online and offline world, this business
concept facilitates pro-active user participation on a sustained basis. It amplifies incentives to
take an active part in the community by influencing the development of a critical dirty place to
a nice clean place. Members of KoelnAgenda e.V. are characterized by their strong will to
actively improve 'their' city. Arguably, it is especially this characteristic which is addressed
and supported by the Unortkataster. Thus, it is anticipated that the combination of the
Unortkataster and the citizen group's online platform is ideal to promote pro-active
participation.

Viability score = good (4/5)

3.4.2.3.6 Viability Criterion 3: Viability of Third Party Support

Given the fact that KoelnAgenda e.V. is the major citizen group in Cologne, with a large
member base ranging from private persons to commercial companies and public
organizations, its influence on local politics is substantial. Thus, to a certain degree the
decision to embed the Unortkataster into the portal of KoelnAgenda e.V., is dependent on
political support. Any changes in city structure - no matter if it is on small or on large scale -
will finally also depend on close collaboration of citizens and city administration. The
integration of the Unortkataster may build up pressure on the municipality to extend support
of voluntary initiatives. The promising prospects of facilitated and strengthened voluntary
work in the city are expected to dispel any reservations. Thus, it is viable that the
Unortkataster will receive third party support if needed.

Viability score = good (4/5)

3.4.2.3.7 Viability Criterion 4: Viability of Leveraging Business Model Used

Unlike in the first scenario, users not only take over identifying and documenting the
development of critical places online but, in this scenario, they also actively engage in
improving these places through voluntary work.

It is expected that the embedding of the Unortkataster amplifies the commitment of voluntary
workers to a certain degree. Costs for removal of litter, gardening of public green places, etc.
are shifted from the city council to the citizen group, resulting in positive welfare effects for
society. From a macroeconomic perspective, community work should aim for high value
creation and a high productive contribution to the public good. The capabilities of information
and communication technology are expected to support this goal.

For the service provider it is estimated that benefits will outweigh implementation and
maintenance cost. The Unortkataster constitutes a cost efficient tool to plan, organize and
document voluntary work in the city. However, it is not anticipated that embedding the
Unortkataster will significantly increase traffic on the KoelnAgenda online platform. Thus, its
potential to raise sponsors' or advertisers' interest in the platform is limited.

Viability score = moderate (3/5)
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Figure 9: Feasibility of Unortkataster Business Sce nario 2

3.4.2.4 Unortkataster Scenario 2: Interpretation of  Results

The results of this business scenario indicate that embedding the Unortkataster into the
website of the citizen group is highly feasible. The Unortkataster would provide a humber of
benefits to all stakeholders at anticipated low costs. Similar to the first business scenario,
only slight changes are necessary to further to increase the citizen group's interest in
providing the application. Most importantly, this concerns functionalities to allow the
visualization of positive developments in the wake of voluntary cleaning initiatives in the city.

3.4.3 Unortkataster Scenario 3:
Unortkataster as Part of an Architecture Website

3431 Unortkataster Scenario 3: Abstract
Table 4 presents a brief description of Business Scenario 3 for the application Unortkataster.

Description The website offers landscape architects and architects the possibility to
document their contribution in improving the cityscape. Local news is published,
architecture initiatives and organizations are presented and city planning projects
are discussed critically. Architecture interested non-professionals engage in
discussions with experts.

Service provider Development  association of  architecture: 'koelnarchitektur eV
(www.koelnarchitektur.de)

Value of The main value of the Unortkataster platform lies in its community functions

Unortkataster facilitating constructive discussions about local architecture and its map-based

platform interface enabling innovative forms of advertising.

Revenue models Advertising and sponsoring

Table 4: Description of Unortkataster Business Scen  ario 3
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3.4.3.2 Unortkataster Scenario 3: Propositions Towa  rds Stakeholders

In this business scenario, service provider and major stakeholder of the Unortkataster is
'koelnarchitektur e.V.', a local architecture development association.

The non-profit association provides a platform to Cologne architects and architecture
initiatives to promote themselves. It aims at encouraging controversial thinking about
architecture and city planning. Cologne architects are the main user group of the present
online platform. They gather information and participate in discussions about trends in
architecture.

In this business scenario, the initial concept of the Unortkataster - to publicly collect
knowledge of citizens about architectural deficiencies in their local environment and to
motivate textual and audiovisual discussions of these issues - remains unchanged. Unlike in
the first two scenarios, embedding the Unortkataster into the service provider's platform does
not directly provide the means and incentives to turn ‘Unorte’ into nicer places.

By embedding the Unortkataster into its webpage, the association profits from increased
public awareness. Additionally, architects gain knowledge about the public's conception of
local architecture, which may constitute a valuable asset for architects in planning projects.
Furthermore, embedding the platform may enable the association to address new user
groups who were not reached before (e.g., non-professionals interested in architecture) and
thus to increase the possibility to win new paying members. The service provider also profits
from including in its website community functions of the Unortkataster which are not offered
today.

In combination with koelnarchitektur.de, the Unortkataster offers architecture interested users
a platform to connect with professional architects and to participate in theme specific
discussions with experts.

Other important stakeholders in this business scenario are sponsors and advertisers.
Embedding the Unortkataster provides a way to increase the reach of the master platform
and thus increase the attractiveness for sponsors and advertisers. Additionally, the map-
based application offers new ways for innovative location-specific and user-focused
advertising.

Figure 10: Propositions of Unortkataster Business S cenario 3
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3.4.3.3 Unortkataster Scenario 3: Fit and Viability

3.4.3.3.1 Fit Criterion 1: Fit with Strategy of Service Provider

The objective of koelnarchitektur e.V. to encourage controversial thinking about architecture
in Cologne is in line with the goals of the Unortkataster. The map-interface which allows
users to add UGC to identified critical urban places, and the community functions support the
goal to facilitate discussion. However, the idea to provide local architects with an online
platform to promote themselves is not supported by the functionalities the Unortkataster
offers today. Architects may use the map interface to present their projects. Yet, it is
questionable if architects would profit from presenting their projects next to discussed critical
places. It would require a few substantial changes for the Unortkataster to provide an
attractive promotional platform. Arguably, architects would profit more from directly placing
ads on Google Maps.

Fit score = moderate (3/5)

3.4.3.3.2  Fit Criterion 2: Fit with Technology

Implementing the Unortkataster into koelnarchitektur.de is uncomplicated. As the initial
concept of the Unortkataster to document and discuss critical places in Cologne remains
untouched in this scenario, only minor adaptations may be needed (e.g., layout adaptation).

Fit score = good (4/5)

3.4.3.3.3 Fit Criterion 3: Fit with Users

Compared to the first two scenarios, typical users of the Unortkataster and users of the
architecture development association platform differ significantly. The refined well-educated
group of architects addressed by koelnarchitektur.de differs from the broad target group of
the Unortkataster. Whether both user groups complement or rather constrain each other in
establishing a lively online community is unclear. If registration at the Unortkataster remains
open to any interested user, koelnarchitektur.de may lose its rather elitist appeal which
eventually may lead to the migration of paying association members.

Fit score = poor (2/5)

3.4.3.3.4 Viability Criterion 1: Viability of Use by Consumers

The group of consumers actually using the Unortkataster needs to be mobilized. However, it
is anticipated that koelnarchitektur.de will not attract a significantly larger audience if it
provides the Unortkataster.

Viability score = poor (2/5)

3.4.3.3.5 Viability Criterion 2: Viability of Use by Prosumers

Embedding the Unortkataster into the koelnarchitektur.de constitutes relatively low incentives
for pro-active user participation. Relative to the first two business scenarios, the long term
viability of pro-active use is small if incentives are limited to expressing one's personal view
about critical places. It would require re-branding of the platform as well as additional
functionalities for it to become more attractive for prosumers. Otherwise, it seems
guestionable if architects will participate in discussions with non-professionals.

Viability score = moderate (3/5)

3.4.3.3.6  Viability Criterion 3: Viability of Third Party Support

As a sustaining member of koelnarchitektur e.V., the city is informed about discussions held
at the online platform. However, dependency on political goodwill is very low since the city
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council does not exert influence on decision making progress and the Unortkataster in this
scenario is not employed to build up pressure on political authorities. Therefore, third party
support is not required.

Viability score = n/a

3.4.3.3.7 Viability Criterion 4: Viability of Leveraging Business Model Used

The user base of the Unortkataster needs to be enlarged substantially to be interesting for
advertisers or sponsors. However, it is questionable if the integration of the Unortkataster
can create the necessary momentum to attract more users and advertisers. Embedding the
Unortkataster yields only limited potential to significantly increase user traffic on
koelnarchitecture.de. Even though community functions are introduced, it is not expected
that the provision of the Unortkataster will significantly extent the existing user base.

Viability score = poor (2/5)

Figure 11: Feasibility of Unortkataster Business Sc ~ enario 3

3.4.3.4 Unortkataster Scenario 3: Interpretation of  the Results

The results of the assessment indicate that the business scenario is not very feasible. The
concept should be redesigned to meet the demands of the outside environment. The overall
fit between the Unortkataster and koelnarchitektur.de is quite high; yet it does not seem
viable in the market. It fits the service provider's strategy to promote critical discussions
about local architecture and it fits the existing technology. However, the user groups of the
Unortkataster and koelnarchitektur.de are not congruent. Lack of user fit, low reach and
missing incentives to motivate long term use by consumers and prosumers are the most
important constraints. More functionalities and incentives are needed to motivate users to
upload and discuss content.
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3.4.4 Unortkataster Scenario 4:
Unortkataster as Part of a Political Party's Websit e

3441 Unortkataster Scenario 4: Abstract
Table 5 shows a brief description on Business Scenario 4 for the application Unortkataster.

Description In this scenario the Unortkataster is employed by a party as a tool for their
election campaign. Politically interested citizens are called to share their
resentments about critical places in Cologne and the current party in power on
the application embedded into the party's webpage.

Service provider Service provider of the Unortkataster is a political party.

Value of The main value of the Unortkataster lies in its potential to create a strong

Unortkataster community of existing and new supporters of the party. Users benefit from the

platform provision of a forum for a more democratic discourse about shaping and
improving the cityscape.

Revenue models Instead of being a revenue driver, user generated content is used to reduce
costs for political campaigns and can be supplemented by donations of
users/citizens.

Table 5: Description of Unortkataster Business Scen  ario 4

3.4.4.2 Unortkataster Scenario 4: Propositions Towa  rds Stakeholders

Main stakeholder and service provider in this business scenario is an opposition party. The
party employs the Unortkataster as a cost-efficient tool for their election campaign. User
generated content is leveraged to build a strong connection between citizens and the party.
The Internet represents an effective and affordable means for politicians to reach their
constituencies, address their concerns, and raise the funds necessary to win an election. The
Internet is an excellent medium for politicians to present their positions, develop an identity,
and 'brand' themselves. The Web enables them to engage interested parties, provide them
with in-depth background information on the issues and seek support.

Embedding the Unortkataster into the opposition party's website may provide a valuable
extension to the existing online appearance of the party as it provides numerous benefits.
The party's approach to pro-actively engage citizens in policy making and encouraging
bottom-up innovation enhances the image of party. The functionalities of the Unortkataster
allow the party to closely connect with potential electors and to profit from their local
knowledge of the city. For example, the ranking function allows the party to effectively assess
the pattern of opinions and to tailor their campaign to the prevailing needs of citizens. The
Unortkataster thus facilitates the analysis of contributions and supports politicians in their
decision making. The collected data provides the opposition party with valuable information
to strengthen their position. The party will also profit from community functions of the
Unortkataster by building a sense of collective identity and power and fostering conversation
with and among supporters.

Targeted users are politically interested citizens of Cologne. The essence of this concept is
that social networking and eParticipation opportunities provided by the Unortkataster add
new effective ways for users to follow, support and influence political campaigns. Citizens are
provided with an organ to voice their opinions about the local cityscape and the current party
in power. Furthermore, the Unortkataster provides the means to actively influence the
agenda setting of the political party concerning city planning.
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Figure 12: Propositions of Unortkataster Business S cenario 4

3.4.4.3 Unortkataster Business Scenario 4: Fitand  Viability

3.4.4.3.1 Fit Criterion 1: Fit with Strategy of Service Provider

The Unortkataster fits the strategy of the political party. By embedding the Unortkataster into
the website, the party presents itself as a group that follows the interest of local citizens. The
party can thus communicate that the publics' opinions of critical places registered over the
Unortkataster are taken seriously, and that the party will address these issues in case of
electoral success. By pro-actively involving the public, the party can compensate for any
perceived disconnection between the party's and the publics' will. Hence, the Unortkataster
helps the party to gain popularity.

This fit is likely to be higher for opposition parties than for governing parties. An opposition
party may employ the Unortkataster as a means of exerting pressure on the parties in power
by letting their previous work appear in unfavourable light.

However, by providing the Unortkataster and by allowing user generated content the party
may also lose control over parts of its online offering. This might be a risk factor for the party.

Fit score = moderate (3/5)

3.4.4.3.2 Fit Criterion 2: Fit with Technology

The technological fit cannot be evaluated at this point since it is highly dependent on the
architecture of the party's website. In general, it can be said that the Unortkataster meets
today's technological standards and thus only marginal adjustments to site specific needs
may be needed (e.g. layout).

Fit score = n/a

3.4.4.3.3 Fit Criterion 3: Fit with Users

Embedding the Unortkataster into the website of the party enables citizens and voters to vent
their displeasure about the local urban environment. Users are likely to perceive this as an
extension of their political influence, since the Unortkataster allows for new ways of
eParticipation. It is thus expected that a high fit with users can be established.

Fit score = good (4/5)
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3.4.4.3.4 Viability Criterion 1: Viability of Use by Consumers

If the Unortkataster is explicitly promoted during election campaigns via posters, brochures
and other media, the frequency of use may be increased. A high percentage of users will
employ the new offering to gather information in a user-friendly environment.

Viability score = moderate (3/5)

3.4.4.3.5 Viability Criterion 2: Viability of Use by Prosumers

Next to consumers are prosumers who perceive the provision of the Unortkataster as a way
for pro-active participation in political opinion making. The direct connection of the
Unortkataster with the party provides users with additional incentives to get involved.

Viability score = moderate (3/5)

3.4.4.3.6 Viability Criterion 3: Viability of Third Party Support
Viability score = n/a

3.4.4.3.7 Viability Criterion 4: Viability of Leveraging Business Model Used

The party's main interest in the Unortkataster lies in its capability to leverage UGC to gain
popularity. It is a cost-efficient tool to reach out to existing supporters and to win new voters.
The intensity of use rises with the awareness of the Unortkataster which can be directly
advanced through cross-media advertising. The citizens' interest in the correction of local
deficiencies in the urban environment is especially high during electoral campaigns and this
interest is directly addressed by the Unortkataster. The party may indeed profit from a
growing base of users and supporters, yet this outcome is highly uncertain. One major
problem with respect to viability is that the party needs to build up high reach in a very short
time during the electoral campaign.

Viability score = moderate (3/5)

Figure 13: Feasibility of Unortkataster Business Sc ~ enario 4
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3.44.4 Unortkataster Scenario 4: Interpretation of  Results

The assessment of this business scenario shows a relatively high fit with the objectives of the
party and the users alike. To what extent the implementation of the Unortkataster is
reasonable, highly depends on the party's political strategy. Not all parties are willing to
provide a platform with UGC. Generally, fit is likely to be higher for opposition parties than for
governing parties. The feasibility of this scenario is limited by the viability criteria. Most
importantly, it is uncertain if the party can establish sufficient reach given the fact that the
Unortkataster is employed in a relatively small time frame - only during electoral campaigns.

3.45 Unortkataster Scenario 5:
Unortkataster as Software as a Service (SaaS)

3451 Unortkataster Scenario 5: Abstract
Table 6 offers a brief description of Business Scenario 5 for the application Unortkataster.

Description In this business scenario the Unortkataster application is hosted as a service and
provided to customers across the internet. Users who want to utilize this
application are offered to configure 'their' personal Unortkataster via a modular
construction system that to a certain degree allows customization of the standard
application to specific needs. Customers of the software as a service then offer
the individual Unortkataster to their end users. The service provider is
responsible for the service's reliability, availability, maintenance, scalability, and
future improvements that may be requested by customers.

Service provider Specialized SaaS vendor
Value of The service provider profits from efficient marketing of the application to a large
Unortkataster number of potential users, and customers profit from low total costs of ownership
platform and short time to market.

Revenue models Subscription-based fee

Table 6: Description of Unortkataster Business Scen  ario 5

3.45.2 Unortkataster Scenario 5: Propositions Towa  rds Stakeholders

In this business scenario the Unortkataster application is hosted as a service and provided to
customers across the internet. Customers do not acquire usage rights in the sense of legal
licensing, but the rights owner rather provides the software as a service (SaaS) over the
internet. Activities are managed from central locations rather than at each customer's site,
enabling customers to access the application remotely via the web. Users who want to utilize
this application are offered to configure '‘their' personal Unortkataster via a modular
construction system, which to a certain degree allows customization of the standard
application to specific needs. Besides the possibility to easily adapt and modify the basic
functionalities, the application may be upgraded by numerous other features like chat
functionalities, integration of advertising and other tailored add-ons. The vendor who supplies
the service is responsible for its reliability, availability, maintenance, scalability, and future
improvements that may be requested by customers. The SaaS vendor can host the
application on its own web server or this function can be handled by a third-party application
service provider, depending on the vendors' capacities.

Potential customers of this offering are private companies, city councils, citizen groups,
municipal parties and special interest groups. They use the service to embed a customized
Unortkataster in their existing website or to create a new stand-alone website. Rather than
building an in-house application or licensing a stand-alone package, customers simply sign
up to use the application and pay a subscription fee for its continued use over a time period.
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Customers of the SaaS offering benefit in numerous ways. By eliminating the need to install
and run the application on the customer's own computer, SaaS alleviates the customer's
burden of software maintenance, ongoing operation and support. The vendor takes on
responsibilities that would otherwise fall on internal IT staff in the traditional hosted software
environment. This frees IT personnel to focus more on other high-value activities, and day-to-
day technical operations, instead of being called on to troubleshoot application software, or
assist users with access or compatibility issues. It is a low-cost way for customers to obtain
the same benefits of commercially licensed, internally operated software without the
associated complexity and high initial cost. It accelerates speed to market and acquisition of
new target groups. In addition to that, it offers flexible provision of new features and
functionalities tailored to customer specific needs.

Figure 14: Propositions of Unortkataster Business S cenario 5

3.4.5.3 Unortkataster Business Scenario 5: Fitand  Viability

3.4.5.3.1 Fit Criterion 1: Fit with Strategy of Service Provider

The concept of SaaS offers the ideal opportunity to market the Unortkataster. Marketing and
hosting of the services can be carried out at relatively small effort online. SaaS provides a
cost-efficient way to market the Unortkataster service on a national or even international
scale. Provisioning of Unortkataster as a service via the web is not expected to be done
through current license owner (KHM), since the necessary capabilities may be missing. The
provision of the Unortkataster should be handled by a company specialized for this kind of
service with all the necessary business functions (marketing, distribution, accounting, legal,
etc.).

Fit score = good (4/5)

3.4.5.3.2 Fit Criterion 2: Fit with Technology

The existing technology needs to be upgraded. Besides additional features to make the
service more attractive to users, an online billing functionality is needed as well as
configuration tools for adopting standard functionalities to specific end user business needs.

Fit score = moderate (3/5)
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3.4.5.3.3 Fit Criterion 3: Fit with Users

By providing the means to easily implement and configure the Unortkataster online, a high fit
with users' interests is established. Users in this scenario are private companies, city
councils, citizens' groups, municipal parties and special interest groups who employ this
SaaS for their own online offering. The SaaS concept allows users who may not possess
software development capabilities to benefit from the capabilities of the Unortkataster.
Although the concept behind a mash-up is straightforward, making it work properly requires
strong technical skills and a considerable amount of time. Thus SaaS is especially appealing
to those with smaller IT budgets because it allows them to run a modern, sophisticated
application with minimal need for up-front investments.

Fit score = very good (5/5)

3.4.5.3.4 Viability Criterion 1: Viability of Use by Consumers

The actual use by consumers (i.e. customers of SaaS) cannot be assessed at this point of
time. However, if potential customers of SaaS deem a map-based service like the
Unortkataster necessary to provide a platform for user generated content and this service is
marketed correctly, these organizations are likely to make use of SaaS rather than building a
similar application in-house. Since end user's demand for a Unortkataster is highly uncertain,
customers of the SaaS would profit from low initial costs associated with renting the service.
It gives customers the opportunity to test the application at very low risk.

Viability score = very good (5/5)

3.4.5.3.5 Viability Criterion 2: Viability of Use by Prosumers
Viability score = n/a

3.4.5.3.6 Viability Criterion 3: Viability of Third Party Support
Viability score = n/a

3.4.5.3.7 Viability Criterion 4: Viability of Leveraging Business Model Used

SaaS allows very cost-efficient provision of an individualized Unortkataster, since customers
are not burdened with high infrastructure and license costs. Fixed costs become variable
costs and customers are able to cancel the service and thus decrease costs to zero if the
service does not work for them. For the service provider this business model offers
significant growth potential. The scale of potential customers is increased. An important
factor here is that the underlying technology of the Unortkataster does not limit the service to
marking critical places on a map. The technology could also be used for a variety of other
services aiming at involving the end user in uploading site-related information. The range of
possible applications is almost unlimited.

Viability score = good (4/5)
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Figure 15: Feasibility of Unortkataster Business Sc  enario 5

3454 Business Scenario 5: Interpretation of Resu  Its

The assessment of this business scenario indicates that it is feasible to market the
Unortkataster as a service over the internet to a variety of customers. The concept of SaaS
fits the interest of all potential stakeholders involved. Even though the evaluation of this
scenario shows that the provision of the Unortkataster as a service provides commercial
potential, a few restrictions should be noted. The current technological basis should be
expanded to allow customization of the standard application to specific needs. More
importantly, however, are legal licensing issues which need to be taken into account. The
current technology of the Unortkataster depends to a high degree on the Google Maps API.
Google's current terms of use complicate commercial use of the API. For this reason, other
map APIs might be necessary to employ.

3.5 Unortkataster Business Scenario Modeling: Concl usions

Above, we introduced and assessed different business scenarios for the CITIZEN MEDIA
application Unortkataster.

A common characteristic of all Business Scenarios is that the Unortkataster is embedded into
service providers' existing online platform. In each scenario, the special functionalities of the
Unortkataster are utilized to support the existing online portfolio of the service providers and
to facilitate the objective of involving users through the ICT.

When assessing each scenario with the PITCH tool, special emphasis was put on the
analysis to what extent the Unortkataster really could support the service providers'
objectives. Table 7 summarizes our assessments of the business scenarios developed for
the CITIZEN MEDIA application Unortkataster.
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Business Scenario for Unortkataster

Assessment

Integration into municipal eGovernment
platform

Highly reasonable and beneficial for all stakeholders
involved, providing community and authorities with a
communication platform

Integration into local citizens' group
website

Highly reasonable and beneficial for all stakeholders
involved, empowering the community and giving a tool to
address identified issues

Integration into an architecture website

Not considered very seminal at this point primarily due to
lack of user fit and insufficient incentives for long term user
participation

Integration into a political party's
website

Highly feasible as long as high reach can be established
within short time frame of the electoral campaign

Software as a Service (SaaS)

With some technological enhancements, realistic potential
for commercial utilization of the underlying technology over
the Internet

Table 7: Assessment of Business Scenarios for the A pplication Unortkataster
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4 TALHONIA

4.1  Talhonia: Short Description

The Talhonia application has been designed as a tool for real-time collaborative storytelling,
whereby the different participants can simultaneously contribute to the same story, over the
web. The term 'story-telling' is hereby a metaphor for any situation in which different actors
simultaneously collaborate on the same document, be it in an end user environment or in a
business environment.

Figure 16: Talhonia Start Page www.talhonia.com (Ja  nuary 2009)

Within the context of the project, the focus of the Talhonia application development is on end
user experiences and on text based collaboration.

The business modeling activities performed in WP6 of the project aim to focus more on the
long term business perspectives of the developed applications.

For that reason, the Talhonia business modeling studies in WP6 make abstraction of the
current version of the application as developed in the project, and assume an extended
vision of what the application may ultimately become, in terms of addressed users,
functionality and scalability. In short, that future application will provide an integrated platform
for real-time collaboration, with different complementary means of communication (IM, voice
chat, etc.), extensive features for collaborative document editing, not only for plain text but
also for rich text and multimedia formats.

4.2  Talhonia: Benchmarking

Benchmarking has proven to be very useful while preparing the Talhonia business modeling
scenarios, for various reasons:

Two of the three Talhonia business modeling scenarios are located in a business
environment, where the generation of revenues is primordial. Therefore, it is very
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important to study in detail the revenue generators in similar, successful services, and
what characterizes the relations between stakeholders in these cases.

Most of the Talhonia business modeling scenarios are not based on the current
version of the application (i.e. the version as developed in the project), but on a vision
of a future version of it, capable of dealing with real-time collaboration on rich-text and
other digital content. Inevitably, this results in some uncertainties and open options, to
be clarified in a later stage, and it has been experienced that studying in-depth the
business models of similarly oriented existing applications helps to build reasonable
assumptions on how to 'fill in' these uncertainties and open options for the business
modeling purpose.

The confrontation with the difficulties that successful existing applications have
experienced during their initial growth phases helps to keep a realistic view on what
can be realized.

As a preparation for the Talhonia business modeling studies, a number of existing more or
less similar applications has been investigated in detail. In general, these applications differ
from Talhonia in the sense that there is less focus on the real-time aspect, but what they
have in common with Talhonia is that they deal with collaboration between users and/or
access to each other's content over the web.

The reasons for their selection for this benchmarking are the overall acceptance/success of
these applications, the nature of their business models and their sources of revenues.

Following applications were selected for benchmarking:

Blogger, a trademark of Google - a blogging application with a global scope, and with a
model of revenue sharing

Skynet, a trademark of Belgacom - a blogging application with a local scope, without revenue
sharing

WebEX, trademark of Cisco Systems Inc. - a hosted web conferencing application

Writeboard, a trademark of 37signals - a tool for collaboration on text-based documents over
the web

The next paragraphs present the following topics for each of these applications: an overall
description of the service, a description of the relations between the stakeholders, and an
analysis of what useful elements it provides for the business modeling of the three Talhonia
scenarios.

4.2.1 Blogger

Blogger (www.blogger.com) is a publication and optional hosting service for blogs, offered by
Google, where the user has to agree with the 'Google Terms of Service' and become
responsible for the content and activities on the blog. Blogger supports Google's AdSense
service as a simple way of generating revenues for running a blog. With Google's AdSense,
text and image based advertisements are automatically generated on the site, optimally
tuned to the content of the blogging site. The ads are coming from the AdWords, a trademark
of Google, ads database that Google manages, based on its ads coming from paying
customers. AdWords offers pay-per-click advertising, and site-targeted advertising for both
text and banner ads. Distribution can be local, national and international. From the
perspective of collaboration, Blogger provides features like 'team blog', which allows to
configure multiple authors for the same blog. Multiple persons can then each post their own
contributions, in an asynchronous way. What the Talhonia concept could add here is more
synchronous, real-time collaboration.
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42.1.1 Stakeholders, Values and Revenues

In the blogger scenario, Google acts as the service provider. The benefits for them are the
'lock-in" of a larger number of users into the Google sphere of influence (bloggers have to
register as members), and the extension of the possible destinations for pay-per-click
advertisements. Direct revenues come from the increased clicked-through advertisements.

The other stakeholders are the bloggers, the advertisers and the Google search engine
users. The value for the bloggers consists on one hand of the offered environment for free
set-up and hosting of multiple blogs, and on the other hand of the potential revenues they
can generate for themselves by attracting successful advertisements to their blogs
(conditions: appealing content plus the right keywords).

The value for the advertisers is that the blogger application significantly increases the
potential destinations for the advertisements they put in the Google AdWords system. This
results in higher revenues coming from increased sales as a result of the reactions on the
advertisements.

The benefit for the Google users is the increased content (=blogs) they will find as a result of
the entered keywords.

Figure 17: Blogger - Relations Between Stakeholders

4212 Analysis: Insights and Concepts for Talhoni  a Scenarios

From the blogger scenario, we can pick up some useful ideas for application in another
business model environment, and, therefore, as elements to be taken into account for the
Talhonia business modeling scenarios:

Creation of a win-win situation by potential sharing of advertisement revenues with
the bloggers

Use of a service (blogger) to increase the revenues of another service
(AdSense/AdWords)

Lock-in of users (creation of account is mandatory to start blogging)

Collaboration aspects: multiple users can contribute to the same blog (‘team blog’)
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4.2.2 Skynet

Skynet is a leading Belgian Internet Service Provider, owned by Belgacom, the incumbent
Belgian telecom operator. Skynet blogs (www.skynet.be) is a publication and hosting service
for Skynet blogs on the Internet, offered for free by Skynet, whereby the user agrees with the
'‘Gebruikscode' and becomes responsible for the content and the activities on the blog. The
applied business model is mainly an advertising model. The user has to accept the reception
of advertisements, both during the creation/update of the blog and while visiting other Skynet
blogs. The Skynet website offers to (potential) advertisers a detailed and up-to-date view of
the audience profile, audience reach for the different Skynet offerings (among which Skynet
blogs), and of advertisement options and tariffs.

4.2.2.1 Stakeholders, Values and Revenues

In the Skynet blogs scenario, Skynet is the main stakeholder and the service provider. The
benefits for them are the lock-in of a larger number of users in the Skynet sphere, both active
users (bloggers - who have to subscribe as members and get a 'Skynet pass’) and passive
users (blog visitors). The financial benefit for Skynet are the increased revenues from
advertisements.

The other stakeholders are the Skynet bloggers, the advertisers and the Skynet blog visitors.
The benefit for the Skynet bloggers is the free set-up and hosting for their multiple blogs.
However, in contradiction to Google blogger, there are no potential advertisement revenues
for them, and they have to accept the Skynet advertisements.

The value for the advertisers consists in the increased reach of web users that are potential
buyers of the advertisers' products, and in the possibility to optimize their advertising budget
due to the provision by Skynet of detailed and up-to-date information on audience profiles
and reach.

The value for the Skynet blog visitors are the thousands of blogs in their local Belgian
environment and in their own language (Dutch/French). In return they have to accept the
Skynet advertisements.
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Figure 18: Skynet - Relations Between Stakeholders

4222 Analysis: Insights and Concepts for Talhoni  a Scenarios

The Skynet blogs scenario identifies some valuable concepts, which can also be successful
in other environments and therefore are worth to be considered for Talhonia business model
scenarios:

Strong focus on a local (Belgian, in the Skynet case) environment can be a valuable
asset for the success of the service

Forced advertisements are commonly accepted in return for a free service

Furthermore, a comparison between Google's blogger and Skynet blogs reveals that,
depending on the environment, deployment of a similar service can be based on a strongly
different business model implementation:

Blogger addresses a worldwide audience. Skynet focuses strongly on the Belgian
market, hereby leveraging its position as leading Belgian Internet service provider
(service offer is in Dutch and in French).

Blogger offers the possibility of revenue sharing with the bloggers by means of click-
through advertisements. Skynet blogs do not offer this option - all advertisement
revenues go to the Service Provider.

With Skynet blogs, the blog reader has to accept the display of advertisements - this
is not the case with blogger.

423 Webex

WebEx (www.webex.com), in 2007 acquired by Cisco, provides a hosted solution for the
organization of web meetings (or web conferences). The service is mainly offered as a
subscription service, but also as a pay-per-use service. It is offered as a SaaS service, on
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top of a dedicated infrastructure including proprietary fiber network and data centers. Due to
its externally hosted nature, the service avoids the typical company firewall restrictions
related to client/server type of systems, and hence allows the set-up of web meetings
between participants belonging to different organizations (e.g. between a vendor and his
customers, between a consortium of partners, between participants to a webinar).

A typical use of the service is the sharing of Office documents (Powerpoint presentations,
complex Excel sheets) in real-time, in parallel with a conventional voice-type of conference
call, a chat service etc. At any moment, one participant has the 'master' role and is able to
modify the shared document. The other participants can view the modifications in real-time,
but not do any modifications by themselves (at least until the 'master' role is explicitly
transferred from one participant to another). WebEx offers the service directly, and also
works with partners/resellers (e.g. www.conferencing.bt.com/product_services/index.jsp).
The WebEXx case illustrates the potential of online collaboration solutions for generation of a
considerable business. Some relevant numbers: in 2006 WebEx reported 380 M$ of
revenues; in 2007 Cisco acquired WebEXx for 3.2 B$. (see
newsroom.cisco.com/dlls/2007/corp_031507b.htmI?CMP=ILC-001.)

423.1 Stakeholders, Values and Revenues

In the WebEx model, WebEx itself acts as the service provider. The benefits of the model for
them are the creation of recurrent revenue streams from their web meeting subscription
service. Another benefit is the 'free' advertisement to potential new customers, who are
invited as 'meeting participant' by the (paying) 'meeting host'.

The other stakeholders are the WebEx meeting hosts, the meeting participants, and the
partners. The main values for the meeting host are the increased productivity of meetings
and interactions, the reduction of travel costs, and the positive perception by the invited
meeting participants - the first two of these benefits also apply to the meeting participants.
The benefits for the WebEXx partners are the extension of their service offering portfolio and
the increased revenues from commissions for diverting customers to WebEx.

Figure 19: WebEx - Relations Between Stakeholders
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4.2.3.2 Analysis: Insights and Concepts for Talhoni  a Scenarios

Since WebEx is all about networked collaboration in a professional environment, the model
provides some valuable insights and concepts for the Talhonia business modeling scenarios:

Subscription service is an enabler for recurrent revenues
Pay-per-use is an interesting add-on to attract more (new) users

An extensive service most likely requires heavy investments, resulting in long pay-back
time

An extensive service requires appropriate commercial and support provisions

WebEXx is a tool for real-time collaboration, whereby the real-time aspect is focused on
viewing the same document by all participants, without the option that they can contribute
actively to it in real-time. The widespread use of WebEx (and other similar tools) in a
commercial environment proves that there is a professional market for real-time
collaboration, provided that the solution is reliable, scalable and performing. It can
reasonably be assumed that there will also be a market for professional applications that
extend the scope of real-time collaboration to simultaneous active contribution by different
participants.

From the business case perspective, the WebEx case also shows that a condition for
successful service is a reliable, scalable, performing infrastructure, which requires a
considerable upfront investment, and that it may take several years before the case becomes
profitable. It also shows that appropriate commercial and support organizations have to be
set up, in order to handle and support large amounts of users.

424 WriteBoard

Writeboard (www.writeboard.com, offered by 37signals, www.37signals.com) is an
application for the collaborative creation of web-based text documents, with the possibility to
save every edit, roll back to any version and easily compare changes. Writeboard is
completely free. One can create in principle an unlimited number of writeboards, and invite
multiple persons to collaborate on the writeboards. To manage larger numbers of
writeboards easily and efficiently, 37signals offers a set of accompanying products (e.g.
Basecamp, a trademark of 37signals, www.basecamphg.com) which are not for free.

42.4.1 Stakeholders, Values and Revenues

In the Writeboard scenario, 37signals is the main stakeholder and service provider. The sole
benefit for them is the strong potential of this free service offering to create visibility to their
entire product range: writeboard users (who may not know 37signals and its products) are
invited by writeboard creators and get in touch with 37signals. Also, regular writeboard
creators will experience a need for supporting products.

Other stakeholders are the writeboard creators and the invited writeboard users. For both
parties the main benefit is the free use of an efficient tool for collaboration with other parties
on shared web-based text documents. For the writeboard creators, the positive perception by
the invited users is an additional benefit (especially if this fits in a customer/vendor or in a
partner relationship). Both writeboard creators and invited writeboard users are subject to the
advertising by 37signals of other 37signals products.
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Figure 20: Writeboard - Relations Between Stakehold  ers

4.2.4.2 Analysis: Insights and Concepts for Talhoni  a Scenarios

The Writeboard case reveals some interesting concepts, worth to be taken into account in
the business modeling for the Talhonia scenarios:

Concept of offering a service for free, as an entry to other complementary commercial
services and products

'Self-advertising': writeboard users are invited by writeboard creators, who get then in
contact with the 37signals products and services

Writeboard provides a straightforward tool for collaborative working on the same text
documents, whereby the organization and management of the generated writeboards
is left to the users. As such, the application is probably not rich enough to generate
revenues by itself. In the business model applied by 37signals, Writeboard is used as
a means to introduce and promote the other, commercial 37 signals products, both to
the writeboard creators and to the invited users.

4.3  Talhonia: Preparations for Business Scenario De  velopment
and Assessment

4.3.1 Starting Points for Business Scenarios

The main starting point is the concept of Talhonia: a tool of real-time collaborative story-
telling whereby stories ultimately are rich multi-media documents. The scope for
development within the project is limited to text-based collaboration, but the business
modeling explores the possibilities offered by a further evolution of the application.

The step from 'story-telling' to a more business-oriented type of application is a small step,
since efficient real-time collaboration is what small, medium and large businesses are looking
for. This explains why two of the three investigated Talhonia scenarios apply to a business
environment.
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Another starting point is the information that came out of the benchmarking - this provided a
set of well-documented, concrete examples of existing web applications that also have to do
with collaboration over the web. The analysis of their business models provided valuable
insights in the relations between stakeholders and service providers, in the revenue streams
(also between different stakeholders directly without involvement of the service provider),
and in the possibilities for positioning of a service in a broader business context. This helped
to develop ideas for business models for a Talhonia based service.

The next starting point is the estimated market potential for real-time collaboration
applications. Real-time collaboration is positioned as a component of Unified
Communications (UC). Important forecasted trends in UC are converged communications,
and, in a later phase, full integration of communication and collaboration. The total UC
product market is forecasted to grow strongly in the coming years: from 8.8 B$ in 2007 to
24.2 B$ in 2012 (see In-Stat and Wainhouse Research, 2007). The concept of real-time
collaboration on documents, as e.g. proposed by Talhonia, can be seen as a potential
extension or add-on to the actual real-time document sharing provided by web conferencing
(which is another UC component). Therefore, the development of the web conferencing
market is another indicator for the real-time collaboration market potential. The expected
annual growth rate for web conferencing for the coming years is above 20%, with forecasted
potential revenues for 2014 of 3.3 B$ for hosted web conferencing services and around 1 B$
for on-premises solutions (see Frost & Sullivan, 2007.

4.3.2 Fit and Viability Criteria

Based on the PITCH tool, on the scenarios defined for Talhonia and on the information from
the benchmarking, a long list was produced both for fit and viability criteria. This resulted in
some overlap between the different fit and viability criteria, and sometimes even between the
fit and viability categories. However, this is not considered a problem, since in each scenario
only a subset of both categories is used, and sometimes certain criteria formulations fit better
in one scenario than in another one.

Fit Criteria for Talhonia - Long List
- Fit with the Service Provider Strategy
- Fit with the Service Provider Business Environment
- Fit with the Service Provider Commercial and Marketing Organization
- Fit with the Service Provider Support and Maintenance Organization
- Fit with the Customer Relations (Avoiding Conflicts)
- Fit of Project Size with Service Provider's Financial Capabilities
- Availability of References in Similar Projects
- Complementarity with other Products/Services Offered
- Fit with the Strategy and Interests of Directly Involved Stakeholder x
- Fit with the Strategy and Interests of Indirectly Involved Stakeholder y
- Potential for Future Internal Cost Reductions of the Offered Service (Capex, Opex,
Synergies, etc.)

Viability criteria for Talhonia - Long List
- Size of the Market Segment Reached
- Expected Growth of the Targeted Market Segment
- Opportunities to Extend Offering to New Market Segments
- Added Value Creating Potential of the New Service
- Differentiation from Traditional Competitors
- Level of Competition for the New Service (also from New Competitors)
- Potential to Embed Service Offering in Other, More Generic Service Offerings
- Potential of the New Service to Lock-In Users into Broader Environment
- Potential for Finding Partners & Resellers for the Service
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- Potential to Acquire Other Parties in Order to Accelerate Market Penetration

- Expected Level of Price Erosion in the Coming Years

- Risk Level of Obsolescence by Newer Technologies/More Advanced Offerings
- Risk for (Future) Regulatory Restrictions for the New Envisaged Service

- Time to Positive Cash Flow

- Level of Money Needed to Market the Service

- Level of Money Needed for Running the Service (= Opex Related)

- User Willingness-To-Pay for the Offered Service

- User Willingness to Take Subscription Service Instead of Pay-Per-Use

- Potential Interest of Public Sector in Service Concept x

4.4 Talhonia: Three Business Scenarios

In the following we introduce and evaluate the three business scenarios for the CITIZEN
MEDIA application Talhonia. We refrain from making exact business numbers the basis of
the analysis at this stage, as such numbers are not yet available for all three identified
business scenarios and can be attained after an implementation partner is found. The
present evaluation is based on a future, visionary version of Talhonia. Therefore, we use
trends, assumptions and realistic estimates based on desk research for the present phase of
scenario assessment.

4.4.1 Talhonia Scenario 1: Talhonia Hosting for Com  munities

44.1.1 Talhonia Scenario 1: Abstract
Table 8 gives a brief description of Business Scenario 1 for the application Talhonia.

Description Fittnal NV is a service provider that hosts web applications for communities and
small businesses. Fittnal NV now intends to purchase a Talhonia license from
Talhonia Inc., and to offer it to user communities, in combination with targeted
advertising. Talhonia is a web application that supports real-time collaboration
for text-based documents. The user community pays a monthly fee for the
hosting, and gets a share of advertising revenues for the advertisements
displayed to individual community members.

Service provider Fittnal NV is a service provider that hosts web applications for communities and
small businesses

Value of Talhonia  Talhonia has the potential to enhance the interaction between community

platform members due to its real-time collaboration features. The optional combination
with advertisings provides a possibility for the communities to reduce the hosting
cost.

Revenue models Subscription: The community pays a monthly fee to Fittnal NV for hosting
Talhonia.

Advertising: Fittnal NV optionally displays advertisements to the community
users. The advertisements' content is tuned to the community scope and
activities, and the frequency and way of presenting the advertisements are
agreed with the community. Revenues from the advertisements are shared
between Fittnal NV and the community.

Membership fee: communities can decide to ask membership fees from their
members - in return the member may get the option not to receive any
advertisements.

Larger communities can take licenses for other products (document
management, backups) as part of a larger service offering.

Table 8: Description of Talhonia Business Scenario 1
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44.1.2 Talhonia Scenario 1: Propositions Towards S takeholders

In this scenario, Fittnal NV is the service provider. Their role in the scenario is the hosting of
the Talhonia application on behalf of the communities and to provide the necessary support
to the communities for running the application on behalf of their members. Their main
objectives are to realize a sound business from this and to expand this business. Their
revenues are not only based on hosting fees from the communities, but also come from the
(shared) revenues from advertisements to the community members.

In order to realize these objectives, it is in Fittnal NV's interest to attract more communities,
but it is even more important to attract communities that are interesting for advertisers.

The other stakeholders in the scenario are Talhonia Inc. (the provider of the Talhonia
application), the community organization and the community members.

The main value for Talhonia Inc. are the revenues generated by the provision of a Talhonia
license to Fittnal NV. And since the license fee increases with the number of communities,
and with the total number of simultaneous community members supported, the growth
objective of Fittnal NV is also beneficial for Talhonia Inc.

For the community organization, the main objective is to be able to offer to its members a
platform that contributes to the mission of the community. Generation of revenues is hereby
not an objective on itself, but rather a means to cover the license costs and hence to assure
the continuity of the community. The revenues from advertisements help to realize this -
optionally the community may also collect membership fees from (premium) members and/or
accept donations.

The interest for the community members is the added value that the Talhonia environment
creates for the interaction with other community members, more specifically the possibilities
for real-time collaboration. Some members may be prepared to pay a certain fee for a
premium membership (and hence have the option not to receive advertisements); other (e.g.
more sporadic) members may just accept the advertisements and prefer not to pay any
membership fee.

The main value for the advertisers is the opportunity to address, via the communities, very
specific groups of users, with a common interest, lifestyle and/or behavior. This allows them
to increase strongly the effectiveness of their advertisement campaigns. Indirectly this will
result in increased revenues, for the same total advertisement budget.

In the PITCH tool, this is reflected in the overall proposition 'Text based Talhonia for
Communities'.

Page 50 of 89



FP6-2005-1ST-41 (038312) CITIZEN MEDIA Deliverable D6.2.2

Figure 21: Propositions of Talhonia Business Scenar io1l

4.4.1.3 Talhonia Scenario 1: Fit and Viability

Figure 22: Talhonia Scenario 1 - Fit and Viability =~ Criteria
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4.4.1.3.1 Fit Criterion 1: Fit with Fittnal NV Strategy

The scope of Fittnal NV is to host web applications for communities and small businesses,
and its strategy is to grow by extending its portfolio of customers as well as its offered
services. So, offering Talhonia to communities fits well with this strategy.

Fit score = very good

4.4.1.3.2 Fit Criterion 2: Fit with Requirements of the Communities and Members

The objective of a community is to facilitate and stimulate the interaction between its
members. The possibility - as offered by applications like Talhonia - to collaborate in real-
time on digital content over the web, opens a range of new options for such communities to
start new kinds of activities and interactions. For the communities that want to exploit these
new possibilities, Talhonia can be a big help.

Fit score = good

4.4.1.3.3 Fit Criterion 3: Complementarity with Other Services Offered

In line with its mission, Fittnal NVs is hosting a whole range of web applications on behalf of
communities and small businesses. This makes it possible to combine an offer for the
Talhonia application with one or more other applications - for customers this may be an
attractive option e.g. due to discounts on the combined package.

Fit score = good

4.4.1.3.4 Viability Criterion 1: Interest of the Advertisers in the Concept

For advertisers that invest in advertising via the web, it is important that their advertisements
reach the right target audience. By addressing a community that is focused on certain topics,
with advertisements related to these topics, there is a higher chance that the community
members will be attracted by these advertisements and click through on them. Moreover,
since the ads management is under the control of Fittnal NV, the advertisers have access to
detailed information on the efficiency of their campaigns. On the negative side, there is the
fact that in many cases the communities will be rather small, and hence not so attractive for
extensive campaigns. Also, in case of premium memberships, the premium members may
not be addressable for the advertisers.

Viability score = moderate

4.4.1.3.5 Viability Criterion 2: Communities Willingness-To-Pay for Real-Time Collaborative
Environment

Real-time collaboration is an attractive option for a certain segment of communities, and it is
believed that a limited amount of such communities is effectively prepared to pay a
substantial amount for this. Other categories of communities however may look for near real-
time alternatives available for free.

Viability score = moderate

4.4.1.3.6 Viability Criterion 3. Acceptance of Advertising by the Community Members

Users are more likely prepared to accept accompanying advertisements if the content itself is
for free. However this is often not the case if they have to pay for the service.

Viability score = poor
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4.4.1.3.7 Viability Criterion 4: Willingness to Pay Membership Fee by Community Members

Successful communities usually depend on a limited number of strongly involved and active
users, who spend effort to keep it alive, and on another group of active users that regularly
contribute to it. Yet another group usually plays a rather passive role.

One can assume that, of this total population, a minority is prepared to pay effectively a small
membership fee.

Viability score = moderate

4.4.1.3.8 Viability Criterion 5: Interest of Public Sector in This Type of Communities

Interest of the Public sector or a public (e.g. local) authority can be an important stimulus for
the viability of a community, especially when this interest can be translated in some kind of
funding. It is however not easy to achieve this for communities in general, and at this stage
no reason can be identified why communities focusing on real-time collaboration would score
better on this.

Viability score = poor

4.4.1.4 Talhonia Scenario 1: Interpretation of Resu  Its

Figure 23: Feasibility of Talhonia Business Scenari 01

In the PITCH tool analysis, the final result appears in the 'Redesign' quadrant. In summary, it
can be said that the application as such is a good fit with the Service Provider, but that the
viability as a standalone service is insufficient mainly because there are not enough
substantial perspectives for revenues.

A possible way to change this is to link the possibilities of Talhonia to another novel concept
in which the real-time collaboration is just a component of a more general user experience
(e.g. fitit into a contest scheme, etc.).
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Another possibility is to configure and position it in such a way that it creates a need for
other, complementary products (e.g., version management system, classification system) for
which communities and small business are more like to spend money.

4.4.2 Talhonia Scenario 2: Talhonia License Hosted by Hosting Company

44.2.1 Talhonia Scenario 2: Abstract
Table 9 gives a brief description of Business Scenario 2 for the application Talhonia.

Description

Fittnal NV is a service provider, offering hosted environments for professional
applications. They have decided to extend their offering, by addressing
specifically the techno-scientific publishing market with a high-end collaborative
environment. For this purpose, they offer the Talhonia collaborative application,
developed by Talhonia Inc. Fittnal NV leases a number of licenses from Talhonia
Inc., and adds a number of value added services to its hosting offer, such as
SLAs, backup services and expert support.

A geographically distributed team of independent professional experts has been
awarded a contract by a publisher to produce a set of high-quality illustrated on-
line scientific manuals. The contract foresees regular publisher access to the
work in progress, to allow for rapid, iterative feedback. The expertise of the
different experts is partially complementary and partially overlapping, and the job
requires a high degree of interaction and real-time collaboration. In order to
increase their productivity as a team, and to minimize travel costs, they decided
to use the Talhonia application, for the duration of the project. Out of a number of
hosting companies, they select Fittnal NV because of its complete offering
including support, backup and guaranteed availability. To satisfy the rapid
feedback requirements as specified in the contract, the publisher also has
access to the collaborative environment, at regular times.

Service provider

Fittnal NV, a specialized service provider hosting applications for professional
use

Value of Talhonia
platform

The value for Fittnal NV are the revenues from the use of the hosted Talhonia
application by the professional team.

The value for the professional team consists in the advantages of a more
efficient working environment for online professional content creation.

The value for the publisher consists in a more direct communication with the
professional team and the opportunity for giving feedback and performing
corrective actions on a shorter term. Ultimately this will result in a shorter time-to-
market, and hence a competitive advantage.

The value for Talhonia Inc. is the generation of revenues from leasing the
application to Fittnal NV.

Revenue models

The business model applied by the service provider is a subscription model: the
Talhonia environment is offered as hosted service, for which the professional
team pays a monthly subscription.

Table 9: Description of Talhonia Business Scenario 2

4422 Talhonia Scenario 2: Propositions Towards S takeholders

The prime stakeholder in this scenario is Fittnal NV, the service provider. Fittnal NV's role in
the service is the provision of the hosted Talhonia application on behalf of the professional
team, and to support them according to the terms of the SLA that is part of the hosting
agreement. The offering of the Talhonia application is a recent extension of Fitthal NV's

Page 54 of 89



FP6-2005-1ST-41 (038312) CITIZEN MEDIA Deliverable D6.2.2

services portfolio. This extension has several benefits: It increases the set of services it can
offer to existing customers, and it allows to address the new demand for network-based real-
time collaboration in professional environments, which should result in penetration into new
customer segments. All this is expected to increase the revenues of Fittnal NV.

The other stakeholders are the professional team, the publisher for which the professional
team is working, and Talhonia Inc., the supplier of the Talhonia application.

The benefit for the professional team is the availability of an environment that strongly
increases the productivity of their work: direct, real-time interaction and collaboration, shorter
lead times for their output, and an improved communication with the publisher. Another
benefit is the reduction of costs, since less traveling is needed. All these elements should
result in an increased margin on the income they receive from the publisher.

The publisher gets the possibility to have a much closer view on the ongoing developments
at the side of the professional team, which allows to provide feedback in an early stage and
to anticipate on any potential issues. This is expected to result in a shorter time-to-market of
the content to be developed, and hence in a competitive advantage and increased revenues.

The benefit for Talhonia Inc. (= supplier of the Talhonia application to Fitthal NV) are the
revenues generated by the income from the license that they have sold to Fittnal NV.

In the PITCH tool, all this has been grouped in the overall proposition 'Hosting company
hosts Talhonia license'.

Figure 24: Propositions of Talhonia Business Scenar io2
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4.4.2.3 Talhonia Scenario 2: Fit and Viability

Figure 25: Talhonia Scenario 2 - Fit and Viability ~ Criteria

4.4.2.3.1 Fit Criterion 1: Fit with Fittnal NV Strategy

The main objective of Fittnal NV is to host applications for professional use, and its strategy
is to grow by extending its market share for its existing services, but also by extending its
portfolio of offered services. The concept of real-time collaboration over the Internet is
relatively new and is growing fast, exploiting the growing network bandwidth and the new
applications appearing on the market. Fittnal NV realizes that it is of strategic importance to
be able to offer this kind of service not only to its existing customer base, but also to a larger
audience. From this perspective, the introduction of Talhonia fits very well with the company
strategy.

Fit score = very good

4.4.2.3.2 Fit Criterion 2: Fit with Fittnal NV Financial Capabilities

The investment in the Talhonia license and in additional hosting server capacity is quite
large, probably resulting in a long pay-back time. But the company financial situation is
sound, due to the regular revenues from the subscriptions for its other hosted services.

Fit score = moderate

4.4.2.3.3 Fit Criterion 3: Fit with Commercial and Marketing Organization

Application hosting for professional environments is Fittnal NV's core business, and its
commercial and marketing organizations are well organized for this kind of business. Offering
the Talhonia real-time collaborative environment fits well with the organization, and requires
only minor adaptations.

Fit score = good
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4.4.2.3.4 Fit Criterion 4: Fit with Maintenance and Support Capabilities

Although Fittnal NV is very experienced in support and maintenance of hosted service, the
support of real-time collaboration requires an extension in skills and monitoring & testing
equipment, and probably also additional manpower.

Fit score = moderate

4.4.2.3.5 Fit Criterion 5: Complementarity with Other Services Offered

Offering hosted applications for professional use is Fitthal NV's core business. Talhonia is
almost a natural extension of such service, requiring a similar infrastructure and staffing.
Therefore, there is a high potential to create cost-efficient offerings, combining Talhonia with
other services (e.g. web meetings, back-up service, version management, etc.).

Fit score = good

4.4.2.3.6 Viability Criterion 1. Willingness to Pay for the Offered Service

The growing market for web meetings and web conferences shows that professional users
are prepared to pay money for collaboration services, if they increase productivity and are
reliable and performing. Performance tools for remote, real-time collaboration on digital
content have the potential to create great value when a team of experts has to collaborate on
any digital document. Hence, under the condition of 'value for money', the professional world
is ready to pay for such a service.

Viability score = very good

4.4.2.3.7 Viability Criterion 2: Level of Resources Needed to Run the Service (Opex)
Running the service requires dedicated skills and monitoring equipment, which has a
substantial impact on the opex level.

Viability score = moderate

4.4.2.3.8 Viability Criterion 3: Expected Level of Future Price Erosion

Since this kind of service is believed to become successful, it can be expected that the
number of offerings will increase, and that strong competition will appear. This will put the
end-user prices under pressure. Although the willingness-to-pay is high, many users will go
for the best-price offer.

Viability score = poor

4.4.2.3.9 Viability Criterion 4: Time to Positive Cash Flow

Based on contacts with existing customers, Fittnal NV is convinced that the offering will be
accepted by a sufficient number of customers, to generate positive cash flow within the first
two years.

Viability score = good

4.4.2.3.10 Viability Criterion 5: Potential for Combined Service Offerings

As already said during the discussion of the fit criteria, combining Talhonia with other
services can exploit the availability of infrastructure and staffing. A similar advantage appears
to be present at the viability side: there is a high potential for appealing offerings, combining
Talhonia with other services, at an attractive price.

Viability score = very good
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4.4.2.4 Talhonia Scenario 2: Interpretation of Resu  Its

Figure 26: Feasibility of Talhonia Business Scenari 02

The overall score appears in the 'Invest' quadrant, however rather close to the center. This
means that overall, both fit and viability are positive, but that one should be careful when
making conclusions.

From the fit perspective, the summary is that there is a strong match with the strategy and
with the current services portfolio, that there are some issues about whether the company
has the capabilities to realize the necessary adaptations of its organization, but that the
company should go for it anyway.

From the viability perspective, there is more uncertainty. The positive view on the market
potential of the application is countered by the financial burden caused by e.g. opex level,
price erosion. In order to improve the viability perspective, a way should be identified to
reduce the recurrent costs and/or to enhance the service offering in order to better maintain
price levels in the coming years.
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4.4.3 Talhonia Scenario 3: Talhonia Worldwide Hosti  ng by Parent
Company

443.1 Talhonia Scenario 3: Abstract
Table 10 gives a brief description of Business Scenario 3 for the application Talhonia.

Description Fittnal NV is offering Talhonia for real-time collaborative content creation
worldwide, as a hosted application. The application is offered both as a
subscription service (for regular use), and as a pay-per-use service (for special
events). For both types of 'Talhonia Session', set-up can be done nearly
instantaneously via the web-based Talhonia Control Center, by the session host
(who is the paying party).

Fittnal NV is not licensing its technology, but intends to set-up a separate entity
within the organization to host the application for any interested party.

Fittnal NV also plans to partner with affiliates, which attract ‘Talhonia session'
customers via their websites, redirect them to the Fittnal NV hosting server, and
receive a commission for this from Fittnal NV.

This requires a sufficiently scalable system, running over a very responsive
network infrastructure, and efficient commercial and support organizations.

Service provider Fittnal NV is a multinational organization offering applications and services to
telecom operators and service providers worldwide. Its strategy is to diversify,
and in this context it is starting a worldwide hosting service for its real-time
collaborative Talhonia application, which was developed in-house.

Value of Talhonia  Via Talhonia sessions, participating parties can collaborate and interact in real-
platform time on the same digital content, in a more dynamic and concurrent way than
with the existing web meeting tools.

Revenue models The applied revenue models for Fittnal NV are: subscription fee model, pay-per-
view model. For the Talhonia resellers, revenues come from a commission fee
for the attracted Talhonia sessions.

Table 10: Description of Talhonia Business Scenario 3

4.4.3.2 Talhonia Scenario 3: Propositions Towards S takeholders

The major stakeholder and service provider in this scenario is Fittnal NV. In the past, Fittnal
NV has mainly been a provider of applications to telecom operators and service providers.
Fittnal NV is aware that the telecom/service provider landscape is changing, and, as part of
its strategy to respond to this evolution, it has decided to diversify its activities. In this context
it has developed the Talhonia application, a tool for real-time collaboration over a network,
with the intention to do the worldwide hosting of the application by themselves, directly or via
partners.

This approach has obviously some risks (which are covered further on during the discussion
of the fit and viability criteria), but on the other hand also various potential benefits:
penetration of a new market segment, diversification of its product/services portfolio,
increased global revenues, potential to enter into partnerships with existing customers.
Another benefit, resulting from the nature of the business model, is the potential to reach
potential new customers amongst the Talhonia session participants: these do not pay for
their participation to the Talhonia sessions, since they are invited by the Talhonia session
hosts - but they get familiar with the use of the application and may see opportunities for
organizing sessions by themselves.

The other stakeholders in this business scenario are the Talhonia session hosts, the
Talhonia session participants and the Talhonia partners.
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The benefit for both the Talhonia session hosts and participants is the availability of an
efficient and attractive environment for real-time collaboration on digital content. This results
in an improved co-operation. An additional benefit for the Talhonia session host (who takes
the initiative and pays for the costs) is the positive perception by the invited participants
(typically customers, partners, VIPS). As is the case for more conventional collaboration tools
(web meetings etc.), this real-time collaboration over the network also results in travel cost
savings.

There are also several benefits for the partners and affiliates in the scenario. By adding
Talhonia based collaboration to their services portfolio, their overall offering becomes more
complete and more attractive. The direct financial benefits are the commissions they receive
from Fittnal NV, for attracting the Talhonia sessions and redirecting them to the Fittnal NV
infrastructure.

In the PITCH tool, all this has been reflected into one global proposition ‘Talhonia worldwide
hosting by Fittnal NV".

Figure 27: Propositions of Talhonia Business Scenar 0 3
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4.4.3.3 Talhonia Scenario 3: Fit and Viability

Figure 28: Talhonia Scenario 3 - Fit and Viability =~ Criteria

4.4.3.3.1 Fit Criterion 1: Fit with Fittnal NV Strategy of Diversification

Fitthal NV is a provider of applications for telecom operators and service providers. The
offered range of applications includes tools for web meetings, and other web collaboration
tools. Its strategy is to diversify its activities, by engaging in the domain of application
hosting. In this context it starts a worldwide hosting service for the innovative Talhonia
application, which was developed in-house. Obviously this Talhonia hosting initiative fits very
well with the new strategy.

Fit score = very good

4.4.3.3.2 Fit Criterion 2: Fit with Financial Capabilities

Since Talhonia will be hosted worldwide by Fittnal NV without licensing the application to
third parties, a considerable investment is needed to set up the infrastructure to do so. On
the other hand, Fittnal NV has a solid financial basis, and is able to attract partners for co-
investing in the infrastructure

Fit score = good

4.4.3.3.3 Fit Criterion 3: Fit with Commercial and Marketing Organization

Fitthal NV has traditionally been serving the market of telecom operators and service
providers, both actors in the domain of ICT and telecom. Hosting the Talhonia application
worldwide to a wide variety of user audiences will most probably require a different approach,
for which the commercial and marketing organization will have to be adapted. This will
request time and money, and possibly additional staff.

Fit score = poor
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4.4.3.3.4 Fit Criterion 4: Fit with Maintenance and Support Capabilities

For the maintenance and support capabilities, the same constraint applies as for the
marketing and commercial organization. The average Talhonia customer profile tends to be
quite different from the telecom/operator/service provider profile. Again, the maintenance and
support organization will have to be adapted for this.

Fit score = poor

4.4.3.3.5 Fit Criterion 5: Experience with Similar Services and Markets

Although Fittnal NV has experience with collaborative applications design and the support of
these applications for telecom operators and service providers, it has limited background in
running such applications and in supporting end-users directly. It is unclear how this strategic
move will be perceived by Fittnal NV's existing customer base and by the end user market.

Fit score = poor

4.4.3.3.6 Viability Criterion 1: Market size & Willingness-To-Pay

The success of web meeting services and other collaborative applications is a strong
indication that there will be a professional market for real-time collaborative tools, and that
the users are prepared to pay for an attractive, scalable and performant service that
increases their organizations productivity.

Viability score = very good

4.4.3.3.7 Viability Criterion 2: Potential for Cost Reductions

There is little doubt that, as the customer base and the supporting infrastructure expand, the
cost per session will decrease. Also the market prices of the infrastructure components will
decrease over time. On the other hand, Fittnal Inc. will most probably have to continue to
invest to keep its competitive advantage and to face the increasing competition.

Viability score = moderate

4.4.3.3.8 Viability Criterion 3: Risk of Price Erosion

Strong competition from various sides can be expected. It can come from newcomers like
Fittnal NV, but also from suppliers of web conference tools, who will continue to enhance
their offering. So there is a real risk for price erosion, which Fitthal NV may be able to counter
by means of an attractive features portfolio and synergies with its other applications.

Viability score = moderate

4.4.3.3.9 Viability Criterion 4: Time to Positive Cash Flow

Taking into account the high initial investment level and hence important depreciation cost,
and the continuous need for further investment as the service grows, it will most probably
take a number of years before cash flow turns positive.

Viability score = moderate

4.4.3.3.10 Viability Criterion 5: Risk of Obsolescence

Technology is evolving quickly, and new concepts come up at a fast rate in the Internet
applications domain. So there is a certain risk that at some time Talhonia may be overtaken
by a newer technology or concept. On the other hand, in its traditional business domain
Fittnal Inc. is well placed to detect emerging trends and to adapt its products accordingly.

Viability score = moderate
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4.4.3.4 Talhonia Scenario 3: Interpretation of Resu  Its

Figure 29: Feasibility of Talhonia Business Scenari 0 3

The overall score appears in the 'Sell or Spin Out' quadrant, close to the center, which
means that viability is slightly positive, but the fit is assessed to be negative.

From the fit perspective, the summary is that there is a strong fit with the new strategy of
Fitthal NV (i.e. the orientation to hosted services for the worldwide market) but that the
organization is not (yet) structured to deal with the new environment.

From the viability perspective, there is some uncertainty. The market size and the
willingness-to-pay look both good, but it is not at all certain that the resulting revenues will
fully compensate for the considerable cost level, for the expected price erosion and for the
risk of takeover by newer technologies or concepts.

Taking into account Fittnal NV's strategic choice to go for worldwide service hosting, the 'Sell
or Spin Out' outcome is of course not the best one. Several options can be considered to turn
the case into a better one:

Work with recognized partners & resellers (who divert Talhonia sessions to the Fittnal
Inc. hosted environment) to get quicker an increased market share; this approach can
also help to overcome - in the initial phase - the lack of fit of the organization with the
new environment.

Create a Joint-Venture with a complementary partner (e.g. a service provider), so that
it is possible to share the investment, the risks, but of course also the revenues. This
approach may also help to get a better and quicker market acceptance.

Outsourcing the commercial and support activities to a specialized hosting company.
In a later stage, these activities may be taken in again, or (part of) that hosting
company can be acquired.
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4.5 Talhonia Scenarios: Conclusions

A preliminary conclusion, when comparing the three investigated scenarios, is that the
scenarios 2 and 3 (conceived for the professional market, and based on a full-featured
Talhonia) score better than the scenario 1 for the non-professional market (based on just a
text-based collaboration). For a more final conclusion, probably more scenarios should be
considered.

The results for scenarios 2 and 3 are in line with the experience that - in general - there is a
market for well-designed, performing and reliable collaborative applications that enhance the
productivity of a team of professionals. Within the overall range of collaboration tools, real-
time collaboration is a niche, but within that niche the same mechanisms apply: organizations
tend to spend money on tools that increase productivity.

Following the general trend of bundling multiple applications in a more general services
basket, Talhonia should probably not be positioned as a stand-alone application, but as a
component to increase the value of collaboration-related service offerings, by adding the
element of real-time experience. This embedding in a larger context is expected to improve
the viability picture, both in community scenarios and in business scenarios.

Another element to be taken into account is the influence that the users themselves will have
on the future evolution of Talhonia: new requirements will arise, and the Talhonia
architecture and scenarios should be able to cope with that.

For the analysis of Talhonia, the exercise of doing first a benchmarking based on existing,
more or less similar web applications was extremely valuable. The benchmarking process
has helped e.g. to construct the long lists of fit and viability criteria, to identify interesting
combinations of business model elements, to identify strongly different scenarios for a same
basic application, to clearly identify the types of relations between stakeholders, etc.

The scenarios used for the business modeling are based on a future, visionary version of
Talhonia, causing a number of assumptions to be made. For all three scenarios, the
conclusions were based on the outcome of the PITCH tool. Table 11 gives a summary of our
assessments of the business scenarios developed for the CITIZEN MEDIA application
Talhonia.

Business Scenario for Talhonia Assessment

Hosting for communities Viability as standalone service insufficient mainly because
not enough substantial perspectives for revenues

License hosted by hosting company Fit and viability positive due to market potential for
professional collaborative applications; organizational
changes in hosting company and possible financial
burdens necessary to be considered before implementation

Worldwide hosting by parent company Viability slightly positive, fit negative; to compensate costs,
options of cooperation with partners or outsourcing to be
considered

Table 11: Assessment of Talhonia Business Scenarios
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) IPTV APPLICATION

5.1 IPTV Application: Short Description

The IPTV application is based on Telekom Austria's IPTV product 'aonTV". It allows users to
share their multimedia objects, photographs, videos, etc., via the web. Unlike other content-
sharing services, the IPTV application is integrated with Telekom Austria’'s aonTV. Thus, it
brings the UCG directly to the TV screen. Participating users form communities with their
friends and share their latest photos and videos as a part of a seamless media experience.
Community members can interact with each other by voting for their favorite clips.

The combination of video sharing and community features centered around ‘aonTV' offers
new possibilities for individual users, user groups, and organizations. Via an easy-to-use
interface, the IPTV application merges with an entertainment platform which is already
familiar and widely used by large numbers of people. With the IPTV application, user groups
such as special interest citizen organizations or municipalities get access to the most popular
news and they can publicize their own news and opinions. De facto, they become partners in
acquiring advertisements. For further information see also Deliverable D2.3.1.

5.2 IPTV Application: Benchmarking

Currently, there are no service providers in the telecommunications environment that offer
interactive multimedia services. Usually, IPTV is a 'lean-back’ medium - uploading
possibilities may be offered in the near future. The only possible benchmarks could be
services like Youtube. The main advantages of Youtube are the international footprint and
the tremendous amount of video content. The disadvantages compared to an interactive
IPTV service are the disputable quality of the content and the necessity of owning a
PC/Notebook to access it.

The Austrian market with 3.3 million households seems to be quite promising for interactive
IPTV. IPTV is currently offered to only about 100.000 households. Due to the technical
architecture of IPTV, telecommunication providers are better positioned than cable providers
to offer IPTV in the sense of interactive multimedia services.

53 IPTV Application: Preparations for Business Sce  nario
Development and Assessment

53.1 Starting Points for Business Scenarios

The starting point is Telekom Austria’ IPTV product ‘aonTV'. In the basic offer customers
cannot upload any content. In the first scenario, 'Direct Offer', customers get the possibility to
upload content - they evolve to prosumers. In the second scenario, 'Municipalities',
municipalities and local advertisers are added to the value network. In the third scenario
'Special interest group', special interest groups and segment advertisers play a central role.
All three scenarios engage the users and offer them a simple seamless interface integrated
into their familiar entertainment environment.

5.3.2 Fit and Viability Criteria

In order to assess the feasibility of each proposed business scenario, we identify six fit and
viability criteria for the analysis of the IPTV application (see Figure 30).
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The three criteria in the field of fit are (1) 'Strategy Telekom Austria’ - how the scenario fits
the existing strategy of Telekom Austria; (2) 'Leveraging existing partnerships' - how the
existing partnerships with other stakeholders in the value chain are leveraged; (3) 'Fit with
current brand recognition' - how the scenario fits with the current brand recognition of
Telekom Austria.

The three criteria in the field of viability are (1) 'Critical mass of quality content' - the
availability of user generated content with a sufficient quality; (2) 'Technical complexity of
solution’ - the difficulty of implementing the scenario and the effort needed to integrate it into
existing systems; (3) 'Costs' - additional costs (CAPEX and OPEX) for the introduction of the
new service. These criteria are identical for all assessed business scenarios.

Figure 30: Fit and Viability Criteria for IPTV

5.4 IPTV Application: Three Business Scenarios

In the following, we describe and assess three business scenarios for the CITIZEN MEDIA
application IPTV. These scenarios present a visionary view of the IPTV application and are
based on assumptions and trends identified in desk research, rather than concrete business
numbers.

5.4.1 IPTV Application Scenario 1: Direct Offer

54.1.1 IPTV Application Scenario 1: Abstract
Table 12 gives a brief description of Business Scenario 1 for the IPTV application.
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Description Telekom Austria offers the ‘normal’ IPTV service to mass market customers.
Additionally, customers have the chance to act as prosumers by uploading
multimedia content (photos and videos). This content can be accessed by all
users of the IPTV product. Advertisers get the chance to place general ads
(banners, etc.) on the IPTV Portal. Target advertisers can place ads that fit to the
uploaded multimedia content and, therefore, reach very specific target groups.

Service provider Telekom Austria

Value of IPTV Additional possibility for customers to share their content with friends and wider
platform audience via the IPTV platform.

Revenue models Customers have to pay Telekom Austria a monthly fee in order to get access to
the IPTV content.

Advertisers and target advertisers pay on a per click basis.

Table 12: Description of IPTV Business Scenario 1

54.1.2 IPTV Application Scenario 1: Propositions T  owards Stakeholders

Figure 31: Propositions of IPTV Business Scenario 1

Telekom Austria is the service provider. Telekom Austria hosts and integrates the IPTV
application with the existing offering of 'aonTV'. This allows consumers to watch movies and
broadcast TV. The main objective is to realize seamless integration which guarantees an
easy-to-use service.

Consumers who are ready to pay an extra fee can become prosumers by uploading their
content via the web. They get the possibility to present their UCG to all other users of the
‘aonTV' offering. This way, users of the IPTV application can form communities based on
various interests - starting from a group of friends who share holiday videos, all the way to
citizens who take an active part in social realm by sharing and commenting on political,
social or cultural news, and events. By providing an easy-to-use communication platform with
potential access to a large nationally constricted audience, the IPTV application empowers
individuals who previously had no possibility to make their opinion heard nationally. Thus, it
serves as a tool for citizen participation in the social life.
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Advertisers can get access to Telekom Austria's customer base and address the audience
with ads. Furthermore, target advertisers are able to place specific ads tailored for a
particular target group next to the user generated content uploaded by prosumers.

5.4.1.3 IPTV Application Scenario 1: Fit and Viabil ity

We assess both the fit and the viability score of the IPTV service offering for the service
provider Telekom Austria as high (8/10 for fit score, 7/10 for viability score), because the
plain IPTV service represents a viable business model for Telekom Austria and is based on
existing capabilities.

In order to enable prosumers to upload photos and videos, additional investment in upload
platform is necessary. Contact to prosumer must first be established, which can be difficult
due to current brand recognition of Telekom Austria. Therefore, we assess both the fit and
the viability score of the offering to prosumers as low (4/10 for the fit score and 4/10 for the
viability score).

Advertisers have access to Telekom Austria's customer base. Because advertising does not
currently fit with Telekom Austria's positioning as a premium provider, we assess the fit score
of the advertising proposition as low (5/10). However, as advertisements are currently not
part of the offer of Telekom Austria, no additional investment will be necessary. This way, we
assess the viability of the proposition to advertisers as high (8/10).

Target advertisers can access and possibly place specific advertisements for individual
target groups. As the concept of advertising does not currently match Telekom Austria's
positioning as a premium provider, we assign the proposition for the target advertisers a low
fit score (1/10). Because advertisements are currently not part of the offer of Telekom
Austria, additional investment in target advertising platform will be necessary and the viability
score is also low (4/10).

5414 IPTV Application Scenario 1: Interpretation  of Results

Figure 32: Feasibility of IPTV Business Scenario 1
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The business scenario 'Direct Offer' serves as basis for the other business scenarios.
Standalone the approach might not be useful as the revenue model relies on advertisements
which are currently not part of Telekom Austria's offer.

5.4.2 IPTV Application Scenario 2: Municipalities

54.2.1 IPTV Application Scenario 2: Abstract
Table 13 gives a brief description of Business Scenario 2 for the IPTV application.

Description

Telekom Austria offers its normal IPTV service 'aonTV' to mass market
customers. Additionally, customers can act as prosumers by uploading
multimedia content (photos and videos) for free. This content can be accessed
by all IPTV users. Advertisers get the chance to place general ads (banners,
etc.) on the IPTV portal. Target advertisers can place ads that fit the uploaded
multimedia content and thus reach specific target groups. Municipalities also get
the opportunity to upload multimedia content for free. Mayors are able to present
themselves and their political ideas via TV. Local advertisers have access to
local customers within the municipality area and are charged for this by the
municipality. This way, municipalities act as additional sales channels for
Telekom Austria and might receive sales commissions for customer acquisition.

Service provider

Telekom Austria

Value of IPTV
platform

The value lies in enabling responsible mayors to present their person and
political ideas via TV. Also, local advertisers get access to local customers within
the municipality area and are charged for this by the municipality. This way,
municipalities act as additional sales channels for Telekom Austria and might
even receive sales commissions for customer acquisition.

Revenue models

Customers have to pay Telekom Austria a monthly fee in order to get access to
the IPTV content. Advertisers and target advertisers pay on a per click basis.
Local advertisers may have a commercial relationship with municipalities.
Telekom Austria may a pay a sales commission to municipalities.

Table 13: Description of IPTV Business Scenario 2
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5.4.2.2 IPTV Application Scenario 2: Propositions T  owards Stakeholders

Figure 33: Propositions of IPTV Business Scenario 2

As in the first scenario, here Telekom Austria is the service provider. Their role is hosting and
integrating the IPTV application with the existing offering of 'aonTV'. This allows consumers
to get the possibility to watch movies and broadcast TV. The main objective is to realize
seamless integration which would guarantee the consumers an easy-to-use service.

Consumers who are ready to pay an extra fee can become prosumers by uploading their
content via the web and getting the possibility to present their user generated content to all
other users of the 'aonTV' offering. Individual users of the IPTV application can initialize the
formation of communities based on various interests.

Advertisers can get access to Telekom Austra's customer base and address the audience
with ads. Furthermore, target advertisers are able to place specific ads tailored for a
particular target group next to the user generated content uploaded by prosumers.

Additionally, municipalities get the possibility to present themselves and the mayor, their
political program, policies and initiatives on TV. They are able to inform the citizens of the
municipality about news and get a channel to speak to the voters. This opens up an
attractive communication channel for municipalities, which previously did not use any TV
platform to contact the citizens due to the high costs of airtime. The IPTV application serves
as a tool to promote more active voter participation in the local political and social life. It
provides a medium to make relevant information about local upcoming events, project
progress, and future improvement plans easily accessible to the target audience. As part of
the existing ‘aonTV' offering, the IPTV application has the advantage of being integrated with
an already familiar and widely used platform, thus providing a very effective means to
address voters.

Local advertisers can place their ads on the IPTV program by contacting the municipality.
Thus, they get access to the local target group and can place specific local advertisements.
This gives advertisers such as local companies the ability to address with ads the inhabitants
of the municipality relevant to them.
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5.4.2.3 IPTV Application Scenario 2: Fit and Viabil ity

Because this scenario builds on scenario 1, we come to similar results when assessing
scenario 2.

We assess both the fit and the viability score of the IPTV service offering for the service
provider Telekom Austria as high (8/10 for fit score, 7/10 for viability score). The plain IPTV
service represents a viable business model for Telekom Austria and is based on existing
capabilities.

In order to enable prosumers to upload photos and videos, additional investment in upload
platform is necessary. Also, contact to prosumer must first be established, which can be
difficult due to current brand recognition of Telekom Austria. Therefore, we assess both the
fit and the viability score of the offering to prosumers as low (4/10 for the fit score and 4/10
for the viability score).

Scenario 1 would give advertisers access to Telekom Austria's customer base. Because
advertising does not currently fit with Telekom Austria's positioning as a premium provider,
we assess the fit score of the advertising proposition as low (5/10). However, as
advertisements are currently not part of the offer of Telekom Austria, no additional
investment will be necessary. This way, we assess the viability of the proposition to
advertisers as high (8/10).

For the target advertisers, scenario 1 provides access and possibility to place specific
advertisements for individual target groups. As mentioned above, the concept of advertising
does not currently match Telekom Austria's positioning as a premium provider. Therefore, we
assign the proposition for the target advertisers a low fit score (1/10). Because
advertisements are currently not part of the offer of Telekom Austria, additional investment in
target advertising platform will be necessary. Thus, the viability score is also low (4/10).

Proposition to municipalities gives them the possibility to present the municipality and the
mayor on TV. This proposition has no direct advantages for Telekom Austria. However, an
indirect sales channel through the municipalities can be built on the already existing
partnerships and contacts with the municipalities. Therefore, we assess the fit criteria of this
proposition as high (7/10), while giving the viability criteria a lower score (5/10).

Based on their relationship with municipalities, the local advertisers will get access and
possibility to place specific advertisements for local target groups. Currently, these
partnerships with the local segment advertisers are not under control of Telekom Austria.
Therefore, we rate the fit and the viability score of this proposition as low (both 5/10).
However, developing such relationships might help the entire business model in the longer
perspective.
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54.2.4 IPTV Application Scenario 2: Interpretation  of Results

Figure 34: Feasibility of IPTV Business Scenario 2

The business scenario '‘Municipalities' is based on the business scenario 'Direct Offer'. It is
not depending on advertising, which means it also works without the advertising propositions.
In this scenario, the revenue model for Telekom Austria is still viable because of the
additional sales generated by the municipalities sales channel.

5.4.3 IPTV Application Scenario 3: Special Interest ~ Groups

5431 IPTV Application Scenario 3: Abstract
Table 14 shows a brief description of Business Scenario 3 for the IPTV Application.

Description

Telekom Austria offers the 'normal’ IPTV service to mass market customers.
Further, customers can become prosumers and upload their multimedia content
(Photos and videos) for free. This content can be accessed by all users of the
IPTV product. Special interest groups act as additional sales channel for
Telekom Austria and might even receive sales commissions for customer
acquisition.

Service provider

Telekom Austria

Value of IPTV
platform

Advertisers can place general ads (banners, etc.) or those that fit the uploaded
multimedia content on the IPTV portal. Thus , they reach specific target groups.
Special interest groups can upload multimedia content for free and thus their
special interests via TV. Segment advertisers get access to the specific
customers; they are charged for that by special interest groups.

Revenue models

Customers have to pay Telekom Austria a monthly fee to get access to the IPTV
content. Advertisers and target advertisers pay on a per click basis. Segment
advertisers may have a commercial relationship with special interest groups.
Telekom Austria may pay a sales commission to special interest groups.

Table 14: Description of IPTV Business Scenario 3
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5.4.3.2 IPTV Application Scenario 3: Propositions T  owards Stakeholders

Figure 35: Propositions of IPTV Business Scenario 3

Again, Telekom Austria is the service provider who hosts and integrates the IPTV application
with the existing 'aonTV'. This allows consumers to watch movies and broadcast TV. The
main objective is to realize seamless integration which guarantees consumers an easy-to-
use service. Consumers who pay an extra fee can UCG to all other '‘aonTV'users.

Advertisers can get access to Telekom Austria's customer base and address the audience
with ads. Furthermore, target advertisers may place specific ads tailored for a particular
target group next to the user generated content uploaded by prosumers.

Additionally, special interest groups get the possibility to present themselves and their ideas,
events, news and other contents on TV. They get a communication platform for the existing
members of the group and, at the same time, can present their group to the external
audience. This opens up a very attractive communication channel for the special interest
groups of citizens, who previously could not afford to use the TV platform due to the high
costs of airtime. They are able to receive not only general TV programs, but also information
relevant to their views and interests coming from a local or national organization in their own
country.

Segment advertisers who want to target an audience based on the interests and values of
the group can place their ads on the IPTV program next to the content generated by the
members of such a group. Thus, they get access to a very specific segment of the market
and can target it with tailored ads. This gives advertisers such as local companies the ability
address the consumer segment relevant to them.

5.4.3.3 IPTV Application Scenario 3: Fit and Viabil ity

As the scenario is built on scenario 1, we follow similar arguments and reach similar results.
We assess both the fit and the viability score of the IPTV service offering for the service
provider Telekom Austria as high (8/10 for fit score, 7/10 for viability score), because the
plain IPTV service represents a viable business model for Telekom Austria and is based on
existing capabilities.

To enable prosumers to upload photos and videos, additional investments are necessary.
Also, contacts to prosumer must first be established, which can be difficult with Telekom
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Austria's current brand recognition. Hence, we assess both the fit and the viability score of
the offering to prosumers as low (4/10 for the fit score and 4/10 for the viability score).

Scenario 1 would give advertisers access to Telekom Austria's customer base. Because
advertising does not currently fit with Telekom Austria's positioning as a premium provider,
we assess the fit score of the advertising proposition as low (5/10). However, as
advertisements are currently not part of the offer of Telekom Austria, no additional
investment will be necessary. This way, we assess the viability of the proposition to
advertisers as high (8/10).

For the target advertisers, scenario 1 provides access and possibility to place specific
advertisements for individual target groups. As mentioned above, the concept of advertising
does not currently match Telekom Austria's positioning as a premium provider. Therefore, we
assign the proposition for the target advertisers a low fit score (1/10). Because
advertisements are currently not part of the offer of Telekom Austria, additional investment in
target advertising platform will be necessary. Thus, the viability score is also low (4/10).

Proposition to the special interest groups gives them the possibility to present themselves
and their activities on TV. This proposition has no direct advantages for Telekom Austria.
However, an indirect sales channel through the special interest groups can be built on the
already existing partnerships and contacts with the special interest groups. However, this can
be difficult to achieve, as the contacts to special interest group are weak at the moment.
Therefore, we assess both the fit and the viability criteria of this proposition as low (5/10 for
both).

Based on their relationship with municipalities, the segment advertisers may place specific
advertisements for segment target groups. Currently, these partnerships with the segment
advertisers are not under control of Telekom Austria. Therefore, we rate the fit and the
viability score of this proposition as low (both 5/10). However, developing such relationships
might help the entire business model in the longer perspective.

5.4.3.4 IPTV Application Scenario 3: Interpretation  of Results

Figure 36: Feasibility of IPTV Business Scenario 3
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The scenario 'Special Interest Group' is based on the business scenario 'Direct Offer'. It is
not dependent on advertising, which means it also works without the advertising
propositions. However, the revenue model for Telekom Austria is still viable because of the
additional sales through the sales channel created by the special interest groups. In this
respect, it must be noted that Telekom Austria has strong partnerships with the public sector
in general. However, the relationships are stronger with the municipalities rather than with
the special interest groups. Hence, the business scenario 'Municipalities' shows a better
score than the business scenario 'Special Interest Group'.

5.5 IPTV Application Scenarios: Conclusions

A combined approach of applying the business scenario 'Municipalities' together with the
business scenario 'Special Interest Groups' seems to be most promising. Where these two
concepts fit together, a so-called 'Hotspot' occurs. A hotspot is a scenario where a local
community shows interest in specific topics. The combination of support of local social
networks and of satisfying the demand of special interest groups can create a general
framework that enables Telekom Austria to enter new customer segments and to keep the
interest of consumers and prosumers ongoing.

During the business scenario assessment phase, working with the PITCH tool has proven to
be very efficient because it allows to immediately see how a small change in one proposition
changes the total score. Even more interesting are the effects in the case of adding or
removing entire propositions. The most promising approach is to use the tool as a basis for
discussions with experts. The interactive experience of changing parameters and discussing
the effects has lead to very fruitful discussions.

Table 15 summarizes our assessments of the business scenarios developed for the CITIZEN
MEDIA application IPTV.

Business Scenario for IPTV Assessment

Application

Direct offer Not feasible as standalone approach (revenue model
relying on advertisements currently not offered by Telekom
Austria)

Municipalities Feasible (not dependent on advertising and therefore

compatible Telekom Austria's current revenue model)

Special interest groups Somewhat feasible (only weak ties between Telekom
Austria and special interest groups)

Table 15: Assessment of IPTV Business Scenarios
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6 OVERALL CONCLUSIONS

The purpose of this deliverable is to conduct a feasibility analysis of the business scenarios
developed for the CITIZEN MEDIA applications Kabadada/Kabadu, Unortkataster, Talhonia,
and IPTV. The PITCH tool was used to conduct these assessments.

6.1 Summary of Business Scenario Assessments

Overall, we developed and assessed several business scenarios for each of the four
CITIZEN MEDIA applications addressed in this document. Certainly market size and other
business figures would helpful for developing and assessing any business scenario.
Unfortunately, obtaining such figures was difficult or even impossible due to the early
development stage of the CITIZEN MEDIA applications.

Table 16 summarizes our assessments regarding the four applications.

Application: Kabadada/ Kabadu

Description

Platform combination
offering social networking
functionalities to cabaret

professionals and
interested wider audience

Business Scenario

Local culture portal

Content compilation
company

Online booking market place
for artists

Event driven platform linked
to cabaret contests

Overall Assessment

Implementation possible as local culture community, as content
compilation company, as on-line ticket booking market place, or
as event driven platform with voting functions

Scenario Assessment

Hosted by local service provider as locally oriented platform for a
group of socially engaged artists in the field of cabaret, poetry slam,
and hip hop

Compilation from the extensive content collection monetized by
sponsored content (in program advertising), automatically inserted
bumper ads (micro ads), commissions from revenues of ticket sales

and retail of CDs/DVDs

Revenues from transaction based commissions and advertisements
(of registration of performances), and third party services

Platform for voting in cabaret contests, e.g., for assigning the People's
Choice Award
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Application: Unortkataster

Description

Platform for discussion of
neglected parts ('Unorte")
of the City of Cologne,
incorporating
geographical tagging and
progress tracking of
identified issues

Business Scenario

Integration into municipal
eGovernment platform

Integration into local citizens'
group website

Integration into an
architecture website

Integration into a political
party's website

Software as a Service

Overall Assessment

Implementation feasible as part of municipal eGovernment
platform, as part of local citizen group's website, or - under
certain conditions - as part of a party's website; implementation
into local architecture association's website less feasible;
potential in commercial utilization

Scenario Assessment

Highly reasonable and beneficial for all stakeholders involved,
providing community and authorities with a communication platform

Highly reasonable and beneficial for all stakeholders involved,
empowering the community and giving a tool to address identified
issues

Not considered very seminal at this point primarily due to lack of user
fit and insufficient incentives for long term user participation

Highly feasible as long as high reach can be established within short
time frame of the electoral campaign

With some technological enhancements, realistic potential for

(SaaS) commercial utilization of the underlying technology over the Internet
Application: Talhonia
Description Overall Assessment

Collaboration platform
enabling multiple online
users to work on a
common media
experience at the same
time

Business Scenario

Hosting for communities

License hosted by hosting
company

Worldwide hosting by parent
company

Commercial implementation feasible if Talhonia hosted either
by parent company or license held by hosting company; less
potential for non-profit community hosting

Scenario Assessment

Viability as standalone service insufficient mainly because not enough
substantial perspectives for revenues

Fit and viability positive due to market potential for professional
collaborative applications; organizational changes in hosting company
and possible financial burdens to be considered before
implementation

Viability slightly positive, fit negative; to compensate costs, options of
cooperation with partners or outsourcing to be considered
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Application: IPTV

Description Overall Assessment
Photograph and video Most potential in supporting local social networks and in
sharing platform satisfying special interest groups' demand

integrated into aonTV
offering of Telekom

Austria
Business Scenario Scenario Assessment
Direct Offer Not feasible as standalone approach (revenue model relying on

advertisements currently not offered by Telekom Austria)

Feasible (not dependent on advertising and therefore compatible with

Municipalities o
P Telekom Austria's current revenue model)

Somewhat feasible (only weak ties between Telekom Austria and

Special interest groups special interest groups)

Table 16: Summary of Business Scenarios for CITIZEN  MEDIA Applications

6.2  Overall conclusions from the business modeling of CITIZEN
MEDIA applications.

The different CITIZEN MEDIA applications — although all related to the creation and handling
of User Generated Content — are all very different in nature, objectives and context of use.
Therefore it is not possible to formulate one or a few generic conclusions that completely
cover all the applications, and all their considered scenarios.

However, when carefully analyzing the conclusions per application, one can observe some
clear trends:

- for a given application, the conclusions depend rather strongly on the considered
scenario. In other words, they depend on the overall context in which the application is
used

- as ageneral trend, one observes that a CITIZEN MEDIA application never performs at its
best when used in a stand-alone context. More specifically, the long-term economic
viability of such stand-alone applications is questionable.

- the added value of a CITIZEN MEDIA application increases strongly when the application
is used as a component in a more global environment or context

Examples:

- In the Unortkataster scenarios, the application is embedded in a more generic
platform (eGovernment platform, Local Citizens’ Group Website,...)

- In the case of Talhonia, the best perspectives are in a collaborative business
environment, where the application can be seen as an element of a Unified
Communications concept.
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- Inthe case of the CITIZEN MEDIA IPTV application, the viability of the application
is based on the positioning in the existing IPTV service environment

- one should not expect too much from advertising as a potential revenue generator for this
kind of applications: in some cases the application is not appealing enough for
advertisers (e.g. the Talhonia community scenario); in other cases advertising is not
wanted by the users (e.g. Kabadada); and in yet other cases it does simply not fit with the
environment (e.g. Unortkataster; or any other application in a public domain; or the
Talhonia business scenarios).

6.3  Experiences with Using the PITCH Tool
The main experiences with using the PTICH tool are:

The PITCH tool provides a systematic framework for evaluation of fit (=match with
internal structure of the organization) and viability (=match with external market
realities) criteria. In particular, it helps to go through the evaluation of the relevant
criteria in a systematic, reproducible way. It was found that a good practice to get
maximum benefit out of this, is to work with a 'long list' of fit and viability criteria, out of
which the five or so most relevant criteria for each particular scenario are selected.

A promising approach is to use the tool as a basis for discussions with experts: The
interactive experience of changing parameters and discussing the effects has led to
fruitful discussions.

An important challenge when using the tool is to map the qualitative assessment of a
certain criterion to a quantitative scale from 1 to 5 ('shall | put 4 or 5 here?'). A direct
consequence is that - in any case - the result should be interpreted in a careful way.
Probably, the tool should only be used to make a first selection, to reduce different
alternatives that will be investigated more deeply, and to refine their formulation.

Working with the tool is efficient because one can see how a small change in one
value changes the total score. However, in order to systematically use the PITCH tool
for 'sensitivity analysis', e.g. to evaluate the sensitivity of fit and viability for variations
of just one parameter, a number of changes could be implemented. To do a large
number of assessments required for sensitivity analysis improvements are needed,
such as 1) an adequate way to allocate weights to individual criteria, 2) a better direct
visualization of the quadrant score in function of a varying parameter, 3) more
dynamic adaptation of tool configuration and parameters (i.e. without
starting/stopping the tool), 4) possibility to rearrange dynamically the order of criteria,
5) online selection/deselection of criteria (not working well at the moment).

A related challenge is to do the qualitative assessment in an objective, un-biased
way. One must constantly be cautious not to allocate scores in function of the desired
result.

PITCH is strongly focused on the relations between the service provider on one hand
and the other stakeholders on the other hand, and much less on the direct relations
between these other stakeholders themselves.
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7 ANNEX: PORTFOLIO INNOVATION CHECK (PITCH)
HANDBOOK

7.1 Introduction

The Portfolio Innovation Check (PITCH) tool, as developed by Leendertse & Pennings
(2008)%, enables service providers in the field of on-line digital services to make informed
decisions in renewing or expanding their service portfolio. The tool helps to analyze to what
extent this service concept corresponds with the existing capabilities, strategy and culture of
the service provider (fit') and to what extent the service is a viable proposition on the market
(‘'viability’). Combining these two assessments enables service providers to kill, spin out,
redesign or invest in a new service initiative.

Figure 37: Business feasibility options. Source: Tj an (2001)

7.1.1 Which Problems are Addressed?

The PITCH tool is tailored to web 2.0 services in general, and user generated content
services in particular.® One of the major challenges service providers in the field of telecom,
internet and media face is the question to what extent they should engage in setting up web
2.0 services.

One of the major pitfalls is to end up with a 'Meatball Sundae’, a notion coined by Seth
Godin®®: "A meatball sundae is the unfortunate result of mixing two good ideas. The
meatballs are the foundation, the things we need (and sometimes want). These are the
commodities that so many businesses are built on. The sundae toppings (hot fudge and the
like) are the New Marketing, the social networks, Google, blogs and fancy stuff that make
people all excited. The challenge most organizations face: they try to mix them. They attempt
to slap new marketing onto old and end up with nothing but a failed website."

® Leendertse & Pennings (2008). PITCH Tool for E-Publishing in Flanders.

® This methodology to analyze an internet portfolio was coined by Tjan (2001) in the article “Finally, a
way to put your internet portfolio in order” In the Harvard Business Review. The PITCH tool is a
customized and elaborated version of this article.

1% Seth Godin (2007). Meatball Sundae.
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"People usually ask 'How can we make this stuff work for us?' and this is exactly the wrong
question. [...] The question for the 21%-century business must be: 'How can we alter our
business to become an organisation that thrives on new marketing?' "

This pitfall inspired the creation of this tool. It aims to provide the tools to build on existing
capabilities, roles, norms and values while at the same time stepping out of the comfort zone
of the existing business and market environment to give room to new ideas.

7.1.2 Who Should Use This Tool?

Service providers that have specific ideas on web 2.0 like innovations in their service
portfolio, but are struggling with the question whether to engage in web 2.0 services in
general and user generated content in particular. These include:

Telecom and cable operators
Publishing companies (papers, magazines, books)
Media companies such as broadcasters and production companies

On-line service providers in retail, information services, media, ISPs

7.1.3 What It Does
The PITCH tool does three different things:

The PITCH tool determines feasibility. The result is a business and market feasibility
assessment for a specific (set of) service concept(s).

The PITCH tool facilitates social learning. The process of 1) formulating criteria and
2) making the assessment in terms of fit and viability of a service is at least as
important as the result of applying the PITCH tool.

The PITCH tool refines service design. By specifying how a service concept can be
implemented and integrated into the service portfolio, the tool helps to explicate
choices that need to be made, and work on the feasibility of a service by means of
trial and error.

7.1.4 What It Doesn't Do

The tool supports service providers in making business and market decisions around a
specific service concept. This excludes the following activities:

Brainstorming/idea generation. The tool is less useful to produce a wide range of new ideas
for service concepts. It works the other way round: The assessment must be based on
specified service concept that can be tested from different perspectives. The tool can help in
specifying or redesigning specific features of the service.

Determine strategy. The tool is less useful to determine a firm's strategy. Again, it works the
other way round: The strategy serves as input to assess whether the service concept "fits' the
course the service provider set out for itself.

Determine business case. Although effective use of the tool provides all the input to put the
business case together, it does not add up to a complete financial analysis for the service.
The financial analysis is a logical next step if the service provider decides to either invest or
spin out the service.
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7.1.5

Organization of the PITCH Assessment

The assessment is performed in five iterative steps:

1.

Determine service concept. A service concept can be seen as a description of the
service, the organisation providing the service and the complete set of partners
required to deliver the service. A service concept described as an idea does not
provide the information that is needed to assess the business feasibility of a service.
A service concept is complete, only if each and every partner and its subsequent role
in the business partnership is defined.

Determine propositions towards stakeholders. We consider stakeholders here as the
actors that directly generate revenues for the service provider. Customers or end
users are a first group that usually generates revenues for the service provider.
However, for most web 2.0 like services, the end users usually do not generate the
larger part of the revenues. Advertisers are a more important group (and closely
follow consumers) as well as ‘brick and mortar' online retailers such as banks,
furniture shops, event organisers and public eService providers that could pay for
web 2.0 services. The pitfall here is to focus all attention on the stakeholders that
indirectly generate revenue (such as consumers), and neglect the stakeholders that
directly generate revenues.

Identify fit and viability criteria. To use the PITCH tool, a selection of the 10 most
critical criteria regarding the service must be made, five regarding viability and five
regarding fit. Critical criteria are potential drivers OR barriers for the commercial
success of the service. Critical criteria are requirements to let the service flourish, but
are highly uncertain or volatile (for example: consumer demand) and have a high
impact on the commercial feasibility of the service. Of course, there could be more
factors that have an effect on the feasibility of a service, but for practical purposes, we
limited the number of criteria to ten. The tool includes ten issues, which in general
might be considered most critical for user generated content services. This set of
issues can be altered and tailored to a specific service concept by the group using the
tool.

Make assessment. In order to make an assessment, the first step is to link specific
propositions to specific issues. Some criteria are more critical for specific
propositions. For example: In order to earn revenues with an advertisement banner
on a user generated content platform, the competition between amateur content
creators is less critical, while a critical mass of users on the platform is an absolute
requirement for commercial feasibility. The next step is to make an assessment. The
tool enables participants to make assessments by attaching a score to each of the
criteria. Taking the same example: For an advertisement banner to be successful the
advertiser should assess the size of that mass. Critical mass of users is the criterion,
and the scale allows users of the tools to make an assessment to what extent critical
mass will be reached on a six point scale. This assessment is repeated for all
propositions and all criteria.

Analyse, refine and wrap-up. The scores on the criteria for each proposition are
mapped on a quadrant (see Figure 33). The result is an overview of the feasibility of
all business propositions. Together, these propositions add up to an assessment of
the overall feasibility. This final assessment is the result of taking the average
feasibility of the propositions, indicated by a red dot that indicates the proposition's
score on viability and fit and that could lead to a decision to invest, redesign, kill or
sell out the service. The overview and final assessment provide the ingredients to
discuss and alter the service concept, the set of propositions, the business
partnerships and the criteria. It allows users of the tool to go back and forth between
steps, structuring the discussion on the choices that are made explicit in earlier steps
and thereby improving the service concept until a clear decision is reached.
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The steps are specified in chapter 2,3,4,5 and 6. Depending on the ambitions of the user of
the tool, this process can be organized in different ways. As a rule of thumb, at least three
sessions are required: Intake, Assessment, Wrap-up (each requiring half a day):

Intake: the process of defining and scoping: get consensus on the service concept, the
business stakeholders, their interest and their identifying relevant stakeholders (identifying
relevant criteria).

Assessment: identifying relevant criteria and making a first assessment. End result is a
preliminary analysis.

Wrap-up: fine tuning, closure and reaching consensus on the way forward for this service
concept.

The effort required to perform a PITCH feasibility exercise is flexible. For some service
concepts, a relatively 'light' version suffices. This version excludes the involvement of more
than one partner, background research on market data or support in and outside the
organization. More elaborate versions might include the participation of more partners, a
more multi-disciplinary team from the service provider and more extensive background
research.

7.1.6 Homework for Users
For effective use of the PITCH tool, the following input is required before the first session:

1. Description of the service concept. Here, a general description of the service is required,
preferably with A/V material to get a grip on the 'look and feel'. Also, users of the tool
need to make (preliminary) choices on what (different) target groups are for this service
concept. For B2C service concepts, this implies a description of the 'archetypical’
consumer in terms of age, sex, profession, use pattern and 'e-commerce readiness’, how
the service is delivered to the consumer, what the customer relationship looks like and
how the value created is capitalized (how revenues are generated). Other stakeholders
can also be target groups, notably advertisers.

2. Description of partner consortium that will cooperate in delivering the service concept.
This description is required to assess the 'fit' of the service concept to the consortium of
organizations. The user(s) of the tool need(s) to make explicit which organization is the
service provider (the organization which 'owns' the customer relationship, what partner
organization performs what role, what a partner 'brings in' as main assets, what is the
interest of this partner in entering this consortium and what a specific partner gets in
return. Also, insight into the motivations of each of the organizations and the mutual
relationships between them helps in understanding the dynamics within the partner
consortium.

3. Relevant market information. This includes all information the user sees as relevant. In
the field of B2C, this might be research on use of similar services, ICT attitude and use,
demographics, 'sociographics'. If advertisers or third parties are involved, data on use of
advertisements, Click-Through Rates (CTRs), use affiliate marketing and eRetail might
also be included.

7.2  Step 1. Determine Service Concept

A service concept can be seen as a description of the service, the organisation providing the
service and the complete set of partners required to deliver the service. A service concept
described as an idea does not provide the information that is needed to assess the business
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feasibility of a service. Only if each and every partner and its subsequent role in the business
partnership is defined, the PITCH tool can provide surplus value.

The first step is to describe the new service concept in a way that enables a thorough
analysis. The description needs to capture several components:

1. A brief introduction of the service concept. Should describe the functionality and user
experience offered, the manner in which the service is delivered to the customer, the
relationship to the customer.

2. ldentification of the service provider that intends to integrate the service in its portfolio
and the way in which the service provider benefits from catering the service.

3. ldentification of the partners that are involved in delivering the service and the
different stakeholders to whom the value is provided.

The tool enables users to enter collect and store this information (see Figure 38).

Overview
of steps

\ BOX fOI’

textual
description

T~ Room for

screenshots,
photo/video

Figure 38: The PITCH Tool - Service Level Descripti  on

7.3  Step 2: Determine Propositions Towards Stakehol  ders

We consider stakeholders here as the actors that directly generate revenues for the service
provider. Determining the propositions towards each stakeholder specifically is necessary
because this is the 'unit of analysis' for the PITCH tool. The business feasibility of a service
concept is determined by analysing the collection of assessment of each specific proposition.
Determining propositions enables the users of the tools to define a) the relation between
partners and external stakeholders and b) the market place. This step is necessary to
guarantee consensus on the service concept between all stakeholders. Moreover, it brings
focus in the search for relevant market data and in the discussion on relevant criteria for this
service.

In formulating propositions, customers or end users are the first group that comes to mind.
However, for most web 2.0 services, this is not the group that generates the larger part of the
revenues. Advertisers are an important group here (and closely follow consumers) as well as
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affiliate marketing partners such as 'brick and mortar' online retailers like banks, furniture
shops, event organizers and public eService providers. The pitfall here is to end up with
stakeholders that indirectly generate revenue (such as consumers), and leave the
stakeholders that directly generate revenue unnoticed.

Figure 39 shows how the tool enables to make the propositions explicit.

Figure 39: The PITCH Tool - Propositions

7.4  Step 3: ldentify Fit and Viability Criteria

In order to make a business feasibility assessment, criteria are required to structure the
assessment. Critical criteria are potential drivers OR barriers for the commercial success of
the service. A critical criterion is a factor that:

shows a high degree of uncertainty (consumer demand for example is often considered

volatile and unpredictable);

has a potential high impact on the feasibility of the service.
For practical reasons, we limit the number to the ten most critical criteria for the feasibility of
the service: five regarding viability, five regarding fit. As the tool is tailored to user generated
content services, we included ten issues that in general might be considered most critical for
user generated content services. This set of issues can be altered and tailored to a specific
service concept by the group using the tool.

The criteria are operationalized into scales. Users of the tool can score on this scale to what
extent a critical criterion drives or hinders this specific proposition to become commercially
feasible. For example, if attracting active users is a criterion, this might be operationalized
into a scale 'extent to which users are activated to make a contribution'. The tool enables to
specify the scale into a number of scores. For example:

No prosumers - some stand alone prosumers - dynamic community - active loyal community

Figure 40 shows how the tool facilitates the articulation of criteria. Users can edit, create,
remove and specify the criteria and the scales used in the PITCH tool.
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Figure 40: The PITCH Tool - Fit and Viability Crite  ria

7.5 Step 4. Make Assessment
In order to make an assessment, different activities are necessary:

a. Select the proposition that you want to assess. The assessment will be made for each
proposition separately.

b. Link specific propositions to specific criteria. Some criteria are more critical for specific
propositions. For example, to earn revenues with an advertisement banner, the competition
between amateur content creators is less critical, while a critical mass of users on the
platform is an absolute requirement for commercial feasibility. To deal with this issue, users
need to link specific criteria to specific propositions.

c. The next step is to make an assessment. The tool enables participants to make
assessments by operationalizing the criteria into scales. Taking a same example, for an
advertisement banner, a critical mass for users is necessary. Critical mass of users is the
criterion, and the scale allows users of the tools to make an assessment to what extent
critical mass will be reached on a six point scale. This assessment is repeated for all criteria
per proposition, for all propositions.

Figure 41 shows how the PITCH tool enables each of these steps. A spider web diagram on
the right shows an overview of the assessment of this specific proposition.

Page 86 of 89



FP6-2005-1ST-41 (038312) CITIZEN MEDIA Deliverable D6.2.2

Select specific

proposition Check box to link

criteria to selected
proposition

Spider web for
overview of
assessment

Scale with ruler
~ to make the
assessment

Figure 41: The PITCH Tool - Making an Assessment

7.6  Step 5: Analyze, Refine and Wrap-Up

Each of the proposition assessments in step 4 is mapped on the quadrant of Tjan mentioned
earlier. The result is an overview of the feasibility of all propositions. Together, these
propositions add up to an assessment of the overall feasibility. This final assessment is the
result of taking the average feasibility of the propositions, indicated by a red dot. This
overview and final assessment provide the ingredients to discuss and alter the service
concept, the set of propositions, the business partnerships and the criteria. It allows users of
the tool to go back and forth between steps, structuring the discussion on the choices that
are made explicit in earlier steps.
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Figure 42: The PITCH Tool - Final Assessment

Each of the propositions, as well as the assessment for the overall service concept end up in
one of the four quadrants:

Kill: means that the initiator should drop this service concept. The organizations do
not have the assets to put it on the market, and the market is not ready either.
Redesign: the partners are willing and capable to put it on the market, but need to
step out of their '‘comfort zone' and redesign the service concept to meet the demands
of the outside environment. Redesign might include changing the service and user
experience, changing the partnership (another service provider, other partnership),
changing the organisational strategy.

Sell or spin out: while the service concept seems ready to go to the market, the
organizations delivering the service do not have the intention of capability to do this.
The way forward is to sell or license the service to another service provider or
partnership.

Invest: If the service concept seems to fit the interests and capabilities of the
partnership and is ready to go to the market, the service concept needs investments.
Time to market needs to be short, and investment capacity needs to be in place to
further develop, differentiate and use this service concept to strengthen the service
portfolio.
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