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1 Executive Summary

The present document reports on the outcomes of all WP8 activities (in particular Task 8.7)
aimed to develop a sustainable business plan for the NIMBLE platform. It is an evolution of
the previous version of the business plan document (D8.11) and it capitalizes on the main
analysis and findings reported in D8.15 (Exploitation report) and further activities in WPS8,
including an update/revision of the NIMBLE value propositions and additional analysis of the
four project business cases based on an existing Platform Design Toolkit'. As planned in the
DoW, this is not the final version of the business plan, which will be completed by the end of
the project.

The NIMBLE project is developing a novel, cloud based and easily accessible digital platform
that facilitates the establishing of dynamic supply networks for the identified stakeholders in
future collaborative manufacturing sectors.

The resulting NIMBLE Platform can create value according to the following main business

drivers.

e provide users with sets of easy to use and easy to access, cheap and standardized tools
and processes.

¢ allow users to create and harness mutual synergies from each other promoting business
and information transactions

e as more users are participating on the platform, the resulting synergistic benefits amplify
and grow disproportionately (aka network effects).

¢ NIMBLE can handle both Informational Supply Chain Platforms and commercial channel
Platforms. Informational Supply Chain Platforms are foundational sets of technologies
and processes promoting the access to commercially relevant channels.

Moreover, the NIMBLE innovation potential is enhanced by the following competitive factors:

e Opportunity; i.e. the market context where NIMBLE operates (trends, drivers, customers’
expectations) is very favorable: the Industry 4.0 driver is pushing the organizational and
technological change in traditional manufacturing SMEs operating in non high-tech sec-
tors;

e Value added, i.e. ability of the NIMBLE solution to address the existing unmet needs.

o Competitive landscape; i.e. lack of existing/potential competitors with similar targets.

e Unique selling points; i.e. the main factors that will make NIMBLE solution to be effective-
ly launched in the market.

The analysis on the last developments of the NIMBLE platform confirmed the assumption
made in D8.11:

As a main differentiation, NIMBLE will develop a solution that can bridge between horizon-
tal B2B marketplace and novel Industry 4.0 technologies. In this, NIMBLE aims to develop
a next-generation digital platforms for the manufacturing sectors. This strategic exploitation
could be deployed either by focusing initially on one sector (e.g. Wood with the Furniture
Manufacturing Platform) or licensing out the platform to a variety of vertical manufacturing
sectors.

In terms of special features of the platform, we can highlight:

' https://platformdesigntoolkit.com/
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The possibility to deploy a federated set of platform instances is a real distinct value of
NIMBLE. The federated approach allows a sectorial, regional specialization approach for
growing (bottom-up approach) and, at the same time, it can support governance with a
clear sectoral leadership or the involvement of intermediaries as orchestrators/rulers of
their ecosystems for the other verticals. This is a clear alternative to existing monopolistic
approaches of existing digital platforms.

The permissive open source approach and the standards (taxonomies/ontologies) are its
core. This will attract providers and/or SMEs that want to be providers and aiming at :

- benefiting from a ready-to-use solution;

- using and customizing it as they wish;

- enjoying the possibility to interoperate with other platforms/solutions using the same
standards.

Based on these elements, key exploitation success factors will be related to the market eco-
system selection and the identification of the business leadership. The take-up of the specific
digital platform is fostered by increasing the ecosystem of players involved in using that plat-
form. The NIMBLE Platform exploitation leaders will build the market opportunity to develop
services/applications with significant economic and societal value.

To this end, NIMBLE aims at:

o providing attractive, easy to use services first; in particular enabling to:
o find a suitable supply chain partner for a product
o involve logistic service providers’ firms
o facilitate the negotiation of terms
o facilitate the reach of consensus during a contract negotiation
o carry out and monitor the transaction deployment

o reducing entry hurdles for multi-side actors, including:
o self-serve on-boarding
o incentive for network effects

o offering a win-win value proposition for participant

o enacting pro-active governance to keep the ecosystem of actors in balance

NIMBLE exploitation routes could be deployed following a number of alternative approaches
depending on the commercial and organisational leadership of the partner(s) which are likely
to invest in the Platform to exploit the quality of the business idea and the economic and non-
economic returns. In this view, the possible exploitation alternatives are based on the actual
leadership takeover and on the vertical vs general focus.

Specifically, the possible options at this stage could be summarized as followed:
1. Licensing out the whole NIMBLE platform as an Open Source and:

a. A single partner (internal/external) will take the business leadership, deploy a
new NIMBLE platform instance and license out to SMEs in various vertical
industries.

b. A single partner (internal/external) will take the business leadership, deploy a
new NIMBLE platform instance and license out to SMEs in a specific vertical,
as AIDIMME and FEVAMA are currently already pursuing for the Furniture
sector (WP10).

c. A single partner (internal/external) will take the business leadership and will
create one dedicated European Company for driving and coordinating the
commercialization of the NIMBLE platform.

© NIMBLE Consortium (2019) 5/53
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2. The Consortium as a whole promotes a NIMBLE Federated Platform
a. Consortium leadership and licensing out to diverse distributors for profit;
b. Creation of a European Association (non profit) promoting free/open use.

Consortium partners agreed that the first option (with the different sub-options) is the main
exploitation route, although further investigations will be performed to check how to guaran-
tee a federate approach and the relative governance across multiple NIMBLE platform in-
stantiations.

Based on this current understanding, we will not develop a business plan for the joint com-
mercial exploitation of the NIMBLE platform. Instead, to ensure effective NIMBLE platform
exploitation, INNOVA proposed to the project use case partners the possibility to develop
their own digital platform strategy, based on the open source NIMBLE solutions. The meth-
odology for defining the platform strategy is based on an existing set of templates, named
Digital Platform Toolkit?, which was introduced in D8.10 as part of the NIMBLE Platform
launch manual.

As a result, starting from some of the 10 business cases reported in D8.15, the project part-
ners developed 5 distinct platform strategies that are summarized in the following Platform
Design Canvas. These business analyses are the starting points for the development of dis-
tinct platform instance-specific business plans.

oD L_
PLATFORM DESIGN TOOLKIT 2.1 Nm m Furniture Manufacturing Platform
- .
. PLATFORM . . Enabling Services Core Value @ = |. PARTNERS,
OWNERS (Platform to Partners) Proposition .
Ld \m Transactions|
Make your product and service
visible inside the ecosystem of Request information Reference company
S Sopermance lattorm firms. Feadback quotation MicunA)
Reliability of the info generated
FEVAMA LR e (corR) Negotiation process (privacy)
Training Pre order Technical partners
Optimize value chain and create Review the experlence (SRFG, SRDC)
new business opportunities Tr i
Security channel
F Ancillary Value
Propositi
PLATFORM Empowering Q:D Channels PEERS
’ .. Cluster the sectoral ecosystem vead eee P . (producers)
STAKEHOLDERS Services Easiness of finding key agents & P
(Platform to Peer Producers) Added value services
Service providers, Logistic
Use role management inside firm Reglstration channel providers, Suppliers,
Scoring services Catalogue search Manufacturers
Other Platform NIMBLE Publish catalogue Infrastructures and System channel
G - - Reference and reputation
uropean Commission | |~ = = = = = = = = = = = = - - = b - - - - - - - - ——
.o Other Services oy o PEERS
Other B28 platforms (Platform Peer Consumers) Web site and underlying Stats and indicators (consumers)
NIMBLE Infrastructure {firms and platform owners)
Use role management Inside firm
AIDIMME ERP Providers, Manufacturers,
Scoring services
(Regulation and Legislation Retallers
Negotiation
Search product and services Eatem)

Figure 1 - FMP Platform Design Canvas

2 https://platformdesigntoolkit.com/
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THE PLATFORM DESIGN CANVAS N D 6 2 DL
PLATFORM DESIGN TOOLKIT 2.1 4 Textile 1 - Collaborative design scenario
PLATFORM Enabling Services Core Value | =
[ owners | -0 (Platform to Partners) F Proposition | gy Tnnsmions. PARTNERS
IT provider with Collaborative Exchange fabric CAD supplier,
large infrastructure CAD iptegration, fabric design designs
Customisation of

IT suppliers

the fabric Fee for CAD integration

Data/trend apalysis. Exclusive items
i |

Trends knowledge | Marketing
axchange consultants
District association for
e
, PLATFORM .‘ Empowering _I'Im e savings O NEO Channels ‘ PEERS
STAKEHOLDERS Services & Contexts (producers)
(Platform to Peer Producers) Cost savings

Textile and G Fabric
Clothing Private trusted data I
Association

d r
exchange channel Infrastructures and I T w
Core C Channel 8
District association
for commercial |  |o-c-cccoccecc oo eoooooo o] TS Q"'”“:“"" S R Tt
romotion Other Services CAD module
£ : . o (Platform Peer Consumers) glatform r Order and Negotiation 7 o (consumers)
system
Private trusted data CAD integration Repliataiiviien Clothing
exchange channel trlvale. -:: s::ndardlxe | 4 designer
Figure 2 - Textile Platform Design Canvas, Collaborative Design Scenario
2 —
THE PLATFORM DESIGN CANVAS N ﬁ ﬁ 2 =) L_
PLATFORM DESIGN TOOLKIT 2.1 ) ) Tt Textile 2 — Certification of Origin scenario

PLATFORM Enabling Services Core Value . ->
| OWNERS -8 F o

(Platform to Partners) Proposition |¢- ¢ PARTNERS|

Transactions
Preferential
Customs office 102 2
Private trusted data Cartificationlof Exchange the
Textile and Clothing exchange channel Origin Certification of IT providers
Assoglation,

Administrative and
Registration and

legal consultants
District association for Negotiation services
commercial promotion

F Ancillary Value

PLATFORM Empowering
» n-e

Q N ) Channels . PEERS
STAKEHOLDERS Services = h e & Contexts (producers)
(Platform to Peer Producers) Gain market UE companies of
| Chance to put a distinctive flag_on the share the tex':lle —
Other Customs offices Cotaiogue Channel clothing sector
Chance to manage the delivery of the Infrastructures and Catalogue search &
EroReEE document right after the shipping starts E Core Components Order and Negotiation
Cemmisslen. | |t system | oo ]
.o (Platform g:e’:i:ns:x:)es NIMBLE i o ( PEERS)
[consumers;
Clothing Assoclation. gy s .Extra E'U com;.)anies
preferential certification of origin Possible use of importing textile and
Blockchain clothing items.
for commercial promotion T

Figure 3 - Textile Platform Design Canvas, Certification of origin scenario
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A ,
THE PLATFORM DESIGN CANVAS NM}@ [ :
PLATFORM DESIGN TOOLKIT 2.1 =AM LBAB/Podcomp use case perspective

- PLATFORM . . Enabling Services F Core Value .—D h PARTNERS|

OWNERS (Platform to Partners) Proposition
d - & Transacti
Margin imp T
with simplified i IT Providers
Select and configure products
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independant Profit other software and business processes; Exch by s‘: ’ " Value Added Service
Organisation systems for T&T, LCA, 3d) Reach more xe ':".: © & — n: an Providers (e.g. T&T, LCA,
ordering documents;
customers/suppliers; Blockchaln, 3D
UL Order finalisation and re- )
Access to potential new Security information
planning;
R ausittys Tracking and tracing of order
Traceability; o e

fulfilment and delivery;

Ancillary Value

N Improved customer >

) PLATFORM .. Empowering e i e tutii u ) Channels ‘ PEERS
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Product configuration; L e ampanent EREEomPCastt Podcomp.
T&T of orders. Blockshaln Component Professional customer
(property owners, developers,
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Figure 4 - Eco Houses Platform Design Canvas

o :
THE PLATFORM DESIGN CANVAS N m [
_PLATFORM DESIGN TOOLKIT 2.1 - T WHR - Data Trade Scenario

. PLATFORM .. Enabling Services F Core Value . -> Ii PARTNERS]

Platform to Partners|
OWNERS ( ) Proposition |e . Transactions!
External third party with a Collect and share more data Communicate intervention
strong link with the good Data channel services and knowledge; details; IT Provider of added value
producer (e.g. WHR) Improve FTS effectiveness services
Security and traceability and skills in repairing; Request/Obtain information
services Plan better field about a specific good under
intervention; repair;
Possibility to link with 3¢
party services Provide feedback on the FST
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Increase quality of feedbacks e cave
’ PLATFORM . . Empowering ner ":om"“r @ Channels ‘ PEERS
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(Platform to Peer Producers) activity; Whirlpool
satisfaction NIMBLE Data Channels for Component suppliers
New for and v f— |
offering data E Infrastructures and ik e e
Core Components systems Customer service
B O Other Services Mobile application of (o) PEERS
(Platform Peer Consumers) NIMBLE Infrastructure Product Avatar for fleld (consumers)
interventions
Product Avatar Customer service and Field
New for and Web application of Product Service Technicians (FST)
accessing data Avatar for registering and
browsing data Whirlpool
¢
Equipment suppliers

Figure 5 - White Goods Platform Design Canvas
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2 Introduction

The present document reports the outcomes of all WP8 activities (in particular Task 8.7)
aimed to develop a sustainable business plan for the NIMBLE platform.

It is a live document that will be continuously updated and refined throughout the project,
where the final version (due at M39) will contain the actual NIMBLE business plan.

In this second phase, we are mainly focused on:

e validating with partners the analysis of the NIMBLE exploitable results, innovative as-
pects and possible business models and exploitation strategies reported in D8.11 and
D8.15. This leads to some minor updates of contents summarized in Sections 3, 4 and 5.

o further developing the project business cases, also considering the decision of project
partners to focus on an open source exploitation strategy for the NIMBLE platform; i.e.
without a joint commercial exploitation strategy. This leads to the adoption of a specific
toolkit and methodology for developing platform strategies that has been proposed and
tested with use case partners as described in Section 6.

It is worth to highlight that the performed work is closely related to activities within the SEED
Programme task (T8.5) and particularly to deliverables D8.9 (feasibility and assessment
toolkit) and D8.10 (platform launch manual).

As planned, the work in Task 8.7 will continue in the final period of the project (M30-M42), in

order to:

¢ define business plans of single NIMBLE Platform instances out of the business cases
reported in this deliverable;

o specify how the federate approach of NIMBLE could be assessed/sustained after the
end of the project with a lean structure that may link the different created peers.

© NIMBLE Consortium (2019) 9/53
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3 NIMBLE Platform

The NIMBLE project is developing and validating a novel cloud-based, and easily ac-
cessible platform that will facilitate the establishing of dynamic supply networks for classes
of stakeholders in future collaborative manufacturing.

Specifically, the resulting platform will be a manufacturing B2B service delivery framework,
which at the same time will be interoperable, smart (proactive), open (extensible/adaptable),
trustworthy and secure.

open up possibilities to ex-
ploit cloud infrastructures
using SaaS and PaaS para-
digms for platform providers
to form a federation of NIM-
BLE platforms and give dif-
ferent sectors or regions a . S
platform for B2C, B2B and #

RPN

Business
Collaboration

) 2 323

Ayjiqesadosau)
Intelligence

Open Interface
Open Interface

manufactu ring collaboration ":’:f"o Figure 6 — NIMBLE B2B Platform: overview of main elements.

that can be customized for
them.

Moreover, developers may interact with the platform by using a comprehensive API set,
giving them the possibility to extend the core services of the platform with valued added ser-
vices and new tools for platform customers. The API set will include access to back-end ca-
pabilities, but also business collaboration and federation interaction will be made possible via
APIs as well. Specifically, new value-added services can be published in the platform as part
of a cloud service marketplace, in order to be used on the platform and generate revenues
for the developers (3™ party service providers).

3.1 Envisioned platform sides and roles

NIMBLE is a multi-sided - i.e. bringing together several vendor and buyer communities -,
federated — i.e. linking local and/or sectorial verticals -, open — i.e. open source - digital plat-
form and thus the following main roles and interactions need to be taken into consideration:

Platform orchestrator(s): the manager of the platform driving the strategic and operational
framework, stakeholder interactions and the architecture of the platform and the resulting
ecosystem. In view of a federated approach, we may expect multiple platform orchestra-
tors, each focusing on a dedicated industrial region, cluster or branch.

Therefore, we can also expect the role of Platform operator: the actual NIMBLE service
provider, hosting the platform and enabling multiple orchestrators to run their businesses
independently and, if relevant, linking among them (e.g. multi-tenancy, PaaS approach).

It is worth highlighting that given the Consortium’s decision to focus on a permissive open
source approach and, thus, the possibility for any organization to start a new business
based on a new NIMBLE Platform instance, the roles of platform orchestrators and oper-
ator can be merged into one unique role that from now on we define as Platform Owner.

Platform infrastructure supplier(s): the technical infrastructure providers (communication,
IT, software, systems integration, and developers) who build, manage, monitor and de-
ploy the underlying technology of the platform. They may or may not correspond to the
platform operator and generally there could be many of them, each focusing on different
technical aspects.

© NIMBLE Consortium (2019) 10 /53
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Moreover, in view of an open platform, we can also expect the role of Platform tool and
service developers: technical organisations that are interested in the creation of added-
value tools and applications to be added to the platform (e.g. starting from the platform
core services/APIs).

Platform end-users: i.e. manufacturing companies — in particular SMEs, but also OEM
(Original Equipment Manufacturers), large manufacturers, service providers - connecting
to the platform to seek (consumers) or offer (producers) services or products.

Operator

/ federated \
= “ o e e e
AE | 1
Orchestrator 3 Orchestrator ! Orchestrator

Fary B T =) ~ T

38 Platform E g g 3 Platform § g § g Platform g g

23 Ecosystem cc 3 3 Ecosystem 2cli=238 Ecosystem g c
4G5 | [EE| (NIMBLEinstance) i 21| E&| (NMBLEinstance) |3 5 |{|2 5| (MIMBLEinstance) |3 %

multi-side

/
A

Infrastructure Supplier(s)
| open
Tools and Applications Developers

Figure 7 - Platform ecosystem(s) roles and interactions

3.2 Target User Groups

As introduced in the previous section, the platform enables NIMBLE stakeholders to take
very different roles across the ecosystem and any one actor can play multiple roles within a
platform ecosystem — or even different roles across multiple ecosystems simultaneously.

In D8.11, we reported on a comprehensive analysis of the different, relevant target groups for
NIMBLE, including:

1. Manufacturing supply network stakeholders;

2. Manufacturing B2B service providers and intermediaries;
3. Digital platform and infrastructure providers;

4. Technology and Service Providers.

At this stage, based on the latest exploitation and business development activities and deci-
sions, we can report that the actual primary target groups for the platform exploitation
are the target groups 2) and 3), since they have the interests and motivations of becoming -
or extending their current role of — Platform Owners (or Orchestrators). They will be then in
charge of identifying the specific Platform End Users (target group 1) and Supporting Part-
ners (target group 4) for their specific platform.

In this view, we just report below the tables with the expectations and the segmentation of
those two target groups. The full description is available in D8.11.

Manufacturing B2B service providers and intermediaries

Table 1 - Manufacturing B2B service providers’ and intermediaries’ expectations

Needs/Expectations Current Behaviour
Scout and engage valuable business organiza- | Advertise and market the provided services;
tions and support them properly. Visit fairs and exhibition;

Participate in workshops;
Access to networking websites for professionals.
Increase the number of members that join their | Create their network/ecosystem website;

© NIMBLE Consortium (2019) 11/53
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network/ecosystem, including custom-
ers/members located in geographically distant
areas (i.e. not only local firms).

shops;

Participate in sectorial fairs and exhibitions, work-

Advertise and market the network/ecosystem
activities through newsletters, campaigns, etc.
Access to networking websites for professionals.

customers/members.

Facilitate the exchange of information among

Use emails, chats, audio and video call applica-
tions and teleconference applications;

Use communication platforms;

Arrange dedicated physical events.

nities for them.

Perform matchmaking among custom-
ers/members to create new business opportu-

Seek and read customers/members’ profiles and
brochures in order to find possible connections;
Use emails, chats, audio and video call applica-
tions and teleconference applications to enable
the meeting among selected organizations;
Organize ad-hoc workshops and events.

network/ecosystem.

Statistical analysis of activities/sectors at a
micro (local) and macro (global) levels of the

local data.

Consult the online databases of the statistics of-
fices and use their online statistical tools;
Download data from the online databases of the
statistics offices and analyse them;

Interviews for customers/members for collecting

Disseminate material, suggestions, strategic
guidelines, training and best practices.

Publish on specialised journals, newspapers,
magazines, websites;
Promote and organize workshops.

Table 2 - Manufacturing B2B service providers’ and intermediaries’ segmentation

Segment

Description

NIMBLE priority

Private B2B service and
platform providers, such as:
http://holz.fordag.com/
http://www.mercateo.it/
https://www.3dhubs.com/

https://www.tradegecko.com/

Their aim is to support their custom-
ers in expanding their business, by
linking them to possible partner
and/or develop a supply chain for
them.

They can be vertical (sector-specific)
or horizontal.

Some of them already developed a
web platform for browsing organiza-
tions or, in some advanced cases,
matchmaking requests with offers and
added-value services.

They are funded by their customers.

As private entities, they can
have resources to invest in
order to make more ad-
vanced and appealing their
offerings with NIMBLE solu-
tions. Therefore, this can be
a key segment for the pro-
ject.

According to their dimension,
they could be interested to
be an orchestrator or the
operator.

Industry trade associations
and corporations

Their aim is to offer promotion, inter-
nationalization and business opportu-
nities to their members.

They are vertical on a specific indus-
try sector. Usually, they are national
association, but they have region-
al/local units that are quite autono-
mous. They also have EU level rep-
resentatives.

They are quite traditional in terms of
business service offering (i.e. not
using advanced ICT solutions), alt-
hough the innovation level could
change from region to region (e.g.
North Europe countries could be
more advanced on their offering).
They are funded by their members.

Similarly to the previous
segment, they can have
budget to invest in innovative
solutions, but it should be
demonstrated a clear benefit
for their members. In some
cases, the investments
should be approved by the
respective management
boards. In any case, we can
user them as a mean to
promote NIMBLE to their
members.

Therefore, we can consider
this as a very relevant
segment, although the actu-
al engagement with them
could be quite slow and
elaborated.

© NIMBLE Consortium (2019)
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National, Regional and Local
innovation and business
development agencies

They are the public funded agencies
that aim to create awareness, facili-
tate the development and in some
cases implement the EU and National
policies about business development.
Usually they are horizontal on many
sectors (although there could be
some sector-specific units).

One key element of recent
policies is the digitalization of
SMEs, therefore they can be
very interested to enhance
their offering with some of
the NIMBLE services. In any
case, they can act as NIM-
BLE promoter.

Therefore, we can consider
this as a relevant segment,
although, given that they are
public funded, the actual
budget availability can be
different from region to re-
gion (depending on the Na-
tional funding directives and
investments).

Technology-specific (SMEs)
communities and cluster

In this segment, we can consider all
initiatives/networks that links different
companies (in particular SMEs) that
share a common industry sector or an
area (e.g. technology parks).
Differently to industry associations
and corporations, they are less struc-
tured and usually don’t have large
budget to manage.

Their main objective is simply to link
and share information among mem-
bers.

In some cases, they are funded by
the members (usually the fee is quite
low).

Given their budget limita-
tions, they can mainly act as
promoter of the NIMBLE
solutions. Therefore, we can
consider them as a good
segment.

Digital platform and infrastructure providers

Table 3 - Platform and infrastructure providers’ expectations

Needs/Expectations

Motivations

etc.).

Reduce the cost for complement/extend their
current platform/cloud offering.

Abstract underlying technology complexities
(e.g. loT, data heterogeneity, standardization,

Software companies are not willing to start new
developments or technologies, without a clear op-
portunity/demand, such as a paying customer.
However, this approach usually leads to private, ad-
hoc solutions with limited opportunity to be re-used.
Ready to use, advanced solutions, based on main-
stream technologies, can attract software compa-
nies that are willing to enter a new market.

Revenue sharing in the marketplace.

Hosting a dynamic business ecosystem is not only
a way of ensuring a higher demand of services and
resources for a platform provider. The one-stop
shop mechanism provided in marketplaces will at-
tract service providers to develop and deploy appli-
cations in the platform. A revenue sharing mecha-
nism could help platform providers to retain a part
of the incomes generated by the different stake-
holders in the value network. This additional reve-
nue streams may represent an important source of
revenues for the platform

Platform extensibility / adaptability.

The available market of digital platforms is highly
dynamic, and there will be always customers requir-
ing different/additional features. This calls for the
provisioning of easily adaptable and extensible

© NIMBLE Consortium (2019)
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technologies, as well as the possibility to involve
third parties’ technology/service providers.

Scalability on demand.

In the digital platform era, this is a pre-requisite.
Platform providers aim to target the global market,
but with a gradual, incremental approach. First
phases will focus on early adopters to test the effec-
tiveness and viability of the platform, then there will
be a fast (as fast as possible) growth of the user
base.

Control and monitoring of deployed solutions

Trustworthy platforms should guarantee precise

levels of service operations, e.g. including availabil-
ity, security and privacy, traceability. Therefore ad-
equate control and monitoring mechanisms need to

be available.

Table 4 - Platform and infrastructure providers’ segmentation

Segment

Description

NIMBLE priority

System Integrator

They aim at developing vertical solu-
tions; i.e. customised solution for a
customer or domain specific systems,
such as ERP, Supply Chain Manage-
ment, 0T and Industry 4.0 systems.
Systems may range from limited data
collection and analysis to
comprehensive end-to-end application
solutions.

As a dimension, system integrators
range from SMEs to Large Enterpris-
es.

Larger enterprises such as SAP, IBM,
Oracle, etc. have been first movers in
this space as they have the most to
gain from automating existing complex
manual processes. However, their
solutions are currently mainly direct to
large companies, leveraging their prior
vertical applications.

System Integrators can enforce their
market position (or enter the market)
by e.g. creating and then providing
advanced B2B platforms, based on
the innovative NIMBLE capabilities.
Therefore, they are a key segment
for NIMBLE. In particular, SME
system integrators could be largely
benefit of ready-to-user NIMBLE
solutions.

Cloud Platform
Provider

They offer computing resources for
enabling cloud solution. They can be
categorized as service providers (e.g.
cloud manufacturing solutions) or in-
frastructure providers (e.g. AWS EC2).

Although it is not likely that laaS and
SaaS providers will transform their
service stack into PaaS services,
many of the current cloud providers
are starting to complement their of-
fering with PaaS capabilities. NIM-
BLE can be an opportunity for them
to make this change. Therefore, they
are a very relevant segment.

Network Operator

The network operators offer the capac-
ity of a communication network to
transfer data within a company and
between linked companies in the sup-
ply chain.

They can also act as system integra-
tors and cloud platform providers. But
this platform must be clearly open to
third parties, in order to provide
alternative solutions using the specific
telecommunications infrastructure.

Similarly to large system integrators
and cloud platform providers, the
engagement of network operator
could be difficult. Therefore, we
should consider this as a good
segment, since the opportunity to
involve a network operator will be
limited.

© NIMBLE Consortium (2019)
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3.3 Exploitable assets

An overall technical description of the NIMBLE architecture and the available core services,
configuration and customization possibilities has been reported in D8.10 NIMBLE Platform
Launch Manual. In the following, we simply list the main assets, as they have been reported
in D8.15, that are at the basis of the NIMBLE unique, innovative offering. Specifically, the first
three assets are the actual product package that will be distributed as part of the open
source NIMBLE exploitation strategy. The remaining assets are the main components of the
NIMBLE platform that could be also exploited separately from the whole platform.

Table 5 — NIMBLE main assets

Asset | Description
Platform Package
The NIMBLE Complete, ready-to-use cloud platform including built-in core and
Platform some exemplary advanced services
Platform Open APIs, Platform instance launch guides, tutorials, NIMBLE-
launch kit specific configuration of cloud infrastructure and middleware

A cloud based environment for managing whole lifecycle (design,
development, deployment) of cloud services (DevOps Center),
Reusable constructs for development of cloud service specialized to
industry

Cloud Services Marketplace

Developers
(3" parties) facilities

Core Services

This service provides the web-based graphical user interface. Each
Frontend Service request from the user is delegated to other services (e.g. registration
requests are delegated to the Identity Service).

Identities on the platform are administered by this service, which plays
a vital role in terms of security. This service communicates with the
Identity & Access Management stated in the microservice infrastruc-
ture above. Identities are defined as entities, which perform certain
actions on the platform (i.e. users, companies and autonomous
agents).

Identity Service

Stores products / services persistently and manages the underlying

Catalog Service ontology.

Functionalities for collaborative execution of modelled business pro-

Business Process Service . . ;
cesses are provides by this service.

Indexing Service Search and indexing are based on this microservice.
Trust Service Trus.t rating for companies are computed and managed by this micro-
service.
Use case-specific tools/services
Product Configurator Tool for fast product configuration, according to multiple variables.

Product Avatar Third party support for product lifecycle management

Specific products can be donated to NGOs and charitable organiza-

Product EOL Tool tions to give them a second life

Product Manufacturing Service to find documents about normative, legislation, patents and
Specifications according to | sectorial reports based on relevant parameters in order to support
National Legislation & SMEs to enter new markets or new products according to national
Regulation Service specific requirements
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4

Innovation Potential

The innovation potential of the NIMBLE platform has been previously analyzed as part of
D8.11 and D8.15. In the following, we will simply report the identified main findings.
Specifically, to assess the innovation potential of NIMBLE, we referred to the following main
aspects:

Opportunity; i.e. the market context where NIMBLE operates (trends, drivers, customers’
expectations) which it is very favorable: the Industry 4.0 driver is pushing the organiza-
tional and technological change in traditional manufacturing SMEs, particularly those op-
erating in non high-tech sectors.

Value added; i.e. ability of the NIMBLE solution to address the existing unmet needs on a
sectoral/regional basis. Among the identified distinct values (integration, intelligence, fric-
tionless, enhanced B2B platform, trustworthy, open source and standards, PaaS and
Federated), the following one have been assessed with use case partners as the most
relevant ones:

Table 6 - NIMBLE main distinct values

Integration NIMBLE capabilities make it possible to combine traditional batch-based
transfers with modern event-based protocols including large-volume loT
scenarios: supply chains can combine legacy with modern interfaces avail-
able, as well as easily connect across protocols with systems, applications,
technologies, partners, and more.

Frictionless To pull the participants to the platform it must provide tools to facilitate valu-
able interactions, which of course, reduces friction and transaction costs
among the participants. These tools involve modelling of the collaborative
supply network workflows, sharing visibility of real time/batch data, execu-
tion of these workflows, monitoring of these workflows and events tracking,
adaptation of the workflows when required.

Enhanced Building upon the first three values above, companies can create and oper-
B2B Platform ate their supply networks at speed, enabling information exchange between
different parties based on their specific needs. The resulting supply network
is also able to scale. Beyond plugging in different partners and suppliers as
needed, companies can scale down their operations to target niche mar-
kets/segments/customers, and/or target newer markets.

Trustworthy NIMBLE offering includes opportune security and privacy mechanisms for
data sharing - selecting which level of privacy has to be applied - reputation,
data provenance and an holistic approach for trust-driven product/service
selection.

Open source All key components of NIMBLE are open source with Apache 2.0 licence
and Standards and based on existing, well known technology frameworks and standards,
which is the best approach for attracting platform providers / IT service pro-
viders interested to quickly build commercial solutions in the manufacturing
sectors.

Competitive landscape; to demonstrate the actual, novel positioning and offering of NIM-
BLE, we performed an analysis of the identified, main classes of potential competitors:
Smart Manufacturing Digital Platforms, B2B Marketplaces and Industry Directories, B2B
Platform Enablers. Among the three identified classes, the last one is the class of com-
petitors that offers solutions that most overlap with NIMBLE’s objective: i.e. enabling third
parties (platform providers) to develop their B2B digital platforms, enabling frictionless in-
teraction with their business customers. However:
o The focus of these solutions is mainly for retailers and traders that sell/distribute
their specific products, and not for organizations aiming to create an open B2B
marketplace. NIMBLE can support both scenarios.
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o NIMBLE includes more advanced technology solutions for e.g. back-end integra-
tion, product description/matchmaking, security and trust.

o All NIMBLE solutions are open source and, thus, can be easily adopted and ex-
tended/customized by third parties aiming to become platform owners.

e Unique selling points; i.e. the main factors that will make NIMBLE solution to be effective-
ly launched in the market place. Specifically, the federated approach is a real distinct val-
ue of NIMBLE. It will allow a sectorial, regional specialization approach for growing (bot-
tom-up approach) and, at the same time, it will support governance with a clear involve-
ment of intermediaries as orchestrators/rulers of their ecosystems. This is a clear alterna-
tive to existing monopolistic approaches of existing digital platforms. Moreover, with the
permissive open source approach and the standards (taxonomies/ontologies) at its core,
it will attract providers and/or SMEs who:

o can benefit from a ready-to-use solution;

o want to use and customize it as they wish;

o will have the possibility to interoperate with other platforms/solutions using the
same standards.

e Based on these elements, key exploitation success factors will be related to the market
ecosystem selection and the identification of the business leadership. The take-up of the
specific digital platform is fostered by increasing the ecosystem of players involved in us-
ing that platform. The NIMBLE Platform exploitation leaders will build the market oppor-
tunity to develop services/applications with significant economic and societal value. To
this end, NIMBLE aims at:

o providing attractive, easy to use services first; in particular enabling to:
» find a supply chain partner for a product;
» involve logistic firm;
= negotiate terms and agree on a contract;
» do transaction and monitor them via the platform
o having low entry hurdles for multi-side actors, including:
» self-serve on-boarding;
* incentive for network effects;
o offering a clear value proposition for each side;
o enacting pro-active governance to keep the ecosystem of actors in balance.
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5 NIMBLE Platform Exploitation Strategy

In the medium term the NIMBLE Platform can span diverse industries as NIMBLE provides
to potential, new platform owners a ready-to-use baseline platform, and to developers a
common set of software APIs to extend the platform in many directions. But, the NIMBLE
platform sets of common digital technology-powered processes can also increasingly gener-
ate value by adding products and services in mutually synergistic ways in one specific in-
dustry vertical.

As introduced in the previous section, this flexibility is a key competitive advantage of NIM-
BLE. Therefore, the proposed NIMBLE exploitation alternatives are based on the decision
regarding the vertical focus vs the general focus. Specifically, the following possible options
have been identified:

e Licensing out the whole NIMBLE platform as an Open Source and:

a. A single partner (internal/external) will take the business leadership, deploy a
new NIMBLE platform instance and license out to SMEs in various vertical
industries.

b. A single partner (internal/external) will take the business leadership, deploy a
new NIMBLE platform instance and license out to SMEs in a specific vertical,
as AIDIMME and FEVAMA are currently already pursuing for the Furniture
sector (WP10).

c. A single partner (internal/external) will take the business leadership and will
create one dedicated European Company for driving and coordinating the
commercialization of the NIMBLE platform.

e The Consortium as a whole promotes a NIMBLE Federated Platform
a. Consortium leadership and licensing out to diverse distributors for profit;
b. Creation of a European Association (non profit) promoting free/open use.

The key exploitation point was to decide which ownership and sourcing model to apply. This
will also then tie into the asset operation and distribution model that we will look at in the val-
ue creation and output steps.

Consortium partners agreed that the first option (with the different sub-options) is the main
exploitation route, although further investigations will be performed to check how to guaran-
tee a federate approach and the relative governance across multiple NIMBLE platform in-
stantiations.

Based on that, a business plan for the joint commercial exploitation of the NIMBLE platform
will be not developed. Instead, the model/strategy to exploit the NIMBLE platform can be
based on two main key elements:

1. Identify a business leadership for launching new platform instances: it is im-
portant to identify the leadership in managing and building the platform for others in
the eco-system or ensure a fast follow.

2. Deploy a lean structure for NIMBLE governance: NIMBLE services will be provid-
ed by “peers” (the new platform owners). This frees the platform from typical em-
ployment entitlements and burdens.

Therefore, about the actual business modeling, the sectoral / vertical Industry platform alter-
natives will be based on the leadership (platform owner) decision.
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With a view to this, INNOVA proposed to integrate into the Platform Launch Manual (D8.10)
an existing toolkit (see next Section 6) that can drive potential new platform owners to shape
their own platform strategy. As detailed in the next section, the toolkit has been introduced to
the project use case partners, and they have started to develop their own digital platform
strateqgy, based on the open source NIMBLE solutions.
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6 Use Cases’ Platform Strategies

As reported in D8.10 — NIMBLE Federated Platform Launch Manual, NIMBLE has identified
an existing toolkit - The Platform Design Toolkit (https://platformdesigntoolkit.com) - to be
used by potential new platform owners to develop their own platform strategy.

The toolkit includes a methodology and a set of canvases that help the potential new plat-
form owners to:

1. envision and design how the target platform can work, creating and exchanging value
among different stakeholders in the target market;

2. obtain a first design for the validation by creating a prototype (Minimum Viable Platform)
or assumptions for validation experiments.

STRATEGY VALIDATION & GROWTH

EXPLORATION DESIGN PROTOTYPING HACKING

Figure 8 — The phases of Platform Design

As depicted in the Figure above, overall, the toolkit introduces four macro phases (please

refer to D8.10 for additional details):

o Exploration: understanding the context, and the strategic meaning and applicability of a
platform strategy that impacts, shapes and influences the context;

o Strategy Design: mapping entities, understanding their individual context, their potential
to exchange value, and imagining the two key platform engines (the transactions engine,
the leaming engine), plus designing the experiences one wants to create for participants;

e Validation and Prototyping: conducting ecosystem analysis and testing (this could also
partially happen during the design phase, and is generally an iterative process), making
the MVPs or the experiments dedicated to validate or invalidate the assumptions;

o Growth Hacking: applying tactics to help the strategy grow in the context (being it a
market, or something different) and achieve niche enablement and network effects.

The first two (exploration and strategy design) are the most relevant at the design stage,
since they help the potential new platform owner to understand the context (market) to target,
the services to activate and the values to capture. The third step (validation & prototyping) is
in fact the adoption of the NIMBLE platform for implementing and validating the devised plat-
form strategy. Finally, the forth step is related to a more specific market growth strategy,
which is very sectorial/market depended and, thus, not covered in this document.

Therefore, we decided to adopt such an approach for firstly supporting NIMBLE use case
partners to investigate the opportunity to become/identify a platform owner for their specific
business cases and start to develop their own Platform Strategy (business plans).

The activity started by arranging a workshop within the Consortium Meeting in Bologna on
26"-27" February 2019 with all use case partners where INNOVA introduced the toolkit's
methodology and canvas, and then ran and moderated the workshop (see figures below).
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Partners were grouped according to their interest/participation to a specific NIMBLE business
case (furniture manufacturing, white goods, wooden houses, textile) and the different activi-
ties (brainstorming and editing the Platform Design Toolkit canvases) were performed in par-
allel.

Figure 9 - Team working within the 26th - 27th February's workshop in Bologna

During the workshop, we mainly focused on the Strateqgy Design phase (step 2), since we
assumed that the use case partners have already a good understanding of the respective
contexts, also given the past business and exploitation activities performed in NIMBLE (see
D8.11 and D8.15).

Nevertheless, it is worth highlighting that the workshop was quite intense and we couldn’t
brainstorm in depth, all the planned canvases (see next section 7.1). Therefore, use case
partners committed to finalise these activities started at the workshop in the following weeks.

Figure 10 - Finalisation of the work at the use cases’ premises
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In the next subsections, we firstly summary the list of canvases that were proposed during
the workshop; then, for each project business case, we report the obtained main results.

6.1 Strategy Design Canvases

The following table reports the canvases that are part of the Strategy Design phase. For
each canvas, we give a short explanation and some notes whether it was applied or not dur-
ing the workshop.

. THEECOSYSTEM CANVAS
Mapping the Ecosys- PLATFORM DESIGN TOOLKIT 2.1 | |

tem. By using the Eco- P EXTERNAL

STAKEHOLDERS

system Canvas the
platform shaper will
reflect on the ecosys-
tem to shape, and or-
ganise with its platform
strategy. The platform
shaper will map the
entities present in this
ecosystem and you will
then understand what
roles they might play,

clustering them if nec- m @ @ @F@

essary. o ° e ]

Applied: Yes. Partners identified and classified main peers in their reference con-
text/market.

. THE ECOSYSTEM ENTITY PORTRAIT
Portraying ECOSYS- | p/atrorM DESIGN TOOLKIT 2.1 ’

tem’s Entities. In the I e
Ecosystem Entity Por- PRESSURES
trait the  platform
shaper will make a
consistent picture of
the entities’ context: &
what they're trying to s

achieve, with whom POTENTIALTIAT
and how they’re trying | | cuwmsumes \
to connect, what po- ’
tential they can ex-
press, and what kind
of experience gains
they’re looking for -
and therefore you
should provide - as a

platform shaper.

—
VALUE GAINS [

cptimze.

CURRENT GOALS

Applied: Yes. This is a time-consuming step, since it requires wearing the hats of distinct
actors. Therefore, partners were asked to focus on 1-3 key peers, e.g. those that will be in-
volved in future validation activities within the NIMBLE project.
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Analysing the po-
tential to Exchange
Value. With the Eco-

THEECOSYSTEM'S MOTIVATIONS MATRIX
PLATFORMDESIGN TOOLKIT 2.1 ‘

Illl

system’s  Motivation
Matrix the platform
shaper will then ana-
lyse their potential to
exchange flows of
value: in other words
it will map what kind
of value exchanges
the entities are per-
forming already (or
trying to), and what
additional type of val-
ue they might ex-
change if properly
enabled.

"~ =

palpplpc

PaIPPlPC

palpplpc

HEE

What could the entity on the vertical axis on the left What could entities of the same type
give o the entity onthe horizontal top? exch een eachothers
-

Applied: Yes. And during the workshop partners identified some value exchanges not previ-
ously considered in previous project activities.

Choosing the core
relationships to Fo-
cus on. At this point in
the design process, it's
important  that the
shaper identifies the
focus: what are the
entities in the ecosys-
tem we want to focus
on? What relationships
are going to be the
core of our design work
(at least for a first itera-
tion?). No specific can-
vas it used. Selection
can be made by high-
lighting the target en-
ties and the key rela-
tionships on the Eco-
system Canvas (creat-
ed at step 1).

& ,
THE ECOSYSTEM CANVAS PLATFORM Nm L
DESIGN TOOLKIT 2.1 m ’ FMP - Furniture Manufacture Platform

’ EXTERNAL
STAKEHOLDERS
EUROPEAN COMISSION

OTHER NIMBLE ENTITIES

OTHER B28 PLATFORMS

MmN
/A \‘ TN smee

SRDC

. \ovn_/
Loasnc MANUFACTURERS _ N/

PROVIDERS “LOGISTIC
PROVIDERS

-SUPPUERS

AIDIMME

RETAILERS
RETAILERS
~SERVICE PROVIDERS FEVAMA
-SERVICE PROVIDER!

PEER PEER PLATFORM
CONSUMERS PRODUCERS PARTNERS OWNERS

Applied: Yes. We asked the use case partners to specifically pick the peers that were de-
scribed at step 2 (Portraying Ecosystem’s Entities).
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Identifying the Elemen-
tary Transactions. With
the Transactions Board,
the platform shaper will
map how the ecosystem
is currently exchanging
value (focusing on the
entities and the relation-
ships you decided to prior-
itize), and the platform
shaper envisions how the
platform strategy can help
them transact value in an
easier, cheaper and faster
way by providing, and
curating channels and
contexts that will make
interactions and transac-
tions more likely to hap-
pen.

THE TRANSACTIONS BOARD
PLATFORM DESIGN TOOLKIT 2.1

Transaction/

E1 Interaction

Currency/

E2 Value Unit

Channel
or Context

Notes

phuvdevierderderd eyl

Applied: Yes. Although during the workshop we limited the focus on just a couple of peers.
The work was completed after the workshop by partners.

Designing the Learning
Engine. With Learning
Engine Canvas, the plat-
form shaper will design a
step by step process
made of support/enabling
services that will help your
entites embrace your
platform strategy. These
services will help them to
evolve, emerge from the
crowd, become better
producers and consum-
ers, and ultimately under-
go a radical evolution that
will have them explore
new opportunities, and
behaviors not intended
initially.

THE LEARNING ENGINE CANVAS
PLATFORM DESIGN TOOLKIT 2.1

ENTRY ROWS

‘ONBOARDING THE PLATFORM

GETTING BETTER
ON THE PLATFORM

CATCHING THE NEW
OPPORTUNITY

Applied: Partly. This is a rather complex step that is also quite difficult to design at this
stage (i.e. envision how user can improve their role / functions within a working platform).
Therefore, given the limited time, we decided to skip this step in this first iteration of the plat-
form strategy definition. However, it will be reconsidered in future activities and some busi-
ness cases started already to define this canvas (FMP and Textile Business Cases)
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Assembling the Plat-
form Experiences.
With the Platform Ex-
perience Canvas, the
platform shaper craft
an experience that syn-
thesizes the core value
grgongoit;og(tsr;teg?gisélg PLATFORM DESIGN TOOLKIT21 | |
sign phase and that - w
more than others - the
platform shaper con-
siders essential for its
platform strategy. The
platform shaper will
then reflect around the
sustainability model of
this experience, thus
covering the basic el-
ements of Business
Modeling, you will think
at what resources and
components the plat-
form shaper will have
to set in place and
manage in order to
deliver this experience,
and how the platform
shaper will extract val-
ue from it.

BUSINESS MODEL ELEMENTS

Applied: Yes. This step is of major relevance since (i) it can support partners in defining the
key scenarios to be implemented during the validation activities and (ii) it maps between the
target scenarios and the expected business values and, thus, the possible KPIs to “meas-
ure” during validation activities. A first scenario was investigated during the workshop. The
work was then completed and extended in the following weeks by partners.

Setting up the Mini-
mum Viable Platform.
With the Minimum Via- [ wease
ble Platform Canvas,
the platform shaper
finally move out of the
building to test in the
real world if all the cre-
ated design assump-
tions have a future or
not. By looking at the
design outputs, espe-
cially the Platform Ex-
perience Canvas(es),
the platform shaper will
extract the riskiest as-

THE MINIMUM VIABLE PLATFORM CANVAS
PLATFORM DESIGN TOOLKIT 2.1 | ‘
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sumptions in its strate-
gy, and it will set exper-
iments and metrics to
validate them with the
target ecosystem.

Applied: Partly. This step involves the collection of all the expected business assumptions
(i.e. the business values the platform will provide) and the respective metrics to be meas-
ured during the validation activities. Given that the scenario descriptions (previous step)
were not complete at the end of the workshop, we decided to postpone this step and link it
to the design of the validation activities within WP7. However, some business cases already
started to define this canvas (FMP and Textile Business Cases).

6.1.1 Platform Design Canvas

In order to summarize and report the main outcomes of the performed platform strategy defi-
nition activity, we adopt the so-called Platform Design Canvas. It is an adaptation of the Os-
terwalder’s Business Model Canvas to best describing Platform Vision and Ecosystem Dy-
namics to be served by the platform. This canvas has been built by simply collecting the key
findings emerged throughout the platform strategy workshop, including:

PLATFORM OWNERS: Set of players that will be ultimately responsible to ensure
that the platform exists in production.

STAKEHOLDERS: Entities that have a specific interest in platform success or failure,
in controlling platform externalities and outcomes, in regulating it or in exercising
rights in the platform governance.

ENABLING SERVICES (Platform to Partners): Services targeted to helping partners
generate value from their professional capabilities, gain market, opportunities and vis-
ibility to gain decisive improvement as professionals.

EMPOWERING SERVICES (Platform to Peer Producers): Services targeted to help-
ing peer producer hone capabilities, get better and generate more opportunities from
the platform.

OTHER SERVICES (Platform to Peer Consumers): Services can be provided to peer
consumers as complementary of the experiences provided by the ecosystem through
the platform.

CORE VALUE PROPOSITION: The primary value that the platform seeks to create
for its core target (the target of the Core Value Proposition).

ANCILLARY VALUE PROPOSITIONS: A secondary value that the platform seeks to
enable. This is usually targeted to the same target segment of the Core Value propo-
sition but can also be targeted to a different one.

INFRASTRUCTURE and CORE COMPONENTS: Controlled and owned by the plat-
form owners and governed according to the platform governance. Typically we in-
clude here the NIMBLE infrastructure and all additional/external services that ensure
the platform works.

TRANSACTIONS: These transactions happen between two entities in the ecosystem
and consist of exchanging or transferring ownership of a currency or other stores of
value (assets, money, token, credits), providing elements of intangible value (such as
reputation, trust, kudos, likes, etc...), providing labour/work or enabling access to re-
sources.

CHANNELS & CONTEXTS: Every relationships borns in contexts and transactions
happen better thanks to controlled and designed contexts that evolve into what we
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call channels. A context is defined more broadly than a channel and the latter can be
often considered an evolution of the first. A refined and optimized channel should be
available to make transactions easier. When complex transactions are broken into
several sub-transactions a channel must exist for every phase to happen smoothly.

e PARTNERS: Partners are essentially professional entities that seek to create addi-
tional professional value and to collaborate with platform owners at a stronger stage
of relationship. Typically, partners are professional value creators that tend to special-
ize in a niche product/service and become better and better within time. Partners
sometimes also facilitate, cater, enhance the value production by acting as broker,
facilitators, connectors.

e PEERS PRODUCERS: Entities interested in providing value on the supply side of the
ecosystem/marketplace, seeking for opportunities to improve their professionality and
honing their capabilities towards better performance.

o PEERS CONSUMERS: Entities interested in consuming, utilizing, accessing the val-
ue that the is created through and on the platform.
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6.2 Furniture Manufacturing Platform

This business case refers to the Furniture Manufacturing Platform (FMP) which is the first
running instance of NIMBLE for the whole furniture manufacturing value chain to make con-
tacts and create possible new business with companies at a European level. FMP will allow
companies to search for products, materials and / or services, according to their needs, be-
ing able to locate new potential suppliers and even arrange negotiations for specific supply
chains. FMP is the ideal solution to find partners in the supply chain and negotiate with them
even logistics services.

AIDIMME and FEVAMA have committed to become Platform Owners of such a NIMBLE in-
stance and together with some of their partners have developed the platform strategy sum-
marised in the Platform Design Canvas below.

o
THE PLATFORM DESIGN CANVAS N m [
-PLATFORM DESIGN TOOLKIT 2.1 m furniture Manufacturing Platform
- PLATFORM .. Enabling Services F Core Value . -> ﬁ PARTNERS|
OWNERS (Platform to Partners) Proposition |e~ . Transactions|
Make your product and service
visible inside the ecosystem of Request information Reference company
AIDIMME Governance Platform firms. b
Priority Support Reliability of the info generated e e IR,
FEVAMA Role Management Negotiation process (privacy)
1 (GDPR) Pre order Technical partners
= e onder
Optimize value chain and create Review the experience (SRFG, SRDC)
new business opportunities Tr

Security channel

Pr

F Ancillary Value

PLATFORM Empowering @ Channels PEERS
’ .. Cluster the sectoral ecosystem . (producers)
ucer:
STAKEHOLDERS Services Fasiness of finding key sgents & Contexts P!
(Platform to Peer Producers) Added value services
Service providers, Logistic
Use role management Inside firm O — T G
Scoring services Catalogue search Manufacturers
Other Platform NIMBLE Pu!:zh;a;(a‘l;sue E Infrastructures and e
i
instances Jepetetion Core Comp system
Reference and reputation
European Commission | [ == === == == = = = - = - Fro, - -
.o Other Services system o PEERS
Other B28 platforms (Platform Peer Consumers) Web site and underlying Stats and indicators (consumers)
NIMBLE Infrastructure {firms and platform owners)
Use role management inside firm
AIDIMME ERP Providers, Manufacturers,
Scoring services
(Regulation and Legislation Retallers
Negotiation
Search product and services system)

Figure 11 — FMP Platform Design Canvas

The target ecosystem is depicted in the diagram below. It includes any actor in the value
chain of the furniture manufacturing industry, which are e.g. manufacturers, suppliers of ma-
terials, service and logistics providers and retailers. Within this target group, the most rele-
vant segment includes SMEs. Currently, the focus is on Spanish companies, but in the mid-
long term the idea is to extend the audience to other EU countries according to the value
chain of the companies registered in the FMP.
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CONSUMERS PRODUCERS PARTNERS ®

Figure 12 - FMP Ecosystem Canvas

During the workshop, the use case partners decided to analyse the platform owner perspec-
tive and thus developed the following Entity Portrait Platform canvas with the current Goals
and Performance Pressures of AIDIMME and FEVAMA and the expected Gains by imple-

menting the platform.

THE ECOSYSTEM ENTITY PORTRAIT PLATFORM
DESIGN TOOLKIT 2.1

NENE

L
m

FMP - Furniture Manufacturing Platform

PERFORMANCE
PRESSURES

- Digitalization / Industry 4.0
- Break digital resistance

- Customer service

- Enhance firms competitiveness
- Growing business

- Detect business opportunities
- Access to new markets

CURRENT GOALS

ACCESS & REACH GAINS

- Introduce innovation in the industry “S
- Data sharing reluctance (’ﬁ
&
4
- Know-how 4(5\
- Firms database OV\
- Institutional relationships C
- Optimize databases
ASSETS
POTENTIALTHAT GAINS
COULD BE LEVERAGE SOUGHT
CAPABILITIES =t AIDIMME / FEVAMA
- Salesteam ope: Partners - Service harmonization /
- Technical support orchestration
- Market analysis

- Enlarge number of dients /

- Access to European Market

- Identification of new customer

VALUE GAINS F

- Intemational reputation

- New revenues (monetary value)

associates

segments

- Explore technological platform
business

- Knowledge about business
processes in the digital
environment

Figure 13 - FMP Entity Portrait Canvas
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The following Motivation Matrix then extended the analysis to capture values emerging from

the transaction between all key actors of the target ecosystem.

NN &

THE ECOSYSTEM’S MOTIVATIONS MATRIX

PLATFORM DESIGN TOOLKIT 2.1

FMP — Furniture Manufacturing Platform

gives to 2

AIDIMME / FEVAMA

MICUNA

SRFG /SRDC

PEER PRODUCERS:
SUPPLIERS,
MANUFACTURERS, LOGISTIC
AND SERVICE PROVIDERS

PEER CONSUMERS:
MANUFACTURERS,
CONTRACT CUSTOMERS,
RETAILERS

AIDIMME / FEVAMA

Industrial and
institutional support

« Technical support

* Platform advantages
due to participation in
FMP - NIMBLE

* Instantiation in a real
industrial environment

« Validation with real

Digital service
Platform administrator
Visibility at European

* Digital service
Platform administrator
Visibility at European

CUSTOMERS, RETAILERS

pa | pp | (pc

- Reputation

- European contacts

Access to new markets

level level
-~ collaboration users e Engagement e Engagement
Pa PP PC
* Platform tester * Suppliers engagement * Suppliers engagement
validation
MICUNA
* Requirements definition e Cocreation * Cocreation
/ elidtation
* Procedure detailing
Pa PP PC ® Supply chain
engagement
e Technical development * Access to other * Access toother
of platform platform instances (e. G. platform instances (e. G.
SRFG / SRDC e Technical suport MVP —-EU) MVP -EU)
* Connection to other
- instances
Pa PP PC
- Monetary value * Negotitation and * Negotitation and
PEER PRODUCERS: SUPPLIERS, - Reputation business business
MANUFACTURERS, LOGISTIC AND
SERVICE PROVIDERS
* Access to new markets * Access tonew markets
Pa PP PC
- Monetary value - Negotiation and * Success of the pilot e Negotitationand * Negotitation and
g business FMP business business
MANUFACTURERS, CONTRACT

* Access tonew markets

To do business on the platform, the identified peers (both producer and consumer) need to
register and, after validation, they can publish their catalog of products and/or services, and
thus begin to:
e Search for products and / or services
e Obtain immediate information about the products / services and their availability.
e Contact companies and initiate negotiation processes with the most appropriate sup-
pliers.

The following Transactions Board captures and details a portion of the expected transactions
between buyers and sellers. Moreover, it also introduces the possible transactions between
the platform owners and the technical providers for future improvements of the FMP in-
stance.
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THE TRANSACTIONS BOARD PLATFORM
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FMP - FURNITURE MANUFACTURING PLATFORM

Transaction/ Currency/ Channel
E1 E2 N
Interaction Value Unit or Context otes
Information request FMP
1 Buyer Information request } Seller 9
1
' Buyer Information Seller Information FMP
' response
! 1T ']
Buyer Negotiation process Seller Feedback, quotation, | FMP Retailing, prices,
! networking shipping, etc.
T
; Buyer Pre - order } Seller Pre - order FMP
1
1 Buyer Scoring Seller Reputation, FMP
, trustability
! Devel f FMP . ]
Platform ":;:o?,:::::o } Tech Improve user FMP / mail / phone |1 oypleshooting
! owners Support and maintenance parties experience, stability
I
Platform
l solutions Tech $, € WEB? / LIVE?
owners /ﬁ parties
1

Figure 14 - FMP Transactions Board

Besides the Transactions Board, the use case partners have also started to define a prelimi-
nary version of the Learning Engine Canvas that currently (future revision of the strategy will
improve this analysis) foresee the opportunity for some Peer Producer (Seller) could pro-
gressively earn the role of “Key Partner” and gain more visibility in the ecosystem.

THE LEARNING ENGINE CANVAS
PLATFORM DESIGN TOOLKIT 2.1

FMP — FURNITURE MANUFACTORING PLATFORM

ENTRY ROWS

ONBOARDING THE PLATFORM

GETTING BETTER
ON THE PLATFORM

CATCHING THE NEW

OPPORTUNITY

BUYERS

Pa PP
SELLERS

Pa <m§
KEY PARTNERS

Pa PP

Pa PP

Pa PP

®

o
PC
PC

PC

PC

Publish entire catallogue
Make the first negotiation

Search engine

[—
[—

Attract the first buyer

Match making

Stand out from the crowd

Backward / Forward linkages

Figure 15 - FMP Learning Engine
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The following canvas reports a high level design of the core FMP experience, depicting the
process for a company to register to the platform, publish its catalogue and start making
business with other peers (consumers and service providers like logistic companies). In the
same canvas, the partners have already identified key elements of the platform business
model: core value propositions, the main technical components, a list of expected costs and
revenue model.

THE PLATFORM EXPERIENCE CANVAS Am L—
PLATFORM DESIGN TOOLKIT 2.1 N m FMP - Furniture Manufacturing Platform
Web Register Publish Search and  Certification  Get logistic
catalogue  negotiation firm / services NEGOTIATE TRANSACTION
request products according
to firm
“ needs INVOLVED ENTITIES
v |
Internal /
verification ‘ / AIDIMME

Alomme ERP - process ‘ ‘ FIRM USERS

J /
Get Photos

COMPANY
RESOURCES

MAKE PRODUCTS AND SERVICES VISIBLE INSIDE THE
ECOSYSTEM. RELIABILITY OF THE INFO GENERATED. OPTIMIZE
VALUE CHAIN AND CREATE NEW BUSINESS OPORTUNITIES.

BUSINESS MODEL ELEMENTS

PLATFORM ACTIVITIES WEB

Run IT

COST:
MANTEINANCE COSTS
PERSONNEL COSTS
MARKETING COSTS

REVENUES
% PAY PER HIGH USE

Figure 16 - FMP Platform experience canvas

Finally, the last FMP canvas identifies the key assumptions — i.e. the key values — that will be
“measured” during the validation phase of the FMP instance (MVP) for the selected core plat-
form experiences.
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THE MINIMUM VIABLE PLATFORM CANVAS PLATFORM Nm %

DESIGN TOOLKIT 2.1 FMP - Furniture Manufacturing Platform

MVP BASE
1)  Company and user registration 2) Publish catalogue 3) Interact with other peers
Interact with fairs. - Searching product in magazines.
Searching in the internet. - Congress asistance.
\

Firms will be interested in contact with other peers in an ecosystem where N
sharing and compare their catalogue. >

Better catalogue will increase willingness to interact with other peers. \>
4
Firm sellers and buyers will be happy to pay a fee to use certain products \>
per catalogue, same transactions and number of research. Y
N

Figure 17 — FMP Minimum Viable Platform

Notice that the actual metrics and criteria for the validation of the MVP are not reported in the
canvas above. But those metrics have been already included in a more comprehensive as-
sessment toolkit developed within the SEED Programme and reported in D8.9 (Feasibility
and Impact Assessment Toolkit) at M30.
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6.3 Textile Platform Business Cases

The textile business case was originally devised as a specific customization of the NIMBLE
platform to support the existing supply chain structure of a textile company like Piacenza.
The idea was to link all the SMEs of the production chain of the textile sector, setting for
them a common language. In this way, they could be ready to operate with new actors on the
market, exchanging technical data thanks to the use of standards. This could lead to a wider
presence on the market, and open new frontiers of collaboration among actors of the textile
value chain.

However, during the workshop, the involved partners (Piacenza, Domina and ENEA) realized
the opportunity to define a platform strategy for two distinct, more scoped, scenarios within
the textile domain:

e Collaborative design scenario;
¢ Certification of origin scenario.

6.3.1 Collaborative design scenario

In the first scenario, the platform ownership could be the joint effort of two types of entities:
an IT provider (dealing with the platform infrastructure management) in collaboration with a
textile and clothing association and/or a sectorial district association (dealing with the com-
munity / commercial development). The focus of the scenario is developing a platform that
enables a dynamic and trustworthy co-design of textile / clothing products. The devised plat-
form strategy is summarized in the Platform Design Canvas below.

A
THE PLATFORM DESIGN CANVAS N 6 62 -
PLATFORM DESIGN TOOLKIT 2.1 m Textile 1 - Collaborative design scenario
PLATFORM B8 Enabling Services Core Value | = ®
B e PARTNERS
(Plats Partn
OWNERS latform to Partners) F Proposition (e ’ Transactions|
= CAD supplier
IT provider with Colla'borat'lve Exchange fabric
large infrastructure CAD iptegration. ’ab"c_ des.lgn designs
TR Customisation of IT suppliers
the fabric Fee for CAD integration
Textile and Clothing. Data/trend apalysis. Exclusive items
. . SXAChANKS. consultants
District association for —
- F Ancillary Value
» PLATFORM | oy o Empowering Time savings 0 B I Channels | o PEERS
STAKEHOLDERS Services & Contexts (producers)
(Platform to Peer Producers) Cost savings
Textile and © Fabric
Clothing Private trusted data I producer’s
Sssegiation exchange channel Infrastructures and I T dailoacs
- = E Core Comp ion Channel L]
District association Catalogue e
forcommercial | = |ec e eed [T e e 1 R e e e o - 4
promotion B0 Other Services NIMBLE CAD module (o) PEERS
(Platform Peer Consumers) platform Order and Negotiation [ (consumers)
system
Private trusted data CAD integration Reputation system Clothing
exchange channel Private and standardize designer
channel of data

Figure 18 — Collaborative Design Platform Design Canvas

As depicted in the following_Ecosystem Canvas, the main target peers are fabric producers’
designers (producers) and clothing designers (consumers).
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Figure 19 - Collaborative design scenario Ecosystem Canvas

A key player in the target ecosystem is represented by CAD suppliers that can integrate their
software solutions to the platform and link their current customers through the platform, as
well as gaining access to other customers through the platform. Therefore, partners decided

to focus on the CAD supplier role for the portrait analysis.

A
THE ECOSYSTEM ENTITY PORTRAIT PLATFORM N [
[T |Textile 1 - Collaborative design scenario

DESIGN TOOLKIT 2.1
PERFORMANCE ACCESS & REACH_GAINS VALUE GAINSF
PRESSURES
Face standard Face
or language development
‘;‘7
(,V\ Monetary
& value
Face hardware AN
constraints V\\“« Meet the demand of
CAD e&’ Manage data all the value chain
software ® exchanges (yarns+fabrics)
easily
ASSETS @
_rorenmaLTAT = oans Reach customers
in wider
CAPABILITIES etz CAD PRODUCER geographic zones
Software
develooment aex PARTNER No need to create
development i
an infrastructure Enhancelhe
presence on the
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market gustomers leadership of it
Stay ahead of the
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Figure 20 - Collaborative design scenario Entity Portrait Canvas
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In this scenario, the core value proposition is the possibility to create new value chains for
collaborative fabric design that can lead to the realization of customized and exclusive items.
The following Motivation Matrix reports all possible value exchanges between the identified
peers that can trigger the creation of such a new value chains.

PN
’
THE ECOSYSTEM’S MOTIVATIONS MATRIX E
PLATFORM DESIGN TOOLKIT 2.1 | ‘ Textile 1 - Collaborative deSlgn scenario
F .

. D[:> Fabric producer’s Clothing CAD Marketing
gives tos designer designer supplier consultant
Fabric producer’s - Design proposal - €fee for the integration module New contacts
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Exclusive fabric design potential users
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consolidating the commercial
PP relation with the supplier
Clothing Knowledge of new trends - Datasharing for collaborations | - Eventual € fee for the New contacts
- Reputation among different brands integration module Reputation gain
designer - Collaboration which - Reputation gain
the commercial
relation with the customer
- €revenue on sales
PC
|
CAD Module to realize collaborative Module to realize collaborative | - Advantage on the market Product to promote
. design design - Interoperability thanks to the New market opportunity
supplier - Chance to realize multiple - multiple design choices use of standards, which New contacts for selling other
design options at low cost - fabric customization facilitates integrations and marketing products or services
Usable, secure, reliable data exclusive fabric creation personalisation of add-ons. Info on data exchange volume
exchange on the platform - €10 promote the collaboration
P - Savings on time and money on design and get new customers
£ the design process
Marketi Brings the fabric producer to this Brings the fabric producer to this New customers (both in the same cross other market opportunities
arketing ) ; ; :
platform/CAD module integration platform/CAD module integration and in new geographical markets) integrate other services
consultant Enlarge geographic market New potential suppliers offers other marketing services reach new geographical areas
Enlarge geographic horizons on visibility new possible co-operations
New potential customers suppliers
Pa
Pa PP PC

Figure 21 - Collaborative design scenario Motivation Matrix

The following Transactions Board focuses on the core transactions that can

the envisioned platform.
Py
NBIN& &

be supported by

THE TRANSACTIONS BOARD PLATFORM
Textile 1 - Collaborative design scenario

Transacti Currenc: Channel
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! Fabric Publishes/views
1| producer’ standard design Clothing. Fabric design The platform.
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producer’s of the fabric design with Clothing. Fabric design The platform the customer’s catalogue,

! designer commercial offer designer sustomised sample (negotiation) not on the public one

Fabric
1 TRECETe Makes the order of the Clothing Fabric design The platform,
1 dest customised fabric designer customised sample (order)
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Figure 22 - Collaborative design scenario Transactions Board
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Similarly to the FMP business case, the involved partners have started to design a possible
learning engine for the platform users. In this case, the possibility arises for the target users
to obtain more and more benefits once the use of platform increases.

THE LEARNING ENGINE CANVAS

TF DESIGN T T 2.1 Textile 1 - Collaborative design scenario
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B ———_— 0. Approach new geographical markets
. Consolidate marke
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L technologies (ex.
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the market’s needs.

Pa PP PC
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Figure 23 - Collaboratibe design scenaro Learning Engine
The following canvas reports a high level design of the core collaborative experience, depict-
ing the process for a company to register to the platform, browse catalogue and collaborating
through the CAD software with the engaged companies. In the same canvas, the partners
have already identified key elements of the platform business model in terms of core value
propositions, technical services and expected benefits.

THE PLATFORM EXPERIENCE CANVAS & L
PLATFORM DESIGN TOOLKIT 2.1 N m@ m |Textile 1 - Collaborative design scenario |

NiBLE
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Figure 24 - Collaborative design scenario Platform Experience
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Finally, the following canvas summarised the core elements of the target platform MVP with
the key assumptions to be assessed during the validation phase. The metrics to be used to
measure such a value proposition are now under definition as part of WP7 activities.

A +
THE MINIMUM VIABLE PLATFORM CANVAS PLATFORM N m L
DESIGN TOOLKIT 2.1 m

Textile 1 - Collaborative design scenario

[ Co-design and order a fabric | MVP BASE

Data exchange based on CAD, so both needs
to have CAD (the clothing producer-customer-
might also have only a CAD viewer)

Interaction between supplier (fabric producer)
and customer (clothing producer)

N B gaioa salidating.

Test on possible

| The information must be managed and share
hacking

restrictedly, only among specific users

N,
The platform allows the user to
choose whom to share the data with

A

| liability of the ch

is p
Test on possible
\N with the security measures of the P C‘°’! Plﬁl'?fl’“
{ platform y

[ Data must be intact

D

Figure 25 Colloaborative design scenarion Platform MVP Canvas
6.3.2 Certification of origin scenario

The second scenario focuses on the opportunity of developing a platform able to man-
agelissue certification of origin about textile/clothing products. In this case the role of platform
owner could be played by Customs offices (interested to govern / track the certification of
origin) in collaboration with Textile/Clothing associations and/or Sectorial district associta-
tions. The devised platform strategy is depicted in the Platform Design Canvas below.
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Figure 26 - Certification of Origin Platform Design Canvas

In this case, as depicted by the Ecosystem Canvas below, the IT providers can be partners
(although the ownership could still be an option) offering integration services (for linking the
software for certification of origin between the platform and the peers’ backends) to the target
producer and consumer peers. The producers are EU companies of the textile and clothing
sector looking for a tool that can increase their reputation and bring their brand in new mar-
ket. Instead, the consumers are (mainly) non-EU companies trading textile and clothing
products that can exploit the platform to quickly find companies with proved certification of
origin, which is a distinctive element for their customers (in particular in the luxury segment).

A
THE ECOSYSTEM CANVAS PLATFORM | L_
DESIGN TOOLKIT 2.1 E m ‘ Textile 2 - Certification of Origin scenario ‘

EXTERNAL
’ STAKEHOLDERS

Extra EU companies importing
textile and clothing items.

UE companies of the textile
nd clothing sector:

Yarn Fabric Clothing
producers producers __. \| producers

T Administrative and
providers legal consultants

| Textile and Clothin,
Azsociation,
District association for
commerei ial promotion
Customs office

PEER PEER PLATFORM
o { [ [

Figure 27 - Certification of origin Ecosystem Canvas

In this scenario, the core value proposition is the opportunity to easily get and exploit a pref-
erential “flag”. This clearly emerged from the entity portrait analysis of the clothing producer
that, for example, with such a flag could gain a better visibility of existing and new markets.
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THE ECOSYSTEM ENTITY PORTRAIT PLATFORM
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Figure 28 - Certification of origin scenario Entity Portrait

In more details, the following Motivation Matrix highlights all possible exchange of values
between the identified core actors.

>
THE ECOSYSTEM’S MOTIVATIONS MATRIX N L.
PLATFORM DESIGN TOOLKIT 2.1 m Textile 2 - Certification of Qrigin scenario
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automatically the .xml file to get used for a future software adapting its files into NIMBLE
the Certification. integration languages/systems.
- Usable, secure, reliable data
Pa exchange on the platform
A - Money savings on
Pa PP PC

The following Transactions Board identifies the main expected transactions between the
identified core actors. Notice that the certification of origin scenario can be implemented by
simply using the core NIMBLE platform service (see list of channels in the transactions
board), but a more advanced and distinctive solution can be also implemented by exploiting
blockchain technology that is being developed as an advanced service for NIMBLE.
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m Textile 2 - Certification of Origin scenario
Transaction, Currenc Channel
E1 Interaction E2 Value Unit or Context Notes

T The clothing produces
' [ It proyides the Clothing. || [ software integration | The platform the docament togethior
producer with the clothes

' software integration

The buyer receives the

T Extra UE
' It provides the clothes document valid to get

provider § i
' software integration buyer the duty discount
! Publishes the items on Flag to put in the
|| Clothing. which he can issue the ubic product, which might
| Producer Certification of Origin elatform. have the Certification (ordex)
|| Extra UE Asks to prepare the A flag in the order
| T Clothing. | | Preferential Certificate of | The platform, ‘ ot

e . producer Origin. (order)

L
| Clothing Issue the Preferential Extra UE

producer | Certification of Origin clothes Preferential Certificate of The platform

buyer Origin

4
i {

Figure 29 - Certification of origin scenario Transactions Board
Similarly to the certification of origin scenario, the Learning Engine canvas captures the pos-
sibility for the target users of obtaining more and more benefits once increasing the use of
platform.

THE-LEARNING-ENGINE-CANVAS -
PLATFORMI-DESIGN-TOOLKIT-2.1~

Textile-2—Certification of Origin-scenario-

GETTING BETTER"y CATCHING THE-NEWy

ENTRY-ROWSs | ONBOARDING THE-PLATFORIVH
ON-THE-PLATFORMIy OPPORTUNITYs

Extra UE A Registern T.reach 100 ordersn

T B. Make the first negotiation=
clothesbuyer ::> C. make the first ordern
D. Browse the catalogue*
1 PCy E. discover new suppliers

K. stabilize the use of the platform

P F.publish clothesn o
lothin for extra-UE customers, making it
Clothing’ G.Make the first negotiation=

the “usual communication channel*n

producer- H.receivethe first-ardern L. Manage all the customer’s orders
J.Attract customers on the

through the platform=

platform (PC)= L N
1 PPy I. Catalogue publishing=
= N.participate to dedicated O. Approach new geographical markets =
events to promote the UE P. Create co-operations
provider= manufactory industry in lwith important fabric .
extra UE countries broducers, to work on. S+ integrate new

services with new
technologies (ex.

M. Manage discounts for leontinuous

improvement of the

Pay on-boarding new users« N
kervice, according to-  Blggkshain) "
the market’s needs.m
1 1 1
Pay PPy PCy
1 1 1
Pas PPy PCy

Figure 30 - Certification of origin sceanrio Learning Engine

© NIMBLE Consortium (2019) 41 /53



Business Plan — Year 2

NETNE

The following canvas reports the main steps of the platform user experience including the

THE PLATFORM EXPERIENCE CANVAS
#PLATFORM DESIGN TOOLKIT 2.1

NETNG =

pected benefits.

Textile 2 - Certification of Origin scenario

NIMBLE

-
catalogue

C

Get the

Order one or more

items and ask for CHEhn

Certification

Co-design and Order a customized fabric

Extra EU

Clothing 3
[

their Cer
of Origin (if J

possible)

(7

importing textile
and clothing items.

See the items with import discount

Outside
NIMBLE
Platform

Get the duty
discount
according to the
local i

Get the items with the
Certification of Origin

Get the duty discount

BUSINESS MODEL ELEMENTS

Show items with Flag for each
price reduction on produg, if suitable
duties for the certificate
[ Data exchanee |
[[_software harmenization |
New possible market to gonauer

[Time saving | [ Competitive price |

{THE MINIMUM VIABLE PLATFORM CANVAS PLATFORM Nm L
) ™

DESIGN TOOLKIT 2.1

Figure 31 - Certification of origin Platform Experience

possibility for the buyer to get the certification of origin certificate. In the same canvas, the
partners already identified key elements of the platform business model in terms of core val-
ue propositions, technical services and ex

Finally, the following canvas summarises the core elements of the target platform MVP with

the key assumptions to be assessed during the validation phase. The actual metrics to be
used to measure such a value proposition are now under definition as part of WP7 activities.

Textile 2 - Certification of Origin scenario

| Get the Preferential Certification of

Origin of the purchased products |

MVP BASE

The Preferential Certification of Origin will allow the customer

Interaction between lier (clothing prod ) N . )
and (extra EU clothes company, buyer) to ask for the duty discount in its country (with its usual
d ative tools ide Nimble)
Ko Assumptions. = s sring SSSUDRRICOA Criteciafor salidasias.
The clothing prod can indi which item could have the > The platform allows the producer to
Certification of Origin in the catalogue, but it must be issued A indicate with a flag the possible
for each specific slot of production B I O AN O
= of the ch 1is pr
T d
| Data integrity must be 100% granted | N N with the security measures of the est on data
sent/data
A 1 platform

N Test on data This feature is
Data integrity could be improved with the integration > Blockchain management on sent/data optional; the
of Blockchain technology I/ the document i received MVP must work

even without
[Blockshaln ]

b

4

N

Figure 32 - Certification of origin scenario Platform MVP Canvas
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6.4 Eco Houses Business Case

The Eco Houses business case started from the idea of using the NIMBLE platform to im-
prove the information flow along the LINDBACKS supply chain to reduce costs by accelerat-
ing the information exchange by automating the order process and minimize errors caused
by manual information transfer. During the project, additional technical solutions, extending
the core NIMBLE services, have been designed and integrated in this business case:

¢ A 3D-configurator (developed by a third party software provider: Lundqvist) allowing cus-
tomers to customize PODCOMP’s bathroom and visualize each of their choices. Cus-
tomers can choose from a wide range of tiles, bathtub, toilets, mirrors. The bathroom cost
is displayed and automatically adjusted according to customer choice. As a result, cus-
tomers get a better impression of the final customised bathroom during the ordering pro-
cess and the customisation process is finalised at the same time.

e Track and Trace component for supply chain management that exploits IoT and block-
chain technologies for providing full audit trail of data, creating an everlasting record
along a supply chain.

e Life-cycle-analysis (LCA) component for estimating the environmental impact of the re-
quested products and services.

The involved use case partners (LBAB, PODCOMP, BIBA, BAL) have started to design a

strategy for a digital platform able to provide all such services, as summarized in the Platform
Design Canvas below.

PN L_
PLATFORM DESIGN TOOLKIT 2.1 Nznﬂ@ m LBAB/Podcomp use case perspective
3 .
. PLATFORM . . Enabling Services F Core Value . -> |. PARTNERS|
OWNERS (Platform to Partners) Proposition = . Transactions|
Margin P
with simplified Upload catalogues IT Providers
Select and configure products
Opportunity of linking communication and faster LA anaiyet
Independent Profit business processes; o Value Added Service
Organisation CLLCETo L J Exchange of designing and
systems for T&T, LCA, 3d) Reach more P s Providers (e.g. T&T, LCA,
customers/suppliers; s e Blogkshain, 30)
Order finalisation and re-
Access to potential new Security information e
lity; 4
SR T’:‘:::I‘l'lw. Tracking and tracing of order
’ fulfilment and delivery;
F Ancillary Value
Improved customer >
’ PLATFORM .. Empowering o Ny e R esdsting ( l : ) Channels . PEERS
STAKEHOLDERS Services ERP systems; & Contexts {producers)
(Platform to Peer Producers) Smart digital processes Podcompe
with SME; Other house furniture
Publishing catalogues of products Online catalogue producers
oF B LBAB
(OO S ) E Infrastructures and Order and negotiation Professional and
Core Components system Consultants
| -. -- o ------ Other Services NIMBLE Infrastructure 3D configurator _o_ ________ PEERS |
(Platform Peer Consumers) (consumers)
T&T Component LCA component 1BAB
D of pr BDjConauston e — Other house builders
Product configuration; L AT L3 B Podcomp.
T&T of orders. Bleskshaln Component Professional customer
(property owners, developers,
municipalities)

Figure 33 - Eco houses Platform Design Canvas

It should be noted that for this case, no platform owner has yet been identified. However, it
was specified that the platform owner should preferably be an independent profit organisa-
tion, while LBAV, PODCOMP, BIBA and BAL will be peers in the target ecosystem, as de-
picted in the following Ecosystem Cavas.
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EXTERNAL
’ STAKEHOLDERS

cons

Padcomp

Other house
builders like LBAB

LBAB/Podcomp use case perspective =
i.e. not the whole construction market

- Property owners
- Developers
- Municipality org

Professional customers i.e.:

LBAB

consumer

_______________ \
umer Podcomp E Internal partners: E DA
producer | Sales '
| - Purchase ! producer
|- Factoryprod. |
| |
Service to Infra structure provider
upload and
Tiles maintain Service providers, i.e. T&T,
Toilets catalogues LCA, Block Chain, 3D
Pipes

Electric

Paint

Bonding

materials

Independent Profit org.?

~

Architect

Consultants

Waste mgm

logistics

Transport

Facility mgm,

Human
resource

PEER PEER PLATFORM
o o . ]

Figure 34 - Eco Houses Platform Ecosystem Canvas

Within the ecosystem, it is expected that the identified entities can play different roles. For
example, PODCOMP could be both a peer consumer (acquiring bathroom elements from
many suppliers) and a peer producer for LBAB and other house builders. Similarly, LBAB
can buy solutions (consumer) from PODCOMP and other producers and be a producer for
many customers (property owners, municipalities, etc.).

In this context, the following Entity Portraits focus on describing the perspectives of LBAB,
PODCOMP and Sika (a partner provider for both PODCOMP and LBAB).

THE ECOSYSTEM ENTITY PORTRAIT PLATFORM

DESIGN TOOLKIT 2.1|

NEME &

LBAB

LBAB- Podcom;

use case

Production unit
Eco house system

PERFORMANCE
PRESSURES

ACCESS & REACH GAINS

Compliant with current ERP system

Short decision chain
Family business

History 90 years

Grow market

Work force

ASSETS \‘
POTENTIALTHAT - GAINS
COULD BE LEVERAGED LINDBACKS SOUGHT
CAPABILITIES ety LBAB

Speed up business

Smart digital processes with small

companies

Secure information quality

Maintain/develop

CURRENT GOALS

New markets

More business

VALUE GAINSF

Figure 35 - LBAB Entity Portrait
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DESIGN TOOLKIT 2.1 Podcomg LBAB- Podcomp use case

PERFORMANCE ACCESS & REACH _GAINS VALUE GAINSFI
PRESSURES

Low price

Tailor made bath rooms S
- N

Quality improvement (,@

High speed production

&
LTU R&D &
W
Employees &
Production unit (}0 Faster order handling
Traceability
Minimise redundant information
handl
ASSETS U andiine
POD
POTENTIALTHAT COMP GAINS
COULD BE LEVERAGED L .| SOUGHT, New markets .
More business
CAPABILITIES emi: podcomp
Find new suppliers
Knowledge ~ : Simplify communication
Competence Assess new materials

Reduce deviations

Maintain and develop work force
Speed up production

Cut cost

Invest in new product segment

CURRENT GOALS

Figure 36 - PODCOMP Entity Portrait

o
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Bonding materials 188 podcomp use case

DESIGN TOOLKIT 2.1
PERFORMANCE ACCESS & REACH_GAINS VALUE GAINS F
PRESSURES
Quality é"
Sustainability &
2
&
\;\
Broad product portfolio ‘\4((’
O
¢
Sell more

Increased market
Reach more customers

ASSETS
POTENTIALTHAT BUILDING TRUST A GAINS New markets More business
COULD BE LEVERAGED SOUGHT,
CAPABILITIES

entity: Bonding materials
Improved customer understanding

Economic stability Display products in common

Good delivery market place

network

Improve knowledge
Happy customers

Low cost for poor quality
Broad market

CURRENT GOALS

Figure 37 - Sika Entity Portrait

The following Motivation Matrix analyses all possible exchange of values between the identi-
fied core actors in the target ecosystem.

© NIMBLE Consortium (2019) 45 /53



Business Plan — Year 2

NETNE

THE ECOSYSTEM’S MOTIVATIONS MATRIX

+PLATFORM DESIGN TOOLKIT 2.1

NENE &

LBAB — PODCOMP use case

Supplie

rs

Service providers

g ives tO g LBAB/house builders Podcomp/bath room builders ?ﬁ::mg materials Customers j.e. T&T, LPA, Block chain
Growing market - Money Feedback Cost efficient/effective Money
Partnership - Challenge Reference customer housing Push for new services
LBAB Setting standard - Feedback Money Trusted partnership New markets
Agreements in sector Reputation Reputation Speed of construction
R&D Long term partner
After sales service
Sustainable buildings
Pa LL| pC LCA and LCC
Best bath rooms - Production, i.e. sales Feedback Sustainable products Money
Stability - Exchange know how Money No water leakage Push for new services
Podcomp Feedback - Partnership Challenge, development Low ensyrance cost New markets
Product deviation mgm, partnership
Speed of delivery, JIT Growing market
Offer housebuilder turn key
supplier
Pa PP PC Complested bathroom
Realtime production status
T&T
Stability Stability Competition/challenge New solution to problem Money
Bonding materials Quality - Quality Sector associations Improved operation and Push for new services
! Knowledge - Knowledge Shared cost for R&D maintenance New markets
Tiles Product development - Product development Rules and regulations Stability
Enhanced competence Cost reduction
Pa I PP I PC
Money Money Feedback Recommendation Money
Sales Sales Knowledge Knowledge transfer Feedback
Customers Reputation - Reputation Shared experience
Challenge - Challenge
More customers - More customers
Pa PP PC

Service providers
Le. T&T, LPA, Block chain

Additional value to
customer
More customers attracted

Pa PP PC

Additional value to
customer

More customers attracted
Offer recognisable services
for customers

New market place
Trusted green LPA labels,
new service

Offer recognisable services
for customers

Challenge, development
partnership

Figure 38 - Eco Houses Platform Motivation Matrix

The Transaction Board below focuses on relevant transactions that need to be supported by

the envisioned platform. Notice that the channel column lists the channels that are currently
used by the involved parties and will be replaced by the NIMBLE core services (e.g. order
and negotiation service).

THE TRANSACTIONS BOARD PLATFORM

NEmBs ©

h.BAB use case
Transaction Cu Channel
E1 ion/ E2 rrency/ Notes
Interaction Value Unit or Context
Project production plan Number of bath rooms Mail/PDF
I LBAB Gant chart Podcomp | Info when
I
Drawings Zise, numer of types Mail, drawing, PDF
1 LBAB Podcomp | Info what
) . . .
Order/confirmation Info on customized choises Mail, word, PDF
1 LBAB BOM/delivery plan Podcomp Order
! Tracking and tracing Production/delivery Website
. LBAB Podcomp status info
1 Order changes Information and Mail, phone
LBAB Production changes Podcomp | confirmation
! Delivery changes Re-plan
! Verification of sub- Verify before transport Phone, mail
LBAB delivery (one project has Podcomp
! got xx weekly deliverys)
1 Invoice Invoice Mail
LBAB ﬁ\ Payment /ﬁ Podcomp
1

Figure 39 - Eco Houses Platform Transactions Board (1)
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I POMP LBAB use case
Transaction, Currenc Channel
E1 / E2 v/ Notes
Interaction Value Unit or Context
1 Pod Select tile options
Logcomp i
, Tiles
i
Order - confirmation Information on type and Mail and web shop
1 .
Podcomn Delivery demand Tiles amount
1
! Quality data parameters On demand - confusing Phone, physical meeting, Lack of clear
I Podcomp Tiles (what is what?) mail communication of Q-
information
! ]
! Request physical meet ) Mail, phone With a good encugh
1 Peodsomp Tlles classification schema, it
L would make sure that
relevant Q-data is N
! exposed in a structured
1 and standardized way
1 3D configurator BOM, drawings, Structured files
LBAB Podcomp production info,
! robot codes
I
Th h NIMBLE
' LBAB ﬁ\ Order confirmation /ﬁ Podcomp o
1

Figure 40 - - Eco Houses Platform Transactions Board (2)

Starting from these transactions, the following Platform Experience Canvas depicts the main
user journey between the different, main platform components, including NIMBLE core com-
ponents (Online catalogue and order process) and external services/tools (3D configurator,
LCA, T&T). This experience will be the reference scenario for the validation activities of this
business case. The core value proposition to be assessed is the margin improvements
throughout initiation and execution. The metrics to be used to measure such a value proposi-
tion are now under definition as part of WP7 activities.

THE PLATFORM EXPERIENCE CANVAS Nm@ L_
m

PLATFORM DESIGN TOOLKIT 2.1

Micw of supplier, order processing

Online Upload Maintain
catalogue | product catalogue
Q&R Order Confirm Logistics

Order -
process Negosiation

Define Define size | Configura
3D choises >

) —
configurator Margin improvements through out order initiation and
( execution
Fill data in
Lca LCA tool
Status BUSINESS MODEL ELEMENTS

T&T

T B P T o

Figure 41 - Eco Houses Platform Experience Canavas
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6.5 White Goods Business Case

The White Goods business case aims to exploit the heterogeneous data management capa-
bilities of the NIMBLE Platform and its open interface towards third party’s software. By using
an extension of the Product Avatar (an external component developed by HOL) interfacing to
the NIMBLE platform will allow Field Service Technicians (FST) to access transparently to a
set of information that will be used to improve the effectiveness of repairing, and to improve
the product quality by feeding back to the goods producer (WHR) data about the performed

intervention.

It is worth to highlight that this business case can be considered as an instance of a broader
business case where the NIMBLE platform can be used as a core element for trading data

among distinct actors: data producers and data consumers.

Following this vision, the involved use case partners (WHR and HOL) have started to define

a platform strategy as summarized in the following Platform Design Canvas.

THE PLATFORM DESIGN CANVAS

NENE

_PLATFORM DESIGN TOOLKIT 2.1 WHR - Data Trade Scenario
PLATFORM Enabling Services Core Value |@ =
| OWNERS B9 (Platform to Partners) F Proposition ¢ @ Transmh“si PARTNERS

External third party with a
strong link with the good
producer (e.g. WHR)

Data channel services

Security and traceability
services

Possibility to link with 31
party services

Collect and share more data
and knowledge;
Improve FTS effectiveness
and skills in repairing;
Plan better field
intervention;

Communicate intervention
details;

Request/Obtain information
about a specific good under

repair;

Provide feedback on the FST

IT Provider of added value
services

accessing data

Avatar for registering and
browsing data

activity
F Ancillary Value
Pr i
i lity of feedback
’ PLATFORM . . Empowering nerease “"::m";:r eedbacks 0:) Channels . PEERS
STAKEHOLDERS Services RO eyanauts (NNPST & Contexts (producers)
(Platform to Peer Producers) activity; Whirlpool
satisfaction NIMBLE Data Channels for Component suppliers
New for and e i suppliers
offering data E Infrastructures and e s
Core Components systems Customer service
L _.__6 ————— Other Services Mobile application of B _o ________ PEER
(Platform Peer Consumers) NIMBLE Infrastructure Product Avatar for fleld (consumers)
interventions
Product Avatar Customer service and Field
New for eff and Web application of Product

Service Technicians (FST)

Whirlpool
c

Equipment suppliers

Figure 42 - White Goods Platform Design Strategy

Notice that a platform owner has not been identified yet, but it was specified that it should be

an external third party with strong links with the reference good producer (WHR). The actual
target ecosystem is depicted in the following Ecosystem Canvas.
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THE ECOSYSTEM CANVAS PLATFORM N m L .
DESIGN TOOLKIT 2.1 T |White Goods - Data Trade ‘

EXTERNAL
’ STAKEHOLDERS

/ \
‘\WHIRLPOOI/‘

Component IT Provider
Supplier

Equipment ﬁr:g"‘“ (| service )
Supplier FST /
PP PARTY —

(o) [ ] o |
Figure 43 - White Goods Ecosystem Canvas

During the workshop, the use case partners focused their analysis on the (current) core enti-
ties (WHR and FST) that can both play the role of peer producer and peer consumer of data.
For these entities, the following Entity Portraits were developed. However, other entities have
also been identified, such as the component and equipment suppliers and recycler compa-
nies. Specifically, the involvement of the latter in an extension of this specific business case
was discussed during the workshop and will be further investigated by HOL and WHR.

P-Y
THE ECOSYSTEM ENTITY PORTRAIT PLATFORM N m L
m

DESIGN TOOLKIT 2.1 White Goods — Data Trade
PERFORMANCE ACCESS & REACH GAINS VALUE GAINS F
PRESSURES
:om:‘etition \é" Customer happier
uality
Warranty Cost 6? Provide data and
< knowledge Cost reduction
Data e(,
Knowledge "Vé\(v
Market position ‘\\X
(_,0 Improve technician

effectiveness / skills in
repairing

Increase the quality of
ASSETS feedbacks from FST
POTENTIALTHAT GAINS
COULD BE LEVERAGE SOUGHT Improve control on FST
activity
CAPABIUTIES

e \Whirlpool
Delegate information flows,
e Data Provider
Customer network P i access and control
1 Define roles
Information System

Consumer network Separate data

Reduce Time to market &
Warranty cost
Increase customer loyalty

CURRENT GOALS

Figure 44 - Whirlpool Entity Portrait
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THE ECOSYSTEM ENTITY PORTRAIT PLATFORM

DESIGN TOOLKIT 2.1
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PERFORMANCE
PRESSURES

Customer satisfaction

Whirlpool satisfaction

CAPABILITIES

Technical skills

e FST

Consumer
G

Increase effectiveness
Reduce time to repair
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CURRENT GOALS
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SOUGHT,
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2
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Reduce time to repair

Reduce costs
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Whirlpool satisfaction

Consumer satisfaction

Figure 45 - FST Entity Portrait

The following Motivation Matrix provides a detailed analysis of the possible value exchanges

between the identified actors, including the aforementioned Recycler.

THE ECOSYSTEM’S MOTIVATIONS MATRIX

PLATFORM DESIGN TOOLKIT 2.1

& +
NEINa3
m White Goods - Trade data

—> Component
. ] WHR FST . Recycler
glves to =] su lier "W"V‘y’ww"‘”
Share knowledge Data about product Feedback on quality | Appliance data
WHR Experience history of components history
knowledge
a e e Competence
Feedback on Share knowledge Substituted
FST intervention Share experience components’ info
Customer
. ”» re expectation
Component Data on components | Data about Share info and
S li Better knowledge on | components knowledge on
uppuer how to test/maintain component suppliers
Pa PP PC
Participation in value | Generate stats of Status of Share info about best
Recycler circular economy components components producers
Pa PP PC

For the implementation and validation of the business case, it has been decided to focus on
the following_main transactions, including the exchange of data between WHR and FST.
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m White Goods — Data Trade
Currency/ Channel
E1 . Value Unit or Context Notes
! Communicate, > FST Information to plan External tool
WHR intervention details [: o
. intervention
! »
Request Info from Further details on Product Avatar +
1
WHR < Product Avatar FST product under repair NIMBLE infrastructure
1
. WHR Details on product EST Further details on Product Avatar +
1 request product under repair NIMBLE infrastructure
T
'  WHR <§ Fasdback on FST sctivity FST Feedback data :T::Lc: IAr;::::r:gurg
. infrastructure

Figure 46 - White Goods Transactions Board

The transactions listed in the board above will be implemented in a system that mainly in-
cludes NIMBLE as a mean to securely exchange data with the Product Avatar as a user in-
terface. Specifically, the overall platform experience is shown in the canvas below. The ex-
pected main value proposition is in fact to provide and obtain additional data and knowledge
through the actual collaboration (data trading) between the involved partiers. However, as
reported in the Entity Portraits, related value propositions include for example: increasing the
effectiveness of repairing / skill in repairing (for WHR) and to plan better interventions and

improve customer satisfaction for (FST).

THE PLATFORM EXPERIENCE CANVAS & L—
+PLATFORM DESIGN TOOLKIT 2.1 N ( } “ 2@ m White Goods — Data Trade
Web Register Select Finalize
©777 | Dataset | Contract
App Request | . o
R FST
data by feedback
NIMBLE WHR
Data
Channel Data channel
open in
MMBLE Provide — Obtain
Data data and knowledge
Data sent
pro to through collected
Producer NIMBLE through
NIMBLE

Figure 47 - White Goods Platform Experience Canvas

BUSINESS MODEL ELEMENTS
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7 Conclusions

The analysis carried out in this document are part of continuous work performed in the scope
of Task 8.7 and reported in the project Business Plans (D8.11, D8.12, D8.13) and Innovation,
Exploitation and Standardisation reports (D8.15, D8.16).

Starting from the outcomes reported in previous D8.11 and D8.15, the present deliverable:

gives a summary and update of the NIMBLE solutions (as exploitable results) and
their innovative aspects;

Provides an update on the NIMBLE exploitation strategy to follow;

Provides a more comprehensive analysis of the project business cases, by following
an existing toolkit (Platform Design Toolkit), that supported use case partners in start-
ing to define a concrete platform strategy based on the NIMBLE platform.

Specifically:

In Section 3, we reported a brief description of NIMBLE and its exploitable results;
In Section 4, we analyzed the innovation potential of NIMBLE, in terms of:
o Opportunity; i.e. the market context where NIMBLE will operate, including:
trends, drivers, customers’ expectations, etc.
o Value added,; i.e. ability of the NIMBLE solution to address the existing needs.
o Competitive landscape; i.e. existing/potential competitors.
o Unique selling points; i.e. the main factors that will make the NIMBLE solution
emerge.
In Section 5, we introduced the main exploitation lines devised for NIMBLE and re-
ported about the Consortium decision to focus on an open source-based strategy.
The selected strategy has led to the need for business leadership for launching new
NIMBLE platform instances on the market. Therefore, as part of the NIMBLE Platform
Launch Manual we devised a methodology to support new potential platform owners
to define their own platform strategy.
In Section 6, we reported how we applied the devised strategy to start defining a plat-
form strategy and a preliminary business model for the project business cases.

The developed business cases will be the starting point for:

the coming validation activities of the project use cases, since there are now identified
target scenarios and the respective core value propositions and assumptions to be as-
sessed during validation activities;

the development of platform-specific business plans, with:

(i)
(ii)

(iii)

a clear platform owner identified;

the actual definition of the IP package and exploitable assets (NIMBLE + confi-

dential / sectoral information) to be licensed;

an analysis of the innovation potential of the single (vertical) platform mainly

based on the following elements:

a. Future Proofing: Incorporate tools for developing a “futurist perspective” on in-
dustries and markets and developing flexible models for thinking about and
designing a specific sectoral supply chain.

b. Economic Analysis: Develop an understanding of the economic value-creation
potential of high-priority, Furniture sector targeted supply chain platforms;
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c. Services: assess top line (service, innovation, lead time) and cost savings im-
pact the platforms will have on the current supply chain model as well as
those of suppliers, partners and even competitors.

d. Value Sharing: Understand value-sharing dynamics between sectoral compa-
nies and users of supply chain platforms including platform switching costs
and barriers to entry.
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