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About

Making our homes and buildings more energy efficient is crucial in the transition to
alow-carbon future. An estimated 75% of the EU building stock is energy inefficient.
The renovation of public and private buildings is an essential action and prioritised
in the European Green Deal. The goal of the HORIS project is to improve the energy
efficiency of residential buildings and reduce energy poverty.

HORIS will create a digital one-stop-shop (OSS) with the aim of empowering
homeowners during the renovation process. Homeowners face several key barriers
when deciding to retrofit, such as uncertainty and lack of trust about reported
energy savings. They must also choose a home renovation professional and
navigate the complexities of the financial process.

The OSS will help homeowners make decisions to improve energy efficiency;
renewable energy solutions and identify support to reduce energy poverty. The
Green Menu will simplify the home renovation process — by providing homeowners
with relevant and credible information and helping them identify the best and most
sustainable options. The HORIS project will build on the success of established tools
like the ‘Self Scan’ developed by De Groene Grachten. By offering financial, legal
and technical solutions, HORIS will facilitate a smooth customer journey, offering
homeowners support on finding renovation professionals and guidance about
financial schemes.

The project will engage with small and medium sized stakeholders, including local
and regional public authorities and non-profit organisations and establish a
network of approved home renovation service providers. Initially, the OSS will be
set up in Italy, Spain and Portugal with the ambition of replicating in additional
countries if needed.

Project partners
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1. EXECUTIVE SUMMARY

Overview

The HORIS digital One-Stop-Shop (OSS) platform provides comprehensive energy renovation
support across lItaly, Spain, and Portugal. Following the European-funded “project” phase
(September 2023- March 2026 or May 2026 if an extension is granted), consumer organizations will
assume responsibility for service delivery through sustainable business models.

Selected Business Model

All three countries unanimously chose within Work package 3 (deliverable 3.2) the Professional-
Pays Model (Model 2), where technicians, contractors and suppliers pay for platform access rather
than homeowners. This choice:

e Preserves consumer organizations' role as trusted intermediaries.
e Aligns with current market dynamics (high demand, limited supply).
e Ensures financial sustainability while protecting vulnerable homeowners.

License-Based Multi-Stakeholder Model from the project partner De Groene Grachten, building on
their successful Dutch model, will:

e Retain platform ownership while licensing to consumer organizations.

e Charge annual license fees covering hosting, maintenance, and updates.

e Enable local content management and customization per country.

e Facilitate European expansion through shared development costs and cross-border
knowledge exchange.

Some Critical Success Factors were identified

e Local physical presence and trusted partnerships with home renovation professionals.
e Personalized expert guidance beyond digital tools.

e Effective local marketing and communication.

e Access to financing support at all levels.

e Comprehensive professional network coverage.

Future Development (out of scope)

CRM System implementation of a Customer Relationship Management system was not originally
foreseen but depending on the number of contacts it would be the best way to:

e Enable save-and-return functionality for users.

e Automate follow-up and feedback collection.

e Provide direct integration for professionals.

e Optimize conversion rates and justify professional fees.

Implementation Timeline

e During HORIS: validate business model, upgrade software licenses.
e Consolidate DPA and

e Years 1-2: implement license model,

e Years 2-3: CRM development evaluation

e Years 3-5: expand to other EU countries.
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Scaling Prerequisites
Future partners must demonstrate:

e Technical, legal, and financial expertise.

e Investment capacity for platform development.

e Non-commercial, trusted organizational profile.

e (Clear market gap analysis and local understanding.

e T platform supplier management of essential change requests to meet and users’
experiences feedbacks
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2. BUSINESS MODELS OSS SUMMARY

HORIS is an EU-funded project, developing and scaling up over 30 months three digital renovation
platforms. Following the completion of the HORIS project (March 2026, or May 2026 if an
extension is granted), consumer organizations will assume responsibility for the One Stop Shop
service delivery. To ensure a sustainable transition, extensive research has been conducted into
critical success factors and potential business models (deliverable 3.1 Existing OSS lessons learned)
for the post-European funding period. This analysis is essential as the chosen business models
directly impact the development and functionalities of the digital platform.

The selection of a specific business model not only determines the prioritization of new
functionalities in future developments but also provides strategic direction for the platform's
focus. Moreover, the business model defines the target groups and stakeholders who would
benefit most from the platform, which is crucial for potential expansion to other EU countries.

This chapter presents a synthesis of the developed business models, establishing the connection
between the operational requirements of consumer organizations and the technical capabilities of
the platform. This integration of business and technology perspectives forms the foundation for a
scalable and transferable model that can serve as a blueprint forimplementation in other European
markets.

2.1. OSS PLATFORM HORIS

The HORIS digital One-Stop-Shop (OSS) platform serves as a comprehensive solution for energy
renovation support across Italy, Spain, and Portugal. The platform integrates the Green Menu
information system with a Self-Scan assessment tool, providing homeowners with personalized
renovation recommendations, access to qualified professionals, and guidance through financing
options.

The platforms are available at:

e Italy: https://horis.altroconsumo.it
e Spain: https://horis.ocu.org
e Portugal: www.renovarcasa.pt

The self-scan assessment tools are available through the platforms or directly at:

e Italy: https://simulatore-ristrutturazione.altroconsumo.it/
e Spain: https://simula-tu-reforma.ocu.org/
e Portugal: https:/[renovarcasa-assistente.deco.proteste.pt/

2.2.CRITICAL SUCCESS FACTORS

The insights from Task 3.1, on stablishing bridges with other OSS projects have clearly
demonstrated that a purely digital OSS is insufficient for effective energy renovation support.
Experience shows that physical presence at the local level is essential for building trust, while
personal contact with experts proves crucial, particularly for complex decisions and when serving
vulnerable groups. This is also in line with EU legislation that requires geographical coverage with
the following criteria:


https://horis.altroconsumo.it/
https://horis.ocu.org/es/nacionales/vivienda-en-bloque
https://www.renovarcasa.pt/
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per 80 000 inhabitants

per region

in areas where the average age of the building stock is above the national average

in areas where Member States intend to implement integrated district renovation
programmes; or

5. inalocation that can be reached within less than 9o minutes of average travel time, on the
basis of the means of transport that is locally available.’

N e

For HORIS to succeed, the project has therefore chosen to complement the online platform with
expert support services. In addition, all three consumer organizations are developing
conversations with physical OSS in each country to establish partnerships to promote the use of
HORIS and therefore deliver a successful One Stop Shop.

Trust and credibility form the foundation of any effective OSS. Local anchoring is crucial for
building this trust, particularly through collaboration with respected public and private entities at
the local level. When homeowners see familiar, trusted organizations supporting the service, their
confidence in the process increases significantly.

Personalized guidance represents another essential element. An online platform alone cannot
address the complex, individual needs that emerge during energy renovation projects. Successful
OSS implementation requires personalized advice and guidance that draws on knowledge of local
situations, including regulations, available suppliers, and subsidy opportunities. The OpenGELA
OSS particularly emphasized the importance of proximity to neighbourhoods to truly understand
homeowners' real needs and circumstances.

Effective marketing and communication strategies must be tailored to local contexts. Local
messengers and communication adapted to regional circumstances prove far more effective than
generic national campaigns. This includes organizing neighbourhood information sessions and
deploying mobile or pop-up locations within communities to reach residents where they feel most
comfortable.

Access to financing opportunities operates across three distinct levels: national, regional, and
local. While it's important to present financing schemes at all three levels, providing local
assistance with application processes proves even more valuable. Homeowners often need hands-
on support to navigate the complex bureaucracy surrounding renovation financing.

Strategic location and visibility cannot be underestimated. The evidence consistently shows that
a purely online OSS falls short of providing effective energy renovation support. Physical presence
at the local level builds trust, while personal contact with experts becomes indispensable for
complex decisions and when serving vulnerable populations.

Local partnerships offer a pathway to expand and strengthen OSS reach. Local partners possess
intimate knowledge of regional needs and challenges, enabling them to respond effectively to
specific circumstances. These relationships often prove more valuable than centralized support
structures.

Qualified personnel must be well-versed in local opportunities and challenges to provide
appropriate guidance. Staff members need deep understanding of regional regulations, available
incentives, and local market conditions to offer truly valuable support.

10
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Active homeowner engagement requires locally tailored outreach strategies. What works in one
region may fail completely in another, making local knowledge and relationships essential for
effective community engagement.

Exhaustive geographical coverage of professionals on the platform is essential to remain relevant
to homeowners in any part of the targeted geographies. Outreach strategies will need to ensure
that sufficient professionals are onboarded to ensure any user will find relevant parties within
operating distance of their home location.

Flexibility and adaptability allow OSS services to respond to local market conditions, regulations,
and cultural differences. A rigid, one-size-fits-all approach typically fails to address the nuanced
needs of different communities.

Sustainable business models must account for local economic conditions and purchasing power.
Regional variations in income, housing costs, and market maturity all influence the viability of
different revenue approaches.

In summary, the most effective OSS model provides information at national, regional, and local
levels while employing a hybrid approach that combines digital platforms for efficiency with
physical presence for trust and personal contact. Success depends not merely on information
provision but on active guidance throughout the entire renovation process. Special attention must
be given to vulnerable groups and individuals with limited digital skills, while continuous innovation
and adaptation to changing needs remain necessary. A holistic approach covering everything from
awareness-raising to post-renovation support proves most effective.

2.3.BUSINESS MODEL OPTIONS

During the business model development phase, three options were explored, see deliverable 3.2:

Model 1 Model 2 Model 3
Who pays Home-owners Technicians, Both home-owners and
contractors, and | professionals
suppliers
LGB TN o Membership  fees | o Registration/listing | ¢  Basic fees from
drivers from consumer fees from users for certain
organizations professionals services
e Payment gateways | ¢ Commission on | ¢ Professional fees
for premium successful  project for enhanced
content access leads listings
e Fees for | ¢ Annual subscription | ¢ Transaction-based
personalized fees for platform commissions
support  services visibility
(Do It With Us -
DIwU)

2.4.SELECTED MODEL AND RATIONALE

All three countries unanimously selected Business Model 2, the Professional-Pays Model. This
choice reflects several key considerations that emerged during the development process.

11
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First and foremost, consumer organizations are committed to preserving their role as trusted
intermediaries and do not want to compromise this position by charging vulnerable homeowners
for services. This would fundamentally contradict their consumer protection mission.

The current market dynamics also played a crucial role in this decision. With demand for renovation
services significantly exceeding supply, but at the same time with consumers' distrust towards this
type of professional, they are willing to pay a fee to be listed and certified as trustable professionals
by consumer organizations, given the consumer distrust of this class of professionals, and some of
them could even pay for qualified leads. This market reality creates a natural foundation for the
chosen revenue model.

The model not only aligns with the organizations' consumer protection mission but also ensures
the platform's financial sustainability. Furthermore, this approach provides each country with the
flexibility to adapt the model to their specific local market conditions, which is essential given the
differences between Italy, Spain, and Portugal.

3. LICENSE-BASED MULTI-STAKEHOLDER MODEL

At the heart of the One Stop Shop is the platform, consisting of a digital database, the Green Menu
informative website and the Selfscan. After the HORIS-project runtime, the One Stop Shop will be
managed by the consumer organizations. De Groene Grachten will remain the owner of the
platform and provide the platform as a service within the One Stop Shop to consumer
organizations. In return De Groene Grachten will charge a license fee, iintroducing a license-based
business model that enables sustainable operations through partnerships. This model, proven
successful in the Netherlands demonstrates how collaborative financing and shared ownership of
digital infrastructure can create fitting outcomes for all stakeholders, such as homeowners,
technicians, financers and consumer organisations. We therefore plan on expanding the same
model across Europe.

3.1. ORIGINS OF THE PLATFORM

The HORIS platform builds upon the successful Dutch model developed by De Groene Grachten.
They have developed a One Stop Shop model in the Netherlands, specifically targeting historic
buildings. Through Green Menu and the Selfscan, they have created a comprehensive system that
inspires, informs, and activates property owners to undertake sustainable renovations.

To effectively activate listed heritage building owners, De Groene Grachten focuses on providing
highly relevant information that aligns with property owners' specific needs. They maintain a
comprehensive database that collects, updates, and expands knowledge, information, and
inspiration from current projects. Local information needs drive much of this effort, as each Dutch
municipality manages its own monument policy and establishes specific permit requirements.

The Green Menu discloses this technical, juridical and financial information, together with example
projects and news, on a centralized website. Making it freely accessible for every owner of a listed
or historic building that has an interest in sustainable renovations. The Selfscan, as a next step,
provides the foundation for tailored advice, delivered by Sustainable Monument experts such as
De Groene Grachten's team. These experts visit locations and develop detailed advisory reports on
sustainable retrofitting within the context of listed buildings. Subsequently, property owners can
engage De Groene Grachten project managers who provide comprehensive support throughout
the renovation process, including assistance with subsidy applications, permit procedures,

12
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contractor selection, and construction oversight. For the home-owners that lack means to hire the
project managers, De Groene Grachten have developed Factsheets that guide the owner through
the selection process of contractors, the application process of permits and helps prepare and
control the implementation of the works.

This combination of a database together with Green Menu and Selfscan represents more than a
simple information repository — it functions as a living knowledge platform that:

e Aggregates information from all partner organizations;

e Updates continuously as regulations and legal landscape or funding opportunities change
and innovative home renovation measures appear;

e Distributes relevant information to appropriate platform interfaces;

e Personalizes content delivery based on user location and property characteristics.

3.2. MULTI-STAKEHOLDER COLLABORATION MODEL

From its inception, the Dutch platform has been built on collaboration with municipalities,
provincial governments, financial institutions and heritage and sustainability organisations. These
partnerships serve multiple purposes: gathering information about regulations, local subsidies,
and best practice examples from various municipalities. This information is processed into website
content and integrated into their database, which then feeds both De Groene Menukaart and
Selfscan.

This collaborative approach enables De Groene Grachten to offer municipality-specific versions of
De Groene Menukaart and display local subsidies in Selfscan based on postal codes. The owner of
a historic property in Zwolle therefore sees different information than one in Amsterdam.
Currently, over 50 municipalities have a local version, along with provincial governments, the
National Restoration Fund, and heritage organizations.

The partnership model provides relevant, tailored information while also delivering financial
benefits. The costs of maintaining a database and various IT platforms like De Groene Menukaart
and Selfscan would be challenging for a small organization like De Groene Grachten to bear alone.
Partner organizations pay licensing fees that contribute to content updating costs, hosting,
software updates, and other IT expenses. With more than 50 partners connected to the system,
costs per partner remain low, making participation very accessible for municipalities.

The value proposition to municipalities is that it offers a complete, interactive and personalised
tool to fulfil or contribute to their own sustainability targets, thereby resolving an important
challenge for often understaffed teams. This is an important onboarding argument for local
partners.

3.2.1.THE LICENSE-BASED BUSINESS MODEL

Based on the Dutch situation, we establish a fourth business model: the Stakeholder License
Model. In this model, government bodies such as municipalities and stakeholder organizations pay
an annual license fee. Inreturn, De Groene Grachten integrates their information into the database
and discloses this information on local versions of De Groene Menukaart and the Selfscan.

In short, these models provide for License Holders:

13
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¢ Dedicated local versions of De Groene Menukaart with custom branding;

e Integration of region-specific content, subsidies, and regulations updated by the local
partner;

e Access to aggregated data and analytics from their region;
e Continuous platform updates and new feature development;
e Marketing materials and communication support.
And provide for De Groene Grachten:
e Shared development costs for platform enhancements;
e Reduced per-partner operational costs through economies of scale;
e Continuous content validation through partner networks;
¢ Sustainable financial coverage of the operational costs through annual license fees.

The key revenue drivers for this model include annual license fees from partner organizations,
shared development costs for new functionalities, and economies of scale that reduce per-partner
costs.

Partners benefit from this arrangement by receiving dedicated local platform versions with custom
branding, the ability to display region-specific content, subsidies, and regulations, access to
aggregated data and insights, and continuous platform updates and improvements. This creates a
mutually beneficial ecosystem where partners gain sophisticated digital tools at an affordable price
while De Groene Grachten maintains a sustainable revenue stream to support ongoing platform
development and maintenance.

Meaning:

e Operational Efficiency: Partners avoid the cost and complexity of developing their own
digital platforms.

e Market Reach: partner organisations can effectively reach property owners with relevant
information.

e Quality Assurance: Standardized processes and validated information improve renovation
outcomes and reduce project risks.

e Continuous Innovation: Pooled resources enable ongoing platform development that no
single organization could afford independently.

3.3.EUROPEAN SCALABILITY MODEL

The proven success of the Dutch model provides the foundation for European expansion after the
HORIS project.

3.3.1.EXPANDING THE MODEL TO EU LEVEL

For the EU model, the consumer organizations (Altroconsumo, OCU, and DECO PROTESTE) serve
as primary license holders. These organizations bring established consumer trust, operational
infrastructure, and deep market knowledge essential for successful implementation. They have
already a membership base reach.

14
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While De Groene Grachten retains ownership of the core platform (database, De Groene
Menukaart, and Selfscan tools), each country maintains autonomy over local content,
partnerships, and service delivery models. Because the success of the platform is highly linked to
being as relevant as possible for the homeowner, De Groene Grachten extends the rights of the
license partner by granting access to the database. Enabling consumer organizations to manage
their own content (CMS) and user data (KPI monitoring).

In the future, De Groene Grachten as the owner will be responsible for recruiting new license
holders within the EU. By doing so, we create a more robust network of License partners and
establish the same benefits that this model provides in the Netherlands.

3.3.2. COST MANAGEMENT THROUGH SCALE

European expansion dramatically improves the platform's economic efficiency through the
following mechanisms:

e Infrastructure cost distribution: Core platform costs (hosting, security, base
development) are now shared across multiple countries, reducing per-country expenses
compared to independent development.

e Shared Feature Development: New functionalities benefit all partners. When Spain
develops enhanced contractor management features, Italy and Portugal gain access
without additional development costs.

e Collective Bargaining Power: Larger user bases enable better terms with technology
vendors, payment processors, and other service providers.

e Efficiency Gains: Centralized platform management reduces duplicate efforts in areas like
security updates, performance optimization, and technical support.

3.3.3. CROSS-BORDER KNOWLEDGE-SHARING

The European model transforms isolated national efforts into a collaborative learning network. It
facilitates exchanging best practices. Successful approaches from one country are rapidly adopted
by others. For instance, Portugal's innovative vulnerable household support methods can be
implemented in Spain and Italy with minimal adaptation. Partners share insights on effective policy
frameworks, subsidy designs, and regulatory approaches that drive renovation uptake. It also
enhances technical innovation. Platform improvements developed for specific national needs
become available to all partners.

The license model creates an infrastructure in which partners from multiple countries provide
unique insights into renovation trends, consumer behavior, and market development patterns.

3.3.4. COLLABORATIVE PLATFORM DEVELOPMENT

Next to ensuring a functional platform, De Groene Grachten will also manage future
developments. The development process we foresee provides:

¢ Joint development meetings: Representatives from each country participate in planning
sessions (2 per year) to prioritize new features and improvements;

e Shared investment protocols: Countries can co-invest in specific features relevant to their
markets, with development costs split based on anticipated usage;

¢ Open Innovation framework: Partners can contribute content and methodologies back to
the platform;

15
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e Continuous Improvement Cycles: Feedback and innovations are integrated as much as
possible in regular platform updates. Ensuring the system evolves to meet changing
market needs.

This European scalability model demonstrates how the Dutch foundation can be successfully
adapted for international deployment while maintaining the local relevance and stakeholder
engagement that drive platform success. By combining institutional support, shared investment,
and collaborative governance, the model creates a sustainable framework for expanding energy
renovation services across European markets.

4. FUNCTIONAL REQUIREMENTS

The HORIS platform has proven its effectiveness in the Netherlands, where it has successfully
facilitated numerous home renovation projects through its integrated digital approach, and has
empowered dozens of local municipalities into offering credible and exhaustive information for
sustainable home renovation for historic buildings.

The platform has been operational, but it is too soon to tell if we will meet our expected goals. As
we prepare to scale this solution across Southern Europe, it becomes crucial that we research the
impact of the business model on the functional requirements of the platform. While our current
platform provides a solid foundation, we have identified functional optimizations that can enhance
its attractiveness to both users and service providers. These enhancements are not merely
technical improvements; they are strategic adaptations that help partners achieve a sustainable
business case by aligning platform capabilities with their chosen revenue model and local market
conditions.

The outcome of our research is shared as an appendix. Within this chapter we identify the
functional optimizations that have proven to be relevant as a first step, regardless of the business
model.

4.1. CUSTOMER RELATION MANAGEMENT SYSTEM

Based on the research info the functional requirements, the first optimization that benefits both
consumers, professionals as consumer organizations, is implementing a Customer Relationship
Management (CRM) system. The absence of CRM functionality in the current HORIS project
represents a limitation that is best to be addressed for any business model to reach its full
potential.

A robust Customer Relationship Management system offers:

e Feedback Collection: Systematic gathering of user and professional feedback to drive
continuous improvement;

e User Journey Optimization: Ability to identify users who abandon the process at specific
phases and implement targeted nudging strategies to encourage completion;

e Professional Value Addition: Enhanced features for professionals to track leads, manage
client relationships, and measure conversion rates.

The estimated investment for CRM integration has been addressed in the deliverable related to
the business model especially looking beyond the project end. This implementation will also impact
ongoing platform costs, as it will likely require licensing agreements with email automation
providers to fully leverage the CRM capabilities.

16
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Another possibility is to integrate the CRM of the consumer organizations. We must research the
impact of the integration of this specific CRM system with the platform. Customer Feedback and
Retention

Since the platform release we are monitoring current platform analytics, which reveal that many
users complete the Selfscan, download their personalized renovation reports, but then not all of
them take the next step of requesting quotes from professionals. This drop-off would mean
significant lost revenue for contractors who will pay to be on the platform, expecting a steady flow
of qualified leads.

We need to investigate more into the reasoning behind the drop-off, that could be due to the type
of refurbishment proposed that leads consumers to a situation of “think better, do calculations
and decide later”. We therefore need to implement robust feedback collection mechanisms to
understand why users abandon their journey. Without insights into these drop-off points, we are
unable to optimize the user experience or demonstrate tangible value improvements to paying
professionals.

Systematic feedback collection, through exit surveys, follow-up questionnaires, or behavioral
analytics, provides essential data about user concerns, barriers, and decision-making processes.
This information enables continuous platform refinement, helping to identify whether users need
more information, find the process too complex, or face other obstacles. For paying professionals,
this commitment to understanding and improving conversion rates demonstrates that their
investment supports a platform actively working to deliver better results, not merely maintaining
the status quo.

Regardless of the reasoning behind the drop-off, an automated follow-up system would address
the conversion gap by gently nudging users who have shown initial interest but haven't yet
engaged with professionals. These targeted reminders, sent at strategic intervals after report
downloads, can highlight the benefits of obtaining quotes, showcase relevant professionals or
offer additional support to overcome hesitation. By reactivating dormant leads, the platform can
significantly improve conversion rates, thereby justifying the fees professionals pay for access.

Together, the feedback and follow-up systems create a virtuous cycle: follow-ups increase
immediate conversions while feedback drives long-term improvements, both essential for
sustaining a professional-pays model where contractors expect measurable returns on their
platform investment.

4.1.1. PROFESSIONAL VALUE ADDITION

In the professional-pays model, where contractors and service providers invest in platform access,
delivering genuine value becomes paramount. Professional feedback consistently reveals a critical
pain point: email-based leads create unnecessary administrative burden. Contractors report that
manually transferring data from emails into their existing systems disrupts established workflows
and reduces operational efficiency.

To justify the fees professionals, pay, the platform must deliver leads in formats that integrate
seamlessly with their operations. This means moving beyond email notifications and providing
structured data that can flow directly into their CRM systems, scheduling software, and quotation
tools.

4.1.2.USER JOURNEY OPTIMIZATION
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While the current platform offers an impressively streamlined journey that can be completed in
under 30 minutes, this efficiency may actually work against user needs and expectations.

The existing journey follows a logical progression: the Green Menu activates homeowners with
clear, integrated information covering financial, technical, and legal aspects. From any page, users
can initiate the Selfscan, complete a 4-step questionnaire, and receive tailored retrofitting options.
With the calculation tools and additional information in the Selfscan, the user can refine the
selection of measures. Based on this selection, they are presented with a selection of professionals
and are offered the opportunity to request quotes directly in the Selfscan through a contact form.

However, this rapid progression assumes immediate decision-making, which contradicts what user
research tells us about homeowner behavior. The reality is that renovation decisions are significant
financial and lifestyle commitments that require careful consideration. Homeowners need time to
discuss options with family members, review their finances, and weigh different alternatives.
Without the ability to save progress and return later, we risk losing potential customers who
aren't ready to commit within a single session.

This possible mismatch between platform design and user behavior represents a barrier to scaling.
By forcing users to complete their journey in one sitting, we create a user experience that may
drive away thoughtful, serious customers - precisely the type who would value and pay for a
comprehensive service.

To address this issue, we are considering implementing a CRM account functionality that allows
users to save their data and return to complete their journey at their convenience. The impact of
this additional feature is significant, requiring additional funding, but this investment is worth
considering for creating a platform that genuinely serves consumer needs and justifies its costs.

5. IMPLEMENTATION STRATEGY AND ROADMAP
5.1. DURING HORIS RUNTIME

During the HORIS project runtime, we focus on the following activities:

1. Validating the business model: professionals pay to be on the platform
2. Anticipating future developments
3. Partnership Model Evolution

5.1.1. VALIDATING THE BUSINESS MODEL

The platform was initially intended to be live in September 2025. However, we realized soon that
this initial planning would have provided us with limited time to have enough users to validate the
business model and to reach the planned KPI. To prove the business model, we needed to establish
that enough users finish the customer journey. Meaning that they have not only applied for a quote
through the platform but also assigned the work and implemented the renovation works.

Moreover, just like the successful model in the Netherlands was the foundation of scaling across
borders. It now is essential that we proof the business model behind the HORIS platform to be
able to scale it further to other countries.

5.1.2.ANTICIPATING FUTURE DEVELOPMENTS: SOFTWARE LICENSE UPGRADE

We have scaled up our software license to access pre-programmed functions, including Experience
Portals. These portals provide real-time access to digital assets, enabling seamless search, filtering,
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and sharing capabilities. Designed for both internal and external stakeholders, these customizable
portals enhance collaboration and data management efficiency, creating significant opportunities
for professional engagement and partnership development.

5.1.3.PARTNERSHIP MODEL EVOLUTION

De Groene Grachten recognizes that their dependence on an IT subcontractor is a weakness in
their own business model. Therefore, during the HORIS runtime, they reviewed their collaboration
with their current subcontractor. The current HORIS project structure positions De Groene
Grachten as the client and our subcontractor as the service provider, requiring investment for each
platform modification. Moving forward beyond Horis framework, De Groene Grachten aims to
transition to a true partnership model where both parties function as allies. This approach would
enable our partner to benefit from platform scaling while sharing responsibility for the platform's
performance and success.

It would also mean an optimization of the development process. Since we foresee that small IT
developments don’t need to go through De Groene Grachten ticketing system but can be sent
directly to the IT developer. This eliminates De Groene Grachten from the chain, which shortens
the process.

5.2.YEAR 1-2 AFTER HORIS RUNTIME

After the runtime, we will have everything in place to further develop the platform.
5.2.1.IMPLEMENTATION OF THE LICENCE MODEL

Starting 2026, after HORIS runtime, the licence model will be implemented. This will mean that
consumer organisations will pay a yearly fee to De Groene Grachten as it is described in the
business case deliverable.

This fee will cover:
Hosting & Technical Maintenance

The license fee is used to manage the website for one year. The following activities are carried out
for this purpose:

e To keep the platform operational, annual technical maintenance will be performed (e.g.
software updates);

e The hosting of the Green Menu websites;

e The necessary software platform updates;

e Major software updates are implemented to keep the platform safe and operational.

Service and support

De Groene Grachten offers support to consumer organisations. This goes beyond technical
assistance. As the operators of a successful One Stop Shop, De Groene Grachten can also be
consulted about consumer communication and activation, developing services to facilitate a more
streamlined customer journey and other questions in regard to helping homeowners with
sustainable retrofitting. Furthermore, as described in 2.3.4, De Groene Grachten facilitates joint
development meetings, shared investment protocols, open Innovation framework and continuous
Improvement cycles. With this Groene Grachten ensures the best possible.
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For minor IT developments and support, De Groene Grachten offers a ticket system in which
consumer organisations can request changes and signal malfunctions. This system ensures that
everybody has insight in technical issues that are being resolved and the status.

5.2.2. CRM IMPLEMENTATION

We acknowledged that the future improvement should be CRM implementation. However, as this
requires an investment that was not foreseen in Horis project. To cover the costs, all parties will
look for new funding. Furthermore, De Groene Grachten will take this development into account
in future developments of the Dutch platform. This way, consumer organizations can profit from
developments in the Netherlands.

5.2.3. SCALING TO EXISTING PARTNERS

Next to the consumer organizations, De Groene Grachten has also worked with a restoration
architect in Belgium and a non-profit in Slovenia. Their content is already in the database. This
means that there already is a strong foundation to scale to these countries. This would mean a
perfect test case to validate the business model with other organizations than the consumer
organizations. Researching if the platform upholds its attractiveness and trustworthiness if the
sender becomes something other than a consumer organization would be needed.

5.3.YEARS 3-5 AFTER HORIS RUNTIME

After the most important functional requirement, the CRM system is implemented, and the Licence
model is validated through scaling to other countries. We can further scale the platform to other
countries within the EU.

Potential future partners should meet the following requirements:
Technical, legal and financial knowledge

The HORIS project success is that it brings together several experts who contributed to the
development of information on the platform. Such as technical, legal and financial information.
The quality of this knowledge is essential to the success of the platform. De Groene Grachten has
all this knowledge for the Dutch market in house. For Italy, Spain and Portugal it proved best to
work with several expert organizations to gather this knowledge and then bring it together. Both
work but it is essential for a new partner to be able to organize this knowledge. De Groene
Grachten helps by providing formats and English translations of Dutch content. But in the end,
consumers organizations need to be able to develop their own content to adapt to the context
within their country.

Investment readiness

Although we have a ready to use platform, the scaling of a platform demands an investment in the
development of the platform and training of the future content and data managers. So, the
organization must be able to cover the development costs and agree to a licensing contract for
the coming 5 years.

Organisational profile

With the consumer organisations, the One Stop Shop has a strong trustworthy sender. The same
goes for the Dutch platform where De Groene Grachten is seen an experienced and trusted
advisor. Therefore, the platforms lean heavily on independent information. Commercial companies
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that see an opportunity to sell their own products or services, and by doing so excluding products
or services from others, are not fit for this platform.

Market analyses

To be able to create a successful market uptake of the One Stop Shop, a good market analysis is
necessary. It helps if potential partners can identify gaps in national, regional or even local current
service providers that the HORIS OSS can fill.
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