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Business Model Training

20 May 2025, 10:00 ð13:00h CET
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organisation
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The Business Model Training

Part 1: Business Model 

Training

What are 

Business Models?

The PREPSOIL 

Business Model 

Canvas

Real-life insights

Part 2: Questions & 

Answers

Answer question 

regarding the Business 

Model Canvas

20 May

28 May



Who are your trainers?

Isabelle Couture
International Project 

Manager,

ENoLL

Mar Ylla
Junior Project 

Manager,

ENoLL

Michelle Gonzalez
Junior Project 

Manager,

ENoLL
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Todayõs Agenda
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What is PREPSOIL?

= Preparing for the ôSoil Deal for Europeõ Mission

Creating awareness and knowledge on soil needs among 

stakeholders in European regions

Soil Needs Monitoring Living LabsWeb portal

Harmonization 

and imporvement  
of monitorning  
approaches in 

Europe

Soil needs 

assessments in 20 
European regions

Knowledge Hub, 

LL atlas, 
promotion of best 

practices, 

knowledge 
exchange

Business models, 

mapping of Soil 
Health LLs, 

classification

Close 
collaboration 

with:
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What is SOILL?

Framework Partnership Agreement

2024-2030

SOILL aims to set up and run an effective , agile , 

transdisciplinary , diffuse , open  and fair  one-stop-shop 
structure to coordinate, support, enlarge, and promote  the 
network of 100 living lab and lighthouses funded under the 

Soil Deal Mission and ensure their co-created  user-centred , 
harmonized , reliable , impactful , replicable , and sustainable  

lead of the transition towards healthy soils. 

Support Structure 

for Soil Living Labs

SOILL-Startup  aims to  co-design  and launch  the  SOILL one-

stop  structure  for coordination,  support, enlargement, and 
promotion  of the network of 100 SHLLs/LHs in participatory  
collaboration  with the first waves of SHLL/LHs and key 

stakeholders and initiatives. 
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What is your mindset for today?
Select a reaction or emoji!
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Introduction to the Mission ôA Soil Deal for Europeõ

UNHEALTHY SOILS

Á Soils degraded by human activities, including 

anthropogenic climate change;

Á Concernsabout 2/3rd of European soils: agricultural, 

natural and rural;

Á 100 Living Labs and Lighthouses across all land uses: 

agricultural, forestry, natural, industrial and urban sites;

Á To give visibility to soils as a crucial, yet widely 

òunrecognizedó societal asset and publicgood;

Á To pioneer, showcase and accelerate the transition to 

healthy soils.
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Mission Soil Objectives

1. Reduce desertification

2. Conserve and increase 

soil organic carbon stocks 

3. Stop soil sealing and 

increase re-use of urban 

soils

4. Reduce soil pollution and 

enhance restoration 

8. Improve soil literacy in 

society

7. Reduce the EU global 

footprint on soils

6. Improve soil structure to 

enhance soil biodiversity

5. Prevent erosion
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Land-use types

Agriculture

Natural and semi -natural

Forestry

(Peri-)Urban

(Post-)Industrial

Organic and mineral soils, specific 

farming systems approaches 
(organic, regenerative, conservation, 

precision), agroecology

Multi -use soils, soil restoration, soil 

threats, soil sealing and pollution

Forest related measures (Forest 

Strategy 2030), land fragmentation, 
abandonment, landscape planning.

Multi -use soils, soil threats, 

sustainable urban planning, etc.

Natural soils, specific conservation and 

restoration approaches (forest
management, wetland restoration, 

erosion control, biodiversity

conservation).



What are Soil Health Living Labs ?
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Soil Health Living Labs 

Collaborative  initiatives to co -
create knowledge and 

innovations

òUser-centred, place-based and 

transdisciplinary research and 

innovation  ecosystems, which involve 

land managers, scientists and other  

relevant partners in systemic research 

and co-design, testing, monitoring  and 

evaluation of  solut ions, in real- life 

settings, to  improve  their  effectiveness 

for  soil health and accelerate adoption .ó

Multi -stakeholders 
Quadruple helix model

User-centred

Involve all relevant partners 
in co-design, testing, 

monitoring and evaluation of 

solutions

Real-life environment

Real life setting

Several sites

e.g. farms, forest 
exploitations, city parks at 
regional  or sub-regional  

level.

Alignment to Mission goals 
and strategies (SOILL)
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Stakeholders in Living Labs

14

Government 

& Public sector
Central, regional & local governments, 

intergovernmental organizations, government 

entities like ministries & agencies, public 

administrations & other publically-owned 

entities

Academia
Schools, colleges, universities, research insitutes 

and innovation labs of all types, whether in the 

public, 

private or civil sectors

Citizens, civil society & users
Both non-profit formal organizations like 

NGOs, charities, foundations, associations, 

trades unions & social entrepreneurs when not 

profit -seeking & more informal & loosely 

organized communities, citizens, interests 

groups  & movements

Industry
Firms, companies, entrepreneurs, SMEs, 

corporates, other profit seeking organizations 

operating in the market, including commercial 

ICT & technology sectors, representatives  of 

these stakeholders like employersõ and trade

organizations

Academia Government

IndustryCitizens

PPPP
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Types of Living Labs in soil

Potential and emerging Living 

Labs including on-the -

ground experiments and 

pilot projects , 

they have not yet fully 

aligned to the Mission Soil 

Criteria

Emerging 

Living Labs

Living Labs that are 
specifically funded under the 

dedicated topics of the 
Mission Soil . Fully compliant 
with eh criteria of the Mission 

Soil.

Mission Soil 

Living Labs

Living Labs that exist within 

the broader European 

landscape that are fully 

aligned to the Mission Soil 

criteria but do not receive 

direct funding form the 

dedicated Mission Soil topics

European 

Living Labs
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Why Business Models?



Business models are designed to help companies in attracting investments 
whilst navigating internal managerial structures.

What is a Business Model?

A business model is how an organisation creates, delivers , and 
captures value .ó

Business model is a term used to define a company or organisationõs 
plan for making a profit. 

The plan defines:

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

What the company 

will sell
Who it will sell it to

and how much it will 

cost to make its 

products or services
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In other wordsê

A business model is a set of decisions that definesê

What will you offer; 

to whom  and why ?

How you will 

organize  your self to 

do so in a financially 

viable  manner

Business 

Model
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Business Model Canvas 

(BMC) 
A practical tool to build your

businessmodel, (widely

recognised and extensively
utilised in innovation

management)

Terminology - Business Plan &  Business Model

Flexible conceptual 

frameworks that evolve
with changing conditions.

Allow LLsto respond to
new opportunities and 
challenges, fostering

innovation , strategic
agility, and long-term

sustainability.

BUSINESS MODELRigid and detail-specific
strategies and tactics

Useful for outlining
detailed operational and 
financial strategies

Lessadaptable to
changing circumstances

and unique environments
of LLs.

BUSINESS PLAN



Why Business Modelling?

1. Sustainability . Coping with the complexity of 
partnership, after the (initial) project financing has ended

2. Value creation . Analysing, stimulating and protecting 
it's created value within the partnership

3. Business creation . Ensuring market for 
products/services and the role out to market, also no 
economic value (upscaling)

4. Growth/exploitation . Build out of the ecosystem and 
new strategic lanes to take 
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Business models of Living Labs
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Creating a viable business model that offers value  to all different  types of new 
and/or involved stakeholders is key to the sustainability of a Living Lab .

Å Most Living Labs in Europe currently depend on public grants and subsidy programs . 

Å The biggest challenge  is generating revenue from private markets .

Å To move toward financial independence , a Living Lab must begin by clearly defining:

Critical elements to be considered are, for example, funding sources, value proposition, 
impact, purpose, and key metrics.

What value it provides

How that value 

is created and 

delivered

Who benefits 

from it
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The development of 
the PREPSOIL Business 
Model Canvas



Approach and key steps 

PREPSOIL 

Partners

Workshop: PREPSOIL -

SoilValues (M22) to 
enhance and validate 
results for BMs.

Workshop with 

mature LLs 
Discuss the concept 
of BMs and BPs and 
their utility to 
ensure long-term 
financial 
sustainability.

Webinar: Smart Financing 

and Sustainability of Soil 
Health Living Labs & 
Lighthouse
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Analysis & desk research

15, 

52%

14, 

48%

Participants

On-site Online

Workshop with mature LLs

Literature on LL business 

models

Identification of mature LLs

Identification of LL BM experts

Workshop with Soil 

Values

Business Model Canvas development
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The PREPSOIL Business Model Canvas

The Business Model Canvas (BMC) for LLs & LHs contains 2 overarching components (Soil Mission Objectives 
and land use types) , and 14 elements.

25

Click here for a higher resolution image.

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

https://www.canva.com/design/DAGJPjjlltM/wCR8oQ02LjnyBIpe3QBNsg/view?utm_content=DAGJPjjlltM&utm_campaign=designshare&utm_medium=link&utm_source=editor
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


Report on LL/LH model business plans

PREPSOIL Report on LL/LH business model plans 
(D4.2): https://zenodo.org/records/12919420 

PREPSOIL - Business Model Canvas for Soil Living Labs and Lighthouses: 
https://zenodo.org/records/12819107 
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Who to involve in the 
BMC?



Who to involve?
The development of a business model for Living Labs should actively involve all stakeholders of the Quadruple 
Helix Model who have a vested interest in the success and impact of the Living Lab, and who contribute 
directly to its activities.

28

Academia Government

IndustryCitizens

PPPP 

Partnership
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Stakeholders needed

Providing funding  or 

resources essential for 
the Labõs sustainability

Financial 

contributions 

Offering 

infrastructure , 
expertise , or 
operational 

support  to enable 
implementation and 

experimentation.

Organisational 

contributions

Participating in 

governance  and 
decision -making  

processes to guide the 

Lab's vision and 
priorities.

Strategic 

contributions

Central role in synthesizing  and 

aligning  these inputs into a 
coherent and actionable BM.

Ensure that the collaborative 
effort reflects the shared 

objectives and values of all 
stakeholders involved.

Living Labõs core 

management team

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/




How to complete the 
PREPSOIL BMC



32 32©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

Steps to complete the BMC

Click here for a higher resolution image.
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Steps to complete the BMC

The objective(s) 

pursued by the soil 

LL according to the 

Mission Soil 

Implementation Plan

Mission Soil 

Objectives

STEP 0.1

The LLs response to the 

identified problems, 

outlining the 

approaches and 

innovations to be 

implemented

Solutions

STEP 2

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

Specify the land-use 

type the LL will address

Soil Use Type

STEP 0.2

The unique benefits the LL 

offers to users and 

stakeholders.

Value 

Proposition

STEP 3

Crucial actors for success, 

such as partners, funders, 

regulators, and community 

groups.

Key 

Stakeholders

STEP 4

Those who benefit 

from and interact 

with the Living Lab.

User 

Segments

STEP 5

Those who may pay 

for the Living Labõs 

products, services, or 

solutions.

Costumer 

Segments

STEP 6

Specific soil health 

issues the Living Lab 

aims to address, along 

with challenges faced 

by users and 

stakeholders

Problems

STEP 1
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Steps to complete the BMC

Strategies to attract

and retain usersand 

stakeholders in the

Living Lab.

User 

Engagement

STEP 7

Essentialactions to

deliver the value

proposition and 

solutions.

Key Activities

STEP 8

Tangible and 

intangible assets

needed to carry out

activities effectively.

Key 

Resources

STEP 9

Indicators linked to 

value and activities, 

used to track progress 

and measure short- and 

long-term impact.

Key Metrics

STEP 10

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

The broader

environmental, 

economic, and social 

outcomes aligned

with the Living Labõs

mission.

Impact

STEP 11

Potential external

threats to activities

and goals. Mitigation

strategies are essential

for resilience.

Environmental 

Risks

STEP 12

Overview of fixed

and variable costs for

budgeting and 

planning.

Cost Structure

STEP 13

How the Living Lab

will generate income

or funding to ensure

sustainability.

Revenue 

Stream

STEP 14
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Business Model Canvas 
ÖMKi On-farm Living 

Lab

35
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ÖMKi On-Farm Living Lab
Business Model Canvas

Korinna Varga, Head of Agricultural Policy Research Group, 
Hungarian Research Institute of Organic Agriculture (ÖMKi)



ÖMKi On-Farm Living
Lab in a nutshell



ÖMKiOn-Farm LivingLab

Agroecology-focused nationwide participatory experimentation networkthat includesvariety 
of field trials and technology tests co-designed and co-implemented with farmerswith the aim

to improve and/or developnew organic/agroecologicalpractices, products, technologies.

Participating farmers gain feedback directly from their own 
production experiences, creating space for open innovation 
and dynamic knowledge co-creation betweenstakeholders



Research
LivingLabEcosystem

Arable cropping research

ÅRegenerative organic soil cultivation methods

ÅAdapting protein crops to organic farming conditions

ÅClimate adaptation of ancient cerealsand value chain creation

ÅVariety test of cereals for organic farming

Horticulture research

ÅReplacementof peat in seedling growing practice

ÅNo-till practices in horticulture

ÅImprovement of N-cycle in organic horticulture

ÅImpacts of diverse cover crops in vineyard interrows to production and 

landscape

Precision farming solutions for animal husbandry

ÅEnhancing animal welfare in the pasture with the help of digital sensors

ÅEstrus detection and calving prediction using sensors

ÅOptimizing pasture use based on rumination values

ÅBehavioral studies using artificial intelligence

Socio-economics of organic farming

ÅExploring the economic aspects and cost-effectiveness of organic conversion

ÅSystematic collection of domestic retail sales data and consumption trends of 

organic products

ÅImpact assessmentof ÖMKi on-fam LL

Soil health
research



On-farm methodology+ product
development

Farmers, researchers, advisors, breeders

Wide-range
of 
stakeholder
groups
depending
on the 
objective



Living Lab Achievements

Living Lab Products/Serviceson the Market:

1.ÖMKi Living Interrow: Species rich seed mixture 
developed for interrows.

2. Landrace Tomato Seedling: Re-introduction of 
landrace tomatoes as seedlings

3. Organic LandraceFlour(Einkorn, Emmer) (PILOT) 
Reintroduction of ancient cereals in arable cropping

4. Advisory service for organic and agroecological 
farmers



ÖMKi On-Farm LL -
Financial Sustainability



Background

Hostorganization: Hungarian Research Institute of Organic Agriculture (ÖMKi)

Aim: Fostering scientificresearchof organicagricultureand agroecologyin Hungary 
on an internationallevel.

Legal form: non-profit LLC (SME)

Ҧcertainrestrictionsregardingthe typeof incomemay be gained



Roadto Financial Sustainability



Currentincomesources

National Funds: Ministry of 
Agriculture & Hungarian 

National Rural Network
EU projects: 20 

Profit from products & 

services (5-10%)



RegenerativeLL BMC

Soil MissionObjective:
1. reduce land degradation relating to 
desertification 
5. prevent erosion 
6. improve soil structure to enhance soil 
biodiversity 

Landusetype: Agriculture



The PREPSOIL Business Model Canvas

The Business Model Canvas (BMC) for LLs & LHs contains 2 overarching components (Soil Mission 
Objectives and land use types), and 14 elements.

Click here for a higher resolution image.
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Problems

ÅDrought and other extreme weather events.

ÅYield reduction and instability.

ÅReduction of soil organic matter and soil biodiversity.

ÅIncreasing soil temperature during summer months.

ÅLack of knowledge of the stakeholders on the complexity of soil health 
related issues (biological process).

ÅLack of municipal, regional and national support/understanding to 
address the problem.

ÅSome practices are known in theory that can help overcome these 
problems but their adaptation to the region and to farms are not yet 
available.

Solutions
ÅCombining and applying the principles and practices of regenerative and 

organic agriculture.

ÅCo-designing and experimentingpractical solutions with farmers on their 
farms.

ÅInvolving and co-creating with local citizens, authorities, policymakers, and 
researchers.

ÅImproving the understanding (scientific knowledge and public literacy) on soil 
health and the usage of regenerative organic practices ςthus contributing to 
the reduction of desertification.

Value
proposition

αRegenerative soil practices LL builds a network of dedicated farmers, 
researchers and other value chain actors for finding soil solutions to reduce the 
ǊŜƎƛƻƴΩǎ vulnerability to desertification and to improve soil health (retaining 
moisture in soils, improving soil structure, finding high nutrition value crops 
for food and feed) and the economic livelihood of farmers through cost 
reduction and increase in farm sustainability, to provide spaces of dialogue 
among the stakeholders for exchanging experiences and peer-to-peer 
learning and to collect region-specific, proven practices which can be 
potentially replicated/adapted by other farmers.έ



Key stakeholders

Åorganic farmers, conventional farmers interested in organic and 
regenerative practices, 

ÅCAP and farm advisors, 

Åresearchers, 

Åpolicy makers, regional water management authority, 

Åuniversities, 

ÅDongér-YŜƭǃŞǊAssociation

User & Costumersegments

Åfarmers (applying practices, not only the ones taking part in 
experiments),

Åeducators,researchers, 

Åfarm advisors, 

ÅNGOs,

Åauthority and policy makers to check compliance with legislation 
and modify legislation if needed.

User engagement

ÅFarmers ς Farm advisors ς researchers, universities: co-creation 
workshops to design experiments, choosing practices to be tested, 
determining experimental setup (on-farm method) that is feasible 
for farms to do. Experimentationand sharing results and 
ƛƴǘŜǊǇǊŜǘŀǘƛƻƴ ǘƘǊƻǳƎƘ ǿƻǊƪǎƘƻǇǎΣ ŦŀǊƳŜǊΩǎ ŘŀȅǎΣ ŦƛŜƭŘ Ǿƛǎƛǘǎ.

ÅEducators, authority, policy makers: occasionallysurveys, but 
mainly workshops, public conferences, field days.

Key activities

ÅConceptualisation and co-design of the research topic with the 
users through workshops.

ÅReal-life testing: Settingup experiments,managingexperiments
on the farmswith the users.

ÅData collection, data evaluation and visualization with
researchers,universities.

ÅDiscussion,validationandevaluationof the resultswith the users
and other stakeholdersthrough workshops,farmer days, field
visits.

ÅDemonstrationof goodpracticesthroughsitevisits.

ÅCommunicationof resultsto different stakeholdersandthe wider
agricultural/research community outside the LL through
conferences,field visits,publications,webinars,podcast,videos.

ÅEngagementin EUprojects.



Key resources

ÅKnowledge and human capacity in designing and managing on-farm 
research, data collection and evaluation.

ÅKnowledge in managing LL and in network-building.

ÅNational research funds available to cover laboratory expenses, data 
collection and working hours of research staff for 3 years on a limited 
number of research sites.

ÅExperience in running and developing EU research projects.

ÅParticipating farmers have equipment, experience in managing farm 
operation and dedicate human capacity to the extra effort needed to 
manage an experiment and they provide the sites.

ÅTools and equipment to conduct simple plot experiments and collect 
data.

Key metrics

ÅImprovement of soils, soil quality and health properties for example 
infiltration rate, organic carbon content, biological activity, aggregate 
stability.

ÅReduction of costs in farms, increased efficiency. 

ÅNumber of farms participating in the research and applying the proven 
practices.

ÅNumber of farms interested in the adaption of results.

ÅIncreased awareness on the importance of soil health.

ÅNumber of legislations changed, number of successful recommendations 
to change the applicable measures of the CAP.

ÅNumber of new cooperation with regional actors.

Impact

ÅIf practices work on experimental plot and used in all 
relevant plots in the farm, improvement of soil health is 
significant. 

ÅKnowledge of farmers and other stakeholderson soil
health and regenerative practices increase through
exchange of experiences and discussion of research
results.

ÅPolicymakersand authorities have an evidence-base,
independent and trusted information on performance,
challengesand benefits of certain soil building practices
andon co-creationwith multiplestakeholders.



Environmental risks

ÅExtreme weather events may destroy experiments and have no data.

ÅFailure of sampling and measuring equipment.

ÅFailure in managing experiments (not the planned treatments happen 
on the experimental plot).

Å¦ƴŦƻǊŜǎŜŜƴ ƴŜǿ ǊŜƎǳƭŀǘƛƻƴǎ ǘƘŀǘ Ƴŀȅ ƴŜƎŀǘƛǾŜƭȅ ƛƳǇŀŎǘ ŦŀǊƳŜǊΩǎ 
attitude toward changing practices.

Cost structure

ÅFixed costs: monthly salary of LL staff, office utilities, equipment 
depreciation.

ÅVariable costs: Most costs are related to research activities and 
management of the experiments. Costs of data collection, sampling 
and laboratory analysis and data evaluation. Farm machinery costs 
and input material costs of managing experiments on the field. Costs 
of workshops, field days and events to communicate results and costs 
of meetings for LL members. Advertising and publicity. Travel costs.

Revenuestreams

ÅDedicated public funding

ÅEU projects

ÅFeesfrom conferences



Experiencesof usingthe BMC

Å Easyto useand filter
Å Comprehensive- providesadditionalideas

for developingyourBMC
Å Supportsstructuringyouractivities
Å Easyto adaptto collaborativeco-design 

environmentwith users& stakeholders

Å Multiple filtering optionsshouldbe 
available

Å Staticςdoesnot allowto
collect&uploadideasto different
elements

Å Visuallythe downloadableguide
supportsthe understandingmore than
the tool on the PREPSOIL website



Thank you

Korinna Varga, Hungarian Research Institute 
of Organic Agriculture (ÖMKi)

korinna.varga@biokutatas.hu



Questions?
Type your question(s) in the chat or raise your hand



Health break
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1. Reduce desertification

2. Conserve soil organic carbon 

stocks

3. Stop soil sealing and increase 

re-use of urban soils

4. Reduce soil pollution and 

enhance restoration

5. Prevent erosion

6. Improve soil structure to 

enhance soil biodiversity

7. Reduce the EU global footprint 

on soils

8. Improve soil literacy in society

Mission Soil 

Objectives

STEP 0.1

Land use 

type

STEP 0.2

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0
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PROBLEM Element
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Definition

The problem element identifies the main problems that the LL would like to address. This section helps 

ensure the LL is tackling a real and significant issue. By understanding, addressing, and leveraging 
problems effectively, LLs can unlock new opportunities  for growth  and create sustainable value for 
stakeholders.

QUESTIONS

 TO ADDRESS What are the main soil health 

problem(s) or related one(s) that 
your LL would like to address? 
These are specific problems within  

the territory  your LL operates.

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

SPHERES OF INTERVENTION

Economic, Policy & 

Regulatory Barriers

Environmental

Factors

Research& 

Knowledge Gaps

Social & Behavioural

Factors

STEP 1
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PROBLEM Element
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STEP 1

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

LLs in 

Soil 

Health

Example of how to complete the problem element

60ð70% of EU soils are unhealthy

The EU CAP lacks regional characteristics and needs

High cost of soil sampling
Path dependency complicates reforms

Hard to shift habits that harm soil health

Economic, Policy & 

Regulatory Barriers

Environmental

Factors

Social & BehaviouralFactors

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


SOLUTIONS Element
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Definition

The co-creation processes, experimentation, 

and innovative approaches are used to solve 
the identified  problem.  

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

QUESTIONS

 TO ADDRESS What solutions  does your 
Living Lab put forward to this 
problem?
On your Living Lab level , what 
are your services/products/
interventions?

SPHERES OF INTERVENTION

Research & 

Development

Education & 

Awareness Raising

Environmental

Sustainability

Economic, Policy & 

Regulatory Support

STEP 2

Collaborations & Partnerships

https://creativecommons.org/licenses/by-nc-nd/4.0/
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SOLUTIONS Element
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STEP 2
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LLs in 

Soil 

Health

Example of how to complete the solutions element

Shift in market demand: higher prices for near-organic, 

welfare-friendly animal products.
Balance land use: prevent overuse near towns and 
abandonment in remote areas.

Broaden market accessto diverse customer segments

Run a LL with experimental set ups which include nature-

based solutions and integrating mixed production

Tacklesoil issuesthrough circular economy solutions

Climate adaptation to flood , erosion, fire, and landslide risks.
Prevent hazardsby reducing pollution and enhancing soil
structure and biodiversity.

Environmental

Sustainability

Education & 

Awareness Raising

Economic, 

Policy & 
Regulatory

Support

Collaborations

& Partnerships

Raiseawarenessand use of effective soil health practices.

Improve soil literacy acrosssociety.

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


VALUE PROPOSITION Element
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Definition

A value proposition  is the LLõs promise of value to 

stakeholders, highlighting  unique benefits that 
meet their needs, solve problems, and drive 
engagement.

QUESTIONS

 TO ADDRESS What value proposition does your 
LL deliver to its stakeholders, 
users and customers? 
Which of their needs is your LL 
satisfying?
How does your 
product/service/solution benefit 
the stakeholders? 
Why should customers and 
stakeholders choose your LL over 
competitors?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

SPHERES OF INTERVENTION

Business Value Social Value

STEP 3
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VALUE PROPOSITION Element
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STEP 3
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LLs in 

Soil 

Health

Example of how to complete the problem element

Living Labssupport SMEswith tools and testing to reduce prototype

risks. Co-creation, user panels, and expert networks help develop robust
soil health solutions, speeding innovation and market readiness.

Living Labsdrive climate-smart soil practices through collaborative

innovation , boosting awareness, resilience, and sustainable food
production . They tailor solutions to local needs, promoting soil
biodiversity and long-term environmental benefits.

Business 

Value

Social Value

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


KEY STAKEHOLDERS Element
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Definition

Key stakeholders are individuals or groups with a vested interest in the LLõssuccess. Managing these

relationships builds trust, supports collaboration , reduces risks, and ensures decisions reflect diverse
needsñcreating value for both the LLand its ecosystem.

QUESTIONS

 TO ADDRESS
Who are the individuals or 
organizations that have an interest in 
your LL? How does each stakeholder 
impact your LL? What role could they 
play in the LL activities?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

STEP 4

Academia Government

IndustryCitizens

PPPP 

Partnership
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KEY STAKEHOLDERS Element
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STEP 4

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

Example of how to complete the óKey Stakeholdersó element

LLs in 

Soil 

Health

Research institutions, 

Academia

Public Sector

Private Sector

Civil Society

Researchers from environmental, social and economy 

sciences; soil advisors.

Decision-makers at local/regional level; health 

authorities; trade unions; disaster/risk and 
environmental experts.

Land owners and managers; investors; agribusiness 

companies/ forest owner associations/construction 
professionals/urban planners

Citizens groups & representatives; informal interest 

groups; NGOs.

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


USER SEGMENTS Element
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Definition

They are the specific groups of individuals or entities that the LL targets as its primary users. Users that  

the LL aims to  serve with  its services and solutions . Understanding the user segments is crucial for 
tailoring  strategies and user experiences to meet the unique requirements and preferences of each 
group.

QUESTIONS

 TO ADDRESS Who are the different  users of 

your LL product/service/solution?  
What are the characteristics of 
each user segment? What specific 

needs does each user segment 
have? How will your LL tailor its 

solution to each user segment?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

STEP 5

Academia Government

IndustryCitizens

PPPP 

Partnershi

p
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USER SEGMENTS Element
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STEP 5Example of how to complete the òUser Segmentsó element

68©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

LLs in 

Soil 

Health

Civil Society

Public Sector

Private Sector

ResearchInstitutions, 

Academia

Researchers from environmental, social 

and economy sciences; soil advisors.

Decision-makers at local/regional level; 

health authorities; advisory services.

Landowners; farmers/foresters; soil 

cooperatives

Citizens groups & representatives; 

informal interest groups; NGOs.

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


CUSTOMER SEGMENTS Element
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Definition

This element defines the different  groups of people or organizations a LL aims to reach. It's essential 

to identify  and understand the needs of each segment. Customer  segments  are those  who  
potentially  will  purchase your  products  or  uptake  your  solutions . 

QUESTIONS

 TO ADDRESS
Who are your LL target 

customers? Who might  be 
interested to purchase the 
product/service developed in the 

LL or uptake the solution?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

STEP 6

Academia Government

IndustryCitizens

PPPP 

Partnership
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CUSTOMER SEGMENTS Element
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STEP 6Example of how to complete the òCustomer Segmentsó element

70©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

LLs in 

Soil 

Health

Civil Society

Public Sector

Private Sector

ResearchInstitutions, 

Academia

Researchers from environmental, social 

and economy sciences; health 
institutes.

Public administration at 

local/regional/national level; health 
authorities.

Landowners; farmers/foresters; soil 

cooperatives; food shops/ 
supermarkets/product sellers & 
intermediaries

NGOs

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


Distinctions  between key stakeholders, user segments, 
customer segments

Key Stakeholders User Segments Customer 

Segments

People/ organisations 

that are involved, 

interested, and 

influenced by the 

strategy and activities 

of the Living Lab.

People/organizations 

taking part in the Living 

Lab co-creation 

projects/activities.

Organizations, 

companies paying for 

or receiving the Living 

Labõs services.



USER ENGAGEMENT Element
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Definition

User engagement refers to the strategies and initiatives employed by a LL to interact with and involve its 

users. Effective user engagement fosters stronger relationships, enhances user satisfaction, and drives 
loyalty, ultimately  leading to increased retention  and advocacy.

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

QUESTIONS

 TO ADDRESS
How will your LL attract users 

to its activities? What channels 
will your LL use to reach and 
engage them? What strategies 

will be put in place to retain 
and grow the LL user base? 

SPHERES OF INTERVENTION

STEP 7

Engagement 

Activities

Research& 

Testing

Information & 

Comms Sharing

Governance& 

Representation

Incentives & 

Compensation

https://creativecommons.org/licenses/by-nc-nd/4.0/
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USER ENGAGEMENT Element
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STEP 7Example of how to complete the òUser Engagementó element

73©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

LLs in 

Soil 

Health

Engagement 

Activities

Research& 

Testing

Incentives & 

Compensation

Information & 

Comms Sharing

Continuous feedback and feedforward; raising 

awareness; SM channels; print & digital 
media; digital tools. 

Participation in research activities; on-site 

trials and experimentation.

Compensation/economic incentives for 

participants; consideration of the different  
interests;  recognition  awards/prizes; 
ópremium advantagesó.

Workshops; Interviews & surveys; discussion 

groups; in-person networking  events; 
community building ; politicians in on-site 
visits; demo visits etc.

Governance& 

representation

Usersõ representatives in the management 

team; user panel with diverse representation.

https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/


The waterfall of confidence

òI feel more confident in identifying 

__________ part of the PREPSOIL Business 

Model Canvasó



KEY ACTIVITIES Element
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Definition
Key activities describes the most important  actions a LL must take to operate successfully. They can include 

production,  problem-solving, platform/network  maintenance, etc.

QUESTIONS

 TO ADDRESS What are the main activities 

your LL must perform to 
deliver the LL value 
proposition? What activities are 

crucial to achieve the solutions 
proposed by your LL?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

SPHERES OF INTERVENTION

Research & 

Development

Comms & 

Dissemination

Education & 

Training

Collaborations & 

Partnerships

STEP 8
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KEY ACTIVITIES Element
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STEP 8

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

LLs in 

Soil 

Health

Example of how to complete the problem element

Advisor training and land user cooperation

Provide accessto training and cooperation amongst land users

Research & Development

Education & Training

Comms & 

Dissemination

Collaborations 

& Partnerships

Regular soil health assessments

Creative awarenessactivities (e.g. demo site visits, mobile soil exhibits)

Showcasingsolutions to soil health challenges

Co-design sustainable, regulation -friendly solutions and expand citizen science

Strengthen collaboration among landowners, managers, and researchers

https://creativecommons.org/licenses/by-nc-nd/4.0/
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KEY RESOURCES Element
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Definition

Key resources are Essential assetsñphysical, intellectual, human, and partnershipsñthat enable LLs to

operate, innovate, and deliver value. They support product development , services, and competitive
advantage.

QUESTIONS

 TO ADDRESS What resources, both  tangible  

and intangible, does your LL 
need to conduct the activities?

©SOILL-Startup, 2025. Licensed under CC BY-SA 4.0

SPHERES OF INTERVENTION

HHRR & Expertise
Infrastructure & 

Equipment

STEP 9


